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CHAPTER ONE

A REVIEW OF THE LITERATURE AND INTRODUCTION 

TO THE RESEARCH MODEL

Understanding th e  n a tu re  o f  an o r g a n iz a t i o n 's  behavior with 

r e s p e c t  to  i t s  e x te rn a l  p o l i t i c a l ,  s o c ia l  and com petit ive  environments 

i s  an im portan t p a r t  o f  th e  f i e l d  o f  o rg a n iz a t io n a l  behav io r .  Of 

p a r t i c u l a r  i n t e r e s t  to  o rg a n iz a t io n a l  r e s e a rc h e rs  i s  th e  n a tu re  o f  the  

r e l a t i o n s h ip  between an o r g a n iz a t i o n 's  behavior in  i t s  environment and 

i t s  u l t im a te  e f f e c t iv e n e s s  and s u r v iv a l .  Why, fo r  example, a re  some 

o rg a n iz a t io n s  e f f e c t i v e  in  t h e i r  p a r t i c u l a r  environm ental con tex t 

w hile o th e r  o rg a n iz a t io n s  f lounder  in  the  same or s im i la r  

environm ental c ircum stances?  Why do some "o rg a n iz a t io n s"  have a more 

s o p h is t i c a te d  unders tand ing  o f  t h e i r  environment than  o th e rs  and 

u l t im a te ly ,  why do some o rg a n iz a t io n s  su rv ive  w hile o th e r s ,  o p e ra t in g  

in  th e  same o r  s im i la r  c o n d i t io n s ,  do not?

These q u es t io n s  and o th e rs  r e l a t i n g  to  the  n a tu re  o f  the  

r e l a t i o n s h ip  between o rg a n iz a t io n s  and t h e i r  environments have 

rece iv ed  a good d ea l  o f  a t t e n t i o n  in  the  o rg a n iz a t io n  theory  

l i t e r a t u r e  over th e  th e  l a s t  two decades. The p ion ee r in g  works on 

th e se  i s s u e s  by t h e o r i s t s  such as D i l l  (1958), Burns and S ta lk e r  

(1961), Lawrence and Lorsch (1967) and Thompson (1967) tended to  be 

p r e s c r ip t iv e  in  n a tu re ,  o f f e r in g  the  o rg a n iz a t io n a l  a d m in is t ra to r



2

recommendations fo r  s t r u c t u r i n g  t h e i r  o rg a n iz a t io n s  so as  to  achieve 

maximal e f f e c t iv e n e s s  under vary ing  environm ental c o n d i t io n s .  Another 

l i n e  o f  theo ry  (Duncan, 1972; Emery & T r i s t ,  1965; T e r re b e r ry ,  1968) 

co n ce n tra te d  on c l a s s i f y i n g  and d e sc r ib in g  types  o f  o rg a n iz a t io n a l  

environments and in  some c a s e s ,  suggested  s t r a t e g i e s  fo r  coping with 

th e se  environm ental ty p e s .  More re c e n t  re se a rc h  e f f o r t s  have focused 

on d e s c r ib in g  o rg a n iz a t io n a l  responses  to  var io u s  types  o f  

environm ental c o n d i t io n s  (L e b le b ic i  & S a lan c ik ,  1981; L e i fe r  & Huber, 

1977; P f e f f e r ,  1972a; 1972b) and on d e l in e a t in g  v a r ia b le s  which may be 

im portan t in  unders tand ing  a d m in i s t r a to r s '  p e rce p t io n s  o f  t h e i r  

environments (Aldag & S to rey ,  1979; Downey, H e l l r i e g e l  & Slocum,

1977).

The Role o f  Environmental U ncerta in ty  in  Theories  of 

O rganization-Environm ent R e la t io n s

A concept which has been c e n t r a l  in  th e  l i t e r a t u r e  on 

o rgan iza tion -env ironm en t r e l a t i o n s  i s  the  concept o f  "environm ental 

u n c e r ta in ty "  (Duncan, 1972; G a lb ra i th ,  1977; Lawrence & Lorsch, 1967; 

Thompson, 1967). O rg an iza t io n a l  environments have been s a id  to  be 

more o r  l e s s  u n c e r ta in  as a fu n c tio n  o f  environm ental c h a r a c t e r i s t i c s  

such as th e  degree o f  v o l a t i l i t y  in  th e  environm ent, th e  number and 

com plexity  o f  th e  environm ental elem ents which must be co n s id e re d ,  and 

t h e i r  h e te ro g e n e i ty  (Duncan, 1972; Emery & T r i s t ,  1965; Lawrence &
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Lorsch, 1967).

The concept o f  environm ental u n c e r ta in ty  has played th r e e  major 

r o le s  in  the  l i t e r a t u r e  on o rgan iza tion -env ironm en t r e l a t i o n s  to  d a te .

F i r s t ,  i t  has served  as a c e n t r a l  contingency v a r ia b le  fo r  s t r u c t u r a l  

contingency t h e o r i s t s  in  t h e i r  fo rm u la tions  o f  how o rg a n iz a t io n s  ought 

to  be s t r u c tu r e d  to  ach ieve e f f e c t iv e n e s s  under vary ing  environm ental 

c o n d i t io n s  (Burns & S ta lk e r ,  1961; D i l l ,  1958; Lawrence & Lorsch, 

1967). Thus, i t  has been a s s e r te d  t h a t  to  be e f f e c t i v e  in  complex, 

dynamic ( " u n c e r ta in " )  environm ents , o rg a n iz a t io n s  need to  have organ ic  

s t r u c t u r e s  w ith few r u le s  and r e g u la t io n s  and high l e v e l s  o f  

d e c e n t r a l i z a t io n  o f  d e c is io n  making (Burns & S ta lk e r ,  1961). I t  has 

a lso  been suggested  t h a t  o rg a n iz a t io n s  in  u n s ta b le ,  heterogeneous 

environments ought to  have high l e v e l s  o f  d i f f e r e n t i a t i o n  ( i . e .  a 

la rg e  number o f  s p e c ia l iz e d  departm ents) and high l e v e l s  of 

i n t e g r a t i o n  ( i . e .  mechanisms fo r  ensu ring  e f f e c t iv e  communication 

between th e se  departm ents) to  be e f f e c t iv e  (Lawrence & Lorsch, 1967).

A second l i n e  o f  re se a rc h  has viewed u n c e r ta in ty  as  an av e rs iv e  

s t a t e  which o rg a n iz a t io n s  seek to  avoid or p r o te c t  t h e i r  o p e ra t io n s  

from. Thus, o rg a n iz a t io n a l  t h e o r i s t s  have argued th a t  o rg a n iz a t io n s  

o p e ra t in g  in  u n c e r ta in  environments must e i t h e r  s t r u c t u r e  them selves 

in  such a way so as  to  minimize p o te n t i a l l y  n eg a t iv e  e f f e c t s  of 

u n c e r ta in ty  on t h e i r  performance (Thompson, 1967) or seek to  reduce 

u n c e r ta in ty  by ta k in g  some a c t io n  to  le s s e n  i t  (P f e f f e r  & S a la n c ik ,

1978). Responses o f  the  former type in c lu d e  p ro te c t in g  th e  te c h n ic a l  

core  (Thompson, 1967) and a ttem p tin g  to  ensure  th e  maintenance of



p o s i t i v e  o r g a n iz a t io n a l  s la c k  (Cyert & March, 1963). Responses o f  the  

l a t t e r  type in c lu d e  a c t iv e  a t tem p ts  to  in f lu e n c e  th e  environment 

through c o a l i t i o n  fo rm ation , b a rg a in in g ,  co o p ta t io n  and forward or 

backward in t e g r a t i o n  as  w ell as a t tem p ts  to  g a th e r  in fo rm ation  about 

the  environment (G a lb ra i th ,  1977; P f e f f e r ,  1972a; 1972b; Thompson & 

McEwen, 1958).

A t h i r d  l i n e  o f  r e s e a rc h  which began to  develop about a decade 

ago has focused on th e  no tion  o f  perce ived  environm ental u n c e r ta in ty  

(PEU), and has a t tem pted  to  understand  the  n a tu re  o f  the  r e la t io n s h ip  

between th e  c o n d i t io n s  p re s e n t  in  th e  o r g a n iz a t io n 's  e x te rn a l  

environment and a d m in i s t r a t o r s '  degree o f  u n c e r ta in ty  about th a t  

environment. This l i n e  o f  re se a rc h  developed in  response to  two 

s tu d ie s  (Downey, H e l l r i e g e l  & Slocum, 1975; Tosi,  Aldag & S to rey ,

1973) which f a i l e d  to  f ind  c o n s i s te n t  s ig n i f i c a n t  r e l a t io n s h ip s  

between p e rc e p t io n s  o f  environm ental u n c e r ta in ty  and c e r t a i n  

c h a r a c t e r i s t i c s  o f  th e  environment hypothesized  to  be r e l a t e d  to  

u n c e r ta in ty  ( e .g .  v o l a t i l i t y ,  com plex ity ) .

D espite  the  t h e o r e t i c a l  c e n t r a l i t y  o f  th e  u n c e r ta in ty  concept in  

the  f i e l d  o f  o rg a n iz a t io n  th e o ry ,  re se a rc h  which has focused on 

environm ental u n c e r ta in ty  has been somewhat confusing  and d i f f i c u l t  to  

i n t e r p r e t .  Problems have ranged from f in d in g s  o f  poor r e l i a b i l i t y  and 

v a l i d i t y  evidence fo r  th e  in s tru m en ts  used to  measure perce ived  

u n c e r ta in ty  (Downey, H e l l r i e g e l  & Slocum, 1975; T osi,  Aldag & S to rey ,  

1973) to  th e  above mentioned f a i l u r e  to  f in d  s ig n i f i c a n t  and 

c o n s i s te n t  r e l a t i o n s h ip s  between p e rc e p t io n s  o f  u n c e r ta in ty  and



c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n a l  environment which have been 

hypothesized  to  be im portan t p r e d ic to r s  o f  th e se  p e rc e p t io n s  (Downey 

e t  a l . ,  1975; Pennings, 1975; P f e f f e r ,  1978; Tosi e t  a l . ,  1973).

The Research Purpose

The primary purpose o f  t h i s  re se a rc h  i s  to  f u r th e r  in v e s t ig a t e  

the  r e l a t io n s h ip  between o rg a n iz a t io n s  and t h e i r  environments by 

examining o rg a n iz a t io n a l ,  in d iv id u a l  and r o l e - r e l a t e d  f a c to r s  which 

may be im portan t in  de term in ing  how o rg a n iz a t io n a l  a d m in is t ra to r s  

p e rc e iv e ,  analyze and respond to  th e  o r g a n iz a t i o n 's  e x te rn a l  

environment.

The concept o f  "environm ental u n c e r ta in ty "  i s  a t  the  core o f  t h i s  

re sea rch  as i t  has been a t  th e  core  o f  much o f  th e  p rev ious  re sea rch  

on o rgan iza tion -env ironm ent r e l a t i o n s .  However, i t  i s  hypothesized 

here  t h a t  the  concept i s  no t a unid im ensional one and t h a t  s e v e ra l  

d i f f e r e n t  types  o f  u n c e r ta in ty  have p rev io u s ly  been subsumed w ith in  

t h i s  concept. I t  i s  suggested  t h a t  many o f  th e  seemingly in c o n s i s t e n t  

f in d in g s  o f  p r io r  re se a rc h  can be exp la ined  by a f a i l u r e  to  adequa te ly  

d i f f e r e n t i a t e  between th e se  types  o f  u n c e r t a in ty .

This re se a rc h  w i l l  seek to  t e s t  e m p ir ic a l ly  the  v a l i d i t y  o f  t h i s  

hypo thes is  and to  a s c e r t a in  w hether, in  f a c t ,  o rg a n iz a t io n a l ,  

in d iv id u a l  and r o l e - r e l a t e d  v a r ia b le s  may be im portan t in  ex p la in in g  

v a r ian ce  in  th e  types  o f  u n c e r ta in ty  proposed.
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A second purpose o f  the  re sea rch  i s  to  exp lo re  some p o te n t i a l  

outcomes o f  an " o r g a n iz a t io n 's "  p e rce p tio n  and assessm ent o f  th e  

environment a t  both th e  o rg a n iz a t io n a l  and in d iv id u a l  l e v e l s .  

O rg an iza tio n a l  outcomes to  be in v e s t ig a te d  inc lu d e  th e  types  of 

responses  the  o rg a n iz a t io n  has made or i s  p lanning  to  make to  i t s  

environment. At the  in d iv id u a l  l e v e l ,  th e  impact o f  th e se  p e rc e p t io n s  

on o rg a n iz a t io n a l  commitment, s a t i s f a c t i o n  with p lanning  and r o le  

ambiguity w i l l  be in v e s t ig a t e d .

P r io r  to  d isc u ss in g  the  concep tual framework which u n d e r l ie s  t h i s  

r e s e a rc h ,  a b r i e f  overview o f  th e  development and use o f  th e  c o n s tru c t  

o f  environm ental u n c e r ta in ty  in  o rg a n iz a t io n  theory  w i l l  be given.

The Concept o f  Environmental U ncerta in ty  in  O rgan iza tion  Theory: A

Review o f  the  L i t e r a tu r e

There has tended to  be a lack  o f  agreement among o rg a n iz a t io n

t h e o r i s t s  as to  how to  d e f in e  the  concept o f  environm ental

u n c e r ta in ty .  One reason  fo r  th e  f a i l u r e  to  agree on a

c o n c e p tu a l iz a t io n  may l i e ,  r a th e r  i r o n i c a l l y ,  in  th e  f a c t  t h a t  the

concept o f  u n c e r ta in ty  i s  such a commonly used one. Downey and Slocum

(1975) in  t h e i r  review o f  th e  l i t e r a t u r e  on environm ental u n c e r ta in ty

commented th a t :

U ncerta in ty  i s  a term which i s  used d a i ly  in  a v a r ie ty  
o f  ways. This everyday acqua in tance  with u n c e r ta in ty  
can be sed u c tiv e  in  t h a t  i t  i s  a l l  too easy to  assume



t h a t  one knows what he or she i s  ta lk in g  about.

The most commonly c i t e d  c o n c e p tu a l iz a t io n s  o f  u n c e r ta in ty  adopt 

the  in fo rm ation  theory  p e r s p e c t iv e ,  d e f in in g  u n c e r ta in ty  as  a la ck  o f  

in fo rm ation  ( i . e .  Downey & Slocum, 1975; Duncan, 1972; Garner, 1962).

A more s p e c i f i c  c o n c e p tu a l iz a t io n  d e f in e s  u n c e r ta in ty  as 

u n p r e d i c t a b i l i t y  or th e  i n a b i l i t y  to  a ss ig n  p r o b a b i l i t i e s  as to  the  

l ik e l ih o o d  o f  fu tu re  even ts  (Duncan, 1972; Pennings, 1981; Pennings & 

T r ip a th i ,  1978; P f e f f e r  & S a la n c ik ,  1978). These two 

c o n c e p tu a l iz a t io n s  a re  c l e a r l y  r e l a t e d  in  th e  sense  t h a t  the  

a c q u i s i t io n  o f  in fo rm ation  may cause an in d iv id u a l  to  come to  p erce ive  

a p r e d ic ta b le  p a t t e r n  in  ev en ts  which had p rev io u s ly  seemed 

u n p re d ic ta b le .

Environmental u n c e r ta in ty  has a l s o  been defined  in  terms o f  a 

la ck  o f  in fo rm ation  about cause and e f f e c t  r e l a t io n s h ip s  (Duncan,

1972; Lawrence & Lorsch, 1967) and a la ck  o f  knowledge o f ,  or an 

i n a b i l i t y  t o  p r e d i c t ,  th e  outcomes o f  d e c is io n s  (Downey & Slocum,

1975; Duncan, 1972; Hickson, H inings, Lee, Schneck & Pennings, 1971; 

Luce & R a i f fa ,  1957; Schmidt & Cummings, 1976).

A perce ived  lack  o f  in fo rm atio n  thus  i s  c l e a r ly  i n t e g r a l  to  the  

d e f in i t i o n  o f  environm ental u n c e r ta in ty  but th e re  i s  disagreem ent 

about th e  s p e c i f i c  ..nature o f  t h i s  lack  o f  in fo rm ation .  Some argue 

t h a t  i t  i s  a la ck  o f  in fo rm a tion  about th e  r e l a t i v e  l ik e l ih o o d  of 

fu tu re  e v e n ts ,  some t h a t  i t  i s  a la ck  o f  in fo rm ation  about th e  n a tu re  

o f  c a u s e - e f f e c t  r e l a t i o n s h ip s  and o th e rs  argue t h a t  i t  i s  a la ck  o f  

knowledge o f  d e c is io n  a l t e r n a t i v e s  and t h e i r  consequences t h a t  d e f in e s
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u n c e r ta in  s i t u a t i o n s .  S t i l l  o th e rs  suggest t h a t  environm ental 

u n c e r ta in ty  invo lves  a la c k  o f  in fo rm ation  in  more than  one o f  th e se  

a ren a s .

An Overview o f  th e  Measurement o f  U n certa in ty

There has a l s o  been a la ck  o f  consensus among o rg a n iz a t io n a l  

r e s e a rc h e r s  as  to  how to  o p e r a t io n a l iz e  and measure th e  c o n s t ru c t  of 

environm ental u n c e r ta in ty .  A key con troversy  has surrounded the  is su e  

o f  whether u n c e r ta in ty  ought to  be measured o b je c t iv e ly  or 

s u b je c t iv e ly .  Some have argued t h a t  i t  i s  necessary  to  measure 

u n c e r ta in ty  " o b je c t iv e ly "  e i t h e r  as  a means o f  a t tem p ting  to  v a l id a te  

p e rc e p tu a l  measures or as  a s u b s t i t u t e  fo r  th e se  measures (Aldag & 

S to rey ,  1975; S tarbuck , 1976; T inker,  1976). The " o b je c t iv e "  

o p e r a t io n a l iz a t io n s  o f  u n c e r t a in ty  u t i l i z e d  in  p a s t  re se a rc h  have, 

however, c re a te d  problems. There i s  a l s o  a l e g i t im a te  qu es tio n  as  to  

whether i t  i s  u se fu l  to  a t tem p t to  measure u n c e r ta in ty  " o b je c t iv e ly ."

In t h i s  next s e c t io n ,  th e  problems w ith  both th e  o b je c t iv e  and 

p e rc e p tu a l  measures o f  "environm ental u n c e r ta in ty "  w i l l  be d iscussed  

and an e f f o r t  w i l l  be made to  r e s o lv e  th e  " o b je c t iv e  vs . p e rc e p tu a l"  

measurement c o n tro v e rsy .
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Problems in  th e  Measurement o f  "O bjec tive"  Environmental U n c e r ta in ty .

There i s  reason  to  q u es t io n  the  v a l i d i t y  o f  many o f  th e  " o b je c t iv e "  

i n d i c a to r s  o f  u n c e r ta in ty  used in  p a s t  r e s e a rc h .  Many s tu d ie s ,  fo r  

example, o p e ra t io n a l iz e d  " o b je c t iv e "  u n c e r ta in ty  with var io u s  measures 

o f  environm ental v o l a t i l i t y  ( e .g .  Downey e t  a l . ,  1975; Tosi e t  a l . ,  

1973). However, measures o f  environm ental v o l a t i l i t y ,  as s e v e ra l  

r e s e a rc h e r s  (Lawrence & Lorsch, 1973; M iles, Snow & P f e f f e r ,  1974; 

P f e f f e r  & S a lan c ik ,  1978) have po in ted  o u t ,  a re  inadequate  as 

o p e r a t io n a l i z a t io n s  o f  u n c e r t a in ty .  I t  i s  not change per  se or even a 

f a s t  r a t e  o f  change t h a t  causes  u n c e r ta in ty  about th e  environment, 

r a th e r  i t  i s  u n p re d ic ta b le  change t h a t  g en e ra te s  t h i s  type of 

u n c e r t a in ty .  Thus, v o l a t i l i t y  measures a re  probably c o n te n t - d e f i c i e n t  

measures o f  u n c e r ta in ty  about th e  environment.

The measurement o f  s o - c a l l e d  o b je c t iv e  u n c e r ta in ty  has been 

f u r th e r  com plicated by th e  f a c t  t h a t  many o f  the  i n d i c a to r s  used a re  

in v a l id  fo r  ano ther  reaso n .  In d ic a to r s  such as s a l e s  or te c h n o lo g ic a l  

v o l a t i l i t y ,  th e  number o f  product in n o v a t io n s ,  or th e  percen tage  o f  

th e  o rg a n iz a t io n a l  budget spen t on re sea rch  and development which have 

been used in  a number o f  s tu d ie s  ( e .g .  Blandin & Brown, 1977; K efalas  

& Schoderbek, 1977; K e l le r ,  Slocum & Susman, 1974; Tosi e t  a l . ,  1973) 

a re  no t  r e a l l y  measures o f  "environm ental"  u n c e r ta in ty  or v o l a t i l i t y .  

Rather they a re  measures o f  v o l a t i l i t y  in  th e  o r g a n iz a t i o n 's  responses  

to  i t s  environment (Lawrence & Lorsch, 1973) which may or may not be 

caused by v o l a t i l i t y  in  th e  o rg a n iz a t io n a l  environment and may or may 

no t be r e l a t e d  to  th e  amount o f  u n c e r ta in ty  a d m in is t r a to r s  have about



10

th e  n a tu re  o f  th e  environment.

Problems in  the  Measurement o f  Perceived  Environmental U n c e r ta in ty .

Two s c a le s  (Duncan, 1972; Lawrence & Lorsch, 1967) have been dominant 

as measures o f  "perce ived  environm ental u n c e r t a in ty ."  Both s c a le s  

have, however, been suggested  to  be p sychom etr ica lly  weak (Downey e t  

a l . ,  1975; Tosi e t  a l . ,  1973). Tosi,  Aldag and S torey  (1973) rep o r te d  

low r e l i a b i l i t i e s  fo r  th e  su b sc a le s  o f  th e  Lawrence and Lorsch measure 

as w ell as fo r  th e  aggregated  s c a le .  Downey, H e l l r i e g e l  and Slocum 

(1975), in  examining th e  psychom etric p ro p e r t i e s  o f  Duncan's s c a le ,  

found t h a t  while the  t o t a l  s c a le  and two o f  i t s  su b sc a le s  had 

acc ep tab le  l e v e l s  o f  r e l i a b i l i t y ,  an e f f o r t  to  t e s t  the  s c a l e ' s  

convergence with the  Lawrence and Lorsch measure y ie ld ed  an 

i n s i g n i f i c a n t  c o r r e l a t i o n .  Furtherm ore, the  au th o rs  rep o r te d  no 

s i g n i f i c a n t  r e l a t i o n s h ip s  between su b sca les  of th e  Lawrence and Lorsch 

measure and only one s i g i f i c a n t  c o r r e l a t i o n  among the  su b sc a le s  o f  the  

Duncan measure.

The f a i l u r e  to  f in d  a s ig n i f i c a n t  r e l a t i o n s h ip  between th e se  two 

measures o f  u n c e r ta in ty ,  i t  i s  argued, i s  no t s u r p r i s in g .  Both s c a le s  

have th r e e  su b sc a le s ,  none o f  which i s  common to  th e  two in s tru m en ts .  

The Lawrence and Lorsch measure (as  reo rgan ized  by Downey e t  a l . ,  1975 

in  an e f f o r t  to  in c re a s e  th e  s c a l e ' s  r e l i a b i l i t y  and v a l i d i t y )  has 

items r e l a t i n g  to  th re e  f a c t o r s :

1) time span n ecessary  fo r  feedback on job performance,

2) c l a r i t y  o f  job  requ irem en ts ,  and
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3) degree o f  d i f f i c u l t y  involved  in  job performance.

Duncan's s c a le ,  on th e  o th e r  hand, focuses  on measuring:

1) lack  o f  in fo rm a tion  about fu tu r e  environm ental ev en ts ,

2) i n a b i l i t y  to  a ss ig n  p r o b a b i l i t i e s  as  to  th e  l ik e l ih o o d  

o f  fu tu re  even ts  in f lu e n c in g  the  success  or f a i l u r e

o f  a d ec is io n  u n i t ,  and

3) lack  o f  knowledge o f  th e  o rg a n iz a t io n a l  consequences 

o f  a d ec is io n  i f  i t  i s  in c o r r e c t .

This paper w i l l  contend t h a t  not only do th e se  in s trum en ts  measure 

d i f f e r e n t  types  o f  u n c e r ta in ty  but t h a t  each o f  the  su b sc a le s  o f  the  

Duncan measure i s  a c tu a l ly  measuring a d i f f e r e n t  type of 

"environm ental u n c e r t a in ty ."  Furtherm ore, th e se  types  o f  u n c e r ta in ty  

a re  not n e c e s s a r i ly  p o s i t i v e ly  r e l a t e d  to  each o th e r .

The "O bjec tive  vs. P e rc e p tu a l  Measurement" I s s u e . The i s s u e  of 

whether u n c e r ta in ty  ought to  be viewed as an o b je c t iv e  phenomenon, as 

a p e rc e p tu a l  phenomenon, o r  as both has been th e  s u b je c t  o f  much 

debate  in  th e  u n c e r ta in ty  l i t e r a t u r e .  The i s s u e  i s  e s s e n t i a l l y  an 

i s s u e  o f  whether u n c e r ta in ty  i s  perce ived  to  be a p roperty  o f  the  

s i t u a t i o n  or o f  th e  p e rc e iv e r .

S tarbuck has argued t h a t  " th e re  i s  a f a i r l y  s tro n g  case  fo r  

say ing  t h a t  u n c e r ta in ty  i s  in e v i ta b ly  a c h a r a c t e r i s t i c  o f  a p e rce iv e r  

r a th e r  than  o f  a p e rce ived  s i t u a t i o n . . . "  (1976, p. 1087). Other 

r e s e a rc h e r s  agree  ( e .g .  C h ild ,  1972; Downey & Slocum, 1975; Huber,
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O'Connell & Cummings, 1975). However, s e v e ra l  r e s e a rc h e r s  ( e .g .  

S tarbuck , 1976; T inker, 1976) sugges t t h a t  i t  i s  not s u f f i c i e n t  to  

s tudy p e rce p t io n s  a lone .  Tinker (1976), fo r  example, warns t h a t  

s tudy ing  p e rce p t io n s  alone would reduce th e  study  o f  o rg a n iz a t io n s  to  

a "problem o f psychoanalysis  o f  a c t o r s . "

While th e re  i s  an obvious need to  understand  the  n a tu re  o f  the  

r e l a t io n s h ip  between o b je c t iv e  c h a r a c t e r i s t i c s  o f  the  environment and 

a d m in is t r a to r  p e rce p tio n s  o f  u n c e r ta in ty ,  i t  i s  not necessary  and 

probably not d e s i r a b le  to  l a b e l  th e se  o b je c t iv e  environm ental 

c h a r a c t e r i s t i c s  "o b je c t iv e  u n c e r t a in ty ."  U n certa in ty  e x i s t s  in  the  

p e r s o n - s i tu a t io n  i n t e r a c t io n  and not in  the  s i t u a t i o n  i t s e l f  (Pondy & 

M itro f f ,  1979). S i tu a t io n a l  c ircum stances  merely produce a g r e a te r  or 

l e s s e r  p o t e n t i a l  fo r  th e  experience  o f  u n c e r ta in ty  by in d iv id u a ls  

p e rce iv in g  those  c ircum stances .

The in s i s t e n c e  on la b e l in g  c e r t a in  combinations o f  environm ental 

c h a r a c t e r i s t i c s  " o b je c t iv e  u n c e r t a in ty ,"  i t  i s  argued, has 

s i g n i f i c a n t l y  com plicated th e  i n t e r p r e t a t i o n  o f  th e  r e s u l t s  of 

r e sea rch  on u n c e r t a in ty .  I f  i t  i s  assumed t h a t  one can measure 

o b je c t iv e  u n c e r ta in ty ,  as  i t  o f te n  i s ,  and i f  th e re  i s  a f a i l u r e  to  

f in d  a s t ro n g ,  p o s i t i v e  r e l a t i o n s h ip  between th e  o b je c t iv e  and 

p e rc e p tu a l  in d ic a to r s  o f  u n c e r t a in ty ,  the  p e rc e p tu a l  measures may be 

assumed to  be in v a l id  and /o r  not u s e fu l .

An a l t e r n a t i v e  ex p la n a t io n ,  however, i s  p o s s ib le .  The o b je c t iv e  

measures o f  the  environment may be cons trued  not as measures of
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" o b je c t iv e "  u n c e r ta in ty  bu t  r a th e r  as measures o f  c h a r a c t e r i s t i c s  of 

th e  environment which a re  an teced en ts  o f  a p e rce p tio n  o f  u n c e r ta in ty  

about t h a t  environment (S chu le r ,  Jackson & Vredenburgh, 1985). A 

p e rce p tio n  o f  u n c e r ta in ty  about th e  s t a t e  o f  th e  environment thus  

r e q u i re s  th a t  an in d iv id u a l  not only p e rce iv e  th e se  c h a r a c t e r i s t i c s  

but a l so  experience a r e s u l t a n t  i n a b i l i t y  to  p r e d ic t  something about 

t h a t  environment.

Looking a t  the  r e l a t i o n s h ip  between o b je c t iv e  c h a r a c t e r i s t i c s  of 

th e  environment and a d m in is t r a to r  p e rce p tio n s  o f  u n c e r ta in ty  in  t h i s  

new l i g h t ,  many o f  th e  pub lished  f in d in g s  o f  s i g n i f i c a n t  r e l a t io n s h ip s  

between p e rce p tio n s  o f  u n c e r ta in ty  and in d iv id u a l  a t t r i b u t e s  such as 

to le ra n c e  fo r  am biguity , dogmatism and anomy (Aldag & S to rey ,  1979; 

Downey, H e l l r i e g e l  & Slocum, 1977; McCaskey, 1976; S torey & Aldag,

1983) as  well as between u n c e r ta in ty  and o rg a n iz a t io n a l  

c h a r a c t e r i s t i c s  (Huber e t  a l . ,  1975; L e i fe r  & Huber, 1977) become more 

e a s i l y  in t e r p r e t a b l e .  Environmental f a c to r s  such as th e  degree o f  

v o l a t i l i t y  or complexity in  the  environment a re  j u s t  one o f  a s e t  of 

f a c to r s  which may e x p la in  v a r ian ce  in  a d m in i s t r a to r s '  p e rce p t io n s  o f  

u n c e r ta in ty .  C h a r a c te r i s t i c s  o f  the  o rg a n iz a t io n ,  o f  th e  r o l e ,  and o f  

th e  in d iv id u a l  may a lso  e x p la in  v a r ian ce  in  th e se  p e rce p t io n s  or a c t  

to  moderate the  r e l a t i o n s h ip  between o b je c t iv e  co n d i t io n s  o f  the  

environment and a d m in is t r a to r  p e rc e p t io n s  o f  u n c e r ta in ty  about th a t  

environment.

The th re e  types  o f  u n c e r ta in ty  d iscussed  in  t h i s  paper are  

considered  to  be p e rc e p tu a l  phenomena and as  such a re  l i k e l y  to  be
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in f lu en ced  not only by th e  n a tu re  o f  c o n d i t io n s  in  th e  o rg a n iz a t io n a l  

environment but a l s o  by c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n ,  o f  the  

in d iv id u a l  doing th e  p e rc e iv in g  and o f  h i s /h e r  r o le .

Some Types o f  U n cer ta in ty  Involved in  Environmental 

In form ation  P ro cess in g :  A New C oncep tu a liza t io n  of 

"Environmental U ncerta in ty"

A General D e f in i t io n  o f  U ncerta in ty

U n certa in ty  i s  de f in ed  as an in d i v i d u a l ' s  perce ived  i n a b i l i t y  to  

p r e d ic t  something a c c u ra te ly .  U n certa in ty  occurs because the  

in d iv id u a l  p e rce iv es  h im /h e r s e l f  to  be la ck in g  in fo rm a tio n ,  or as 

unable to  d is c r im in a te  between r e le v a n t  d a ta  and i r r e l e v a n t  da ta  

(G if fo rd ,  B obb it t  & Slocum, 1979). (The word "something" i s  used 

d e l ib e r a t e ly  in  th e  above d e f in i t i o n  because i t  i s  a word which can 

e f f e c t i v e l y  encompass th e  wide v a r ie ty  o f  th in g s  about which one can 

be u n c e r ta in  -  rang ing  from th in g s  as  g en e ra l  as  " th e  fu tu re "  to  very

s p e c i f i c  th in g s  such as th e  amount o f  r a in  t h a t  w i l l  f a l l  in  th e  next

d a y . )

This d e f i n i t i o n  d i f f e r s  from some p rev ious  d e f i n i t i o n s  o f  

u n c e r ta in ty  because i t  a llow s fo r  th e  r e c o g n i t io n  t h a t  while

u n c e r ta in ty  can r e s u l t  from a lack  o f  in fo rm ation  as in fo rm ation



15

t h e o r i s t s  have c l a s s i c a l l y  argued, i t  can a l s o  r e s u l t  from th e  r e c e ip t  

o f  c o n f l i c t i n g  d a ta  or in fo rm ation  (A ldrich  & M indlin, 1976; Huff, 

1978). The r e c e ip t  o f  c o n f l i c t i n g  in fo rm ation  can cause an in d iv id u a l  

to  be u n c e r ta in  about th e  re levancy  and accuracy o f  th e  d a ta  she i s  

re c e iv in g  (G iffo rd  e t  a l . ,  1979) and th u s  u n c e r ta in  about the  na tu re  

o f  th e  c ircum stances  w ith  which she might be d e a l in g .

In o rder  fo r  the  c o n s t ru c t  o f  u n c e r ta in ty  to  be t h e o r e t i c a l l y  

u se fu l  in  o rg a n iz a t io n  th e o ry ,  however, i t  i s  necessary  to  sp ec ify  

what th e  source o f  the  u n c e r ta in ty  i s .  The la b e l  "environm ental"  when 

a t tach e d  to  the  term u n c e r ta in ty  r e p re s e n ts  an a t tem pt to  sp ec ify  the  

source o f  the  u n c e r ta in ty  as being the  o rg a n iz a t io n 's  e x te rn a l  

environment. Thus, th e  "something" which i s  u n p re d ic ta b le  has now 

been s p e c i f i e d  as being lo c a te d  in  the  o rg a n iz a t io n a l  environment. 

S pecify ing  th e  source  o f  th e  u n c e r ta in ty  as th e  o rg a n iz a t io n a l  

environment, however, may not sp e c ify  the  n a tu re  o f  th e  u n c e r ta in ty  in  

enough d e t a i l  to  make th e  c o n s t ru c t  a u se fu l  and im portan t one in  

o rg a n iz a t io n  theory  and r e s e a rc h .

Other re s e a rc h e r s  (Duncan, 1972; Miles & Snow, 1978; Tosi &

Slocum, 1984) have suggested  t h a t  i t  i s  necessary  to  break down the  

o rg a n iz a t io n a l  environment in to  i t s  component p a r t s  ( e .g .  s u p p l ie r s ,  

c o m p e ti to rs ,  government, d i s t r i b u t o r s ,  consumers e t c . )  and study each 

o f  th e se  as  sources  o f  u n c e r ta in ty  about the  o rg a n iz a t io n 's  

environment.

This paper su g g es ts  t h a t  i t  may a lso  be necessary  to  study 

u n c e r ta in ty  in  terms o f  th e  type o f  u n c e r ta in ty  experienced  by the



d e c is io n  maker. S p e c i f i c a t io n  o f  th e  type o f  u n c e r ta in ty  being 

experienced  re p re s e n ts  an a t tem pt to  sp e c ify  th e  n a tu re  o f  th e  

"something" which i s  u n p re d ic ta b le  in  a somewhat d i f f e r e n t  way. 

S p e c i f i c a t io n  o f  source  i d e n t i f i e s  the  domain o f  th e  environment about 

which one i s  ex perienc ing  u n c e r ta in ty  ( e .g .  com pe ti to rs)  while 

s p e c i f i c a t io n  o f  type focuses  on sp e c ify in g  th e  n a tu re  o f  the  

u n c e r ta in ty  being experienced .  The model p resen ted  here  i d e n t i f i e s  

th r e e  types  o f  u n c e r ta in ty  which may be experienced  by a d m in is t ra to r s  

in  t h e i r  a t tem p ts  to  p rocess  in fo rm ation  about the  o rg a n iz a t io n a l  

environment.

U ncerta in ty  about th e  S ta te  o f  the  Environment

The f i r s t  type o f  u n c e r ta in ty  suggested to  co n fro n t  

o rg a n iz a t io n a l  a d m in is t r a to r s  i s  u n c e r ta in ty  about th e  s t a t e  o f  the  

o r g a n iz a t io n 's  environment which in c lu d es  u n c e r ta in ty  about the  

a c t io n s  o f  r e le v a n t  o rg a n iz a t io n s  and key o rg a n iz a t io n a l  

c o n s t i tu e n c ie s  ( i . e .  s u p p l i e r s ,  co m p e ti to rs ,  consumers, the  government 

e t c . )  o r  about genera l changes in  s t a t e s  in  th e  r e le v a n t  environment 

( i . e .  s o c io c u l tu r a l  t r e n d s ,  demographic s h i f t s ,  major new developments 

in  technology or even th e  w ea the r) .

Of th e  th r e e  types  o f  u n c e r ta in ty  proposed h e re ,  i t  i s  t h i s  type 

o f  u n c e r ta in ty  which w i l l  tend  to  be most c lo se ly  a s s o c ia te d  with 

v a r i a t io n  in  th e  o b je c t iv e  c h a r a c t e r i s t i c s  o f  th e  environment such as 

th e  degree o f  environm ental v o l a t i l i t y  or com plexity . This type of
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u n c e r ta in ty  i s  a l s o  c l o s e s t  concep tua l ly  to  th e  n o tion  o f  

"environm ental u n c e r ta in ty "  as  i t  has been used and de f in ed  in  the  

o rg a n iz a t io n  theory  l i t e r a t u r e .  The la b e l  "environm ental u n c e r ta in ty "  

has been avoided in  favor o f  th e  adm itted ly  more cumbersome 

" u n c e r ta in ty  about the  s t a t e  o f  th e  environment" in  o rd e r  to  minimize 

confusion  as a l l  th re e  o f  the  types  o f  u n c e r ta in ty  i d e n t i f i e d  here 

have p rev io u s ly  been subsumed under th e  former l a b e l .

E f fe c t  U ncerta in ty

A second type o f  u n c e r ta in ty  r e l a t e s  to  an in d i v i d u a l ' s  i n a b i l i t y  

to  p r e d ic t  what th e  impact o f  an event o r  change in  a p a r t i c u l a r  

environm ental domain w i l l  be on h i s /h e r  o rg a n iz a t io n .  Knowing, fo r  

example, th a t  a h u rr ica n e  i s  headed in  the  d i r e c t io n  o f  your house 

does not mean t h a t  you know how i t  w i l l  a f f e c t  your p a r t i c u l a r  house.

Included here  i s  u n c e r ta in ty  about whether an even t w i l l  impact 

a t  a l l  on th e  fo c a l  o rg a n iz a t io n  as  w ell as u n c e r ta in ty  about the  

n a tu re ,  s e v e r i t y  and tim ing  of the  e f f e c t .  While t h i s  type of 

u n c e r ta in ty  i s  obviously  r e l a t e d  to  th e  co n d i t io n s  o f  the  

o rg a n iz a t i o n 's  e x te rn a l  environm ent, i t  does not n e c e s s a r i ly  imply 

u n c e r ta in ty  about the  n a tu re  o f  th e se  c o n d i t io n s .  In f a c t ,  in  order  

fo r  an a d m in is t r a to r  to  experience  e f f e c t  u n c e r t a in ty ,  i t  may be 

necessary  fo r  h im /her to  have some degree o f  c l a r i t y  as  to  what the  

p o s s ib le  fu tu re  s t a t e s  o f  th e  environment might be.
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Response U ncerta in ty

A th i r d  way in  which u n c e r ta in ty  can e n te r  in to  p rocess ing  o f  

in fo rm ation  about th e  environment i s  a t  th e  p o in t  o f  dec id ing  upon an 

o rg a n iz a t io n a l  response . Response u n c e r ta in ty  becomes s a l i e n t  when 

th e re  i s  a perce ived  need to  a c t  which o r ig in a te s  from the  percep tio n  

th a t  a pending event or change w i l l  have a s i g n i f i c a n t  n ega t ive  impact 

on the  o rg a n iz a t io n  or t h a t  i t  w i l l  p rovide  some unique oppo rtun i ty  to  

th e  o rg a n iz a t io n .  This ty p e  o f  u n c e r ta in ty  i s  a s so c ia te d  with the  

d ec is io n  m aker 's  a t tem p ts  to  understand  what responses  a re  a v a i la b le  

to  the  o rg a n iz a t io n  and what th e  value or u t i l i t y  o f  each might be.

This type o f  u n c e r ta in ty  i s  c l o s e s t  to  th e  no tions  o f  u n c e r ta in ty  

developed by d e c is io n  t h e o r i s t s .  Conrath (1967), fo r  example, 

co n cep tua l ized  u n c e r ta in ty  as a la ck  o f  in form ation  about:

1) the  a l t e r n a t i v e s  or response op tions  a v a i la b le ,
2) th e  s t a t e s  o f  n a tu re  or outcomes l i k e ly  to  be 

connected with each , and
3) the  value or u t i l i t y  a s s o c ia te d  with each 

a l t e r n a t i v e - s . o . n .  p a i r

D i f f e r e n t i a t i n g  between Types o f  U ncer ta in ty :  An Attempt to  Reconcile 

some o f  the  Confusing R esu lts  o f  P r io r  Research

What d i f f e r e n t i a t e s  th e se  th re e  types  o f  u n c e r ta in ty  from each 

o th e r  i s  th e  type o f  in fo rm ation  t h a t  th e  a d m in is t ra to r  p e rce iv es  

h im se lf  to  be la c k in g .  In th e  case o f  " u n c e r ta in ty  about th e  s t a t e  of 

th e  environm ent,"  th e  a d m in is t r a to r  i s  lack in g  in fo rm ation  about the
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fu tu re  n a tu re  o f  th e  environm ent. The experience  o f  e f f e c t  

u n c e r ta in ty ,  on th e  o th e r  hand, does not n e c e s s a r i ly  invo lve  a la ck  o f  

in fo rm ation  about environm ental co n d i t io n s  ( in  f a c t ,  th e  a d m in is t r a to r  

may have a l l  th e  in fo rm ation  she can h an d le ) ,  bu t r a th e r  th e  c r i t i c a l  

in fo rm ation  sho rtage  i s  in  knowledge o f  how an environm ental even t ,  

change or s e t  o f  changes w i l l  a f f e c t  th e  p a r t i c u l a r  o rg a n iz a t io n ,  i f  

a t  a l l .  F in a l ly ,  in  th e  case  o f  response  u n c e r ta in ty ,  th e re  i s  a 

p erce ived  lack  o f  in fo rm ation  about what the  o r g a n iz a t io n 's  response 

o p tions  a re  and about th e  value or u t i l i t y  o f  each course  o f  a c t io n  in  

terms o f  ach iev ing  d e s i re d  o rg a n iz a t io n a l  outcomes.

These th re e  types  o f  u n c e r ta in ty  seem to  be concep tua l ly  

d i f f e r e n t  from each o th e r ,  ye t they have not been w ell d i f f e r e n t i a t e d  

in  p rev ious  re sea rch  on "environm ental u n c e r t a in ty ."  The f a i l u r e  to  

d i f f e r e n t i a t e  between th e  th re e  may p a r t i a l l y  account fo r  some o f  the  

seemingly confusing r e s u l t s  rep o r te d  in  p a s t  r e s e a rc h .

The o b je c t iv e  in d ic e s  o f  environm ental c h a r a c t e r i s t i c s  ( e .g .  

those  which a t tem pt to  o b je c t iv e ly  measure how changeable or v o l a t i l e  

th e  o rg a n iz a t io n a l  environment i s )  t h a t  have been used as c r i t e r i a  fo r  

e v a lu a t in g  the  v a l i d i t y  o f  th e  measures o f  "perce ived  environm ental 

u n c e r ta in ty "  can be viewed as an teced en ts  o f  a p e rce p tio n  o f  

" u n c e r ta in ty  about the  s t a t e  o f  th e  environm ent". However, only one 

o f  Duncan's th re e  su b sc a le s  measures t h i s  type o f  u n c e r ta in ty  while 

none o f  th e  Lawrence and Lorsch su b sc a le s  appears  to  measure t h i s  type 

o f  u n c e r t a in ty .  Thus, while r e s e a rc h e rs  have looked a t  th e se  

r e l a t i o n s h ip s  as  a t e s t  o f  th e  v a l i d i t y  o f  th e  p e rce p tu a l  measures, i t
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has no t r e a l l y  been a f a i r  t e s t  o f  t h e i r  v a l i d i t y ,  p a r t i c u l a r l y  fo r  

th e  Lawrence and Lorsch measure (1967). Not unexpected ly , Tosi e t  a l .  

(1973) and Downey and h i s  c o l leag u e s  (1975; 1977) found no s ig n i f i c a n t  

r e l a t i o n s h ip s  between th e  o b je c t iv e  in d i c a to r s  of "environm ental 

u n c e r ta in ty "  they used and th e  Lawrence and Lorsch s c a le .

On th e  o th e r  hand, Downey e t  a l .  (1975) and Tung (1979) did 

r e p o r t  s i g n i f i c a n t  r e l a t i o n s h ip s  between th e  o b je c t iv e  measures o f  

environm ental c h a r a c t e r i s t i c s  and Duncan's measure o f  perce ived  

environm ental u n c e r ta in ty .  This l a t t e r  f in d in g  probably r e f l e c t s  the  

f a c t  t h a t  the  Duncan measure does have a su b sca le  which focuses on 

measuring " u n c e r ta in ty  about th e  s t a t e  o f  th e  environm ent."  An 

in t e r e s t i n g  f u r th e r  t e s t  would be to  look a t  th e  r e l a t i v e  magnitude o f  

th e  c o r r e l a t i o n  between th e  o b je c t iv e  i n d i c a to r s  and the  t o t a l  s c a le  

sco re  compared to  th e  c o r r e l a t i o n  between th e  o b je c t iv e  in d i c a to r s  and 

th e  su b sca le  sco re  a lone .  One might expect th e  l a t t e r  c o r r e l a t i o n  to  

be s t ro n g e r .

The f a i l u r e  to  f in d  a s i g n i f i c a n t  c o r r e l a t i o n  between th e  Duncan 

and Lawrence and Lorsch measures (Downey e t  a l . ,  1975) a lso  supports  

th e  n o tion  th a t  they  may be measuring s i g n i f i c a n t l y  d i f f e r e n t  types  of 

u n c e r ta in ty .  This la ck  o f  r e l a t i o n s h i p ,  f u r th e r  su g g es ts  th a t  th e se  

types  o f  u n c e r ta in ty  may no t be p o s i t i v e ly  r e l a t e d  as  has been assumed 

but may be r e l a t e d  in  a p re v io u s ly  unhypothesized way.

The proposed framework can a lso  address  ano ther  i s s u e  debated by 

o rg a n iz a t io n a l  t h e o r i s t s .  S evera l w r i te r s  (Lawrence & Lorsch, 1973; 

M iles, Snow & P f e f f e r ,  1974; P f e f f e r  & S a la n c ik ,  1978) have po in ted
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out t h a t  v o l a t i l i t y  o r  v a r i a b i l i t y  in  th e  environment i s  not 

n e c e s s a r i ly  u n p re d ic ta b le .  They sugges t t h a t  th e  f a i l u r e  o f  some 

s tu d ie s  to  f in d  a r e l a t i o n s h ip  between measures o f  environm ental 

v o l a t i l i t y  and perce ived  environm ental u n c e r ta in ty  may r e f l e c t  the  

f a c t  t h a t  though th e  environment may have been changing a t  a ra p id  

pace, i t  was not changing u n p red ic tab ly  and th u s ,  d id  not e l i c i t  

p e rc e p t io n s  o f  u n c e r ta in ty  about th e  s t a t e  o f  th e  environment.

According to  th e  framework o f fe re d  h e re ,  i f  an event in  the  

environment i s  h igh ly  p r e d ic ta b l e ,  one w i l l  not experience  u n c e r ta in ty  

about th e  s t a t e  o f  the  environment but i t  i s  q u i te  p o s s ib le  to  possess  

e f f e c t  or response  u n c e r ta in ty .  The p r e d i c t a b i l i t y  o f  an event does 

not convey any in fo rm ation  as to  the  l i k e ly  impact o f  t h a t  event fo r  a 

p a r t i c u l a r  o rg a n iz a t io n  or about the  a p p ro p r ia te  response to  make. In 

f a c t ,  th e  more p r e d ic ta b le  an event or change i s  perce ived  to  be, the  

more l i k e l y  i t  may be to  in c re a s e  th e  s a l ie n c e  o f  th e  e f f e c t  and 

response components o f  u n c e r ta in ty .

Another way in  which th e  p re se n t  framework could be a v a lu ab le  

a d d i t io n  to  th e  "environm ental u n c e r ta in ty "  l i t e r a t u r e  l i e s  in  i t s  

a b i l i t y  to  address  some o f  the  c r i t i c i s m s  r e s e a rc h e rs  have made o f  th e  

concept. H all (1980), fo r  example, sugges ts  t h a t  th e  f i e l d  i s  paying 

too  much a t t e n t i o n  to  th e  n o tion  o f  "environm ental u n c e r t a in ty ."  

O rg an iza tio n s ,  he a rgues , do no t seek to  respond to  u n c e r t a in t i e s ,  

r a th e r  they  seek to  respond only when environm ental even ts  become 

c e r t a i n t i e s .  In th e  c o n tex t  o f  the  model proposed h e re ,  H all i s



22

sugges ting  t h a t  o rg a n iz a t io n s  do not respond when th e re  i s  a la rg e  

amount o f  " u n c e r ta in ty  about th e  s t a t e  o f  th e  environm ent,"  r a th e r  

they seek to  respond only when they a re  f a i r l y  c e r t a in  about changes 

or even ts  in  t h e i r  environm ents . However, i f  they do not have 

s u f f i c i e n t  in fo rm ation  about th e  l i k e ly  n a tu re  o f  the  e f f e c t  o f  a 

change o r  about how to  respond, th e re  w i l l  s t i l l  be u n c e r t a in ty ,  of 

the  e f f e c t  and response u n c e r ta in ty  ty p e s .  I t  may be t h a t  as  an 

environm ental change becomes in c re a s in g ly  c e r t a in  to  occur,  the  

s a l ie n c e  o f  e f f e c t  u n c e r ta in ty  a c tu a l l y  in c re a s e s .  S im i la r ly ,  the  

more c e r t a in  an o r g a n iz a t i o n 's  a d m in is t r a to r s  become t h a t  an 

environm ental event w i l l  a f f e c t  the  o rg a n iz a t io n ,  the  more s a l i e n t  

t h e i r  u n c e r ta in ty  about how to  respond may become.
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CHAPTER TWO

THE RESEARCH CONTEXT AND THE RESEARCH MODEL

The purpose o f  t h i s  re se a rc h  was tw o-fo ld .  F i r s t ,  th e  re sea rch  

sought to  examine e m p ir ic a l ly  whether th e  th re e  types  o f  u n c e r ta in ty  

proposed here  a r e ,  in  f a c t ,  d i f f e r e n t i a b l e  types  o f  u n c e r ta in ty  which 

may be experienced  in  th e  course  o f  p rocess ing  in fo rm ation  about the  

environment, and second to  t e s t  a model o f  th e  r e l a t io n s h ip s  between 

o rg a n iz a t io n a l ,  r o le  and in d iv id u a l  v a r ia b le s  and a d m in is t ra to r  

experience  u f  u n c e r ta in ty  about the  o r g a n iz a t io n 's  r e l a t io n s h ip  with 

i t s  environment.

The Research Context:

Environmental U ncerta in ty  in  Higher Education

The h igher  educa tion  environment was chosen as th e  con tex t  fo r  

t h i s  s tudy . Q u es tio n n a ires  were mailed to  589 u p p e r- le v e l  

a d m in is t r a to r s  o f  a s t r a t i f i e d ,  random sample o f  148 p r iv a t e ,  4 -y ea r ,  

p r im a r i ly  l i b e r a l  a r t s  c o l le g e s .  A more d e t a i l e d  d e s c r ip t io n  o f  the  

sampling procedures  and o f  the  sample i t s e l f  appears  in  the  

methodology c h ap te r  o f  t h i s  d i s s e r t a t i o n .



P r io r  to  tu rn in g  to  th e  s p e c i f i c  hypotheses made in  t h i s  s tudy , the  

r a t i o n a l e  fo r  choosing i n s t i t u t i o n s  o f  h igher educa tion  as the  

" in d u s try "  o f  focus w i l l  be b r i e f l y  d esc r ib ed .

The Higher Education Environment

In a sense ,  c o l le g e s  and u n i v e r s i t i e s  ( e s p e c ia l ly  undergraduate  

l i b e r a l  a r t s  c o l le g e s )  a re  an id e a l  popu la tion  in  which to  in v e s t ig a t e  

th e  concept o f  u n c e r ta in ty  because th e re  a re  numerous reasons to  

b e l ie v e  t h a t  c e r t a in  demographic, s o c ia l  and te c h n o lo g ic a l  t r e n d s  a re ,  

or w i l l  soon be, im pacting on t h i s  group o f  o rg a n iz a t io n s .  These 

t re n d s  can be viewed as  a means o f  o b je c t iv e ly  o p e ra t io n a l iz in g  

environm ental change. A d d i t io n a l ly ,  as  some o f  th e se  changes a re  

o ccu rr ing  very f a s t ,  they can be seen as a way o f  o p e ra t io n a l iz in g  the  

no tion  o f  environm ental v o l a t i l i t y ,  a v a r ia b le  hypothesized  to  be 

p o s i t i v e ly  r e l a t e d  to  th e  experience  o f  u n c e r ta in ty  (Aldag & S to rey , 

1979; Downey e t  a l . ,  1977; Duncan, 1972; L eb leb ic i  & S a la n c ik ,  1981; 

Tung, 1979). This o p e r a t io n a l i z a t io n  o f  environm ental change avoids 

th e  c o n ten t  con tam ination  problems d iscussed  p re v io u s ly ,  as th e se  

t re n d s  c l e a r ly  e x i s t  in  th e  e x te rn a l  environment o f  h igher  education  

i n s t i t u t i o n s  and can not be a t t r i b u t e d  to  the  behavior o f  the  

i n s t i t u t i o n s  them selves.

The study focused on two im portan t t r e n d s  l i k e l y  to  have a major 

impact on four year l i b e r a l  a r t s  c o l le g e s :



1) The d e c l in in g  pool o f  c o l le g e -a g e  in d iv id u a ls

A d e c l in e  o f  25% in  th e  number o f  18-24 year o ld s  i s  

expected in  th e  time p e r iod  from 1982-1995 (Carnegie 

Council on P o licy  S tu d ie s  in  Higher Education, 1980; 

C rossland , 1980; Glenny, 1981; Breneman, 1982; K e l le r ,  

1983). Although ed u c a t io n a l  r e s e a rc h e r s  argue about the 

exac t percen tage  d e c l in e  in  th e  number o f  c o l le g e  

a p p l ic a n ts  l i k e l y  to  r e s u l t  from t h i s  p o pu la tion  d e c l in e ,  

th e  t re n d  i t s e l f  i s  documentable w ith da ta  on n a t io n a l  

b i r t h  r a t e s  (N ationa l Center fo r  E ducational S t a t i s t i c s ,  

1980). The d a ta  i n d i c a te  t h a t  th e  drop i s  l i k e ly  to  be 

p a r t i c u l a r l y  severe  in  th e  N ortheas t and North C en tra l  

reg io n s  o f  the  U.S. and l e a s t  severe  in  the  Southwest due 

to  c ro s s - re g io n  m ig ra tion  p a t t e r n s  (C rossland , 1980; 

Breneman, 1982).

2) In c re a s in g  P re s su re s  towards v o c a t io n a l  re levance

in  educa tion

The l i b e r a l  a r t s  c o l le g e  degree i s  perce ived  to  be 

in c re a s in g ly  l e s s  u s e fu l  as  a t i c k e t  to  a good job .  

Government p ro je c t io n s  in d i c a te  s i g n i f i c a n t  s h i f t s  in  the  

p o p u la r i ty  o f  majors between 1980 and 1990 with b u s in ess ,
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eng inee r ing  and h e a l th  s c ien c es  a t t r a c t i n g  the  most 

s tu d e n ts  while the  s o c ia l  sc ie n c e s  and English  experience 

th e  most severe  drops in  i n t e r e s t  (American Council on 

Education , 1981; N ationa l Center fo r  E duca tiona l 

S t a t i s t i c s ,  1980).

Many academic r e s e a rc h e r s  and commentators have w r i t t e n  about th e se  

and o th e r  expected changes in  th e  environment o f  h igher educa tion  

(C rossland , 1980; F rances ,  1980; Riesman, 1980; Glenny, 1981;

Breneman, 1982; K e l le r ,  1983) w ith p a r t i c u l a r  emphasis on th e  expected 

— 25% drop in  the  number o f  18-24 year o ld s  in  th e  coun try . These 

a r t i c l e s  a re  c o n t ro v e r s ia l  because o f  th e  d i f f e r e n t i a l  i n t e r p r e t a t i o n s  

given th e se  d a ta .  Frances (1980) and Riesman (1980), fo r  example, 

minimize th e  e f f e c t s  t h i s  t r e n d  w i l l  have on c o l le g e s ,  sugges ting  t h a t

i t  w i l l  be com plete ly  or p a r t i a l l y  o f f s e t  by in c re a s e s  in  th e  number

o f  o ld e r  s tu d e n ts  and women a t te n d in g  c o l le g e  and by in c re a sed  

r e t e n t io n  r a t e s  o f  t r a d i t i o n a l  undergraduate  s tu d e n ts .  Others 

(C rossland , 1980; Breneman, 1982) a re  extrem ely c r i t i c a l  o f  th e se  

p ro je c t io n s ,  argu ing  t h a t  they  p rov ide  c o l le g e  a d m in is t r a to r s  with a 

f a l s e  sense  o f  s e c u r i t y .  Breneman (1982) in  h i s  book which i s

d i r e c te d  towards c o l le g e  t r u s t e e s ,  p o in ts  ou t th e  n e c e s s i ty  fo r

c o l le g e s  to  recogn ize  the  p o t e n t i a l  impact o f  t h i s  demographic t re n d  

and to  begin fo rm u la ting  contingency  p lans  fo r  handling  i t ,  a p o s i t io n
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t h a t  i s  supported  by Cope (1981), K e l le r  (1983), K o tle r  and Murphy 

(1982) and o th e rs .

Data from a survey o f  c o l le g e  p r e s id e n t s  ( re p o r te d  by Breneman,

1982), however, re v e a l  t h a t  while th e  v a s t  m a jo r i ty  o f  p r e s id e n ts  knew 

o f  the  demographic p r o je c t io n s ,  "only 16% o f  the  p r e s id e n ts  expected 

t h e i r  i n s t i t u t i o n s  to  lo s e  e n ro l lm en ts ,  while 42% expected t h e i r  

en ro llm en ts  to  in c re a s e "  (p. 6 ) .

The R a t io n a le  fo r  Focusing on " P re d ic ta b le "  Changes

The aforem entioned survey d a ta  re p o r te d  by Breneman (1982) a re  

i n t e r e s t i n g  as they sugges t t h a t  p e rce iv in g  a change as f a i r l y  c e r t a in  

to  occur in  no sense  guaran tees  t h a t  th e  change w i l l  be perce ived  as 

c e r t a in  to  have an impact on th e  fo c a l  o rg a n iz a t io n .  T ra n s la t in g  

t h i s  f in d in g  in to  th e  term inology o f  t h i s  model, one could say t h a t  

th e  degree o f  c e r t a in t y  an in d iv id u a l  has about the  occurence o f  

changes in  the  s t a t e  o f  th e  environment i s  no t n e c e s s a r i ly  p o s i t i v e ly  

c o r r e l a te d  with th e  degree o f  c e r t a in t y  th e  in d iv id u a l  has about 

whether the  changes w i l l  have an e f f e c t  on a p a r t i c u l a r  o rg a n iz a t io n .

A major focus o f  t h i s  r e s e a rc h  th u s  was on in v e s t ig a t in g  the  e f f e c t s  

o f  c e r t a i n  o r g a n iz a t io n a l ,  in d iv id u a l  and r o l e - r e l a t e d  v a r ia b le s  which 

were hypothesized  to  be p r e d ic to r s  o f  e f f e c t  c e r t a in t y /u n c e r t a in t y  or 

moderators o f  th e  r e l a t i o n s h ip  between p e rce p t io n s  o f  environm ental 

changes and p e rc e p t io n s  o f  c e r t a in t y  about th e  e f f e c t  o f  environm ental
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changes on th e  o rg a n iz a t io n .

The f a c t  t h a t  th e  two fo ca l  t r e n d s  re p re s e n t  changes in  the  

environment o f  i n s t i t u t i o n s  o f  h igher  educa tion  which a re  f a i r l y  

p r e d ic ta b le  sugges ts  th a t  a d m in is t r a to r s  w i l l  tend  to  have high le v e l s  

o f  c e r t a in t y  about th e  l ik e l ih o o d  o f  th e se  changes o ccu rr in g .  To the  

e x te n t  t h a t  t h i s  i s  t r u e ,  the  p ro p o r t io n  o f  th e  va r iance  in  e f f e c t  

c e r t a in t y /u n c e r t a in t y  exp la ined  by th e  degree o f  c e r t a in t y  of 

occurrence ought to  be minimized. This ought to  prov ide  an id e a l  

s i t u a t i o n  in  which to  exp lo re  th e  impact o f  o th e r  nonenvironmental 

v a r ia b le s  on th e  p e rc e p t io n s  o f  e f f e c t  c e r t a in t y /u n c e r t a in t y .  I f  

th e se  o r g a n iz a t io n a l ,  in d iv id u a l  and r o l e - r e l a t e d  v a r ia b le s  a re  indeed 

shown to  have a s i g n i f i c a n t  r e l a t i o n s h ip  to  p e rce p t io n s  of e f f e c t  

c e r t a in t y  and i f  th e  da ta  y ie ld  a p a t t e r n  o f  high sco res  on the  

perce ived  c e r t a in t y  o f  occurrence  m easures, the  fo llow ing  deductions 

a re  p o s s ib le .  F i r s t ,  i t  could  be deduced t h a t  th e se  two kinds of 

c e r t a in t y  a re  indeed d i f f e r e n t i a b l e ,  and second the  importance of 

nonenvironmental v a r ia b le s  in  e x p la in in g  p e rc e p t io n s  o f  the  

environment would be supported .

The Research Model: A D esc r ip tio n  o f  V ariab les  

and Hypothesized R e la t io n sh ip s

In  th e  fo llow ing  s e c t io n ,  each o f  th e  v a r ia b le s  which was 

examined in  t h i s  re se a rc h  i s  d is c u sse d .  Relevant re se a rc h  i s  reviewed
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and hypotheses about the  n a tu re  o f  th e  r e l a t i o n s h ip s  between th e se  

v a r ia b le s  a re  advanced and exp la in ed .  F igure  One o u t l in e s  the  

complete re sea rch  model, i l l u s t r a t i n g  a l l  th e  proposed r e l a t i o n s h ip s .  

The numbers in  p a ran th eses  appearing  a f t e r  each o f  th e  headings in  the  

t e x t  correspond to  the  numbers ass igned  to  th e  v a r ia b le s  or s e t s  o f  

v a r ia b le s  in  F igure  One.

Perceived  C e r ta in ty  o f  Occurrence (PCO) o f  Environmental Changes

One o f  th e  key components o f  u n c e r ta in ty  about th e  s t a t e  o f  the  

environment i s  th e  p e rce ived  p r e d i c t a b i l i t y  o f  environm ental changes. 

The more p r e d ic ta b le  or c e r t a in  environm ental changes a re  perce ived  

to  be, th e  l e s s  o v e r a l l  u n c e r ta in ty  about th e  s t a t e  o f  the  

environment. This re se a rc h  focused on t h i s  " p r e d i c t a b i l i t y  o f  change" 

subdimension o f  " u n c e r ta in ty  about th e  s t a t e  o f  th e  environment" and 

asked responden ts  how c e r t a in  they were t h a t  the  two p rev ious ly  

mentioned t re n d s  a re  o ccu rr in g  or a re  l i k e ly  to  occur. 

U n c e r ta in ty /c e r ta in ty  was measured by an index re p re s e n t in g  the  

m u l t i p l i c a t iv e  combination o f  th e  re sp o n d e n t 's  e s t im a t io n  o f  the  

p r o b a b i l i ty  o f  the  t r e n d  o ccu rr in g  and h i s /h e r  confidence (or 

c e r t a in t y )  in  th e  e s t im a te  (Duncan, 1972). I t  was expected th a t  

responden ts  would tend  to  have high l e v e l s  o f  c e r t a in t y  regard ing  the  

occurrence o f  th e se  t r e n d s  as  in fo rm ation  about th e se  t re n d s  i s  widely 

a v a i la b l e .
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figure One

The Effect of Organizational, Role and Individual Variables 
on Administrators' Experience of Three Types Of "Environmental Uncertainty"

Ind iv idual/R o le C h a ra c te r is t ic s  
-jo b  c u l e

•ten u re  in ro le  -degree of 
•ten u re  in o rg . boundary spanning 
•previous job heJd

Perceived
C erta in ty  of PerceivedPerceived
Occurrence of C erta in ty ResponseEnvi rocmentai C erta in tyof an E ffec tChanges

an Ins core

2 .

G eotraphic Rea ion 
in  which the col lege 
is  located

Type of 
O rgan iza tiona l Responses 

- in io rm itio n  seeking responses 
•recrencfsnent responses 
•market p en e n tra t ton responses 
•product/m arket d iv e r s i f ic a t io n  responses

in ------------
-p re s tig e  of the in s t i tu t io n  
-ex is ten ce  o f  C ontinuing Ed. program  
-ex is ten ce  of p ro fess ional program  
•ex isten ce  o f an evening session

•s tre n g th  o f the in s t i tu t io n a l  
c u l tu re  

•type  o f s tru c tu re

Ind iv idual Outcome V ariables 
- s a t i s f a c t io n  w ith  in s t i tu t io n a l  planning 
- r o le  a ito igu ity  
-o rg a n iz a tio n a l coim lom nt

^  - -  d e n o t e s  v a r i a b l e s  h y p o t h e s i z e d  t o  have  a m o de r a t i n g  e f f e c t  on t h e  r e l a t i o n s h i p  be t w e e n  a 
p r e d i c t o r  and a c r i t e r i o n .
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Perce ived  C e r ta in ty  o f  an E f fe c t  (PCE) on th e  Focal O rgan iza tion  (5)

I t  i s  th e  u n c e r t a in t y / c e r t a in t y  rega rd ing  the  e f f e c t  o f  changes 

on a p a r t i c u l a r  o rg a n iz a t io n ,  h o t ly  debated by educa tio n a l  

commentators ( e .g .  F rances ,  1980, C rossland , 1980) which, according  to  

th e  proposed framework, i s  c r i t i c a l  because i t  i s  the  m otiva to r  o f  the  

co n s id e ra t io n  o f  response  o p t io n s .  One o f  th e  major focuses o f  t h i s  

re s e a rc h ,  th u s ,  was on th e  d e l in e a t io n  o f  f a c to r s  which may exp la in  

v a r ian ce  in  th e  p e rce p t io n  o f  e f f e c t  u n c e r ta in ty .

E f fe c t  c e r t a in t y /u n c e r t a in t y  was def ined  as  having two 

dimensions:

- c e r t a i n t y / u n c e r t a i n t y  rega rd ing  the  l ik e l ih o o d  o f  an 

e f f e c t ,  and

- c e r t a in t y /u n c e r t a in ty  reg a rd in g  the  magnitude o f  an 

e f f e c t .

The o p e r a t io n a l iz a t io n  o f  e f f e c t  c e r t a in t y /u n c e r t a in t y  used in  t h i s  

study focused on th e se  two dim ensions.

The Moderating E f fe c t  o f  Resource Dependence V ariab les  (1)

The r e la t io n s h ip  between th e  perce ived  p r o b a b i l i ty  o f  occurrence 

o f  an environm ental event and th e  perce ived  c e r t a in t y  t h a t  the  event 

w i l l  impact on the  p a r t i c u l a r  o rg a n iz a t io n  was hypothesized  to  be 

moderated by a c l a s s  o f  v a r ia b le s  which were broadly  la b e le d  re sou rce  

dependence c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n .

This s e t  o f  hypotheses draws from th e  in t e g r a t i v e  framework of
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organ iza tion -env ironm en t r e l a t i o n s  suggested  by A ld rich  and Mindlin 

(1976) and o th e rs  ( P f e f f e r  & S a la n c ik ,  1978; S ch u le r ,  Jackson & 

Vredenburgh, 1985). The fundamental a s s e r t io n  o f  t h i s  i n t e g r a t i v e  

framework has been t h a t  u n c e r ta in ty  only becomes s a l i e n t  when the  

u n c e r ta in ty  i s  a s s o c ia te d  with th e  a c t io n s  o f  a co n s t i tu e n c y ,  

o rg a n iz a t io n  o r  re so u rce  pool on which th e  fo c a l  o rg a n iz a t io n  i s  in  

some way dependent. U t i l i z i n g  th e  same lo g ic ,  i t  i s  argued t h a t  

r e l a t i v e  c e r t a in t y  about a change in  some aspec t  o f  th e  environment 

can be ignored  by an i n s t i t u t i o n ' s  d e c is io n  makers u n le ss  the  

i n s t i t u t i o n  i s ,  to  a l a rg e  degree , dependent on t h a t  a sp ec t  o f  th e  

environment fo r  re so u rces  c r i t i c a l  to  i t s  s u rv iv a l .  Thus, though a 

change may be perce ived  as h igh ly  p r e d ic ta b l e ,  i f  i t  i s  no t a change

which w i l l  impact on th e  o rg a n iz a t io n a l  c ap a c i ty  fo r  secu r in g  c r i t i c a l

r e s o u rc e s ,  th e re  w i l l  be a low perce ived  l ik e l ih o o d  o f  an e f f e c t  on 

th e  o rg a n iz a t io n .

The re sou rce  dependence c h a r a c t e r i s t i c s  o f  a c o l le g e  or 

u n iv e r s i ty  r e f e r  to  f a c t o r s  t h a t :

-make th e  c o l le g e  more or l e s s  dependent on the

t r a d i t i o n a l  pool o f  18 to  22 year o ld  re c e n t  high 

school g radua tes  who want to  a t te n d  c o l le g e  f u l l  time 

to  ea rn  a l i b e r a l  a r t s  c o l le g e  degree , or 

-make th e  c o l le g e  more or l e s s  powerful in  r e l a t i o n  to  

i t s  com petito rs  in  s ecu r in g  re so u rces  from t h i s  

t r a d i t i o n a l  pool
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The v a r ia b le s  considered  to  be re so u rce  dependence v a r ia b le s  were: th e  

s e l e c t i v i t y  o f  th e  schoo l,  th e  e x is te n c e  o f  Continuing Education 

program s,the  number o f  undergraduate  p ro fe s s io n a l  majors or degree 

programs and th e  e x is te n c e  o f  evening s e s s io n s  fo r  underg raduates .

A ll o f  th e se  f a c to r s  have th e  e f f e c t  o f  e i t h e r  in c re a s in g  the 

c o l l e g e ' s  p o t e n t i a l  to  p e n e t r a te  the  market o f  t r a d i t i o n a l  c o l le g e  age 

in d iv id u a ls  o r  o f  reducing  th e  c o l l e g e ' s  degree o f  dependence on t h i s  

t r a d i t i o n a l  market.

I t  should be po in ted  out t h a t  w hile th e se  re sou rce  dependence 

f a c to r s  r e f e r  to  c u r re n t  c h a r a c t e r i s t i c s  o f  an i n s t i t u t i o n  which serve  

to  make th e  i n s t i t u t i o n  more or l e s s  v u ln e ra b le  to  th e se  p a r t i c u l a r  

t r e n d s ,  they a l s o  r e p re s e n t  the  m a n ife s ta t io n  o f  p rev ious d ec is io n s  

made by the  c o l l e g e ' s  a d m in is t r a t io n  about th e  c o l l e g e ' s  m ission or 

fu n c t io n s .  The im plem entation o f  any d e c is io n  which a l t e r s  the  n a tu re  

o f  an o r g a n iz a t i o n 's  m iss ion  or fu n c t io n s  could be s a id  to  re d e f in e  

th e  "enacted  environment" (Weick, 1969) fo r  th e  o rg a n iz a t io n  and th u s ,  

change th e  n a tu re  o f  th e  o r g a n iz a t i o n 's  dependencies in  i t s  

environment.

A. S e l e c t i v i t y  o f  th e  I n s t i t u t i o n . The more s e l e c t i v e  a c o l le g e  i s ,  

th e  l a r g e r  i t s  pool o f  p o t e n t i a l  c l i e n t s  and th e  g r e a t e r  i t s  c ap a c i ty  

to  a t t r a c t  s tu d e n ts  r e l a t i v e  to  l e s s  p r e s t i g io u s  sch o o ls .  S e l e c t i v i t y  

can be equated with power i n  th e  market; in  a sh r in k in g  market, a 

s e l e c t i v e  c o l le g e  i s  l i k e l y  to  lo s e  a sm a lle r  percen tage  o f  i t s
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p o te n t i a l  "buyers" than  i s  a l e s s  p r e s t i g io u s  i n s t i t u t i o n .  In f a c t ,  

th e  p a t t e r n  o f  a p p l i c a t io n s  i n  th e  p a s t  year seems to  support t h i s  

c o n te n t io n .  A p p lic a tio n s  to  h igh ly  s e l e c t i v e  c o l le g e s  a c tu a l l y  appear 

to  be on the  r i s e  (New York Times. October 4 , 1984). Thus, i t  was 

hypothesized  t h a t  re sponden ts  from h igh ly  s e l e c t iv e  c o l le g e s  w i l l  tend 

to  be l e s s  c e r t a in  about th e  e f f e c t  o f  th e se  t r e n d s  on t h e i r  

i n s t i t u t i o n  than  w i l l  re sponden ts  from l e s s  p r e s t ig io u s  sch o o ls ,  even 

though both groups o f  a d m in is t r a to r s  a re  l i k e ly  to  be f a i r l y  c e r t a in  

t h a t  th e  t r e n d s  w i l l  occur.

Hypothesis 1 :AT: There w i l l  be a s ig n i f i c a n t l y  lower

c o r r e l a t i o n  between th e  perce ived  

c e r t a i n t y  o f  occurrence  (PCO)

• sc o re s  and th e  perce ived

c e r t a i n t y  o f  e f f e c t  (PCE) sco res  

f o r  a d m in is t r a to r s  from h igh ly  

s e l e c t i v e  c o l le g e s  than  fo r  

a d m in is t r a to r s  from c o l le g e s  which 

a re  not h igh ly  s e l e c t iv e .

B. E x is tence  o f  Continuing Education Programs. Colleges which have 

a c t iv e  Continuing Education programs which a re  o r ie n te d  towards the  

a d u l t  consumer w i l l  be l e s s  dependent on th e  t r a d i t i o n a l  market o f
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re c e n t  high school g radua tes  fo r  t h e i r  s u rv iv a l .

Hypothesis 1:B1: There w i l l  be a s i g n i f i c a n t l y  lower

c o r r e l a t i o n  between the  perce ived  

" c e r t a in ty  o f  occurrence"  and the  

p e rce ived  " c e r t a in ty  of e f f e c t "  fo r  

c o l le g e s  w ith  con t inu ing  education  

programs than  fo r  those  w ithout such 

programs.

C. Number o f  Undergraduate P ro fe s s io n a l  Programs. Colleges which 

o f f e r  a p p lied  majors such as b u s in ess  and h e a l th  ca re  a d m in is t r a t io n ,  

eng ineering  and nu rs ing  a re  l i k e l y  to  be l e s s  dependent on the  

t r a d i t i o n a l  pool o f  re c e n t  high school g radua tes  who seek a l i b e r a l  

a r t s  c o l le g e  degree than w i l l  t h e i r  c o u n te rp a r ts  w ithout such 

programs. Because o f  th e  in c re a s in g  p o p u la r i ty  o f  th e se  app lied  

a re a s ,  i t  was hypothesized  t h a t  th e  e x is te n c e  o f  a p p l ied  programs fo r  

undergraduates  has an e f f e c t  s im i la r  to  s e l e c t i v i t y  s t im u la t in g  a 

l a r g e r  pool o f  c o l le g e  a p p l ic a n ts  i n t e r e s t e d  in  th e  i n s t i t u t i o n .

Hypothesis 1 :C l : There w i l l  be a s i g n i f i c a n t l y  lower

c o r r e l a t i o n  between PCO and PCE fo r  

c o l le g e s  w ith  a la rg e  number of 

undergraduate  p ro fe s s io n a l  programs
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than  fo r  c o l le g e s  w ith a small 

number o f  such programs.

D. E x is tence  o f  Evening Undergraduate Programs. The presence o f  

evening undergraduate  courses  was hypothesized  to  have a s im i la r  

e f f e c t  to  th e  presence o f  a co n tin u in g  educa tion  program in  reducing 

the  c o l l e g e ' s  dependence on th e  t r a d i t i o n a l  pool o f  re c e n t  high school 

g radua tes  who want to  a t te n d  c o l le g e  f u l l - t im e .  Evening programs mean 

th a t  an i n s t i t u t i o n  can meet th e  needs o f  th e  s o - c a l l e d  n o n t r a d i t io n a l  

a d u l t  s tu d e n t  who may work f u l l - t im e  but want to  pursue an 

undergraduate  degree p a r t - t im e .

Hypothesis ID :1: There w i l l  be a s ig n i f i c a n t l y  lower

c o r r e l a t i o n  between PCO sco res  and 

PCE sco re s  fo r  c o l le g e s  which o f f e r  

evening undergraduate  programs than 

fo r  c o l le g e s  which do n o t .

The primary e f f e c t  o f  th e se  re so u rce  dependence c h a r a c t e r i s t i c s  

was hypothesized  to  be a moderating one on th e  r e la t io n s h ip  between 

th e  p e rce p tio n  o f  th e  l ik e l ih o o d  o f  an event o ccu rr in g  and the  

p e rce p tio n  o f  an e f f e c t  o f  t h a t  even t on th e  i n s t i t u t i o n  because 

re sou rce  dependence f a c t o r s  c h a r a c te r i z e  th e  n a tu re  o f  an 

o r g a n iz a t io n 's  r e l a t i o n s h ip  w ith  p a r t i c u l a r  segments o f  i t s
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environm ent, and t h e o r e t i c a l l y ,  should determ ine th e  degree to  which 

th e  o rg a n iz a t io n  needs to  a t te n d  to  and unders tand  the  consequences o f  

changes in  th e se  segments o f  i t s  environment.

The Moderating E f fe c t  o f  Geographic Region (2)

Although not d i r e c t l y  a re so u rce  dependence c h a r a c t e r i s t i c ,  

geographic reg ion  may a c t  in  much th e  same manner as th e se  o th e r  

v a r ia b le s  on a d m in is t r a to r  p e rce p t io n s  o f  th e  c e r t a in t y  o f  an e f f e c t  

o f  th e  demographic t r e n d  on t h e i r  i n s t i t u t i o n .  Most c o l le g e s  rece iv e  

th e  v a s t  m a jo r i ty  o f  t h e i r  a p p l ic a t io n s  from in d iv id u a ls  l i v in g  in  the  

same geographic reg ion  as th e  one in  which th e  c o l le g e  i s  lo c a te d .  

F u r th e r ,  i t  i s  common to  f in d  t h a t  more than  50% o f  a c o l l e g e ' s  

e n ro l l e e s  come from w ith in  th e  s t a t e  (College Board, 1984).

Government s t a t i s t i c s  re v e a l  d i f f e r e n c e s  in  th e  expected 

percen tage  d e c l in e  in  th e  18 to  24 year o ld  popu la tion  by reg ion  with 

th e  N ortheas t reg ion  expected  to  experience  the  most severe  d e c l in e s  

and th e  Southwest expected to  have th e  s m a l le s t  d e c l in e s  w ith  some 

s t a t e s  a c tu a l ly  ex perienc ing  an in c re a s e  in  th e  number o f  18 to  24 

year o ld  high school g radua tes  (Breneman, 1982; C rossland , 1980; 

Evangelauf, 1984).

Hypothesis 2 ; 1 ; For th e  demographic t re n d  only

There w i l l  be a h ighe r  c o r r e l a t i o n
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between PCO and PCE sco res  fo r  

a d m in is t r a to r s  from c o l le g e s  in  

th e  N ortheas t and S outheast than 

fo r  c o l le g e  a d m in is t r a to r s  from th e  

West and Southwest.

O rg an iza tio n a l  C h a r a c t e r i s t i c s  (3)

Two o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  were hypothesized  to  be 

im portan t in  e x p la in in g  th e  degree o f  e f f e c t  u n c e r ta in ty  perce ived  by 

a d m in is t r a to r s  in  r e l a t i o n  to  the  environm ental changes being 

in v e s t ig a te d :  th e  s t r e n g th  o f  th e  o rg a n iz a t io n a l  c u l tu r e  and th e  type

o f  o rg a n iz a t io n a l  s t r u c t u r e .

ft. O rg an iza tio n a l  C u l tu r e . Although th e  concept o f  o rg a n iz a t io n a l  

c u l tu r e  has only r e c e n t ly  begun to  a t t r a c t  a t t e n t i o n  in  the  

o rg a n iz a t io n  theory  l i t e r a t u r e ,  i t  has emerged as a major c o n s t ru c t .  

The p o p u la r i ty  o f  the  re c e n t  book by P e te r s  and Waterman (1982) and 

th e  devotion  o f  an e n t i r e  i s s u e  o f  ASQ to  th e  c o n s t ru c t  provide 

evidence fo r  th e  c o n c e p t 's  growing p o p u la r i ty .  There a re  s e v e ra l  

t h e o r e t i c a l  reasons  to  b e l ie v e  t h a t  c u l tu r e  may have an im portan t 

impact on how " o rg a n iz a t io n s "  p e rc e iv e  t h e i r  environm ents. P f e f f e r  

(1981) su g g es ts  t h a t  o rg a n iz a t io n a l  c u l tu r e  may play a more im portan t 

r o l e  in  e x p la in in g  v a r ia n ce  in  perce ived  environm ental u n c e r ta in ty
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than  w i l l  " o b je c t iv e "  c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n a l  

environment. His argument i s  based on the  a s s e r t io n  t h a t  

o rg a n iz a t io n a l  r e a l i t y  i s  to  a l a r g e r  degree a fu n c tio n  o f  s o c ia l  

c o n s t ru c t io n  p rocesses  than  i t  i s  a fu n c tio n  o f  o b je c t iv e  c o n d i t io n s ,  

an a s s e r t io n  with which o th e r  re s e a rc h e r s  ( i . e .  Weick) would probably 

ag ree . P f e f f e r  (1981) goes on to  hypothesize  t h a t  one w i l l  f in d  more 

agreement in  p e rc e p t io n s  o f  u n c e r ta in ty  between members o f  th e  same 

o rg a n iz a t io n  than  between members o f  two d i f f e r e n t  o rg a n iz a t io n s  

o p e ra t in g  under th e  same environm ental c o n d i t io n s .

Many ed u c a t io n a l  r e s e a r c h e r s  (C la rk , 1972; Cope, 1981; K e l le r ,

1983) sugges t t h a t  h i s to r y ,  "sagas"  and c u l tu r e  may be p a r t i c u l a r l y  

im portan t in  ed u c a t io n a l  o rg a n iz a t io n s .  Educational o rg a n iz a t io n s  

have been d esc r ibed  as " lo o se ly  coupled" (Weick, 1976), organized  

an a rc h ie s  and as  a " loose  c o l l e c t io n  o f  changing id e as"  w ithou t a 

coheren t s t r u c t u r e  (Cohen & March, 1974). A d d it io n a l ly ,  ed u ca tio n a l  

o rg a n iz a t io n s  tend  to  be c h a ra c te r iz e d  by r a th e r  f l u i d  p a r t i c ip a t i o n  

o f  t h e i r  members; members tu rn  over f re q u e n t ly  and the  le v e l  o f  

p a r t i c i p a t i o n  o f  any p a r t i c u l a r  member i s  l i k e ly  to  vary s u b s t a n t i a l l y  

ac ro ss  time and s i t u a t i o n  (Cohen & March, 1974). Given th e se  

c h a r a c t e r i s t i c s  o f  e d u c a t io n a l  o rg a n iz a t io n s ,  i t  i s  suggested  t h a t  i t  

may be th e  unique h i s to r y  o f  th e  o rg a n iz a t io n  which p rov ides  th e  glue 

which ho lds  th e  i n s t i t u t i o n  to g e th e r .  Thus, one might expect c u l t u r a l  

v a r ia b le s  to  be p a r t i c u l a r l y  im portan t f a c to r s  in  e x p la in in g  the  

behav ior  o f  ed u c a t io n a l  o rg a n iz a t io n s  and in  e x p la in in g  th e
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a d m in i s t r a to r s '  p e rc e p t io n s  o f  th e  i n s t i t u t i o n ' s  r e l a t io n s h ip  to  i t s  

environment.

The r o le  o f  o r g a n iz a t io n a l  c u l tu r e  in  p e rce p tio n s  o f  the  

environment w i l l  be in v e s t ig a t e d  in  two ways. F i r s t ,  a q u e s t io n n a ire  

measure o f  th e  s t r e n g th  o f  o rg a n iz a t io n a l  c u l tu r e  w i l l  be used to  

i n v e s t ig a t e  the  r e l a t i o n s h ip  between s t r e n g th  o f  c u l tu r e  and 

p e rc e p t io n s  o f  th e  l ik e l ih o o d  and s e v e r i t y  o f  th e  e f f e c t  of 

environm ental changes. This s tudy  was no t as  concerned with the  

p a r t i c u l a r  elem ents ( e .g .  b ia s  fo r  a c t io n )  t h a t  serve  to  d i f f e r e n t i a t e  

o rg a n iz a t io n a l  c u l tu r e s  from one ano ther  as i t  was w ith  how p ervas ive  

and shared  th e  c u l tu r e  was w ith in  a p a r t i c u l a r  i n s t i t u t i o n .  Two 

components thought to  be r e le v a n t  to  d e f in in g  th e  s o -c a l l e d  s t re n g th  

o f  th e  i n s t i t u t i o n a l  c u l tu r e  were: th e  degree to  which o rg a n iz a t io n l

members viewed th e  i n s t i t u t i o n  as  unique among educa tiona l  

i n s t i t u t i o n s  and, the  degree to  which th e re  was a shared knowledge of 

th e  i n s t i t u t i o n ' s  h i s to r y .

Hypothesis 3:fl1: There w i l l  be a n eg a t iv e

r e l a t i o n s h ip  between the  s t re n g th  

o f  o r g a n iz a t io n a l  c u l tu r e  and the  

p e rce ived  c e r t a in t y  o f  e f f e c t  

s c o re s .
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Hypothesis 3:fl2: There w i l l  be a nega t ive

r e l a t i o n s h ip  between the  s t r e n g th  

o f  o r g a n iz a t io n a l  c u l tu r e  and th e  

perce ived  magnitude o f  th e  e f f e c t  

o f  th e  environm ental changes on 

the  i n s t i t u t i o n .

A s tro n g  c u l tu r e ,  i t  i s  sugges ted , w i l l  make a d m in is t r a to r s  p erce ive  

t h e i r  i n s t i t u t i o n s  as  r e l a t i v e l y  in v u ln e ra b le  to  environm ental 

changes. A s tro n g  o r g a n iz a t io n a l  c u l tu r e  a c t s  to  r e in fo rc e  a s tro n g  

sense o f  h i s to ry  and d i s t i n c t i v e  competence which, in  tu r n ,  tend  to  be 

a s s o c ia te d  w ith a b e l i e f  in  th e  o r g a n iz a t io n 's  con tinued  e x is te n c e ,  no 

m a tte r  how h o s t i l e  the  environm ent. O rgan iza tions  with s tro n g  

c u l tu r e s  a re  thus  l i k e l y  to  be slow in  acknowledging the  p o t e n t i a l  

e f f e c t  o f  environm ental e v e n ts .  To f u r th e r  in v e s t ig a t e  th e  r o le  of 

c u l tu r e  as  a p r e d ic to r  o f  th e  degree o f  e f f e c t  u n c e r ta in ty ,  a n a ly s i s  

o f  Hypothesis 3A:1 w i l l  a l s o  be done p a r t i a l l i n g  out the  e f f e c t s  of 

th e  re so u rce  dependence v a r ia b le s  and geographic reg io n .  This w i l l  be 

done in  o rder  to  provide  a more ro b u s t  t e s t  o f  the  h y p o th es is .

The re se a rc h  w i l l  a l s o  i n v e s t ig a t e  P f e f f e r ' s  (1981) hypo thesis  

t h a t  th e  e f f e c t  o f  o rg a n iz a t io n a l  c u l tu r e  on p e rce p t io n s  o f  th e  

environment w i l l  be m an ifes ted  in  g r e a te r  l e v e l s  o f  agreement between
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members o f  th e  same o rg a n iz a t io n  than  between in d iv id u a ls  r e p re s e n t in g  

d i f f e r e n t  i n s t i t u t i o n s .  In an a t tem pt to  ensure th e  s i m i l a r i t y  o f  the  

environments o f  th e se  o rg a n iz a t io n s ,  t h i s  hypo thesis  w i l l  be t e s t e d  

w ith in  subgroups o f  o rg a n iz a t io n s  which a re  formed so as to  m ain ta in  

the  l i k e l y  s im i l a r i t y  o f  th e  i n s t i t u t i o n s .

Hypothesis 3ft:4: I n s t i t u t i o n a l  membership w i l l

e x p la in  a s i g n i f i c a n t  amount of 

v a r ian ce  in  perce ived  c e r t a in t y  o f  

e f f e c t  s c o re s ,  even when the  

i n s t i t u t i o n s  a re  matched fo r :

a .  p r e s t ig e

b. p resence/absence  of 

Continuing Ed. programs

c .  p resence/absence  of 

undergraduate  p ro fe s s io n a l  

programs

d. p resence/absence  o f  an Evening 

se ss io n

B. O rgan iza tiona l  S t r u c t u r e . S everal o rg a n iz a t io n a l  t h e o r i s t s  and 

r e s e a rc h e rs  have hypothesized  the  e x is te n c e  o f  a r e l a t i o n s h ip  between 

th e  degree o f  environm ental u n c e r ta in ty  perce ived  and s t r u c t u r a l  

c h a r a c t e r i s t i c s  o f  the  o rg a n iz a t io n .  Many have suggested t h a t  i t  i s
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PEU which a f f e c t s  o rg a n iz a t io n a l  s t r u c t u r e  w ith s e v e ra l  r e s e a rc h e rs  

sugges ting  th a t  th e  i n i t i a l  r e a c t io n  to  u n c e r ta in ty  i s  th a t  of 

t ig h te n in g  up or "mechanizing" the  o rg a n iz a t io n a l  s t r u c tu r e  

(Khandwalla, 1976; Dewar & Duncan, 1977). Bourgeois, M cA llis te r  and 

M itch e ll  (1978) found support fo r  th e se  co n ten tio n s  in  a s im u la tion  

s tudy .

An a l t e r n a t i v e  view p o s i t s  th e  o p p o s ite  causa l  sequence; namely, 

t h a t  i t  i s  s t r u c t u r a l  c h a r a c t e r i s t i c s  which a f f e c t  the  degree o f  

u n c e r ta in ty  perce iv ed .  Huber, O 'Connell and Cummings (1975), in  a 

la b o ra to ry  s tudy , found t h a t  groups with more m echanis tic  type 

s t r u c t u r e s  tended to  p e rce iv e  more u n c e r ta in ty  in  t h e i r  environments 

than  groups with o rg an ic - ty p e  s t r u c t u r e s .  On th e  o th e r  hand, L e ife r  

and Huber (1977) found a p o s i t i v e  r e la t io n s h ip  between PEU and 

organ icness  o f  s t r u c t u r e .  In the  l a t t e r  s tudy , t h i s  r e l a t io n s h ip  was 

found to  d isappear  when th e  e f f e c t s  o f  boundary spanning a c t i v i t y  were 

p a r t i a l l e d  o u t .  The a u th o rs  suggested  t h a t  i t  was s t r u c t u r e  which 

in f lu e n c e s  PEU and t h a t  boundary spanning a c t i v i t y  ac ted  as a 

supp resso r  v a r ia b le .

The t r u e  n a tu re  o f  th e  r e la t io n s h ip  between s t r u c t u r e  and 

p e rc e p t io n s  o f  environm ental u n c e r t a in ty ,  d e s p i te  co n s id e rab le  

re s e a rc h ,  remains u n c le a r .  As th e  proposed re sea rch  i s  

c r o s s - s e c t io n a l  in  n a tu re ,  causa l  in fe re n c e s  w i l l  not be p o s s ib le .  The 

r e l a t i o n s h ip  hypothesized  to  e x i s t  i s  one o f  s t r u c t u r e  in f lu e n c in g  th e  

degree to  which a d m in is t r a to r s  p e rce iv e  environm ental changes as
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l i k e l y  to  impact on t h e i r  o rg a n iz a t io n s .

The s t r u c t u r e  o f  e d u ca t io n a l  o rg a n iz a t io n s  i s  u su a l ly  

c h a ra c te r iz e d  as o rgan ic  w ith  few r u le s  and r e g u la t io n s  governing 

behavior and r e l a t i v e l y  high l e v e l s  o f  p a r t i c ip a t i o n  in  d ec is io n  

making (Meyer & Rowan, 1978; Mintzberg, 1979; Weick, 1976).

Of primary i n t e r e s t  in  t h i s  study i s  the  degree to  which the  

i n s t i t u t i o n ' s  s t r u c t u r e  i s  c e n t r a l i z e d  versus  d e c e n t ra l iz e d .  As t h i s  

study d ea ls  w ith  to p - l e v e l  a d m in is t ra t io n  and s t r a t e g i c  d ec is io n  

making in  i n s t i t u t i o n s  o f  h igher edu ca tio n ,  th e  c e n t r a l i z a t i o n  

dimension w i l l  be in v e s t ig a te d  p r im a r i ly  through looking a t  th e  degree 

to  which the  i n s t i t u t i o n a l  s t r u c t u r e  supports  and r e in fo rc e s  

p a r t i c p a t io n  by th e se  to p - l e v e l  a d m in is t r a to r s  in  the  s t r a t e g i c  

d ec is io n  making fo r  th e  c o l le g e .

Hypothesis 3B:1: The more th e  o rg a n iz a t io n a l

s t r u c t u r e  allow s fo r  p a r t i c ip a t io n  

in  d e c is io n  making, th e  more c e r t a in  

a d m in is t r a to r s  w i l l  be t h a t  the  

environm ental t re n d s  w i l l  a f f e c t  

t h e i r  i n s t i t u t i o n .

Hypothesis 3B:2: The p o s i t i v e  r e la t i o n s h ip  between

p a r t i c i p a t i o n  in  d e c is io n  making 

and perce ived  c e r t a in t y  o f  e f f e c t
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w i l l  con tinue  to  be s i g n i f i c a n t  

even when th e  e f f e c t s  o f :

a .  p r e s t i g e

b. p resence /absence  o f  Continuing 

Ed. programs

c .  p resence /absence  of 

undergraduate  p ro fe s s io n a l  

programs

d. p resence /absence  o f  Evening 

s e s s io n s

on t h i s  r e l a t io n s h ip  a re  

p a r t i a l l e d  o u t .

P a r t i c ip a t io n  in  d e c is io n  making was hypothesized  to  a f f e c t  in d iv id u a l  

p e rce p t io n s  o f  e f f e c t  c e r t a i n t y  in  th e  above way through one o f  two 

mechanisms. F i r s t ,  through p a r t i c i p a t i v e  m eetings, a d m in is t r a to r s  are  

exposed to  the  op in ions  o f  o th e r  a d m in is t r a to r s  who may be more a c t iv e  

boundary spanners  or who perform fu n c t io n s  which a re  l i k e l y  to  make 

them more s e n s i t i v e  to  v a r io u s  a s p e c ts  o f  th e  c o l l e g e ' s  environment. 

This exposure could a c t  to  make in d iv d u a ls  more c e r t a in  about the  

e f f e c t  o f  th e se  t r e n d s  on t h e i r  i n s t i t u t i o n s .  Secondly, p a r t i c ip a t io n  

in  key d e c is io n  making fo r  th e  c o l le g e  may f o s t e r  a g r e a te r  sense of 

r e s p o n s ib i l i t y  or a c c o u n ta b i l i ty  fo r  t h a t  i n s t i t u t i o n  and th u s ,  a more 

comprehensive and c r i t i c a l  a n a ly s i s  o f  in fo rm ation  about the
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i n s t i t u t i o n ' s  environment.

The e f f e c t s  o f  th e  re so u rce  dependence v a r ia b le s  w i l l  be 

p a r t i a l l e d  out in  o rder  to  in c re a s e  th e  s i m i l a r i t y  o f  th e  

o rg a n iz a t io n s  and provide  fo r  a s t ro n g e r  t e s t  o f  th e  hyp o th es is .

In d iv id u a l  and R ole-R ela ted  C h a r a c te r i s t i c s  (4)

The e f f e c t  o f  s e v e ra l  in d iv id u a l  and r o l e - r e l a t e d  v a r ia b le s  on 

perce ived  c e r t a in t y  o f  e f f e c t  sco res  was a lso  in v e s t ig a te d .  The 

r a t i o n a l e  fo r  th e se  hypotheses was t h a t  a t t r i b u t e s  o f  th e  p e rce iv e r  

and o f  th e  r o le  o f  th e  p e rc e iv e r  may p red ispose  th e  in d iv id u a l  to  

p erce ive  h i s /h e r  surroundings in  p a r t i c u l a r  ways.

A. In d iv id u a l  C h a r a c t e r i s t i c s . P revious re sea rch  (Aldag & S torey , 

1979; Downey e t  a l ,  1977; McCaskey; 1976; S torey & Aldag, 1983) has 

e s ta b l i s h e d  f a i r l y  c o n c lu s iv e ly  th e  r e l a t io n s h ip  between se v e ra l  

p e r s o n a l i ty  a t t r i b u t e s  such as  locus  o f  c o n t ro l ,  to le ra n c e  fo r  

ambiguity and anomie and p e rc e p t io n s  o f  u n c e r ta in ty .  As the  evidence 

fo r  th e se  r e l a t io n s h ip s  i s  f a i r l y  c l e a r ,  t h i s  re sea rch  sought to  

i n v e s t ig a t e  th e  impact o f  ano ther  kind o f  i n d iv id u a l - l e v e l  v a r ia b le  on 

th e se  p e rc e p t io n s ,  namely demographic a t t r i b u t e s  o f  th e  in d iv id u a l  

( e .g .  age, te n u re  in  th e  r o l e ,  te n u re  in  th e  o rg a n iz a t io n ,  p rev ious 

job h e ld ) .  I t  seems q u i t e  p la u s ib le  to  assume t h a t  in d iv id u a l  

a t t r i b u t e s  such as age and te n u re  in  th e  o rg a n iz a t io n  a re  l i k e l y  to  

a f f e c t  th e  p e rce p tu a l  and d e c is io n  making p rocesses  o f  o rg a n iz a t io n a l
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a d m in is t r a to r s .  P f e f f e r  (1983), in  f a c t ,  sugges ts  s e v e ra l  hypotheses 

r e l a t i n g  the  d i s t r i b u t i o n  o f  demographic c h a r a c t e r i s t i c s  o f  an 

o rg a n iz a t io n 's  top management team to  the  o rg a n iz a t i o n 's  behav io r .

H ypothesis 4fl:1 ; The follow ing  demographic

c h a r a c t e r i s t i c s  o f  in d iv id u a ls  

w i l l  be s ig n i f i c a n t l y  r e l a t e d  to  

p e rc e p t io n s  o f  c e r t a in t y  reg a rd ­

ing  the  l ik e l ih o o d  o f  an e f f e c t  of 

environm ental changes on the  

i n s t i t u t i o n :

a .  age o f  th e  a d m in is t ra to r

b. te n u re  in  the  r o le

c . te n u re  in  the  o rg an iz a t io n

d. p rev ious  job held

Because no p r io r  re se a rc h  on th e  r e l a t io n s h ip  between in d iv id u a l  

demographics and a d m in is t r a to r  p e rce p t io n s  o f  th e  environment has been

done to  t h i s  r e s e a r c h e r 's  knowledge, th e se  hypotheses were viewed as

ex p lo ra to ry  and no s p e c i f i c  d i r e c t i o n a l  hypotheses were advanced.

B. Role-R ela ted  V a r ia b le s . The r o le  t h a t  an in d iv id u a l  occupies in  an 

o rg a n iz a t io n  d e l im i ts  th e  c o n ten t  o f  h i s /h e r  job  in  ways which may 

have a s ig n i f i c a n t  e f f e c t  on how he /sh e  p e rce iv es  environm ental 

changes and t h e i r  l i k e l ih o o d  o f  impact on the  p a r t i c u l a r  o rg a n iz a t io n .
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Two r o le  a t t r i b u t e s  were examined: the  amount o f  boundary spanning

a c t i v i t y  involved in  th e  r o l e  and th e  a c tu a l  r o le  o f  the  p e rc e iv e r .

The r e l a t io n s h ip  between degree o f  boundary spanning and 

p e rc e p t io n s  o f  environm ental u n c e r ta in ty  has been p rev ious ly  examined 

(Cox e t  a l . ,  1978; L e i f e r  & Huber, 1977). Both o f  th e se  s tu d ie s  found 

p o s i t i v e  r e l a t io n s h ip s  between boundary spanning or boundary re levance  

and perce ived  environm ental u n c e r ta in ty .  The p re sen t  re sea rch  made a 

p re d ic t io n  oppos ite  to  th e  f in d in g s  o f  those  s tu d ie s .  To understand 

the  reason  fo r  the  p r e d ic t io n s  made h e re ,  i t  i s  necessary  to  look a t  

the  types  o f  u n c e r ta in ty  being in v e s t ig a te d .  P revious re se a rc h e rs  

have used g loba l  measures o f  environm ental u n c e r ta in ty  whereas t h i s  

re sea rch  i s  looking  a t  u n c e r ta in ty  as  i t  r e l a t e s  to  two very s p e c i f i c  

changes in  th e  environment and as i t  r e l a t e s  to  th e  expected impact of 

th e se  two s p e c i f i c  environm ental changes.

I t  may be th a t  boundary spanning r e s u l t s  in  an in c reased  

unders tand ing  o f  th e  complexity o f  the  environmment which, in  tu rn ,  

b reeds u n c e r ta in ty  about th e  s t a t e  o f  the  environment in  g e n e ra l .  The 

more complex and v o l a t i l e  an in d iv id u a l  p e rce iv es  the  environment to  

be, th e  l e s s  l i k e ly  he w i l l  be to  be c e r t a in  th a t  he unders tands the  

n a tu re  o f  t h a t  environm ent. However, in  th e  case o f  examining 

u n c e r ta in ty  about very s p e c i f i c  changes and t h e i r  l i k e ly  e f f e c t  on a 

p a r t i c u l a r  o rg a n iz a t io n ,  boundary spanning may a c tu a l ly  in c re a se  

c e r t a in t y  about th e  changes. The boundary spanner, by n a tu re  o f  h is  

f req u en t i n t e r a c t i o n s  w ith  in d iv id u a ls  o u ts id e  the  i n s t i t u t i o n ,  i s  in
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a p o s i t io n  to  c o l l e c t  s p e c i f i c  in fo rm ation  about th e se  even ts  and 

t h e i r  impact on o th e r  o rg a n iz a t io n s .  This s p e c i f i c  in fo rm ation ,  

provided i t  i s  c o n s i s t e n t ,  i s  l i k e l y  to  in c re a s e  the  boundary 

sp a n n e r 's  c e r t a in t y  about th e  n a tu re  o f  the  l i k e ly  impact o f  a 

s p e c i f i c  change on th e  i n s t i t u t i o n .

Hypothesis 4B :1: In d iv id u a ls  with la rg e  amounts of

boundary spanning a c t i v i t y  involved 

in  t h e i r  r o le s  w i l l  pe rce ive  the  

e f f e c t  o f  th e  environm ental changes 

as  more c e r t a in  than w i l l  l e s s  

a c t iv e  boundary spanners .

The e f f e c t s  o f  r o le  ( job  t i t l e )  on perce ived  c e r t a in t y  o f  e f f e c t  

were a lso  examined. While one o f  th e  major v a r ia b le s  d i f f e r e n t i a t i n g  

r o le s  i s  th e  amount o f  boundary spanning a c t i v i t y  involved in  the  

r o l e ,  th e re  a re  a l so  o th e r  f a c to r s  which d i f f e r e n t i a t e  between ro le s  

and t h a t  may make in d iv id u a ls  in  d i f f e r e n t  r o le s  perce ive  the  

o rgan iza tion -env ironm en t r e l a t i o n s h ip  d i f f e r e n t l y .  Roles, fo r  

example, d i f f e r  in  th e  type and amount o f  in form ation  the  in d iv id u a l  

has o r  needs access  to  in  o rd e r  to  f u l f i l l  th e  requirem ents  o f  the  

r o l e  e f f e c t i v e l y .  The posse ss ion  o f  d i f f e r e n t  amounts and types  o f  

in fo rm ation  may r e s u l t  in  d i f f e r e n t i a l  p e rce p t io n s  o f  the  

o r g a n iz a t io n 's  v u ln e r a b i l i t y  to  i t s  environment.
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Hypothesis 4B :2: There w i l l  be s i g n i f i c a n t

d i f f e r e n c e s  in  PCE sco re s  as  a 

fu n c t io n  o f  th e  ro le  o f  the  

a d m in is t r a to r ,  s p e c i f i c a l l y :

a .  adm issions o f f i c e r s  w i l l  tend 

to  have h igher PCE sco res  

about th e  demographic t ren d  

than  w i l l  a d m in is t ra to r s  in  

o th e r  r o l e s .

b. p ro v o s ts  w i l l  tend  to  have 

h igher PCE sco res  about the  

curricu lum  tren d  than

- a d m in is t r a to r s  in  o th e r  r o l e s .

The Importance o f  Agreement among A dm in is tra to rs  (6)

In a study o f  management p e rc e p t io n s  o f  t h e i r  o rg a n iz a t io n s ,  

H rebiniak and Snow (1982) found a s i g n i f i c a n t  p o s i t i v e  r e la t io n s h ip  

between the  le v e l  o f  agreement among members o f  top management as to  

what th e  s t r e n g th s  and weaknesses o f  the  o rg a n iz a t io n  were and the  

f i r m 's  economic performance, even when the  e f f e c t s  o f  v a r ia b le s  such 

as p rev ious  o rg a n iz a t io n a l  performance and degree o f  emphasis on 

long-range  planning  were p a r t i a l l e d  o u t .  This f in d in g  sugges ts  an 

i n t e r e s t i n g  hypo thesis  w ith  reg a rd  to  o rg a n iz a t io n a l  a d m in i s t r a to r s '
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pro cess in g  o f  in fo rm ation  about th e  environm ent. I t  may be t h a t  some 

le v e l  o f  agreement among th e se  a d m in is t r a to r s  w ith  reg a rd  to  the  

l ik e l ih o o d  and s e v e r i t y  o f  th e  e f f e c t  o f  an environm ental change i s  

necessary  b e fo re  a d m in is t r a to r s  can a c t iv e ly  co n s id e r  t h e i r  response 

o p tio n s  and plan  a s t r a t e g y  fo r  handling  th e se  changes. Agreement 

would a c t  to  f a c i l i t a t e  s t r a t e g i c  p lann ing  e f f o r t s  as th e re  would be 

b a s ic  consensus on what environm enta l c o n d i t io n s  th e  o rg a n iz a t io n  

would be l i k e ly  to  have to  p lan  fo r .

In v e s t ig a t io n  o f  th e  r o l e  t h a t  l e v e l  o f  agreement between 

a d m in is t r a to r s  on PCE sco re s  may play  in  p r e d ic t in g  an o r g a n iz a t io n 's  

planning  and response p a t t e r n s  r e p re s e n ts  a movement away from the  

in d iv id u a l  l e v e l  o f  a n a ly s i s  towards a group le v e l  o f  a n a ly s i s  o f  

d a ta .  Level o f  agreement i s  a v a r ia b le  which simply looks a t  the  

d i s t r i b u t i o n  o f  in d iv id u a l  sco res  around the  mean, and in  so doing, 

changes the  u n i t  o f  a n a ly s i s  from th e  in d iv id u a l  to  th e  group. I f  the  

da ta  allow s e v e ra l  hypotheses o f  an ex p lo ra to ry  n a tu re  w i l l  be 

in v e s t ig a t e d .

P re d ic to r s  o f  Level o f  Agreement. Hypothesis 3A:4 (a lre ad y  d iscussed )  

w i l l  t e s t  P f e f f e r ' s  s u p p o s i t io n  (1981) t h a t  o rg a n iz a t io n a l  membership 

and th e  consequent exposure to  th e  o r g a n iz a t io n 's  c u l tu r e  w i l l  r e s u l t  

in  g r e a t e r  l e v e l s  o f  agreement in  p e rc e p t io n s  o f  th e  environment 

between a d m in is t r a to r s  from th e  same o rg a n iz a t io n  than  between 

a d m in is t r a to r s  from d i f f e r e n t  o rg a n iz a t io n s .  The fo llow ing  hypotheses
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w i l l  a l s o  be in v e s t ig a t e d .

Hypothesis 3fl:6 : The s t ro n g e r  th e  o rg a n iz a t io n a l  

c u l tu r e ,  th e  h igher  th e  le v e l  o f  

agreement between a d m in is t r a to r s  in  

t h e i r  e s t im a te s  o f  th e  perce ived  

c e r t a i n t y  o f  e f f e c t  o f  environm ental 

changes.

To th e  e x te n t  th a t  a s t ro n g  sense o f  i n s t i t u t i o n a l  h i s to ry  and 

id e n t i t y  f o s t e r s  an in c re a sed  l ik e l ih o o d  o f  s t ro n g  i n s t i t u t i o n a l  

s o c i a l i z a t io n  and "shared  v a lu e s ,"  a d m in is t r a to r s  from i n s t i t u t i o n s  

w ith s tro n g  c u l tu r e s  ought to  be more homogeneous in  t h e i r  e v a lu a t io n s  

o f  the  o rg a n iz a t io n 's  r e l a t i o n s h ip  w ith  i t s  environm ent. I t  should be 

noted th a t  t h i s  r e l a t i o n s h ip  was hypothesized  to  e x i s t  independently  

o f  whether the  average perce iv ed  c e r t a in t y  o f  e f f e c t  sco res  were low 

or h igh .

Hypothesis 3B;3: The more p a r t i c i p a t i o n  in  d e c is io n

making, th e  h ighe r  th e  l e v e l  o f  

agreement among a d m in is t r a to r s  in  

t h e i r  PCE e s t im a te s .

The g r e a t e r  th e  o p p o r tu n i ty  fo r  p a r t i c i p a t i o n  in  d e c is io n  making, the
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g r e a t e r  th e  exposure in d iv id u a ls  have to  the  b e l i e f s  and p e rce p t io n s  

o f  o th e rs  and the  more l i k e l y  t h a t  each w i l l  be in f lu en ced  by th e se  

b e l i e f s  and p e rc e p t io n s .

Perceived  Response C e r ta in ty  (7)

The th i r d  type o f  u n c e r ta in ty  hypothesized  to  e x i s t  i s  response 

u n c e r t a in ty .  Response u n c e r ta in ty  was concep tua lized  as  having two 

dimensions: u n c e r ta in ty  about th e  response o p tio n s  a v a i la b le  to  the  

i n s t i t u t i o n  and u n c e r ta in ty  about th e  d e s i r a b i l i t y  of th e  outcomes 

r e s u l t i n g  from each o f  the  response a l t e r n a t i v e s .

These dimensions a re  s im i la r  to  th e  dimensions o f  d ec is io n  

u n c e r ta in ty  suggested  by Conrath (1967). Conrath, however, as 

p rev io u s ly  in d ic a te d ,  suggested  th r e e  dimensions o f  u n c e r ta in ty :  

u n c e r ta in ty  about th e  a l t e r n a t i v e s  a v a i l a b l e ,  u n c e r ta in ty  about what 

fu tu re  s t a t e s  o f  n a tu re  might occur, and u n c e r ta in ty  about th e  value 

o r  u t i l i t y  o f  each s . o . n . - a l t e r n a t i v e  p a i r .  In t h i s  r e s e a rc h ,  the  

l a t t e r  two dimensions have been c o l lap sed  in to  one dimension to  

s im p l ify  the  c o n s t ru c t  co n cep tu a l ly  and o p e ra t io n a l ly .

Perceived  response c e r t a i n t y  was examined a t  two l e v e l s  o f  

a n a ly s i s  in  t h i s  r e s e a rc h .  At the  in d iv id u a l  l e v e l ,  i t  was 

o p e ra t io n a l iz e d  as  the  i n d i v i d u a l ' s  sco re  on the  measure o f  response  

c e r t a in t y  used h e re .  At th e  i n s t i t u t i o n a l  l e v e l ,  th e  s c a le  sco res  fo r  

each a d m in is t ra to r  from a given i n s t i t u t i o n  were aggregated  and the  

average i n s t i t u t i o n a l  response  c e r t a i n t y  sco re  was used.
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The primary hypotheses about response  c e r t a in t y /u n c e r t a in t y  

concerned i t s  r e l a t i o n s h ip  to  th e  type o f  i n s t i t u t i o n a l  responses  made 

or under c o n s id e ra t io n .  However, s e v e ra l  hypotheses o f  an ex p lo ra to ry  

n a tu re  were advanced a ttem p tin g  to  d e l in e a te  p r e d ic to r s  o f  response 

u n c e r ta in ty .

Hypothesis 3A:7: The s t ro n g e r  th e  o rg a n iz a t io n a l

c u l tu r e ,  the  h igher th e  average 

response c e r t a in t y  sco re .

The r a t i o n a l e  fo r  t h i s  h y po thes is  was th a t  a s tro n g  c u l tu r e  means a 

s t ro n g  sense o f  the  i n s t i t u t i o n  and a s tro n g  awareness o f  the  h is to ry  

and values  o f  the  i n s t i t u t i o n .  P rev ious re sea rch  has shown a p o s i t i v e  

r e l a t io n s h ip  between anomie, or a lack  o f  o v e r r id in g  v a lu es ,  and 

u n c e r ta in ty  (Aldag & S to rey ,  1979; Downey e t  a l . ,  1977). Others 

(Michael, 1973) have suggested  th a t  the  presence o f  a s t ro n g  value 

system may p rec lude  a w i l l in g n e s s  to  admit u n c e r t a in ty .  T herefore ,  a 

s t ro n g  o rg a n iz a t io n a l  c u l tu r e  to  th e  e x te n t  t h a t  i t  i s  a s so c ia te d  with 

a s t ro n g  sense o f  o v e r r id in g  b e l i e f s  or va lues  may a c t  to  r e in fo r c e  

p e rce p t io n s  o f  c e r t a in t y  whether o r  no t th e  a d m in is t r a to r s  have a 

c l e a r  unders tand ing  o f  th e  d e s i r a b i l i t y  o f  th e  var io u s  s t r a t e g i c  

o p t io n s .

Hypothesis 3B:4; The more the  i n s t i t u t i o n ' s  s t r u c tu r e
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su p p o r ts  p a r t i c i p a t i o n  in  d ec is io n  

making, th e  h igher  th e  average 

response c e r t a in t y  sco re .

Huber e t  a l .  (1975) re p o r te d  a s ig n i f i c a n t  n ega t ive  r e la t io n s h ip  

between o rgan icness  o f  s t r u c t u r e  and p e rce p t io n s  o f  environm ental 

u n c e r ta in ty  on the  p a r t  o f  o rg a n iz a t io n a l  members. As the  degree of 

involvement o f  o rg a n iz a t io n a l  members in  d e c is io n  making i s  a c r i t i c a l  

dimension o f  o rgan icness  o f  s t r u c t u r e ,  the  hypo thesis  suggested here 

fo llow s from th e  f in d in g s  o f  t h i s  p rev ious re s e a rc h .

T he-R ela t ionsh ip  between Perce ived  C e r ta in ty  o f  E f fe c t  and Perceived  

Response C e r t a in ty . According to  the  t h e o r e t i c a l  framework on which 

t h i s  re sea rch  i s  based, a f a i r l y  high degree o f  c e r t a in t y  about an 

e f f e c t  o f  an environm ental change may be needed before  an 

o r g a n iz a t io n 's  top  management group begins to  cons ider  i t s  response 

o p t io n s .  The i n i t i a l  exam ination o f  response  o p tio n s  probably 

invo lves  f a i r l y  high degrees  o f  response  u n c e r ta in ty  which d im inish  as 

more in fo rm ation  about s t r a t e g i c  o p tio n s  i s  ga thered  and p lanning 

becomes in c re a s in g ly  focused . As th e  c u r re n t  re sea rch  i s  

c r o s s - s e c t io n a l  r a th e r  than  lo n g i tu d in a l ,  i t  w i l l  not be p o s s ib le  to  

in v e s t i g a t e  t h i s  h y p o th e s is .  In the  absence o f  lo n g i tu d in a l  d a ta ,  no 

s p e c i f i c  hypotheses about th e  n a tu re  o f  th e  r e l a t io n s h ip  between 

in d iv id u a l  PCE and PRC sco re s  w i l l  be advanced.
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A hypo thes is  w i l l ,  however, be o f fe re d  about th e  r e la t io n s h ip  

between PCE sco res  looked a t  in  th e  aggrega te  and in d iv id u a l  response 

c e r t a in t y  sc o re s .  I f  t h e r e  i s  a high le v e l  o f  agreement among 

a d m in is t r a to r s  rega rd ing  th e  c e r t a in t y  o f  an e f f e c t  o f  an 

environm ental change on th e  i n s t i t u t i o n ,  a d m in is t r a to r s  a re  more 

l i k e l y  to  have a lread y  undertaken p lann ing  e f f o r t s  and thus  may have 

more knowledge o f  t h e i r  response  op tio n s  and o f  how th e se  responses  

might a f f e c t  the  i n s t i t u t i o n  than  a d m in is t r a to r s  from i n s t i t u t i o n s  in  

which th e re  i s  l e s s  agreement about the  l ik e l ih o o d  o f  an e f f e c t .

Thus, a d m in is t r a to r s  who a re  members o f  o rg a n iz a t io n s  in  which th e re  

i s  a h igher l e v e l  o f  agreement among key a d m in is t r a to r s  a re  l i k e ly  to  

have h igher l e v e l s  o f  response  c e r t a i n t y .

Hypothesis 6 : 1 : A d m in is tra to rs  w i l l  tend to  have

h ighe r  l e v e l s  o f  response  c e r t a in t y  

when th e re  i s  a high l e v e l  of 

agreement between them in  t h e i r  

p e rc e p t io n s  o f  th e  c e r t a in t y  o f  an 

e f f e c t  o f  an environm ental change on 

t h e i r  i n s t i t u t i o n .

Response C e r ta in ty  as  a P re d ic to r  o f  O rg an iza tio n a l  Response P a t t e r n s .

The examination o f  r e l a t i o n s h ip s  between response c e r t a in t y  and 

o rg a n iz a t io n a l  response p a t t e r n s  w i l l  employ an aggregated  measure o f
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response  c e r t a in t y  ( in  t h i s  c a se ,  a measure o f  c e n t r a l  tendency) fo r  

a d m in is t r a to r s  from a given i n s t i t u t i o n .  Like th e  in v e s t ig a t io n  o f  

hypotheses in vo lv ing  l e v e l  o f  agreement, exam ination o f  th e se  

hypotheses n e c e s s i t a te d  re c e iv in g  s e v e ra l  q u e s t io n n a ire  r e tu rn s  from 

each i n s t i t u t i o n .  T here fo re ,  th e se  hypotheses could only be 

in v e s t ig a te d  w ith in  a subsample o f  th e  t o t a l  sample o f  c o l le g e s .

P r io r  to  d e l in e a t in g  th e  hypothesized  r e l a t i o n s h ip s ,  the  typology 

o f  o rg a n iz a t io n a l  responses  developed fo r  t h i s  re se a rc h  needs 

e x p la n a t io n .

O rg an iza tio n a l  Response P a t t e r n s  (9)

C olleges  and u n i v e r s i t i e s  can choose to  make a number of 

responses  to  the  demographic and curricu lum  tre n d s  t h a t  a re  occu rr ing  

in  the  e x te r n a l  environm ent. These responses  range from s t r a t e g i e s  

such as c o l l e c t in g  in fo rm a tio n  about th e  exac t  n a tu re  o f  th e se  t re n d s  

and what o th e r  i n s t i t u t i o n s  a re  doing to  the  c r e a t io n  o f  new programs 

designed to  appeal to  a new group o f  p o t e n t i a l  consumers ( i . e .  o ld e r  

a d u l t s  who a re  working f u l l - t im e  and want to  o b ta in  t h e i r  

undergraduate  degrees a t  n i g h t ) .  For th e  purposes o f  t h i s  r e s e a rc h ,  

th e  responses  have been c l a s s i f i e d  in to  four ty p e s .

A. In form ation  G athering r e s p o n s e s . Refer to  responses  t h a t  a re
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o r ie n te d  towards th e  a c q u i s i t i o n  o f  more in fo rm ation  about the

s t r a t e g i c  o p tions  a v a i la b l e  to  th e  c o l le g e .  Responses c l a s s i f i e d  in to

t h i s  ca tegory  in c lu d e :

- h i r i n g  c o n s u l ta n ts  or f o r e c a s t e r s  to  help  th e  c o l le g e  
e v a lu a te  i t s  o p t io n s ,

- seek in g  in fo rm ation  from a d m in is t r a to r s  a t  o th e r  
c o l le g e s  about how they  a re  responding and why,

-fo rm ation  o f  ta s k  fo rc e s  to  c o l l e c t  in fo rm ation  and 
make recommendations to  th e  Board or P re s id e n t .

B. Retrenchment re sp o n s e s . Are responses  t h a t  invo lve  cutbacks or 

s t a b i l i z a t i o n  o f  r e so u rc e s .  Retrenchment responses  a re  designed in  

r e a c t io n  to  e x i s t in g  or a n t i c ip a te d  t h r e a t s  to  th e  i n s t i t u t i o n ' s  

s u rv iv a l  but have no impact on the  i n s t i t u t i o n ' s  immediate 

r e l a t io n s h ip  with i t s  environm ent. Included in  t h i s  ca tegory  a re  the  

fo llow ing  responses  some o f  which a re  i n t e r r e l a t e d :

- c u t t i n g  back i n s t r u c t i o n a l  budget a l l o c a t i o n s ,

-cu tbacks  in  th e  c a p i t a l  expend itu re  budget,

-cu tbacks  in  th e  number o f  f a c u l ty  l i n e s ,

- i n s t i t u t i n g  a h i r i n g  f r e e z e ,  and 

-e l im in a t io n  o f  academic departm ents

C. Market P e n e t ra t io n  r e s p o n se s . Are responses  designed to  in c re a se  

th e  i n s t i t u t i o n ' s  share  o f  th e  c u r re n t  market o f  consumers. In th e  

case  o f  c o l le g e s ,  th e se  r e p re s e n t  responses  designed to  in c re a s e  the  

r e c o g n iz a b i l i ty  o r  a t t r a c t i v e n e s s  o f  th e  i n s t i t u t i o n  to  c u r re n t  high 

school s tu d e n ts ,  t h e i r  p a re n ts  and /o r  t h e i r  counse lo rs  and te a c h e rs .
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Responses o f  t h i s  type in c lu d e :

- a d v e r t i s in g  in  newspapers, on ra d io  or t e l e v i s i o n ,

-development o f  b rochures  designed to  inform HS 
guidance counse lo rs  about th e  i n s t i t u t i o n ,

- in c r e a s in g  High School rec ru i tm e n t  e f f o r t s , a n d

- in c r e a s in g  the  p ercen tage  o f  a p p l ic a n ts  accep ted .

D. M arket/Product D iv e r s i f i c a t i o n  re s p o n s e s . Refer to  s t r a t e g i e s  the  

c o l le g e  adopts  in  an e f f o r t  to  d iv e r s i f y  in to  a new market ( i . e .  

a t t r a c t  a new group o f  consumers) or to  d iv e r s i fy  in to  a new product 

a rea  which may appeal to  both  new and o ld  consumers. The follow ing  

s t r a t e g i e s  have been c l a s s i f i e d  as  d i v e r s i f i c a t i o n  responses :

- c r e a t io n  o f  Continuing Education programs,

-e s ta b l ish m e n t  o f  an evening s e s s io n ,

-e s ta b l ish m e n t  o f  s a t e l l i t e  campuses,

- c r e a t io n  o f  new degree programs in  a p p lied  and 
p ro fe s s io n a l  f i e l d s ,  and

- c r e a t io n  o f  new academic departm ents or majors

E. C rea tion  o f  New Programs. There i s  some overlap  between responses  

in  t h i s  ca tegory  and responses  o f  th e  Product D iv e r s i f i c a t i o n  type .  

N ev er th e less ,  i t  was deemed im portan t to  look a t  t h i s  ca tegory  in  

a d d i t io n  to  th e  p r io r  one. Responses in  t h i s  ca tegory  inc lu d e  those  

in  th e  former group with th e  excep tion  o f  th e  c r e a t io n  o f  an evening 

s e s s io n  and th e  a d d i t io n  o f  a Continuing Education program n e i th e r  o f  

which i s  n e c e s s a r i ly  a s u b s ta n t iv e ly  new program o f  s tudy . The
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fo llow ing  response was a l s o  considered  to  be a "new program" response:

- e n te r in g  in to  jo in t ly - s p o n s o re d  programs with o th e r  
c o l le g e s  in  the  a re a .

P re d ic to r s  o f  O rg an iza tio n a l  Response P a t t e r n s . The genera l 

hypo thesis  advanced here  i s  t h a t  i n s t i t u t i o n s  w i l l  tend to  be engaging 

in  d i f f e r e n t  responses  as  a fu n c tio n  o f  the  average le v e l  o f  response 

u n c e r ta in ty  among a d m in is t r a to r s .  High le v e l s  o f  response u n c e r ta in ty  

r e f l e c t  a lack  o f  unders tand ing  o f  what a l l  th e  response or s t r a t e g i c  

a l t e r n a t i v e s  a v a i la b le  to  th e  i n s t i t u t i o n  a re  as  well as a lack  of

unders tand ing  o f  th e  r e l a t i v e  d e s i r a b i l i t y  o f  each as a s t r a t e g y  fo r

the  fu tu r e .  I t  was p re d ic te d  t h a t  when such a high le v e l  of 

u n c e r ta in ty  e x i s t s ,  two p a r t i c u l a r  types  o f  o rg a n iz a t io n a l  responses 

would be more l i k e l y  to  occur than  o th e r s .  C le a r ly ,  high l e v e l s  of 

response u n c e r ta in ty  a re  l i k e l y  to  be a s s o c ia te d  with in fo rm ation  

seeking responses ,  the  outcome o f  which would be a red u c t io n  in  the  

le v e l  o f  u n c e r ta in ty  over tim e. Also p re d ic te d  was a g re a te r

l ik e l ih o o d  o f  re trenchm ent responses  under co n d i t io n s  o f  high

u n c e r ta in ty .  Two s p e c i f i c  hypotheses were advanced:

Hypothesis 8 : 1 : I n s t i t u t i o n s  in  which a d m in is t r a to r s ,

on the  average, have high l e v e ls  of 

response  u n c e r ta in ty  w i l l  be more l i k e ly  

to  be engaging in  in fo rm ation  seeking and
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re trenchm ent s t r a t e g i e s  than  in  

p e n e t r a t io n  or d i v e r s i f i c a t i o n  s t r a t e g i e s .

Hypothesis 8 : 2 : I n s t i t u t i o n s  in  which a d m in is t r a to r s ,

on th e  average, have high le v e l s  of 

response  u n c e r ta in ty  w i l l  tend to  be 

making more in fo rm ation  g a th e r in g  and 

re trenchm ent type responses  than 

i n s t i t u t i o n s  in  which the  average 

u n c e r ta in ty  i s  low.

When th e re  i s  a high le v e l  o f  u n c e r ta in ty  among the  c r i t i c a l  dec is io n  

makers o f  an o rg a n iz a t io n  about th e  a p p ro p r ia te  response to  make, the  

e f f ic a c y  o f  the  var io u s  responses  i s  no t c l e a r ly  known. Inform ation 

g a th e r in g  i s  a l o g i c a l  response  under th e se  c o n d it io n s  as i t  se rv es  to  

f a c i l i t a t e  unders tand ing  o f  the  o r g a n iz a t io n 's  s i t u a t i o n .  The 

p o s i t i v e  r e l a t i o n s h ip  between u n c e r ta in ty  and in form ation  g a th e r in g  

has been hypothesized  by s e v e ra l  r e s e a rc h e rs  ( e .g .  A ld rich  & Herker, 

1977; Blandin & Brown, 1977; K efalas  & Schoderbek, 1973; Thompson, 

1967).

Retrenchment, a lthough c l e a r ly  an u n d es irab le  response fo r  

a d m in is t r a to r s ,  i s  a l so  l i k e l y  to  be a temporary response when 

d e c is io n  makers lack  a c l e a r  unders tand ing  o f  t h e i r  o th e r  response 

o p t io n s .  Retrenchment responses  can be viewed as a r e f l e c t i o n  of
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n eg a t iv e  s la c k  in  th e  system r e s u l t i n g  from a f a i l u r e  to  adequa te ly  

a n t i c ip a t e  a t h r e a t  to  the  o rg a n iz a t io n  o r ,  as a way o f  ensu ring  the  

p re s e rv a t io n  o f  some p o s i t i v e  s lack  given th e  ex p e c ta t io n  o f  some 

th r e a t  to  the  system.

H ypothesis 8 : 3 : Market p e n e t r a t io n  and d i v e r s i f i c a t i o n

type responses  w i l l  be more l i k e ly  in  

i n s t i t u t i o n s  in  which a d m in is t r a to r s ,  on 

th e  average, have high l e v e l s  o f  response 

c e r t a i n t y .

Hypothesis 8 : 4 : Given t h a t  a d m in is t r a to r s ,  on the

average , have high l e v e l s  o f  response 

c e r t a i n t y ,  they w i l l  be more l i k e l y  to  

pursue p e n e t r a t io n  and d i v e r s i f i c a t i o n  

s t r a t e g i e s  than  to  engage in  in form ation  

seek ing  or retrenchm ent type responses .

Given an unders tand ing  o f  th e  n a tu re  o f  th e  o rg a n iz a t io n a l  environment 

and o f  th e  p o s s ib le  response  o p tio n s  a v a i la b le  to  th e  o rg a n iz a t io n ,  

p e n e t r a t io n  and d i v e r s i f i c a t i o n  a re  more e f f e c t iv e  responses  in  the  

long run because they have a d i r e c t  impact on the  

o rgan iza tion -env ironm ent r e l a t i o n s h i p .  These two s t r a t e g i e s  a l t e r  the  

o r g a n iz a t io n 's  p o s i t io n  in  i t s  environment e i t h e r  by in c re a s in g  i t s
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power base or by reducing  i t s  dependence on a p a r t i c u l a r  segment o f  

th e  environment.

A f i n a l  s e t  o f  hypotheses r e l a t e s  to  th e  n a tu re  o f  the  

r e l a t i o n s h ip  between response  c e r t a in t y  and th e  s ta g e  o f  the  

i n s t i t u t i o n ' s  p lann ing  e f f o r t s .  The more u n c e r ta in ty  e x i s t in g  among 

th e  a d m in is t r a to r s ,  th e  more l i k e l y  they w i l l  be to  be co n s id e r in g  a 

la rg e  number o f  p o s s ib le  re sponses .

Hypothesis 8 : 5 : A d m in is tra to rs  from i n s t i t u t i o n s  in

which th e re  i s  a high average le v e l  of 

response  u n c e r ta in ty  w i l l  be more l i k e ly  

to  co n s id e r in g  t h e i r  response  p o s s i b i l ­

i t i e s  and w i l l  tend  to  co n s id e r  a l a rg e r  

number o f  response  o p tio n s  than  a d m in is tra ­

t o r s  whose average i n s t i t u t i o n a l  response 

u n c e r ta in ty  sco re  i s  low.

Hypothesis 8 : 6 : A d m in is tra to rs  from i n s t i t u t i o n s  in

which th e re  i s  a low average le v e l  of 

u n c e r t a in ty  (high c e r t a in t y )  w i l l  be more 

l i k e l y  to  have a lre ad y  made responses  and 

i f  co n s id e r in g  re sponses ,  w i l l  be a c t iv e ly  

c o n s id e r in g  fewer responses  than  a d m in is t r a to r s  

whose average u n c e r ta in ty  score  i s  h ig h e r .
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When th e re  i s  a high average le v e l  o f  response u n c e r ta in ty ,  th e  

consensus among a d m in is t r a to r s  i s  t h a t  they  a re  not su re  o f  t h e i r  

response  o p t io n s  nor o f  t h e i r  l i k e ly  e f f e c t iv e n e s s .  Under th e se  

c o n d i t io n s ,  i t  seems l i k e l y  t h a t  a l a rg e  number o f  response op tions  

would be cons idered  and ev a lu a te d  and t h a t  th e  a c tu a l  making o f  a 

response  (o th e r  than  in fo rm ation  g a th e r in g )  would be postponed u n t i l  

t h e re  was more c e r t a in t y  about the  l i k e ly  e f f e c t iv e n e s s  o f  each o f  the  

s e t  o f  p o s s ib le  re sp o n ses .  The second hypo thes is  r e f l e c t s  the  same 

reason ing  from th e  p e rs p e c t iv e  o f  c e r t a i n t y .

In d iv id u a l  Outcomes (10)

Few s tu d ie s  have examined the  impact o f  a d m in is t r a to r  percep tio n s  

o f  p o t e n t i a l l y  th re a te n in g  changes in  the  o rg a n iz a t io n a l  environment 

on how th e se  a d m in is t r a to r s  f e e l  about t h e i r  r o le s  and t h e i r  

i n s t i t u t i o n s .  Yet a connection  between th e  two s e t s  o f  v a r ia b le s  

seems q u i te  l i k e l y  to  e x i s t .  In an e f f o r t  to  begin to  exp lo re  th e se  

p o s s ib le  r e l a t i o n s h ip s ,  th r e e  i n d iv id u a l - l e v e l  outcomes of 

a d m in is t ra to r  p e rc e p t io n s  o f  u n c e r ta in ty  were explored in  t h i s  

r e s e a rc h :

a .  S a t i s f a c t io n  with th e  i n s t i t u t i o n ' s  planning

b. Role ambiguity

c .  O rg an iza tio n a l  commitment
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A. S a t i s f a c t io n  with th e  I n s t i t u t i o n ' s  P lan n in g . One o f  th e  f a c to r s  

hypothesized  to  be connected to  to p - l e v e l  a d m in i s t r a to r s '  a t t i t u d e s  

about th e  i n s t i t u t i o n  fo r  which they  work was th e  degree to  which they 

were s a t i s f i e d  with th e  i n s t i t u t i o n ' s  s h o r t  and long-range p lann ing .

I t  was hypothesized  t h a t  under c o n d i t io n s  o f  environm ental tu rb u len ce ,  

th e  degree to  which a d m in is t r a to r s  f e l t  s a t i s f i e d  t h a t  t h e i r  

i n s t i t u t i o n ' s  p lann ing  e f f o r t s  would allow th e  i n s t i t u t i o n  to  

e f f e c t i v e l y  handle environm ental t h r e a t s  would be a s i g n i f i c a n t  f a c to r  

in  determ in ing  t h e i r  l e v e l  o f  commitment to  th e  i n s t i t u t i o n .

The degree o f  s a t i s f a c t i o n  t h a t  an a d m in is t r a to r  has w ith the 

i n s t i t u t i o n ' s  p lann ing  e f f o r t  was hypothesized  to  be p re d ic te d  by 

t h e i r  l e v e l  o f  e f f e c t  c e r t a i n t y  moderated by th e  type o f  responses  the  

o rg a n iz a t io n  has made or i s  co n s id e r in g  making to  the  changes in  i t s  

environment.

Hypothesis 5 : 1 : A d m in is tra to rs  who have high c e r t a in t y

of  e f f e c t  sco res  and who a re  members of 

o rg a n iz a t io n s  which have a lread y  made 

p e n e t r a t io n  or d i v e r s i f i c a t i o n  responses  

w i l l  be more s a t i s f i e d  w ith  the  

i n s t i t u t i o n ' s  p lann ing  than  w i l l :

a .  a d m in is t r a to r s  who have high PCE 

s co re s  who a re  members of 

o rg a n iz a t io n s  t h a t  a re  only
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con s id e r in g  responses  o f  th e se  ty p e s ,  or

b. a d m in is t r a to r s  who have high PCE 

sco res  whose i n s t i t u t i o n s  have made 

retrenchm ent or in form ation  

g a th e r in g  responses  only .

The r a t i o n a l e  fo r  th e se  hypotheses i s  t h a t  when an in d iv id u a l  

p e rce iv es  with  c e r t a in t y  t h a t  a change w i l l  impact on th e  i n s t i t u t i o n ,  

he /she  w i l l  d e s i r e  t h a t  th e  i n s t i t u t i o n  respond e f f e c t iv e l y  to  th a t  

change. The most e f f e c t i v e  responses  in  terms o f  th e  long run 

s u rv iv a l  o f  ed u ca tio n a l  o rg a n iz a t io n s  a re  ones t h a t  w i l l  have an 

impact on the  o r g a n iz a t io n 's  power to  secure  sca rce  re so u rces  from a 

p a r t i c u l a r  re sou rce  supply or ones t h a t  w i l l  in c re a s e  the  

o rg a n iz a t io n 's  independence from any p a r t i c u l a r  re sou rce  supply.

B. Role Ambiguity. The concept o f  ambiguity i s  very c lo s e ly  r e la t e d  

to  the  concept o f  u n c e r ta in ty  (Schuler e t  a l . ,  1984). The concept of 

r o le  ambiguity can be s a id  to  r e f l e c t  an experience  o f  u n c e r ta in ty  

about the  n a tu re  o f  an o rg a n iz a t io n a l  member's r e s p o n s i b i l i t i e s  and 

r e l a t io n s h ip s  with  o th e rs  in  the  o rg a n iz a t io n .

Hypothesis 7 :1 : There w i l l  be a p o s i t i v e  r e l a t io n s h ip

between perce ived  response u n c e r ta in ty  and 

r o le  am biguity .

The experience o f  u n c e r ta in ty  about how to  respond to  changes in  the
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o rg a n iz a t io n a l  environment may tend to  be a s so c ia te d  with 

a d m in is t ra to r  experience  o f  ambiguity about t h e i r  r o le s  because the  

a d m in is t r a to r s  a re  l i k e l y  to  be l e s s  c l e a r  about the  n a tu re  and scope 

o f  t h e i r  r e s p o n s i b i l i t i e s  under co n d i t io n s  o f  a la ck  o f  c e r t a in t y  as 

to  how the  o rg a n iz a t io n  can or should respond. Aldag and Storey 

(1979) found em p ir ica l  support fo r  the  e x is te n c e  o f  a p o s i t iv e  

r e l a t io n s h ip  between u n c e r ta in ty  and r o le  ambiguity in  t h e i r  re sea rch  

with CEOs o f  Canadian companies.

C. O rgan iza tiona l  Commitment. O rgan iza tiona l  commitment i s  g en e ra l ly  

viewed as an a t t i t u d i n a l  v a r ia b le  measuring the  e x te n t  to  which an 

in d iv id u a l  i d e n t i f i e s  w ith  an i n s t i t u t i o n  and i t s  goals  (H a ll ,  

Schneider & Nygren, 1970; Sheldon, 1971; Mowday, S te e rs  & P o r te r ,  

1979). One o f  th e  most im portan t and c o n s i s te n t  f in d in g s  o f  the  

re sea rch  focusing  on th e  concept has been t h a t  o f  a s i g n i f i c a n t  

nega tive  r e la t io n s h ip  between o rg a n iz a t io n a l  commitment and tu rnover 

( i . e .  P o r te r ,  S te e r s ,  Mowday & Boulian , 1974; Mowday e t  a l . ,  1979).

O rgan iza tiona l  commitment, however, has r a r e ly  been in v e s t ig a te d  

among members o f  top  management, perhaps because o f  th e  d i f f i c u l t y  in  

making th e  concept o p e ra t io n a l  fo r  h ig h - le v e l  employees (H rebiniak & 

A lu t to ,  1972). The model proposed here  sugges ts  t h a t  an im portan t s e t  

o f  an teceden ts  o f  o rg a n iz a t io n a l  commitment fo r  upper management 

employees may be v a r ia b le s  r e l a t i n g  to  how th e  o rg a n iz a t io n a l  

environment i s  being perce ived  and the  perce ived  adequacy o f  the
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o r g a n iz a t io n 's  reponses .  An a d m in is t r a to r  who p e rce iv es  s e r io u s  

t h r e a t s  to  th e  i n s t i t u t i o n  from pending environm ental changes but 

p e rce iv es  t h a t  th e  i n s t i t u t i o n  i s  not doing enough to  p lan  fo r  th e se  

changes may become f r u s t r a t e d .  This f r u s t r a t i o n  may lead  to  le ssened  

commitment to  th e  p a r t i c u l a r  o rg a n iz a t io n  and an in t e n t io n  to  leave 

th e  o rg a n iz a t io n  or to  le ave  th e  p o s i t io n  to  resume a 

n o n ad m in is tra t iv e  one in  th e  o rg a n iz a t io n .  This l i n e  o f  thought has 

r e s u l t e d  in  two hypotheses .

H ypothesis 11 A :1: The lower the  s a t i s f a c t i o n  with the

i n s t i t u t i o n ' s  p lann ing , the  lower the  commit­

ment to  th e  o rg a n iz a t io n .

Hypothesis 11B:1: The g re a te r  the  experienced ro le

am biguity , the  lower th e  commitment to  the  

o rg a n iz a t io n .

The f i r s t  hypo thesis  i s  s t a t e d  as  above under the  assumption th a t  

s a t i s f a c t i o n  with p lanning  w i l l  be r e l a t e d  to  PCE and o rg a n iz a t io n a l  

response p a t te rn s  as hypothesized  in  Hypothesis 5 :1 .  The second 

hypo thesis  fo llow s from p rev ious  re sea rch  showing a nega tive  

r e l a t io n s h ip  between ro le  am biguity and job s a t i s f a c t i o n  and between 

r o le  ambiguity and p ro p en s ity  to  leave  the  o rg a n iz a t io n  (Rizzo, House 

& Lirtzman, 1970), both o f  which have been found to  be s i g n i f i c a n t l y  

r e l a t e d  to  o rg a n iz a t io n a l  commitment (Mowday e t  a l ,  1979).



69

CHAPTER THREE 

SAMPLE, MEASUREMENT AND DATA ANALYSIS

Sample

A s t r a t i f i e d  random sample o f  p r iv a t e ,  fou r y ea r ,  l i b e r a l  a r t s  

c o l le g e s  was chosen fo r  p a r t i c i p a t i o n  in  t h i s  s tudy .  The sample was 

s t r a t i f i e d  so as  to  be r e p r e s e n t a t iv e  o f  th e  d i s t r i b u t i o n  o f  c o l le g e s  

by reg io n  o f  th e  coun try .

Q uestionna ires  were s e n t  to  589 to p - l e v e l  a d m in is t r a to r s ,  a 

sample which inc luded  an average o f  four a d m in is t r a to r s  from each of 

148 s e le c te d  c o l le g e s .  Roles which were sampled in c lu d ed : the  

P re s id e n t ,  th e  Provost o r  Vice P re s id e n t  fo r  Academic A f f a i r s ,  th e  

Dean or Vice P re s id e n t  o f  Admissions, th e  Vice P re s id e n t  fo r  

I n s t i t u t i o n a l  or S t r a t e g i c  P lann ing , th e  Vice P re s id e n t  fo r  Finance 

and th e  Vice P re s id e n t  fo r  Development as  w ell as  a sm all number o f  

o th e r  a d m in is t r a t iv e  r o l e s .  The m u l t ip le  sampling w ith in  each 

i n s t i t u t i o n  was undertaken fo r  two rea so n s :  F i r s t ,  to  in c re a s e  th e

p ro b a b i l i t y  o f  sampling each i n s t i t u t i o n  and second, to  perm it 

in v e s t ig a t io n  o f  hypotheses r e l a t i n g  to  the  r o le  o f  th e  respondent and
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to  th e  l e v e l  o f  agreement among responden ts  w ith in  i n s t i t u t i o n s .

Sampling Procedures

The computer da tabase  "Discover" pub lished  by th e  American 

College T es ting  Serv ice  was used to  s e l e c t  a l l  fou r  y ea r ,  p r iv a t e ,  

n o n r e l i g i o u s - a f f i l i a t e d  c o l le g e s  and u n i v e r s i t i e s  in  th e  United 

S t a t e s .  A popu la tion  o f  437 c o l le g e s  was g enera ted ,  c a te g o r iz e d  in to  

groups by reg ion  o f  th e  country  in  which th e  c o l le g e  was lo c a te d  ( e .g .  

N o r th eas t ,  S ou theas t ,  Farwest e t c . ) .

I t  was necessary  to  supplement th e  use o f  Discover w ith  use o f  

th e  College B oard 's  da tabase  because Discover lacked th e  ca p a c i ty  to  

d i f f e r e n t i a t e  between ty p es  o f  c o l le g e s —so t h a t  t h i s  o r ig i n a l  l i s t  o f  

437 i n s t i t u t i o n s  inc luded  b u s in e s s ,  te c h n ic a l  and a r t s  schools  as  w ell 

as l i b e r a l  a r t s  and mixed l i b e r a l  a r t s / t e c h n o l o g ic a l  i n s t i t u t i o n s .

The College B oard 's  College Handbook was used to  check each o f  the  

schoo ls  in  th e  p o p u la t io n .  I n s t i t u t i o n s  t h a t  were not c l a s s i f i e d  as 

l i b e r a l  a r t s  or d id  not have th e  term " l i b e r a l  a r t s "  in  th e  College 

B oard 's  c l a s s i f i c a t i o n  code were dropped from the  p o p u la t io n .

At t h i s  tim e, th e  d e c is io n  was a l s o  made to  inc lude  

r e l i g i o u s - a f f i l i a t e d  schoo ls  in  a d d i t io n  to  n o n re l ig io u s  i n s t i t u t i o n s  

s in c e  th e re  a re  a r e l a t i v e l y  egual number o f  r e l i g io u s  and 

n o n re l ig io u s  c o l le g e s  throughout th e  country  and in  some re g io n s ,  most 

no tab ly  th e  S ou theas t ,  r e l i g i o u s - a f f i l i a t e d  i n s t i t u t i o n s  a c tu a l l y  

outnumber n o n re l ig io u s  ones by a r a t i o  o f  2 :1 .  As t h i s  study sought 

to  sample c o l le g e s  p ro p o r t io n a te ly  to  t h e i r  r e g io n a l  d i s t r i b u t i o n ,
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le av in g  ou t r e l i g i o u s - a f f i l i a t e d  i n s t i t u t i o n s  would have r e s u l t e d  in  a 

s e r io u s  u n d e r re p re s e n ta t io n  o f  c o l le g e s  in  c e r t a in  reg io n s  o f  the  

coun try ,  thus  th re a te n in g  th e  accuracy o f  th e  p ro p o r t io n a l  

s t r a t i f i c a t i o n  o f  th e  sample and th e  g e n e r a l i z a b i l i t y  o f  th e  s tu d y 's  

r e s u l t s .

The d e c is io n  was a l s o  made to  inc lu d e  only c o l le g e s  with  a t  l e a s t  

400 f u l l - t im e  undergraduate  s tu d e n t s .  Less than  5% o f  th e  i n i t i a l  

group o f  c o l le g e s  was e l im in a ted  as  a r e s u l t  o f  th e  a d d i t io n  o f  t h i s  

s e l e c t io n  c r i t e r i o n .

The f i n a l  popu la tion  c o n s is te d  o f  775 i n s t i t u t i o n s  o f  h igher 

ed u ca tio n .  A ll  were fo u r -y e a r ,  p r iv a t e ,  p r im a r i ly  l i b e r a l  a r t s  or 

mixed l i b e r a l  a r t s / t e c h n o l o g ic a l  c o l le g e s  or u n i v e r s i t i e s  with 

en ro llm en ts  o f  400 or more f u l l - t im e  underg raduates .  The le f th a n d  

columns o f  Table One show th e  re g io n a l  breakdown o f  t h i s  p o pu la tion  as 

w ell  as th e  r e l a t i v e  percen tage  o f  th e  popu la tion  lo c a te d  in  each 

geographic reg io n .  The r ig h th an d  columns show th e  number o f  c o l le g e s  

which were sampled from each reg io n  as w ell as  t h e i r  r e l a t i v e  

pe rcen tages  by re g io n .

The sampling r a t i o  was approxim ately  1 :5 . Every c o l le g e  w ith in  

each r e g io n a l  ca tegory  was ass igned  a number from 1 to  N, w ith N 

depending on th e  s i z e  o f  th e  re g io n a l  subpopu la tion . C olleges  were 

chosen to  be a p a r t  o f  th e  sample v ia  th e  use o f  a random numbers 

t a b l e .  One hundred and f o r ty  e ig h t  c o l le g e s  were chosen.
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T a b l e  One 

I n s t i t u t i o n a l  Sampl i ng  By Regi on

S u b p o p u l a t i o n
S i z e

% o f  T o t a l  
P o p u l a t i o n

Sampl e n % o f  Sampl e  
S i z e

N o r t h e a s t 259 33% 49 33. 1%

S o u t h e a s t 171 22% 33

CMCM

G r e a t  Lakes 138 18% 26 17. 6%

Rocky Moun­
t a i n  S t a t e s 103 13% 20 13. 5%

Sout hwes t 44 6% 9 6. 1%

Fa r  West 60 8% 11 7. 4%

TOTAL 775 ( 100%) 148 ( 1 0 0 . 0 %)
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The 1984 Higher Education D irec to ry  was used to  determ ine the  

names o f  th e  in d iv id u a ls  in  th e  r o le s  to  be sampled. As mentioned 

p re v io u s ly ,  589 q u e s t io n n a ir e s  were s e n t  o u t .  Table Two shows the  

r e l a t i v e  d i s t r i b u t i o n  o f  th e  q u e s t io n n a ire  m ailing  by reg ion  and Table 

Three shows th e  r e l a t i v e  number o f  q u e s t io n n a ire s  sen t  by r o l e .

In a l l  c a se s ,  a q u e s t io n n a ire  was s e n t  to  th e  in d iv id u a l  

occupying the  r o le  o f  P re s id e n t ,  Acting P re s id e n t  or C hance llo r .  

Whenever p o s s ib le ,  q u e s t io n n a ire s  were a l s o  s e n t  to  P rovosts  and 

D ire c to rs  o f  Admissions. This was no t p o s s ib le  in  some cases  e i t h e r  

due to  a vacancy o r  to  th e  apparen t la ck  o f  e x is te n c e  o f  a r o le  w ith 

t h a t  t i t l e  w ith in  th e  u n iv e r s i t y .  The o th e r  r o le s  sampled v a r ied  

ac ro ss  i n s t i t u t i o n s  due to  widespread d i f f e r e n c e s  in  th e  t i t l e s  o f  

r o le s  e x i s t in g  w ith in  th e  i n s t i t u t i o n s .

The Sample C h a r a c te r i s t i c s

Of th e  589 q u e s t io n n a i r e s  s e n t  o u t ,  211 u sab le  q u e s t io n n a ire s  

from in d iv id u a ls  r e p re s e n t in g  122 c o l le g e s  and u n i v e r s i t i e s  were 

re tu rn e d .  This r e p re s e n ts  a response r a t e  o f  approxim ately  36%.

Table Two shows th e  d i s t r i b u t i o n  o f  responses  by reg ion  as w ell  as  the  

r e l a t i v e  percen tages  o f  th e  sample re p re se n te d  by responses  from each 

o f  th e  re g io n s .  Comparing Table One to  Table Two shows t h a t  the  

p a t t e r n  o f  responses  by reg io n  was f a i r l y  r e p r e s e n t a t iv e  o f  th e  a c tu a l  

d i s t r i b u t i o n  o f  th e  p o p u la tio n  o f  l i b e r a l  a r t s  c o l le g e s  by reg io n .

The l a r g e s t  d e v ia t io n s  from s t r i c t  p r o p o r t i o n a l i t y  being a 2% p o in t  

d i f f e r e n c e  in  th e  N ortheas t and in  th e  S o u th eas t .  Table Two a lso
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T a b l e  Two

Q u e s t i o n n a i r e s  Sent  by Regi on and R e g i o n a l  Response Ra t es

Q u e s t i o n -  % o f  T o t a l  Compl e t ed  *  o f  T o t a l  56 Resp.
n a i r e s  Sent  Sampl e Q u e s t i o n -  Re t u r n s

n a i r e s
_______________ .______________ Re c e i v e d_____________

N o r t h e a s t 195 3 3 . 1 * 66 3 1 * 3 4 *

S o u t h e a s t 132 2 2 . 4 * 50 2 4 * 3 8 *

Gr e a t  Lakes 102 1 7 . 3 * 38 1 8 * 3 7 *

Rocky Moun­
t a i n  S t a t e s

80 1 3 . 6 * 27 13 * 34 *

Sout hwes t 36 6 . 1 * 15 7 * 4 2 *

Fa r  West 44 7 . 5 * 15 7 * 3 4 *

......

TOTAL 589 ( 1 0 0 . 0 * )  211 (100. 056)  3656
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shows th e  r e g io n a l  response  r a t e s  which v a r ie d  from a low o f  34% to  a 

high o f  42%.

Table Three i l l u s t r a t e s  th e  reponse r a t e s  by r o l e ,  showing 

s i g n i f i c a n t l y  lower response  r a t e s  fo r  P re s id e n ts  and ex ecu tiv e  v ice  

p r e s id e n t s  than fo r  in d iv id u a l s  in  o th e r  a d m in is t r a t iv e  r o l e s .  The 

lower response  r a t e  o f  P r e s id e n ts  and Executive Vice P re s id e n ts  i s  no t 

s u r p r i s in g  given t h e i r  busy sch ed u le s .  I t  should be noted t h a t  in  a 

few c a s e s ,  P re s id e n ts  a p p a re n t ly  gave t h e i r  q u e s t io n n a ire s  to  t h e i r  

a s s i s t a n t s  to  f i l l  o u t .  This i s  known because a l l  outgoing 

q u e s t io n n a ir e s  were coded fo r  r o le  as  w ell as fo r  i n s t i t u t i o n  and 

reg io n .  Returned q u e s t io n n a i r e s  which in d ic a te d  a job t i t l e  d i f f e r e n t  

than  t h a t  which had been coded th u s ,  were q u e s t io n n a ire s  which had 

been d e leg a ted  to  o th e rs  to  f i l l  o u t .  This d e le g a t io n  o f  

r e s p o n s ib i l i t y  may, in  f a c t ,  have occurred  more f re q u e n t ly  but would 

have been u n d e tec ta b le  i f  th e  in d iv id u a l  com pleting the  q u e s t io n n a ire  

had responded to  th e  q u es tio n  ask ing  fo r  job t i t l e  by e n te r in g  th e  

r o l e  o f  th e  person fo r  whom he was f i l l i n g  i t  ou t .

Table Four co n ta in s  in fo rm a tio n  on th e  c h a r a c t e r i s t i c s  o f  the  

responding  i n s t i t u t i o n s .  A comparison o f  th e  c h a r a c t e r i s t i c s  o f  th e se  

i n s t i t u t i o n s  with  those  o f  nonresponding i n s t i t u t i o n s  show a few small 

d i f f e r e n c e s ,  none o f  which appear to  be s i g n i f i c a n t .  The sample o f  

responding  i n s t i t u t i o n s  th u s  can probably  be s a id  to  be r e p r e s e n ta t iv e  

o f  th e  p o p u la t io n .

Table F ive p rov ides  in fo rm a tio n  on th e  demographic and r o le  

c h a r a c t e r i s t i c s  o f  th e  responding  a d m in is t r a to r s .  As can be seen in



Table Three

R e s p o n s e  P a t t e r n s  a n d  R a t e s  
a s  a F u n c t i o n  o f  t h e  R o l e  o f  t h e  R e s p o n d e n t

ROLE NUMBER OF NUMBER RESPONSE
Q U E S T I O N N A I R E S RET URNED RATE
SENT

P r e s i d e n t 1 48 3 4 2 3 %

E x e c u t i v e  VP 22 4 1 8 %

P r o v o s t / C h i e f
A c a d e m i c  O f f i c e r 1 2 9 5 0 3 9 %

D i r e c t o r  o f
A d m i s s i o n s 1 3 8 52 3 8 %

V P ,  F i n a n c e 5 1 19 3 7 %

V P ,  D e v e l o p m e n t 39 14 3 6 %

C h i e f  P l a n n i n g
O f f i c e r 19 9 1* 7 %

D i r e c t o r ,  I n s t ' l  
R e s e a r c h 2 A 9 3 8 %

R e g i s t r a r 10 4 40%

A s s i s t a n t  t o  t h e  
P r e s i d e n t 3 9 N . A . *  *  *

C h i e f  S t u d e n t
O f f i c e r 2 1 5 0 96

C h i e f  C o n t r a c t
A d m i n i s t r a t o r 1 1 1 0 0 %

D i r e c t o r  ,
S t u d e n t  P l a c e m e n t 1 1 1 0 0 %

D i r e c t o r ,  P e r s o n n e l  1 0 0%

D e a n ,  L i b e r a l  A r t s 1 2 N . A . *  *  *

TOTAL

(+ O t h e r s )

* * * N 0 T E :  T h e  d i s c r e p a n c i e s  i n  t h e s e  c a s e s  r e f l e c t  t h e  f a c t  t h a t
s ome  i n d i v i d u a l s ,  p a r t i c u l a r l y  p r e s i d e n t s ,  who w e r e  
s e n t  q u e s t i o n n a i r e s  g a v e  t h e m  t o  o t h e r s  t o  f i l l  o u t .

5 8 9 2 0 9

__ 0 ___2

5 8 9 2 1 1 ( 3 6 SB )
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T a b l e  F ou r

Institutional Characteristics

R e s p o n d i n g  N o n r e s p o n d i n g
I n s t i t u t i o n s  I n s t i t u t i o n s

( N = 1 2 2 1     I N  = 2 6 1 ______

A v e r a g e  Age  
o f  t h e  
C o l l e g e

1 0 3  y e a r s  
( S D = 4 3 . 3 )

1 0 7  y e a r s  
( SD = 3 6 . 6  )

A v e r a g e  
N u m b e r  o f  
F u l l - t i m e  
U n d e r g r a d u a t e  
S t u d e n t s

1 , 5 6 3
( SD= 1 , 6 4 5 )

1 , 7 5 4
( SD = 2 , 7 2 5  )

A v e r a g e
S e l e c t i v i t y
( / / a p p l i e d /

/ / a c c e p t e d )

7 6 96 
( S D = 1 8 *  )

7 6 %

( S D = 1 8 % )

P e r c e n t a g e  o f  
c o l l e g e s  w h i c h  
a r e  C o e d 9 6 * 8 8 *

P e r c e n t a g e
o f f e r i n g
G r a d u a t e
D e g r e e s 5 0 % 4 0 *

L o c a t i o n 3 0 % u r b a n  
4 4 % s u b u r b a n  
2 6 *  r u r a l

N o t
T e s t e d
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T a b l e  F iv e

C h a r a c t e r i s t i c s  o f  t h e  R e s p o n d i n g  A d m i n i s t r a t o r s

•  f l£ i .£ :

25% D i r e c t o r s  o f  A d m i s s i o n s

24% P r o v o s t s / V i c e  P r e s i d e n t s  f o r  A c a d e m i c  A f f a i r s

16% P r e s i d e n t s / A c t i n g  P r e s i d e n t s

9% C h i e f  B u s i n e s s  O f f i c e r s

25% O t h e r s  ( i n c l u d i n g  E x e c u t i v e  V i c e  P r e s i d e n t s ,  
D i r e c t o r s  o f  S t r a t e g i c  P l a n n i n g ,  V i c e  
P r e s i d e n t s  f o r  D e v e l o p m e n t ,  e t c . )

•  £ £ £ :

. 5 % 2 0 - 2 9

2 3 . 7 %  3 0 - 3 9

3 2 . 7 %  4 0 - 4 9

2 8 . 9 %  5 0 - 5 9

1 2 . 8 %  6 0 - 6 9

1 . 4 %  M I S S I N G

•  Ji£2L:
82% M a l e  

18% F e m a l e

•  A v e r a g e  T e n u r e  i n C u r r e n t  P o s i t i on :

6 8 . 7  m o n t h s  o r  5 . 6  y e a r s  ( S D =  5 9 . 9  m o n t h s )

• A £££_Z£££I.£_i£_ ££ £_££i i£££:

1 3 0 . 6  m o n t h s  o r  a b o u t  11 y e a r s  ( S D =  9 9 . 2  m o n t h s )

•  A v_ e_£_a £  e _ X  e. n u £  e _  i. ri _  C £  1̂ i £ £ £ _  A d. m î  n i ^ t ,  £_t n :

1 5 9 . 7  m o n t h s  o r  a b o u t  13  y e a r s  ( S D =  9 6 . 8  m o n t h s )
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t h i s  t a b l e ,  82% o f  th e  responden ts  were male and th e  l a r g e s t  

percen tage  were between th e  ages o f  40 and 49. Respondents had an 

average te n u re  in  t h e i r  c u r r e n t  r o l e s  o f  5 .5  y e a rs .

Measurement

P erceived  C e r ta in ty  o f  Occurrence o f  Environmental Changes (PCO)

This v a r ia b le  was measured using  a m o d if ica t io n  o f  a techn ique 

developed by Duncan (1972). Use o f  t h i s  techn ique  in  t h i s  study 

d i f f e r e d  in  th r e e  ways from Duncan's te ch n iq u e .  F i r s t ,  th e  focus of 

t h i s  r e sea rch  was not on components o f  th e  o rg a n iz a t io n a l  environment 

or environm ental f a c t o r s ,  a s  Duncan c a l l e d  them, bu t r a th e r  on changes 

or p re d ic te d  changes in  a couple o f  th e se  f a c t o r s .  Secondly, because 

o f  th e  environm ental p ro cess in g  framework proposed h e re ,  th e  e f f e c t s  

o f  p e rce iv in g  environm ental changes and p e rce iv in g  an impact o f  th e se  

changes on th e  i n s t i t u t i o n  were examined s e p a r a te ly .  F in a l ly ,  

a lthough the  concep tua l underp innings o f  Duncan's measure a lso  

u n d e r l ie  th e  measure to  be used in  t h i s  r e s e a rc h ,  th e  a c tu a l  wording 

o f  th e  q u es tio n s  was s l i g h t l y  a l t e r e d  to  more e f f e c t i v e l y  address  the  

hypotheses t h i s  re se a rc h  sought to  t e s t .

Perce ived  c e r t a in t y  o f  occurrence was o p e ra t io n a l iz e d  through the  

use o f  a m u l t i p l i c a t iv e  index o f  th e  answers to  two q u es t io n s  (1a and
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1b; see  Appendix A) fo r  each o f  th e  two tre n d s  which were focused on 

in  t h i s  r e s e a rc h .  In o rder  to  d e r iv e  a c e r t a in t y  s c o re ,  th e  fo llow ing  

formula was used:

(P ro b a b i l i ty  o f  occurrence e s t im a te  -  49) *

( I n d iv i d u a l ' s  c e r t a in t y  in  th e  

p ro b a b i l i ty  e s t im a te . )

A c o n s ta n t  o f  49 was su b tra c te d  from the  p r o b a b i l i ty  e s t im a te  so as  to  

maximally d i f f e r e n t i a t e  c e r t a in t y  o f  nonoccurrence from c e r t a in t y  o f  

occurrence . The p r o b a b i l i ty  s c a le  th u s  v a r ie d  from -51 (a b so lu te  

c e r t a in t y  o f  nonoccurrence) to  +49 (a b s o lu te  c e r t a in t y  of 

occu rren c e ) .  The c o n s tan t  49 was used in s te a d  o f  50 to  e l im in a te  a 

zero  p o in t  — a zero  in  t h i s  p o r t io n  o f  th e  formula would cause the  

e n t i r e  PCO e s t im a te  to  be zero  no m a tte r  how c e r t a in  o r  u n c e r ta in  the  

in d iv id u a l  was in  h i s  e s t im a te ,  g iv ing  no weight to  the  second h a l f  o f  

th e  eq u a t io n .

The " c e r t a in ty  in  th e  p ro b a b i l i ty "  qu es tio n  was asked using  a 

7 -p o in t  s c a le  w ith th e  lower end r e p re s e n t in g  extreme u n c e r ta in ty  

about th e  p r o b a b i l i ty  e s t im a te  and th e  upper end r e p re se n t in g  ab so lu te  

c e r t a i n t y  in  th e  p ro b a b i l i t y  e s t im a te .

I t  should be noted t h a t  t h i s  v a r ia b le  was not scored  on a 

continuum ranging  from maximum u n c e r ta in ty  to  maximum c e r t a in t y  but 

r a th e r  on a continuum where n eg a t iv e  sco res  re p re s e n t  c e r t a in t y  o f



81

nonoccurrence and high p o s i t i v e  sco res  re p re s e n t  c e r t a in t y  o f  

o ccu rrence .  This was done so t h a t  i t  would be p o s s ib le  to  

d i f f e r e n t i a t e  between th o se  in d iv id u a ls  who were c e r t a in  t h a t  th e se  

tr e n d s  would occur and th o se  who were equ a l ly  c e r t a in  t h a t  th e  t re n d s  

would no t occur.  Scoring t h i s  v a r ia b le  on an u n c e r t a in t y - to - c e r t a in ty  

continuum would not have allowed fo r  d i f f e r e n t i a t i o n  between th e se  two 

very d i f f e r e n t  types  o f  c e r t a i n t y .

As th e  focus o f  t h i s  r e sea rch  was on th e  p ro cess in g  o f  

in fo rm ation  about two e x i s t in g  and p o t e n t i a l l y  th re a te n in g  t r e n d s ,  i t  

was deemed more im portan t to  d i f f e r e n t i a t e  in d iv id a l s  who indeed 

perce ived  th e se  t re n d s  as  c e r t a in  to  occur from those  who thought the  

t r e n d  would not occur than  to  sco re  t h i s  v a r ia b le  so th a t  i t  

d i f f e r e n t i a t e d  between c e r t a in t y  and u n c e r t a in ty .  While th e re  i s  a 

c l e a r  r e l a t i o n s h ip  between a b i l i t y  to  p r e d ic t  th e  occurrence o f  

changes in  th e  environment and c e r t a in t y /u n c e r t a in t y  about th e  n a tu re  

o f  t h a t  environment, because o f  th e  way in  which th e  PCO measures a re  

d e r iv e d ,  they do not d i r e c t l y  measure u n c e r ta in ty  vs .  c e r t a in t y  about 

th e  s t a t e  o f  th e  environment.

Table Six p re s e n ts  th e  key d e s c r ip t iv e  s t a t i s t i c s  fo r  t h i s  

v a r ia b le  as  w ell  as  fo r  th e  o th e r  fo c a l  v a r ia b le s  in  t h i s  s tudy .

P erce ived  C e r ta in ty  o f  E f fe c t  (PCE)

The same techn ique  and sco r in g  procedure was used to  measure the  

degree o f  perce ived  c e r t a in t y  o f  e f f e c t  w ith  two n o ta b le  d i f f e r e n c e s .



Table Six
C h a ra c t e r i s t i c s  of the Measures

V a r i a b l e  Name L a b e l Number  o f  
I tem s

Mean S . D . S k e wn e s s V alid  
N

C o e f f i c i e n t

Per ce i ved C e r t a i n t y  
of  Occurrence of  
the Demographic 
Trend PCOD 1 216. 3 140 .23 - 1 . 0 6 8 210

Pe rce ive d C e r t a i n t y  
o f  Occurrence of  
the Increased  
Demand f o r  Voc­
a t i o n a l  Relevance PCOV 1 91. 7 109.01 0 .371 207

Perce ive d C e r t a i n t y  
of  E f f e c t  o f  the  
Oemographic Trend PCEO 1 138.8 177 .85 - 0 . 2 8 8 210 ----

Perce iv ed  C e r t a i n t y  
of  E f f e c t  o f  t he  
V o c a t io n a l  Demand 
Trend PCEV 1 117.9 130 .90 - 0 . 0 1 0 205 _ _ _ _ _

Response C e r t a i n t y RESPCER 6 18.4 3. 97 - 0 . 1 4 7 202 .75

O r g a n i z a t i o n a l  
S t r u c t u r e  
( P a r t i c i p a t i o n  in  
D ec is ion  Making) PARTIC B 33. 3 5 . 80 - 1 . 1 9 5 200 .89

co
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Table Six (Cont'd)
Characteristics of the Measures (Cont'd)

V a r i a b l e  Name Label Number of  
I tems

Mean S.O. Skewness V a l i d
N

C o e f f i c i e n t
Alpha

Str eng th  of
I n s t i t u t i o n a l
C u l t u r e CULTURE 6 24. 8 3 . 74 - 0 . 7 1 3 207 .79

O r g a n i z a t i o n a l
Commitment COMMIT 8 34. 9 4 . 58 - 0 . 9 2 0 205 .89

Role Ambigui ty AMBIGU 6 24 . 0 4. 01 - 0 . 8 6 7 203 .85

Boundary
Spanning A c t i v i t y BSA 9 32. 7 8 . 33 - 0 . 3 8 9 208 .90

S a t i s f a c t i o n  wi th
I n s t i t u t i o n a l
P lan ning PLANSAT 1 72. 3 19 .00 - 1 . 3 5 0 202 ----

oo
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F i r s t ,  th e  wording o f  th e  q u es t io n s  r e f l e c t s  t h e i r  focus on th e  

p erce ived  e f f e c t  o f  each o f  th e se  t re n d s  on th e  i n s t i t u t i o n  and no t on 

th e  perce ived  l ik e l ih o o d  o f  occurrence o f  th e se  t r e n d s .  Secondly, 

e f f e c t  c e r t a i n t y / u n c e r t a i n t y , u n l ik e  PCO, was concep tua lized  as  having 

two dimensions:

a) u n c e r ta in ty  about th e  l ik e l ih o o d  o f  impact, and

b) u n c e r ta in ty  about th e  magnitude of an impact

Q uestions 2a-d were designed to  measure u n c e r ta in ty  about th e se  two 

dim ensions. The PCE s c a le  sco re  was a m u l t ip l i c a t iv e  index o f  the  

answers to  th e  fou r  q u es t io n s  with Question 2a coded in  the  same 

manner as  Question 1a (d esc r ib e d  above). The formula used fo r  

c a l c u la t in g  perce ived  c e r t a i n t y  o f  e f f e c t ,  thus  was:

(P ro b a b i l i ty  o f  e f f e c t  -49 * C e r ta in ty  o f  e s t im a te )

* (Expected Magnitude o f  e f f e c t  * C e r ta in ty  

about t h i s  e s t im a te )

This index was based on th e  assumption t h a t  th e  two dimensions o f  

e f f e c t  u n c e r ta in ty  would be s t ro n g ly  r e l a t e d  to  each o th e r .  This 

assumption was supported .

C o r re la t io n s  between th e  " p ro b a b i l i ty  o f  e f f e c t "  e s t im a te  and th e  

"magnitude o f  e f f e c t "  e s t im a te  were .57 and .49 (p<.001) fo r  the  

demographic and v o ca t io n a l  t r e n d s  r e s p e c t iv e ly .
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A b r i e f  comment on th e  r e l a t i v e  w eighting  o f  th e  two dimensions 

o f  e f f e c t  u n c e r t a in t y / c e r t a in t y  i s  necessa ry .  Q uestions on the  

perce ived  magnitude o f  e f f e c t  were asked on a 5 -p o in t  L ik e r t - ty p e  

s c a le .  Thus, th e  p r o b a b i l i t y  e s t im a te  was accorded a weight 

approxim ately  te n  tim es g r e a t e r  than  th e  magnitude e s t im a te  in  the  

formula used to  compute e f f e c t  c e r t a i n t y .  This unequal w eighting o f  

th e  two components o f  e f f e c t  c e r t a in t y  r e f l e c t e d  th e  t h e o r e t i c a l  

assumption t h a t  th e  p r o b a b i l i t y  o f  e f f e c t  was a more im portan t 

c o n t r ib u to r  to  e f f e c t  u n c e r ta in ty  than  was th e  magnitude.

In o rder  to  ensure  t h a t  t h i s  formula fo r  c a l c u la t in g  e f f e c t  

u n c e r ta in ty  d id  no t d i s t o r t  th e  d a ta ,  t h i s  method o f  c a l c u la t io n  was 

compared to  two o th e r  p o t e n t i a l  methods o f  c a l c u la t in g  e f f e c t  

c e r t a i n t y .  These o th e r  methods were:

1) a com putational formula w ithout a magnitude e s t im a te  

inc luded  in  th e  c a l c u l a t i o n ,  and

2) a formula w ith  th e  magnitude e s t im a te  weighted e q u a l ly  to  

th e  p r o b a b i l i ty  e s t im a te .

C o r re la t io n s  between th e se  d i f f e r e n t  methods o f  c a l c u la t in g  e f f e c t  

c e r t a in t y  ranged from .97 to  .99 . Thus, th e  r e l a t i v e  weight given the  

magnitude e s t im a te  seems to  be un im portan t.  In  f a c t ,  th e se  r e s u l t s  

suggest t h a t  th e  magnitude e s t im a te  may not be needed. In t h i s  case ,  

however, th e  formula fo r  computing e f f e c t  c e r t a in t y  was used as 

o r i g i n a l l y  co n ce p tu a l ized .

Again, i t  must be noted t h a t  t h i s  v a r i a b le ,  l i k e  th e  PCO
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v a r ia b le ,  was no t scored on an u n c e r t a in t y - c e r t a i n ty  continuum bu t 

r a th e r  on a " c e r t a in ty  o f  no e f f e c t " - " c e r t a i n t y  t h a t  th e re  would be a 

s i g n i f i c a n t  e f f e c t "  continuum. The r a t i o n a l e  fo r  doing so i s  th e  same 

as t h a t  in d ic a te d  fo r  th e  d e c is io n  to  sco re  th e  " c e r t a in ty  o f  

occurrence" v a r ia b le  in  t h i s  manner.

Perce ived  Response C e r ta in ty  (PRC)

Response c e r t a in t y /u n c e r t a in t y  as  concep tua l ized  in  t h i s  r e sea rch  

i s  very s im i la r  to  the  c o n c e p tu a l iz a t io n  o f  u n c e r ta in ty  u t i l i z e d  by 

d e c is io n  t h e o r i s t s  (Conrath , 1967). Aldag and S torey  (1979) developed 

a s c a le  u t i l i z i n g  t h i s  p e rs p e c t iv e  as  the  underly ing  t h e o r e t i c a l  

framework and ad m in is te red  i t  to  a sample o f  Canadian c h i e f  execu tive  

o f f i c e r s .  Their  s c a le ,  however, i s  com plica ted , somewhat confusing  

and y ie ld ed  only a mediocre r e l i a b i l i t y  c o e f f i c i e n t  («^= .68). For 

th e se  rea so n s ,  th e  d e c is io n  was made to  develop a new s c a le  r a th e r  

than  use th e  Aldag and S torey  (1979) in s tru m en t.  The s c a le  used here  

d e r iv e s  from a very s im i la r  c o n c e p tu a l iz a t io n  and uses some o f  th e  

id e a s  con ta ined  in  item s developed by Aldag and S to rey .

The o r ig i n a l  response  c e r t a in t y /u n c e r t a in t y  in s trum en t was a

7 -item  s c a le  designed to  ta p  two dimensions o f  response  u n c e r ta in ty :

a .  u n c e r ta in ty  about th e  a l t e r n a t i v e s  a v a i la b l e ;  and

b. u n c e r ta in ty  about the  l i k e l y  e f f e c t iv e n e s s  o f  th e  

a l t e r n a t i v e s  a v a i l a b l e .

Three item s were designed to  measure th e  f i r s t  dimension and four
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item s to  ta p  th e  second dimension. Items 2 , 3, 4 and 5 were re v e rs e  

scored  so t h a t  th e  h ighe r  th e  s c a le  s c o re ,  th e  g r e a te r  th e  c e r t a in t y  

about how to  respond. Again, the  t h e o r e t i c a l  assumption was t h a t  

th e se  two dimensions would be s t ro n g ly  r e l a t e d  to  each o th e r  and t h a t  

t h e i r  agg rega tion  would y ie ld  a comprehensive measure o f  perce ived  

response c e r t a i n t y .

The r e s u l t s  o f  a p r e t e s t  o f  th e  q u e s t io n n a ire  w ith  a convenience 

sample o f  c o l le g e  a d m in is t r a to r s  (N=17) rev ea led  t h a t  in d iv id u a ls  

thought one o f  th e  item s in  t h i s  s c a le  was somewhat confus ing . A 

measure o f  th e  s c a l e ' s  i n t e r n a l  co n s is te n cy  was ob ta ined  fo r  th e  t o t a l  

s c a le  and fo r  th e  s c a le  w ith  t h i s  item om itted . C o e f f ic ie n t  a lphas  

eq u a l led  .82 and .85 r e s p e c t iv e ly .  Because th e  alpha c o e f f i c i e n t  fo r  

the  s c a le  in c re a sed  when t h i s  item was removed and because i t  was f e l t  

to  be con fus ing , th e  item was dropped.

The 6 -item  s c a le  used in  the  f i n a l  q u e s t io n n a ire  was f a c to r  

analyzed in  o rder  to  check on i t s  d im en s io n a l i ty .  R esu l ts  o f  th e  

f a c to r  a n a l y t i c  procedure re v e a le d  only one p r in c ip a l  f a c to r .  These 

r e s u l t s  a re  p resen ted  in  Table 7. Thus, the  hypothesized  e x is te n c e  o f  

two dimensions o f  response  c e r t a in t y  was not borne out by th e  d a ta .

Only one dimension appears  necessary  to  e x p la in  th e  s c a l e ' s  v a r ia n ce .

The assessm ent o f  th e  s c a l e ' s  r e l i a b i l i t y  y ie ld ed  a c o e f f i c i e n t  

a lpha o f  .75 , a c o e f f i c i e n t  which sugges ts  t h a t  th e  s c a le  has an 

acc ep tab le  l e v e l  o f  i n t e r n a l  co n s is ten cy  (Nunnally, 1967). The 

average i t e m - t o t a l  c o r r e l a t i o n  c o e f f i c i e n t  was found to  be .49.
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T a b l e  S e v e n

R e s u l t s  o f  a F a c t o r  A n a l y s i s  o f  t h e  
R e s p o n s e  C e r t a i n t y  S c a l e

F a c t o r  M a t r i x  U s i n g  P r i n c i p a l  F a c t o r  w i t h  I t e r a t i o n s

F a c t o r  1

R e s p 1 
R e s p 2 
R e s p 3 
R e s p4  
R e s p 5 
R e s p 6

. 4 2 4 4  1 

. 6 8 8 2 9  

. 6 7 8 4 2  

. 5 4 5 6 5  

. 7 3 8 0 0  

. 4 2 2 6 5

F a c t o r  E i g e n -  

vjLiH.e

2 . 1 3

P e t .  o f  
V a r i a n c e

1 0 0 . 0

V a r i a b l e  C o mm u n a l i  t y

R e s p l  0 . 1 8 0 1 3
R e s p 2  0 . 4 7 3 7 4
R e s p 3  0 . 4 6 0 2 5
R e s p 4  0 . 2 9 7 7 4
R e s p 5 0 . 5 4 4 6 5
R e s p 6 0 . 1 7 8 6 3

C u m u 1 .
V ja  r , _ i . a  n £ £

1 0 0 . 0
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D e sc r ip t iv e  s t a t i s t i c s  fo r  t h i s  s c a le  and a l l  o th e rs  a re  con ta ined  in  

Table S ix .

Resource Dependence C h a r a c t e r i s t i c s

S e l e c t i v i t y  o f  th e  c o l le g e  was o p e ra t io n a l iz e d  using  d a ta  from 

th e  Annual Survey o f  C olleges  da tabase  (College Board, 1984) as  th e  

r a t i o  o f  th e  number o f  accep ted  a p p l ic a n ts  to  th e  number of 

a p p l ic a n t s .  The sm a lle r  th e  r a t i o ,  th e  more s e l e c t iv e  th e  c o l le g e  was 

s a id  to  be. This r a t i o  was then  re v e rs e  scored  to  a id  in  ease  o f  

i n t e r p r e t a t i o n  so t h a t  th e  l a r g e r  th e  number, th e  more s e l e c t iv e  the  

c o l le g e  was.

Respondents were d i r e c t l y  asked about th e  e x is te n c e  o f  Continuing 

Education programs as w ell  as  about th e  a v a i l a b i l i t y  o f  evening 

courses  fo r  u n d erg radua tes .  Data on th e  number o f  p ro fe s s io n a l  or 

a p p lied  programs were ob ta ined  from th e  ASC database  (College Board, 

1984).

Boundary Spanning A c t iv i ty

The degree o f  boundary spanning a c t i v i t y  invo lved  in  a r o le  was 

measured using  a m o d if ica t io n  o f  a su b sc a le  developed by Miles (1976) 

to  measure th e  degree o f  boundary spanning and in t e g r a t i o n  a c t i v i t i e s  

re q u ire d  by a r o l e .  The r e s u l t s  o f  f a c to r  ana ly ses  and c o r r e l a t i o n a l  

r e l a t i o n s h ip s  re p o r te d  by M iles (1976) o f fe re d  t e n t a t i v e  evidence fo r
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th e  r e l i a b i l i t y  and c o n s t ru c t  v a l i d i t y  o f  th e  su b sc a le .

M ile s '  o r ig i n a l  boundary spanning and in t e g r a t i o n  a c t i v i t y  s c a le  

con ta ined  11 i tem s ,  f iv e  o f  which r e l a t e d  to  in t e g r a t i v e  fu n c t io n s  

w ith in  th e  o rg a n iz a t io n  as  opposed to  boundary spanning a c t i v i t i e s  

in v o lv in g  i n t e r a c t i o n  w ith  in d iv id u a l s  or o rg a n iz a t io n s  o u ts id e  the  

fo c a l  o r g a n iz a t io n 's  boundarie s .  As th e  focus o f  t h i s  study was on 

p e rc e p t io n s  o f  th e  e x te rn a l  environm ent, th e  item s add ress ing  

in t e g r a t io n  a c t i v i t i e s  were judged to  be not r e le v a n t  to  t h i s  

r e s e a rc h .  Four o f  th e se  i tem s were dropped and one was re v is e d  to  

r e f l e c t  a boundary spanning fu n c t io n .  The remaining s ix  item s were 

used with minor r e v is io n s  in  wording. Three o r ig i n a l  item s were 

added, making th e  measure a 10-item s c a le  (see  Appendix A). The th re e  

o r ig i n a l  i tem s, s ta tem en ts  8, 9 and 10, were designed to  ta p  types  o f  

boundary spanning a c t i v i t y  thought to  be p a r t i c u l a r l y  r e le v a n t  to  th e  

r o le s  o f  c o l le g e  a d m in is t r a to r s .

R esu lts  from th e  p r e t e s t  suggested  t h a t  responden ts  had no 

p a r t i c u l a r  problems w ith th e  s c a le .  The c o e f f i c i e n t  a lpha fo r  the  

s c a le  was found to  be .94.

A c o e f f i c i e n t  alpha o f  .87 was found fo r  th e  s c a le  fo r  th e  

primary re se a rc h  sample. One item , "p rep a r in g  r e p o r t s  fo r  

governmental agenc ies  o f  any ty p e " ,  however, was found to  have a 

n eg a t iv e  r e l a t io n s h ip  to  th e  t o t a l  s c a le  s c o re .  Given th e  sample 

com position, t h i s  item i s  probably  no t a good measure o f  boundary 

spanning a c t i v i t y .  I t  seems l i k e l y  t h a t  many c o l le g e s  have



91

s p e c ia l iz e d  r o le s  or fu n c t io n s  which handle government r e l a t i o n s  and 

th u s ,  t h i s  i s  no t l i k e ly  to  be an im portan t component o f  th e  r o le s  o f  

th e  c o l le g e  a d m in is t r a to r s  who were sampled h e re .  The item was 

d isca rd e d .  The r e s u l t i n g  9 - item  measure o f  boundary spanning y ie ld ed  

a c o e f f i c i e n t  a lpha  o f  .90 and an average i t e m - t o t a l  c o r r e l a t i o n  o f  

.68 .

S tren g th  o f  O rg an iza tio n a l  C u ltu re

As no survey measure o f  th e  s t r e n g th  o f  o rg a n iz a t io n a l  c u l tu r e  

e x i s t s  to  t h i s  r e s e a r c h e r 's  knowledge, a s c a le  was developed fo r  use 

in  t h i s  re s e a rc h .  The s c a le  was designed to  measure two f a c to r s  

thought to  be p a r t i c u l a r l y  r e le v a n t  to  d e f in in g  and measuring the  

s t r e n g th  o f  an o r g a n iz a t i o n 's  c u l tu r e .  The f i r s t  f a c to r  r e l a t e d  to  

th e  h i s to r y  o f  th e  o rg a n iz a t io n .  I t  was hypothesized  t h a t  a s tro n g  

sense o f  h i s to r y  would tend  to  in c re a s e  th e  l ik e l ih o o d  t h a t  a shared 

unders tand ing  o f  th e  m ission o f  th e  i n s t i t u t i o n  would develop (C la rk , 

1972). A sense  o f  h i s to ry  can be m anifes ted  sym bo lica lly  and 

v e rb a l ly ,  through p ic tu r e s  and symbols as  w ell as  through 

o rg a n iz a t io n a l  "sagas" and s t o r i e s .

The second f a c to r  thought to  be r e le v a n t  to  th e  s t r e n g th  o f  

o rg a n iz a t io n a l  c u l tu r e  was a sense  o f  th e  o r g a n iz a t i o n 's  uniqueness 

(M artin , Feldman, Hatch & S i t k i n ,  1983) o r  competency. As th e se  

au th o rs  p o in t  o u t ,  th e  concern i s  no t so much t h a t  th e  c u l tu r e s  r e a l l y
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a re  unique o r  t h a t  th e  o rg a n iz a t io n  i s  indeed competent bu t t h a t  

a d m in is t r a to r s  p e rce iv e  i t  to  be t h a t  way. M artin e t  a l .  (1983) p o in t  

ou t t h a t  many o f  th e  "uniqueness" c la im s made in  o rg a n iz a t io n a l  

s t o r i e s  a re  n o t ,  in  f a c t ,  a c c u ra te  as  o th e r  o rg a n iz a t io n s  o f te n  have 

s im i la r  s t o r i e s  conveying th e  same or a s im i la r  theme.

The s c a le  which was o r i g i n a l l y  designed to  measure th e  s t r e n g th  

o f  o rg a n iz a t io n a l  c u l tu r e  was an 8 -item  s c a le  w ith  four item s designed 

to  ta p  th e  h i s to r y  dimension and four o th e rs  to  ta p  th e  uniqueness 

dimension (see  Appendix A). Items 1 and 5 were scored in  re v e r s e .

R esu lts  o f  th e  p r e t e s t  y ie ld ed  a somewhat low, bu t minimally 

a c c e p ta b le ,  c o e f f i c i e n t  o f  i n t e r n a l  co n s is ten cy  (a lpha  = .7 1 ) .  The 

s c a le  was not su b jec ted  to  a f a c to r  a n a ly s i s  a t  t h a t  time because the  

sample s i z e  was too  sm all to  ensure  f a c to r  s t a b i l i t y .  A few items 

were reworded in  response  to  comments rece iv ed  from p r e t e s t  s u b je c t s .

R esu lts  o f  th e  f a c to r  a n a ly s i s  procedure conducted fo r  t h i s  

measure w ith  th e  f i n a l  re se a rc h  sample y ie ld ed  th e  f a c to r  s t r u c t u r e  

p resen ted  in  Table 8 . Four item s loaded c le a n ly  on th e  f i r s t  f a c t o r .  

A ll four o f  th e se  item s were th e  item s o r ig i n a l l y  designed to  ta p  th e  

"sense  o f  uniqueness" dimension o f  c u l tu r e .  One o th e r  item (#1) 

loaded .42 on t h i s  f a c to r  and might have been ass igned  to  t h i s  f a c to r  

had th e  s i z e  o f  th e  d i f f e r e n c e  between th e  f a c to r  load ing  fo r  t h i s  

item  and th e  p rev ious  four no t been so l a rg e .  A d d it io n a l ly ,  t h i s  

item , as  w ell as  item #7 d id  no t load  c le a n ly  on t h i s  f a c to r  o r  on the  

second f a c t o r .  Item #3, a "sense  o f  h i s to r y "  item  was th e  only item
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T a b le  E ig h t

R e s u l t s  o f  t h e  F a c t o r  A n a l y s i s  o f  t h e  
S t r e n g t h  o f  O r g a n i z a t i o n a l  C u l t u r e  M e a s u r e

V a r im a x  R o t a t e d  F a c t o r  M a t r i x

F a c t o r  1 F a c t o r  2

C u l t u r e  1 
C u l t u r e  2 
C u l t u r e  
C u l t u r e  
C u l t u r e  
C u l t u r e  
C u l t u r e
C u l t u r e  8

.4 2 2 5 4  

.6 6 5 1 8  

.0 0 5 8 4  

.6 2 6 9 5  

.7 5 3 1 8  

.0 8 4 9 2  

.3 9 4 4 8  

.7 2 6 7 5

.2 3 8 0 5

.1 9 7 0 7

.4 2 4 4 9

.2 1 5 8 4
- . 0 5 1 9 3

.2 3 7 0 7

.4 8 4 1 6

.2 3 8 9 7

F a c t o r  E i g e n v a l u e  % o f  Cum.
V a r . P e t .

1 2 . 5 5  8 6 . 4  8 6 . 4
2 0 . 4 0  1 3 . 6

C o m m u n a l i t y

C u l t u r e 1 . 23 5 2 1
C u l t u r e 2 . 4 8 1 3 0
C u l t u r e 3 . 1 8 0 2 3
C u l t u r e 4 . 4 3 9 6 5
C u l t u r e 5 . 5 6 9 9 7
C u l t u r e 6 . 06 3 41
C u l t u r e 7 . 3 9 0 0 3
C u l t u r e 8 .5 8 5 2 7
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to  load  c le a n ly  on th e  second f a c to r  bu t th e  load ing  was below th e  

g e n e ra l ly  accepted  f a c to r  lo a d in g  c r i t e r i o n  o f  .50 . Item #6 d id  not 

appear to  load  on e i t h e r  f a c t o r .

A nalysis  o f  th e  e igenva lues  fo r  th e se  f a c to r s  rev ea led  a l a rg e  

d i f f e r e n c e  between them. Only f a c to r  1 meets th e  g e n e ra l ly  recognized  

c r i t e r i o n  fo r  s ig n i f i c a n c e  ( i . e .  g r e a t e r  than  or equal to  1 .00 ).

Because o f  th e  d i f f i c u l t y  in  i n t e r p r e t a t i o n  o f  th e  f a c to r  

a n a ly s i s  fo r  four o f  th e  i tem s o f  t h i s  s c a le ,  th e  i n t e r - i t e m  

c o r r e l a t i o n  m atrix  was c a r e f u l ly  examined. A nalysis  o f  th e  

i n t e r c o r r e l a t i o n  m atrix  rev ea led  t h a t  th e  i n t e r - i t e m  c o r r e l a t i o n s  fo r  

item s 3 and 6 ranged from - .0 1  to  .22 whereas th e  i n t e r - i t e m  

c o r r e l a t i o n s  fo r  th e  o th e r  item s ranged from a low o f  .27 to  a high o f  

.58 . Nunnally (1967) suggested  t h a t  i n t e r - i t e m  c o r r e l a t i o n s  o f  .30 or 

g r e a t e r  could  be in t e r p r e t e d  as  in d i c a t in g  t h a t  an item indeed 

c o n t r ib u te d  s ig n i f i c a n t l y  to  th e  s c a l e ' s  v a r ia n c e .  Due to  th e  low 

in t e r - i t e m  c o r r e l a t i o n s  fo r  item s 3 and 6 and t h e i r  unclean f a c to r  

lo a d in g s ,  th e se  two item s were om itted .

As th e  r e s u l t s  o f  th e  f a c to r  a n a ly s i s  suggested  t h a t  th e  second 

f a c to r  was no t a s t ro n g  f a c t o r ,  th e  remaining s ix  item s o f  t h i s  s c a le  

were t r e a t e d  as a o n e - fa c to r  s c a le .  An assessm ent o f  i n t e r n a l  

c o n s is te n cy  y ie le d  a c o e f f i c i e n t  a lpha  o f  .79 . The average i t e m - t o t a l  

c o r r e l a t i o n  c o e f f i c i e n t  was found to  be .55 . D e sc r ip t iv e  s t a t i s t i c s  

f o r  t h i s  s c a le  appear in  Table 6.
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O rg an iza tio n a l  S t r u c tu r e /D e c e n t r a l i z a t io n  o f  D ecision Making

The s t r u c t u r a l  v a r ia b le  o f  primary i n t e r e s t  in  t h i s  study was th e  

degree o f  c e n t r a l i z a t i o n / d e c e n t r a l i z a t i o n  o f  d e c is io n  making perce ived  

to  e x i s t  in  th e  i n s t i t u t i o n .  The Management System Q uestionnaire  

(MSQ) designed by K e lle r  e t  a l .  (1974) was used as th e  b a s is  fo r  

developing a measure o f  perce ived  c e n t r a l i z a t i o n / d e c e n t r a l i z a t i o n .

The MSQ was o r ig i n a l l y  designed  to  measure th e  degree o f  "o rgan icness"  

o f  an o r g a n iz a t i o n 's  s t r u c t u r e  and was found to  have th r e e  f a c to r s ,  

th e  f i r s t  o f  which exp la ined  53% of th e  v ar iance  and was l a b e l le d  

"im personal h ie ra rch y "  by th e  a u th o rs .  A ll o f  th e  item s load ing  on 

t h i s  f a c to r  measured a s p e c ts  o f  how d e c is io n s  were made in  the  

o rg a n iz a t io n  with th e  focus on th e  degree to  which su b o rd in a tes  were 

e i t h e r  consu lted  w ith  o r  d i r e c t l y  involved  in  th e  d ec is io n  making 

p ro cess .  The item s seem to  r e p re s e n t  a blend o f  pu re ly  s t r u c t u r a l  

item s and " le a d e rsh ip  s t y l e "  i tem s although  th e se  l a t t e r  items a re  not 

focused on th e  le a d e rs h ip  s t y l e  o f  a p a r t i c u l a r  in d iv id u a l  bu t r a th e r  

on th e  s t y l e  c h a r a c te r i z in g  th e  o rg a n iz a t io n .  Eleven item s were found 

to  load  on t h i s  f a c to r  w ith  an average f a c to r  load ing  o f  .70.

Nine o f  th e  item s found to  load  on th e  "im personal h ie ra rchy"  

dimension were used w ith  s l i g h t  rewording to  make up the  measure of 

p a r t i c i p a t i o n  in  d e c is io n  making to  be used in  t h i s  s tudy .  The item s 

were reworded so as  to  be more r e p r e s e n t a t iv e  o f  th e  d e c is io n s  in  

which to p - l e v e l  c o l le g e  a d m in is t r a to r s  might or might no t be invo lved .
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Two o f  th e  item s found by K e lle r  e t  a l .  (1974) to  load  on th e  

"im personal h ie ra rch y "  dimension were om itted  from th e  s c a le  to  be 

used h e re .  One o f  th e se  i tem s was dropped because o f  redundancy with 

ano ther  item  and th e  o th e r  was dropped because i t  f a i l e d  to  make sense 

in  th e  c u r re n t  c o n te x t .  The s c a le  was scored  so t h a t  h ighe r  sco res  

r e f l e c t  h ighe r  l e v e l s  o f  d e c e n t r a l i z a t i o n .  Items 4 and 8 were re v e rs e  

sco red .

A nalysis  o f  p r e t e s t  d a ta  y ie ld ed  a c o e f f i c i e n t  a lpha  o f  .77 fo r  

the  n in e - i tem  s c a le .  One item  was dropped as a r e s u l t  o f  th e  p r e t e s t  

because th e  item was found to  have an extremely r e s t r i c t e d  range o f  

re sponses .  A c o e f f i c i e n t  a lpha  o f  .82 was found fo r  th e  re v is e d

8-item  s c a le .

A nalysis  o f  t h i s  s c a le  w ith  th e  a c tu a l  re se a rc h  sample y ie ld ed  a 

c o e f f i c i e n t  o f  i n t e r n a l  co n s is te n cy  o f  .89 and an average i t e m - t o t a l  

c o r r e l a t i o n  o f  .67 .

O rg an iza tio n a l  Commitment

The s h o r t  form o f  th e  O rg an iza t io n a l  Commitment Q uestionna ire  

(Mowday e t  a l ,  1979) was used as  th e  measure o f  o rg a n iz a t io n a l  

commitment in  t h i s  s tudy .  The r e l i a b i l i t y  and v a l i d i t y  o f  both the  

s h o r t  and long forms o f  t h i s  q u e s t io n n a ire  a re  w ell  documented (Cook, 

Hepworth, Wall & Warr, 1981). F ac to r  an a ly se s  o f  th e  i tem s have 

g e n e ra l ly  r e s u l t e d  in  o n e - fa c to r  s o lu t i o n s ,  th e  i n t e r n a l  r e l i a b i l i t i e s  

have been found to  be c o n s i s t e n t ly  high ( c o e f f i c i e n t  a lphas  ranging
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from .80 to .  9 3 ) ,  th e  t e s t - r e t e s t  r e l i a b i l i t i e s  have been re p o r te d  to  

be between .53 and .75 and f i n a l l y ,  th e  v a l i d i t y  o f  th e  s c a le  has been 

supported  by f in d in g s  o f  s i g n i f i c a n t  n eg a t iv e  c o r r e l a t i o n s  between th e  

s c a le  sco res  and tu rn o v er  (Mowday e t  a l . ,  1979). Two item s were 

s l i g h t l y  a l t e r e d  fo r  use in  t h i s  s tudy .

This shortened  form o f  th e  O rg an iza tio n a l  Commitment 

Q uestionnaire  was found to  have good r e l i a b i l i t y  (a lpha  = .85) in  the  

p r e t e s t  and s u b je c t s  in d ic a te d  no problems in  f i l l i n g  out th e  s c a le  

i tem s .  The s c a le  was a l s o  found to  have good r e l i a b i l i t y  (aga in ,  

a lpha = .85) in  th e  prim ary re se a rc h  sample. However, in  coding the  

d a ta ,  i t  was found t h a t  one item d id  no t seem to  covary very h igh ly  

w ith th e  o th e r s .  A nalysis  o f  th e  d a ta  in d ic a te d  t h a t  removal o f  t h i s  

item r e s u l t e d  in  th e  s c a le  having an i n t e r n a l  co n s is te n cy  c o e f f i c i e n t  

o f  .89 . A nalysis  o f  th e  i t e m - t o t a l  c o r r e l a t i o n s  rev ea led  t h a t  

c o r r e l a t i o n  betweeen t h i s  item and th e  s c a le  t o t a l  was .22 whereas the  

average i t e m - t o t a l  c o r r e l a t i o n  fo r  th e  o th e r  item s was .66. 

A d d it io n a l ly ,  th e  in t e r - i t e m  c o r r e l a t i o n s  between t h i s  item and the  

o th e r  item s in  th e  s c a le  averaged .16 whereas th e  i n t e r - i t e m  r s  fo r  

the  o th e r  item s ranged from .28 to  .68 w ith  an average in t e r - i t e m  r  o f  

.5 0 .

While i t  i s  u n d e s ira b le  to  tamper with an e s ta b l i s h e d  measure, in  

t h i s  c a se ,  th e  d e c is io n  was made to  drop item #8. The low c o v a r ia t io n  

o f  t h i s  item with th e  o th e r  item s o f  t h i s  s c a le  may be a r e f l e c t i o n  o f  

th e  unique n a tu re  o f  th e  sample used h e re .  Unlike many o th e r  s tu d ie s
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using  t h i s  s c a le ,  th e  s u b je c t s  here  were to p - l e v e l  a d m in is t r a to r s  who 

might be l e s s  w i l l in g  to  "accep t any type o f  p o s i t io n  in  o rder  to  keep 

working fo r  t h i s  o rg a n iz a t io n ."  S evera l s u b je c t s  in  t h i s  s tudy ,  in  

f a c t ,  wrote in  th e  margin "even a j a n i t o r i a l  p o s i t io n ? " .

Role Ambiguity

A 6 -item  s c a le  developed by Rizzo, House and Lirtzman (1970) was 

used to  measure r o le  am biguity . The au th o rs  re p o r te d  i n t e r n a l  

co n s is te n cy  r e l i a b i l i t i e s  o f  .78 and .80 fo r  t h i s  s c a le .  The s c a le  

has been used e x te n s iv e ly  s in c e  w ith good r e l i a b i l i t i e s  re p o r te d  (Cook 

e t  a l . , 1981).

Respondents in  th e  p r e t e s t  re p o r te d  no s i g n i f i c a n t  problems with 

unders tand ing  and i n t e r p r e t i n g  item s in  t h i s  s c a le .  C o e f f ic ie n t  

a lphas  o f  .81 and .85 were found fo r  th e  p r e t e s t  and a c tu a l  re sea rch  

samples, r e s p e c t iv e ly .

S a t i s f a c t io n  w ith  th e  I n s t i t u t i o n ' s  P lanning

S a t i s f a c t io n  with th e  i n s t i t u t i o n ' s  p lanning  was measured by 

ask ing  th e  responden ts  to  choose th e  r a t i n g  from 0 to  100 which b e s t  

c h a ra c te r iz e d  how s a t i s f i e d  they were w ith  th e  i n s t i t u t i o n ' s  p lanning 

e f f o r t s .  The d e s c r ip t iv e  s t a t i s t i c s  fo r  t h i s  v a r i a b le ,  shown in  Table 

6 ,  r e v e a l  an average s a t i s f a c t i o n  r a t i n g  o f  72 on th e  100 s c a le .  The 

measure o f  skewness shows t h a t  th e  d a ta  c o l le c te d  on t h i s  v a r ia b le
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were skewed so t h a t  high s c o re s  were more l i k e l y  than  low s c o re s .

This may r e f l e c t  th e  e x is te n c e  o f  a s o c i a l  d e s i r a b i l i t y  b ia s  in  t h a t  

a d m in is t r a to r s  d id  no t want to  p u b l ic ly  admit d i s s a t i s f a c t i o n  w ith  

t h e i r  i n s t i t u t i o n ' s  p lann ing  e f f o r t s .  The skewed n a tu re  o f  th e  

d i s t r i b u t i o n  o f  s co re s  on t h i s  v a r ia b le  may d i s t o r t  s l i g h t l y  th e  

n a tu re  o f  th e  r e l a t i o n s h ip  between t h i s  v a r ia b le  and o th e r s .

Level o f  Agreement among A d m in is tra to rs

The l e v e l  o f  agreement as  to  th e  l ik e l ih o o d  o f  environm ental 

changes im pacting on th e  o rg a n iz a t io n  was a ssessed  u s ing  a methodology 

suggested  by H rebin iak  and Snow (1982). The mean " c e r t a in ty  o f  

e f f e c t "  (PCE) sco re  was c a lc u la te d  fo r  each o f  th e  two environm ental 

changes being in v e s t ig a te d  fo r  a l l  in d iv id u a l s  w ith in  an i n s t i t u t i o n  

who responded to  th e  q u e s t io n n a i r e .  The l e v e l  o f  agreement was 

cons idered  to  vary in v e rs e ly  w ith  th e  s tan d a rd  d e v ia t io n  around the  

mean PCE sc o re .  P e r f e c t  agreement would th u s  be m anifes ted  in  a 

s tan d a rd  d e v ia t io n  o f  ze ro .

O rg an iza tio n a l  Response P a t t e r n s

How th e  c o l le g e  was p lann ing  on responding  (o r  had a lre ad y  

responded) to  t r e n d s  in  i t s  environment was measured using  a 23-item  

c h e c k l i s t  o f  p o s s ib le  re sp o n ses .  Respondents were asked to  p la ce  a 

check in  th e  ap p ro p o r ia te  column, in d i c a t in g  fo r  each response whether 

i t :
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a .  had never been cons idered

b„ had been cons idered  but was r e j e c te d

c .  was c u r r e n t ly  under c o n s id e ra t io n

d. had a lre ad y  been made (w ith in  th e  l a s t  5 y ea rs )

Data A nalysis

D e sc r ip t iv e  s t a t i s t i c s  were c a lc u la te d  fo r  a l l  v a r ia b le s  fo r  

which they  a re  a p p ro p r ia te .  Frequency d i s t r i b u t i o n s  were examined fo r  

a l l  o th e r  v a r i a b le s .  Many o f  th e se  have a l re ad y  been r e p o r te d  in  th e  

Sample and Measurement s e c t io n s  o f  t h i s  ch ap te r  (see  Tables 3 ,4 ,5  and 

6 ) .  Pearson product-moment c o r r e l a t i o n s  between v a r ia b le s  were 

c a lc u la te d  (as  a p p ro p r ia te )  and examined fo r  m u l t i c o l l i n e a r i t y  between 

p r e d ic to r s .  Appendix B c o n ta in s  a d is p la y  o f  th e  i n t e r c o r r e l a t i o n  

m a trix  showing th e  r e l a t i o n s h ip s  between a l l  th e  major i n t e r v a l - l e v e l  

v a r ia b le s  explored  in  t h i s  r e s e a rc h .  As can be seen from t h i s  t a b l e ,  

no m u l t i c o l l i n e a r i t y  problems were found when th e  s tan d a rd  c r i t e r i o n  

o f  r  £ .8 0  was used.

The predominant types  o f  s t a t i s t i c a l  an a ly se s  used in  th e  t e s t i n g  

o f  th e  s tu d y 's  hypotheses in c lu d ed : subgroup a n a ly se s ,  t  t e s t s ,

a n a ly s i s  o f  v a r ian ce  and co v a r ian ce ,  c o r r e l a t i o n s ,  p a r t i a l  

c o r r e l a t i o n s  and m u l t ip le  r e g re s s io n .  An alpha l e v e l  o f  .05 was s e t  as
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th e  re q u ire d  le v e l  fo r  c la im s o f  s t a t i s t i c a l  s ig n i f i c a n c e  to  be made. 

The s t a t i s t i c a l  techn iques  used to  t e s t  each s e t  o f  hypotheses a re  

o u t l in e d  below.

Resource Dependence V a r iab le s  and Geographic Region. The r e l a t io n s h ip  

between "perce ived  c e r t a i n t y  o f  occurrence"  (PCO) sco res  and 

"perce ived  c e r t a in t y  o f  e f f e c t "  (PCE) sco re s  i s  hypothesized  to  be 

moderated by each o f  th e se  v a r i a b le s .  A nalysis  o f  t h i s  s e t  o f  

hypotheses employed subgroup a n a ly s i s .  Independent sample t - t e s t s  

were used to  t e s t  th e  s ig n i f i c a n c e  o f  th e  d i f f e r e n c e s  in  th e  s i z e  o f  

th e  c o r r e l a t i o n  c o e f f i c i e n t s  c a lc u la te d  fo r  each o f  th e  subgroups. 

A d d it io n a l ly ,  an a ly se s  o f  d i f f e r e n c e s  in  subgroup re g re s s io n  equa tions  

were conducted.

O rg an iza tio n a l  C h a r a c t e r i s t i c s . Hypotheses 3A1 and 2 and 3B1 and 2 

which d ea l  w ith  th e  r e la t i o n s h ip  between o rg a n iz a t io n a l  

c h a r a c t e r i s t i c s  and p e rce ived  c e r t a in t y  o f  e f f e c t  sco res  were 

in v e s t ig a te d  through th e  use  o f  Pearson product-moment c o r r e l a t i o n  

c o e f f i c i e n t s  and f i r s t - o r d e r  p a r t i a l s  where in d ic a te d ,  c o n t ro l l i n g  fo r  

th e  e f f e c t s  o f  th e  re so u rce  dependence v a r i a b le s .

The hypotheses d e a l in g  with th e  e f f e c t s  o f  o rg a n iz a t io n a l  

membership on p e rce p t io n s  o f  e f f e c t  c e r t a in t y  were t e s t e d  through th e  

use o f  a one-way a n a ly s i s  o f  v a r ian ce  procedure to  t e s t  fo r  th e  

s ig n i f i c a n c e  o f  d i f f e r e n c e s  between mean i n s t i t u t i o n a l  PCE s c o re s .  I f
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s i g n i f i c a n t ,  ana ly ses  o f  covariance  w i l l  be used to  t e s t  fo r  

d i f f e r e n c e s  between i n s t i t u t i o n s  w hile c o n t ro l l i n g  fo r  th e  e f f e c t s  o f  

each o f  th e  re so u rce  dependence v a r ia b le s  and geographic reg ion  in  

which th e  i n s t i t u t i o n s  a re  lo c a te d .

In d iv id u a l  C h a r a c t e r i s t i c s . Hypothesis 4A:1 i s  an ex p lo ra to ry  

hypo thesis  concerning th e  r e l a t i o n s h ip  between c e r t a i n  demographic 

c h a r a c t e r i s t i c s  o f  in d iv id u a l s  and perce ived  c e r t a in t y  o f  e f f e c t  

s c o re s .  I t  was t e s t e d  through th e  use o f  Pearson product-moment 

c o r r e l a t i o n  c o e f f i c i e n t s ,  o r  a n a ly s i s  o f  v a r ia n ce  depending on the  

n a tu re  o f  th e  p r e d ic to r  v a r i a b le .

R ole -R ela ted  V a r ia b le s . The r e la t i o n s h ip  between th e  amount o f  

boundary spanning a c t i v i t y  involved  in  a r o le  and th e  perce ived  

c e r t a i n t y  o f  e f f e c t  s co re s  (4B:1) was a sse sse d  through th e  use o f  a 

Pearson product-moment c o r r e l a t i o n  c o e f f i c i e n t .  The hypothesized 

d i f f e r e n c e s  in  PCE sco re s  as  a fu n c t io n  o f  th e  s p e c i f i c  r o le  o f  th e  

p e rc e iv e r  (4B:2) was t e s t e d  through th e  use o f  a one-way a n a ly s i s  o f  

v a r ia n ce  procedure to  t e s t  th e  s ig n f ic a n c e  o f  r o l e  as  a p r e d ic to r  o f  

PCE.

Level o f  Agreement. Hypotheses 3A:6 and 3B:3 d ea l  w ith  th e  

r e l a t i o n s h ip  between o r g a n iz a t io n a l  c h a r a c t e r i s t i c s  and th e  l e v e l  o f
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agreement among a d m in is t r a to r s  as  to  th e  l ik e l ih o o d  t h a t  t h e i r  

i n s t i t u t i o n  w i l l  be a f f e c te d  by th e  fo c a l  t r e n d s  in  i t s  environment. 

LOA measures were th e  s tan d a rd  d e v ia t io n s  fo r  each i n s t i t u t i o n a l  

group. Spearman ran k -o rd e r  c o r r e l a t i o n s  were c a lc u la te d  to  measure 

th e  s t r e n g th  o f  th e  r e l a t i o n s h ip  between th e  mean i n s t i t u t i o n a l  sco re  

on th e  o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  and th e se  s tanda rd  d e v ia t io n  

measures.

Response C e r t a in ty . A ll hypothesized  r e l a t io n s h ip s  w ith  perce ived  

response c e r t a in t y  as  th e  c r i t e r i o n  except th o se  with l e v e l  o f  

agreement as  a p re d ic to r  were t e s t e d  by c a l c u la t io n  o f  Pearson 

product-moment c o r r e l a t i o n  c o e f f i c i e n t s .  A Spearman ran k -o rd e r  

c o r r e l a t i o n  c o e f f i c i e n t  was used to  t e s t  th e  s ig n i f i c a n c e  o f  the  

r e l a t io n s h ip  between LOA and response c e r t a i n t y .

O rg an iza tio n a l  Response P a t t e r n s . A ll hypotheses invo lv ing  t h i s  s e t  

o f  v a r ia b le s  as  th e  c r i t e r i o n  were examined through th e  use o f  

t - t e s t s .

In d iv id u a l  Outcomes. S a t i s f a c t i o n  with th e  i n s t i t u t i o n ' s  p lanning  was 

hypothesized  to  be p re d ic te d  by th e  i n d i v i d u a l ' s  perce ived  c e r t a in t y  

o f  e f f e c t  sco re  as  moderated by th e  type  o f  responses  th e  o rg a n iz a t io n  

has made. Subgroup an a ly se s  and t - t e s t s  o f  d i f f e r e n c e s  in  mean 

s a t i s f a c t i o n  r a t i n g s  were used to  t e s t  th e se  hypotheses . A ll o th e r
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hypotheses d ea l in g  w ith  in d iv id u a l  outcomes were a sse sse d  v ia  th e  use 

o f  Pearson c o r r e l a t i o n  c o e f f i c i e n t s .
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CHAPTER FOUR

RESULTS

An Examination o f  th e  R e la t io n sh ip s  among the  Proposed Types 

o f  U ncerta in ty

Although no s p e c i f i c  hypotheses about th e  n a tu re  o f  th e  d i r e c t  

r e l a t io n s h ip s  between th e  u n c e r ta in ty  types  were advanced in  t h i s  

re s e a rc h ,  i t  was necessary  to  examine and understand  the  p a t te r n  of 

th e se  i n t e r r e l a t i o n s h i p s  b e fo re  th e  more complex r e la t io n s h ip s  

hypothesized  by th e  T p searr1- model could be exp lored .

Table Nine i s  a d isp la y  o f  th e  i n t e r c o r r e l a t i o n  m atrix  fo r  the  

d i f f e r e n t  types  o f  u n c e r ta in ty  using  both the  in d iv id u a l  p e rc e iv e r  and 

th e  i n s t i t u t i o n  as  the  u n i t  o f  a n a ly s i s .  Except where o therw ise  

in d ic a te d ,  th e  mean sco re  fo r  a l l  responden ts  from the  same 

i n s t i t u t i o n  was used as  th e  measure o f  v a r ia b le s  a t  th e  i n s t i t u t i o n a l  

le v e l  o f  a n a ly s i s .  I n s t i t u t i o n a l  c o r r e l a t i o n s  were c a lc u la te d  only in  

cases  in  which th e re  were a t  l e a s t  two responden ts  from the  

i n s t i t u t i o n  on each o f  th e  v a r i a b le s .  Using t h i s  c r i t e r i o n ,  da ta  from 

64 i n s t i t u t i o n s  were an a ly z a b le .  This r e p re s e n ts  a sample s iz e  

approxim ately  o n e - th i rd  th e  s i z e  o f  th e  in d iv id u a l  sample (N=211).
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Table Nine

I n t e r c o r r e l a t i o n s  b e t w e e n  t h e  T y p e s  o f  U n c e r t a i n t y

P C OD P C OV P C E D  P C E V  R E S P C E R

PCOD

PCOV

PCED

. 1 1 2 7 * * *  

. 1 0

. 1 7 * *

5 9 *  *  *  

. A O * * *

. 0 1  

. 07  

-  . 1 9 * *

PCEV
_____________

- . 1 6 * *

B . _ X _ _ n _ s_ t.ik u .k i£ IL k l ._ k k X k .i ._ £ l._ B .I l£ iL k £ ik ._ i .IL ± .£ iL 2

P COD P C OV P C E D  P C E V  R E S P C E R

PCOD . 1 5 . 1 3 . 1 6 . 0 0

PCOV . 2 2 * 7 5 *  *  * . 1 1

PCED 5 3 *  *  * - . 1 7

PCEV -  . 2 1 *

* p  0 5 * * p < .  0  1 * * * P 4 . 0 0  1
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The In d iv id u a l  as  the  Unit o f  A n a ly s is . Table Nine r e v e a ls  t h a t  a 

s i g n i f i c a n t  p o s i t i v e  r e l a t i o n s h ip  was found between an in d iv id u a l  

p e r c e iv e r ' s  degree o f  c e r t a in t y  about whether a change would occur 

(PCO) and th e  re sp o n d e n t 's  degree o f  c e r t a in t y  about whether the  

change would a f f e c t  th e  i n s t i t u t i o n  (PCE). The s iz e  o f  the  

r e l a t i o n s h ip ,  however, v a r ie d  ac ross  t r e n d s  (r= .58, p<.001 fo r  the  

v o c a t io n a l  t r e n d ,  and r= .28, p<.001 fo r  the  demographic t r e n d ) .  In 

the  case  o f  th e  demographic t r e n d ,  perce ived  c e r t a in t y  o f  occurrence 

(PCOD) ex p la in s  only 8% of  th e  v ar iance  in  p e r c e iv e r s '  r a t i n g s  o f  how 

c e r t a in  they were t h a t  th e  t r e n d  would a f f e c t  t h e i r  p a r t i c u l a r  

i n s t i t u t i o n  (PCED), whereas 33% o f  th e  va r iance  in  c e r t a in t y  o f  e f f e c t  

o f  the  v o ca t io n a l  t r e n d  (PCEV) i s  exp la ined  by th e  p e r c e iv e r ' s  r a t i n g s  

o f  th e  t r e n d 's  c e r t a in t y  o f  occurrence (PCOV).

The c o r r e l a t i o n  between in d i v id u a l s '  c e r t a in t y  o f  occurrence 

r a t i n g s  fo r  the  two tre n d s  was found to  be i n s i g n i f i c a n t ,  in d ic a t in g  

th a t  in d iv id u a ls  were ab le  to  a s s e s s  t h e i r  c e r t a in t y  about the  

occurrence of each o f  th e se  two tr e n d s  independen tly .  A d d it io n a l ly ,  

th e re  was no s ig n i f i c a n t  c o r r e l a t i o n  between the  perce ived  c e r t a in t y  

o f  occurrence sco res  (PCO) and r a t i n g s  o f  response c e r t a in t y  (RESPCER) 

where response c e r t a in t y  r e f e r s  to  how c e r t a in  th e  in d iv id u a ls  were 

t h a t  th e  i n s t i t u t i o n ' s  key d ec is io n  makers were aware o f  a l l  the  

response o p t io n s  a v a i la b le  to  them and o f  th e  l i k e ly  

u t i l i t y / e f f e c t i v e n e s s  o f  each o p tio n .

I n d iv id u a l s '  c e r t a in t y  o f  e f f e c t  sco res  were, however, found to  

bear a s i g n i f i c a n t  r e l a t io n s h ip  to  i n d i v id u a l s '  response c e r t a in t y
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s c o re s ,  bu t the  d i r e c t i o n  o f  th e  r e l a t io n s h ip  was nega t ive  (r= - .1 8 ,  p< 

.01 and r= - .1 7 ,  p<.01 fo r  th e  demographic and v o ca t io n a l  t re n d s  

r e s p e c t iv e l y ) .  In concep tua l te rm s, t h i s  f in d in g  sugges ts  t h a t  the  

more c e r t a i n  an in d iv id u a l  was t h a t  h i s  i n s t i t u t i o n  would be a f f e c te d  

by an environm ental change, th e  l e s s  c e r t a in  he tended to  be t h a t  the  

a d m in is t r a t io n  was aware o f  a l l  i t s  response o p tions  and capable of 

making an e f f e c t iv e  response  to  th e  change.

Two i n t e r e s t i n g  and unexpected r e la t io n s h ip s  among th e  d i f f e r e n t  

types  o f  u n c e r ta in ty  a l s o  emerged. In d iv id u a l  e v a lu a t io n s  of 

" c e r t a in ty  o f  e f f e c t "  were found to  be p o s i t i v e ly  r e la t e d  

fo r  th e  two tre n d s  s tu d ie d  (r= .39, p< .001). Also, in d iv id u a l  r a t i n g s  

o f  the  c e r t a in t y  o f  occurrence  o f  the  demographic t re n d  were found to  

bear a sm all but s i g n i f i c a n t  p o s i t i v e  r e la t io n s h ip  to  in d iv id u a l  

r a t i n g s  o f  the  l ik e l ih o o d  t h a t  t h e i r  i n s t i t u t i o n s  would be a f f e c te d  by 

th e  v o ca t io n a l  t re n d  (r=  .17, p< .01).

The I n s t i t u t i o n  as  th e  Unit o f  A n a ly s is . The in t e r c o r r e l a t i o n s  among 

th e  th r e e  types  o f  u n c e r ta in ty ,  when computed using th e  i n s t i t u t i o n  as 

th e  u n i t  o f  a n a ly s i s ,  r e v e a l  a s im i la r  p a t te rn  o f  r e l a t io n s h ip s  among 

th e  u n c e r ta in ty  types  w ith  a couple o f  no tab le  ex ce p tio n s .  At the  

i n s t i t u t i o n a l  l e v e l  o f  a n a ly s i s ,  th e  r e l a t io n s h ip  between the  

perce ived  c e r t a in t y  o f  occurrence o f  the  v o ca t io n a l  t ren d  (PCOV) and 

th e  perce ived  c e r t a in t y  o f  e f f e c t  o f  the  demographic t ren d  (PCED) 

emerges as  s t a t i s t i c a l l y  s i g n i f i c a n t  when i t  had been found to  be 

i n s i g n i f i c a n t  a t  the  in d iv id u a l  l e v e l .  Somewhat p a ra d o x ic a l ly ,  the
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r e l a t i o n s h ip  between PCOD and PCED which had been found to  be 

s t a t i s t i c a l l y  s ig n i f i c a n t  using  in d iv id u a ls  as the  a n a ly s i s  u n i t  was 

found to  drop in  ab so lu te  s i z e  and to  be no longer s t a t i s t i c a l l y  

s i g n i f i c a n t  when the  in d iv id u a l  d a ta  were aggregated by i n s t i t u t i o n .  

Thus, c e r t a in t y  o f  occurrence sco res  fo r  th e  v o ca t io n a l  t r e n d  seem to  

e x p la in  a s ig n i f i c a n t  amount o f  v ar iance  in  c e r t a in t y  o f  e f f e c t  sco res  

fo r  th e  demographic t re n d  while c e r t a in t y  o f  occurrence sco res  fo r  the  

demographic t ren d  do n o t .  There i s  no obvious exp lan a tio n  fo r  these  

d i f f e r e n c e s  in  th e  p a t t e r s  o f  s ig n i f i c a n c e  except fo r  the  p o s s i b i l i t y  

t h a t  th e re  a re  problems w ith  th e  method o f  aggrega tion  used in  t h i s  

s tudy .

The magnitudes o f  th e  o th e r  c o r r e l a t i o n s  among th e  u n c e r ta in ty  

types  tend to  remain approxim ately  th e  same or to  in c re a s e  s l i g h t l y  

when the  da ta  a re  examined using  i n s t i t u t i o n s  as  the  u n i t  o f  a n a ly s is  

r a th e r  than in d iv id u a l s .  D espite  t h i s  f a c t ,  many o f  the  

i n s t i t u t i o n - l e v e l  c o r r e l a t i o n s  f a i l  to  achieve s t a t i s t i c a l  

s ig n i f i c a n c e  because o f  th e  s ig n i f i c a n t l y  sm alle r  sample s i z e s .

I n t e r p r e t a t i o n  o f  th e se  R esu l ts  in  L ight o f  th e  Proposed Model. The 

concep tua l framework on which t h i s  re se a rc h  was based proposed th a t  

p rev ious  a t tem p ts  to  measure environm ental u n c e r ta in ty  were inadequate  

because they g e n e ra l ly  f a i l e d  to  d i f f e r e n t i a t e  between types  o f  

u n c e r t a in ty .  The p a t te rn  o f  c o r r e l a t i o n s  between th e  types  of 

u n c e r ta in ty  w ith in  t re n d s  o f f e r s  some, but by no means complete, 

support fo r  t h i s  p ro p o sa l .  The i n s i g n i f i c a n t  r e l a t io n s h ip s  between
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perce ived  c e r t a in t y  o f  occurrence o f  an event (PCO) and perce ived  

c e r t a in t y  about how to  respond (RESPCER) sugges ts  t h a t  th e se  two types  

o f  u n c e r ta in ty  a re  indeed independent. S im i la r ly ,  the  sm all nega t ive  

r e l a t io n s h ip s  between perce ived  c e r t a in t y  o f  e f f e c t  (PCE) and response 

c e r t a in t y  suggest t h a t  th e  experience  o f  th e se  two types  of 

u n c e r ta in ty  may be in v e r s e ly ,  no t p o s i t i v e ly ,  r e l a t e d  to  each o th e r .

The na tu re  o f  the  r e l a t i o n s h ip s  found between perce ived  c e r t a in t y  

o f  occurrence and perce ived  c e r t a in t y  o f  e f f e c t  w ith in  t re n d s  suggests  

t h a t  while th e se  two types  o f  c e r t a in t y /u n c e r t a in t y  may be p o s i t i v e ly  

r e l a t e d ,  th e  magnitude o f  t h i s  r e l a t io n s h ip  may vary s i g n i f i c a n t l y .

The f in d in g  o f  a s t a t i s t i c a l l y  s ig n i f i c a n t  r e l a t io n s h ip  between 

c e r t a in t y  o f  e f f e c t  sco res  fo r  th e  demographic t ren d  and c e r t a in t y  of 

e f f e c t  sco res  fo r  the  v o c a t io n a l  t r e n d  i s  unders tandab le  a lthough i t  

was not p re d ic te d .  Two somewhat r e l a t e d  exp lan a tio n s  a re  p o s s ib le .

The f i r s t  i s  t h a t  th e  e f f e c t s  o f  th e se  two tre n d s  a re  not 

u n re la te d —some c o l le g e s  may be p a r t i c u l a r l y  vu ln e rab le  to  the  e f f e c t s  

o f  both t re n d s  while o th e r  c o l le g e s  may not be e s p e c ia l ly  v u lne rab le  

to  e i t h e r .  For example, c o l le g e s  w ith  a s tro n g  emphasis on l i b e r a l  

a r t s  programs, which a re  not h igh ly  s e le c t iv e  in  t h e i r  adm issions, and 

which have not made accomodations to  th e  s p e c ia l  needs o f  the  o ld e r ,  

s o - c a l l e d  n o n t r a d i t io n a l  s tu d e n t  ( e .g .  by e s ta b l i s h in g  an evening 

se s s io n )  a re  l i k e l y  to  be p a r t i c u l a r l y  v u ln e rab le  to  the  e f f e c t s  o f  

both th e  d e c l in e  in  th e  number o f  18-24 years  and the  in c re a sed  demand 

fo r  v o c a t io n a l /c a r e e r  r e le v a n t  ed uca tion .

In f a c t ,  an a n a ly s i s  o f  the  d i f f e r e n t i a l  magnitude o f  subgroup
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c o r r e l a t i o n  c o e f f i c i e n t s  r e v e a ls  t h a t  the  c o r r e l a t i o n s  between the  

c e r t a in t y  o f  e f f e c t  sco res  fo r  each o f  the  two tre n d s  tend  to  be lower 

fo r  h igh ly  s e l e c t iv e  than  fo r  n o n se le c t iv e  c o l le g e s  (r= .18 and r= .AO 

r e s p e c t iv e l y ) ,  fo r  c o l le g e s  with a la rg e  number o f  undergraduate  

p ro fe s s io n a l  majors than  fo r  c o l le g e s  with a sm all number of 

p ro fe s s io n a l  majors (r=  .31 and r= .AA re s p e c t iv e ly )  and fo r  c o l le g e s  

w ith evening s e s s io n s  than  fo r  c o l le g e s  w ithout evening programs ( r  = 

.3A and r  = .53 r e s e c t i v e l y .  None o f  th e se  d i f f e r e n c e s ,  however, 

achieve s t a t i s t i c a l  s ig n i f i c a n c e  using  th e  methodology suggested by 

Cohen and Cohen (1975) fo r  t e s t i n g  th e  d i f f e re n c e  between two 

independent c o r r e l a t i o n  c o e f f i c i e n t s .

A second, not u n re la te d  ex p lan a tio n  fo r  th e  f in d in g  of a 

s i g n i f i c a n t  c o r r e l a t i o n  between th e  c e r t a in t y  o f  e f f e c t  sco res  fo r  the  

two tre n d s  could l i e  in  the  no tion  o f  a g en e ra l iz e d  expectancy fo r  

being a f f e c te d  by change.

L e a v i t t ,  D i l l  and Eyring (1980) in  a concep tual a r t i c l e  on 

o rg a n iz a t io n a l  r e a c t io n s  to  t h e i r  environments suggested th a t  

o rg a n iz a t io n s  a re  l i k e l y  to  vary in  th e  degree to  which they pay 

a t t e n t i o n  to  the  co n d i t io n s  in  t h e i r  e x te rn a l  environm ents. They 

suggest th a t  some o rg a n iz a t io n s  a re  impervious to  t h e i r  environments 

while o th e rs  a re  p ro a c t iv e ly  involved  in  scanning and a t tem p ting  to  

fo rm ulate  responses  to  th e  environment. Miles and Snow (1978) p re se n t  

a s im i la r  typology o f  o rg a n iz a t io n a l  types  based on th e  manner in  

which the  o rg a n iz a t io n  responds to  i t s  environment ( e .g .  slow r e a c t in g  

an a ly ze rs  versus  quick a c t in g  p ro s p e c to r s ) .
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I t  could be t h a t  th e  more a c t iv e  an o rg a n iz a t io n  i s  in  m onitoring 

i t s  e x te rn a l  environment and i t s  i n t e r n a l  e f f e c t iv e n e s s ,  th e  more 

s e n s i t i v e  i t  becomes to  environm ental changes and to  t h e i r  e f f e c t s  on 

the  o r g a n iz a t io n 's  e f f e c t iv e n e s s .  Scanning and m onitoring thus  might 

have the  e f f e c t  o f  low ering th e  th re s h o ld  fo r  recogn iz ing  changes and 

t h e i r  e f f e c t s  on the  i n s t i t u t i o n .  Thus, whether a d m in is t ra to r s  

perce ived  e f f e c t s  o f  a change would be a fu n c tio n  o f  th e  le v e l  o f  the  

o r g a n iz a t io n 's  th re s h o ld  fo r  p e rce iv in g  e f f e c t s .  Scanning and 

m onitoring th e  environment would lower t h i s  th re s h o ld  and make 

a d m in is t r a to r s  o f  i n s t i t u t i o n s  which were a c t iv e  scanners  mor l i k e ly  

to  p erce ive  changes as l i k e l y  to  have an e f f e c t  on the  i n s t i t u t i o n .

One o f  th e  f a c to r s  a f f e c t in g  t h i s  expectancy fo r  an e f f e c t  o f  

changes could be th e  o r g a n iz a t io n 's  p e rce p tio n  o f  i t s  own 

v u ln e r a b i l i ty  to  changes in  i t s  environm ent. Perceived  v u ln e r a b i l i ty  

cculd  lead  to  a perce ived  need to  a c t iv e ly  monitor the  environment 

which in  tu rn ,  could le ad  to  a heightened  s e n s i t i v i t y  to  p e rce iv in g  

changes as p o t e n t i a l l y  th r e a te n in g  to  the  o rg a n iz a t io n .

P o ss ib le  E xplanations  fo r  Some Unexpected F in d in g s . Two r e la t io n s h ip s  

in  p a r t i c u l a r  were unexpected. These were:

1) The f in d in g  o f  a s i g n i f i c a n t  r e l a t io n s h ip  between 

PCOD and PCEV a t  th e  in d iv id u a l  l e v e l ,  and
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2) The f in d in g  o f  a s i g n i f i c a n t  r e l a t io n s h ip  between 

PCOV and PCED a t  th e  i n s t i t u t i o n a l  l e v e l  of 

a n a ly s i s .

These r e l a t i o n s h ip s  a re  somewhat p rob lem atic  because they a re  

unexpected c ro s s - t r e n d  r e l a t i o n s h ip s  between c e r t a in t y  o f  occurrence 

and c e r t a in t y  o f  e f f e c t .  T here fo re ,  an e f f o r t  was made to  fu r th e r  

understand  why th e se  r e s u l t s  were found.

One p o s s ib le  ex p lan a tio n  fo r  th e  e x is te n c e  o f  th e se  c ro s s - t r e n d  

r e l a t io n s h ip s  between th e  d i f f e r e n t  types  o f  u n c e r ta in ty  l i e s  in  a 

p o s s ib le  confounding e f f e c t  o f  common methodology in  th e  framing of 

th e  q u e s t io n s .  A ll q u es tio n s  about perce ived  c e r t a in t y  o f  occurrence 

and perce ived  c e r t a in t y  o f  e f f e c t  were asked a t  th e  same time using 

th e  same methodology fo r  both t r e n d s .

A second p o s s i b i l i t y  i s  t h a t  complex in t e r a c t io n s  between 

c e r t a in t y  o f  occurrence and c e r t a in t y  o f  e f f e c t  fo r  th e  two t re n d s  a re  

invo lved . I t  may be, fo r  in s ta n c e ,  t h a t  i t  i s  only when the  

v o ca t io n a l  t r e n d  i s  seen as c e r t a in  to  occur t h a t  an e f f e c t  o f  the  

demographic t re n d  comes to  be perce ived  as h igh ly  probable a l s o .  

I n d iv id u a ls  who do no t p e rce iv e  th e  v o c a t io n a l  t r e n d  as c e r t a in  to



occur may be l e s s  c e r t a i n  t h a t  the  demographic t ren d  w i l l  a f f e c t  t h e i r  

i n s t i t u t i o n s  because they  th in k  t h a t  t h e i r  i n s t i t u t i o n s  may be ab le  to  

su rv iv e  th e  demographic d e c l in e  e f f e c t i v e l y .  In d iv id u a ls ,  on the  

o th e r  hand, who p e rce iv e  the  in c re a se  in  i n t e r e s t  in  v o ca t io n a l  

t r a i n in g  to  be c e r t a in  to  occur and who re p re s e n t  c o l le g e s  w ith few 

v o ca t io n a l  programs may p e rce iv e  the  impact o f  th e  demographic t ren d  

as more c e r t a in  and more severe  because o f  t h e i r  lack  o f  a b i l i t y  to  

a t t r a c t  th e  v o c a t io n a l ly - in t e r e s t e d  s tu d e n t .  In f a c t ,  an a n a ly s i s  o f  

the  subgroup c o r r e l a t i o n  c o e f f i c i e n t s  r e v e a ls  t h a t  th e  PCOV-PCED 

r e la t io n s h ip  i s  s t a t i s t i c a l l y  s ig n i f i c a n t  only fo r  c o l le g e s  with a 

small number ( l e s s  than  10) o f  p ro fe s s io n a l  majors (r= .39, p<.05).

The r e l a t io n s h ip  i s  i n s i g n i f i c a n t  fo r  c o l le g e s  with a la rg e  number 

(g r e a te r  than 20) o f  p ro fe s s io n a l  majors ( r  = .24, p = .1 5 ) .  A s im i la r  

in t e r a c t i v e  exp lan a tio n  might exp la in  th e  PCOD-PCEV r e la t io n s h ip  found 

a t  th e  in d iv id u a l  l e v e l .

Moderators o f  th e  C e r ta in ty  o f  O ccurrence-C erta in ty  o f  E f fe c t  

R e la t io n sh ip

The Resource Dependence C h a r a c t e r i s t i c s . The r e l a t io n s h ip  between 

perce ived  c e r t a in t y  about the  occurrence o f  an environm ental change 

and perce ived  c e r t a in t y  th a t  th e  change w i l l  indeed have an e f f e c t  on 

th e  p a r t i c u l a r  i n s t i t u t i o n  was hypothesized  to  be moderated by a c l a s s  

o f  v a r ia b le s  which were broad ly  la b e le d  the  resource  dependence
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c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n .  The re sou rce  dependence 

c h a r a c t e r i s t i c s  o f  a c o l le g e  were d ef ined  as f a c to r s  a f f e c t in g  the  

degree to  which th e  c o l le g e  was dependent on th e  t r a d i t i o n a l  pool of 

18 to  22 -y ea r-o ld  re c e n t  High School g radua tes  who wanted to  earn  a 

l i b e r a l  a r t s  degree . Included in  t h i s  group o f  v a r ia b le s  were:

- t h e  p r e s t i g e  o f  th e  schoo l,  which was o p e ra t io n a l iz e d  

through the  use o f  th e  s e l e c t i v i t y  r a t i o  (#accep ted /

# a p p l ie d ) .

- th e  degree o f  p ro fe s s io n a l /v o c a t io n a l  emphasis a t  the  

undergraduate  l e v e l ,  which was o p e ra t io n a l iz e d  as the  

the  number o f  undergraduate  p ro fe s s io n a l /v o c a t io n a l  

majors o f f e re d .

- th e  e x is te n c e  o f  a Continuing Education program, and

- th e  e x is te n c e  o f  an evening undergraduate  s e s s io n .

These hypotheses were i n i t i a l l y  t e s t e d  using subgroup a n a ly s i s  

and t e s t s  o f  s ig n i f i c a n c e  o f  the  d i f f e r e n c e  between two independent 

c o r r e l a t i o n  c o e f f i c i e n t s  (Cohen & Cohen, 1975). Table Ten o u t l in e s  

th e  r e s u l t s  o f  th e se  a n a ly se s .

The only s ig n i f i c a n t  r e s u l t  to  emerge from th e se  ana ly ses  was 

th a t  o f  a s i g n i f i c a n t  moderating e f f e c t  o f  the  e x is te n c e  o f  Continuing
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Table Ten
The M o d e r a t i n g  E f f e c t s  o f  t h e  R e s o u r c e  D e p e n d e n c e  

C h a r a c t e r i s t i c s  o f  t h e  S c h o o l  on t h e  P e r c e i v e d  
C e r t a i n t y  o f  O c c u r e n c e - P e r c e i v e d  C e r t a i n t y  o f  

E f f e c t  R e l a t i o n s h i p  T e s t e d  t h r o u g h  S u b g r o u p  A n a l y s i s

A . S e . ie £ t . i.v . i t .x _ £ ._ f_ tb e _ S £ h £ £ l_

ii i3 £ iX _ J i£ . l£ £ .£ . . i.£ £  ( n = 2 4 ) N 2 .H £ £ .i£ £ i. i.£ £

CMV
OIIc

( <50% o f  a p p l i c a n t s ( >87% o f  a p p l i c a n t s
a c c e p t e d ) a c c e p t e d )

r PC0D- PCED = “ - 006 r PC0D- PCED = . 2 5 5

Z = 1 . 0 3  No t S i g n i f i c a n t

r PC0 V- PCEV = - 7 6 2 r PC0V- PCEV = . 5 0 5

Z = 1 . 3 4  No t s i g n i f i c a n t

B . H £ £ £ £ I _ £ l_ M £ £ £ £ £ I l£ £ £ l . £ _ £ l£ l£ £ l l ° £ l I _ ! l £ j . £ £ £

H l 2 h _ P r o f e s s l o n a l k £ J S _ £ i£ X £ £ l i .£ £ £ i
£ £ i£ £ i . £ . L i£ £  ( n = 4 3 ) 0 i i £ £ i £ £ i £ £  ( n = 8 0 )
( > 2 0  p r o f .  m a j o r s ) ( < 1 0  p r o f .  m a j o r s )

r PC0D- PCED ° - 5 4 8 r PC0D- PCED = ' 264

Z = 1 . 7 7 No t S i g n i f i c a n t

XPC0 V- PCEV = - 3 9 9 r PC0V- PCEV = ' 5 5 °

Z = . 2 0 N o t S i g n i f i c a n t



Continuing Education No Continuing Ed.
( n = 1 4 3 ) (n = 4 6 )

rPC0D-PCED = .355

Z = 1.18 Not

rPC0D-PCED

Significant

= .164

rPC0V-PCEV = .649

Z = 2.29**

rPC0V-PCEV

> (p<.01)

= .360

I 1 —2.1 _AH_.

Even! na S e s s1o n N£_£ v_.e Session
( n = 1 3 1 ) (n = 4 6 )

rPCOD-PCED = .369

Z = .153 Not

rPC0D-PCED

Significant

= .346

rPCOV-PCEV = .615

Z = .73 Not

rPCOV-PCEV

Significant

= .528
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Education program on th e  PCOV-PCEV r e la t io n s h ip  (z= 2 .29 , p< .01).  In 

f a c t ,  th e  moderating n a tu re  o f  a Continuing Education program on the  

c e r t a in t y  o f  o c c u r re n c e -c e r ta in ty  o f  e f f e c t  r e l a t io n s h ip  was in  the  

o p p o s ite  d i r e c t io n  from t h a t  p re d ic te d .  The r e s u l t s  revea led  th a t  

th e re  was a h igher  c o r r e l a t i o n  between c e r t a in t y  o f  occurrence and 

c e r t a in t y  o f  e f f e c t  r a t i n g s  fo r  th e  v o ca t io n a l  t re n d  fo r  c o l le g e s  with 

Continuing Education programs than  fo r  c o l le g e s  w ithout such programs.

A p o s s ib le  exp lan a tio n  fo r  t h i s  f in d in g  may h ig h l ig h t  a s i g n i f i c a n t  

flaw in  the  design o f  t h i s  r e s e a rc h .

Continuing Education programs tend  to  be v o c a t io n a l ly  and/or 

a v o c a t io n a l ly -o r ie n te d .  Given t h i s ,  i t  seems l i k e ly  t h a t  in d iv id u a ls  

from c o l le g e s  with th e se  programs who thought th e  in c re a sed  demand fo r  

v o ca t io n a l  re levance  was l i k e l y  to  con tinue  may have been more c e r t a in  

than t h e i r  c o u n te rp a r ts  t h a t  th e  t r e n d  would a f f e c t  them — but 

probably expected the  e f f e c t  to  be a p o s i t i v e  one. Many i n s t i t u t i o n s  

added Continuing Education programs to  t h e i r  program o f f e r in g s  in  the  

p a s t  few years  p re c i s e ly  because o f  th e  perce ived  in c re a se  in  the  

demand fo r  v o c a t io n a l ly - r e le v a n t  edu ca tio n .  These i n s t i t u t i o n s  may 

a lread y  have been p o s i t i v e ly  a f f e c te d  by t h i s  t r e n d  as evidenced 

through in c re a sed  en ro llm en ts  because o f  t h e i r  Continuing Education 

programs. The q u e s t io n n a i r e ,  however, d id  not ask in d iv id u a ls  to  

in d i c a te  whether they thought th e  e f f e c t  o f  th e  t r e n d s  would be 

p o s i t i v e  or n e g a t iv e .  Fu ture  re se a rc h  would c l e a r ly  b e n e f i t  from the  

a d d i t io n  o f  t h i s  q u es tio n .

This unexpected f in d in g  rega rd ing  the  n a tu re  o f  th e  moderating
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e f f e c t  o f  Continuing Education programs not only p o in ts  to  th e  need to  

more c a r e fu l ly  c o n s t ru c t  q u e s t io n s  about th e  n a tu re  o f  th e  expected 

e f f e c t  on an i n s t i t u t i o n  ( i . e .  by ask ing  whether the  e f f e c t  i s  

expected to  be p o s i t i v e  or n eg a t iv e )  but a l so  p o in ts  to  a p o t e n t i a l  

problem with th e  use o f  c r o s s - s e c t io n a l  re se a rc h  designs  as 

methodologies fo r  t e s t i n g  hypotheses such as those  o f  t h i s  re sea rch  

s tudy . I t  seems l i k e l y  t h a t  many feedback loops e x i s t  in  models of 

o rg a n iz a t io n a l  in fo rm ation  p ro c e ss in g .  In t h i s  case ,  i t  seems l i k e ly  

th a t  the  a d d i t io n  o f  Continuing Education programs r e p re s e n ts  a 

response  to  p a s t  environm ental c o n d i t io n s  which, in  tu r n ,  has 

in f lu en ced  the  p e rce p tio n  o f  c u r re n t  environm ental c o n d i t io n s .

ft F u r th e r  Test o f  th e  Moderating E f fe c ts  o f  th e  Resource 

Dependence V ariab les  on th e  PCO-PCE R e la t io n s h ip . Using the  a n a ly t ic  

techn ique  o f  subgroup a n a ly s i s  to  t e s t  d i f f e r e n c e s  in  th e  s i z e  of 

c o r r e l a t i o n  c o e f f i c i e n t s  i s  a somewhat p rob lem atic  t e s t  o f  moderator 

hypotheses when subgroup sample s i z e s  a re  sm a ll ,  as they  were in  many 

cases  in  t h i s  s tudy .  A d d i t io n a l ly ,  subgroup a n a ly s i s  fo rce s  

c a te g o r iz a t io n  o f  th e  moderator v a r ia b le  and can r e s u l t  in  le ssen ed  

s t a t i s t i c a l  power when th e  moderator i s ,  in  f a c t ,  continuous in  

n a tu re .  F in a l ly ,  th e  co n c lu s iv en ess  o f  subgroup c o r r e l a t i o n a l
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te chn iques  as a t e s t  o f  moderator hypotheses has been ques tioned  by 

some re s e a rc h e rs  who suggest t h a t  th e se  t e s t s  may be unduly a f f e c te d  

by unequal v a r ian ces  a c ro ss  subgroups (F inney, M itc h e l l ,  C ronkite  & 

Moos, 1984; Zedeck, 1981).

For th e se  rea so n s ,  an a t tem pt was made to  f u r th e r  t e s t  th e  

hypothesized  moderating e f f e c t s  o f  s e l e c t i v i t y  and p ro fe s s io n a l  

emphasis through th e  use o f  a moderated re g re s s io n  procedure . A 

moderated r e g re s s io n  a n a ly s i s  was undertaken as a t e s t  o f  the  

modertaing e f f e c t  o f  s e l e c t i v i t y  and degree o f  p ro fe s s io n a l  emphasis 

as  th e se  were the  only i n t e r v a l - l e v e l  m odera tors . Use o f  the  

moderated re g re s s io n  te ch n iq u e ,  however, proved in a d v is a b le  because of 

f in d in g s  o f  m u l t i c o l l i n e a r i t y  ( r  .80) e i t h e r  between the  in t e r a c t i o n  

term and the  p r e d ic to r  or between th e  i n t e r a c t io n  term and the  

m oderator.

Thus, a more s t a t i s t i c a l l y  sound although l e s s  powerful t e s t  o f  

the  p o te n t i a l  moderating e f f e c t  o f  th e se  v a r ia b le s  was undertaken . 

Regression equa tions  were d er ived  fo r  subgroups which were composed o f  

in d iv id u a ls  with l i k e  va lues  on th e  moderator v a r i a b le .  These 

re g re s s io n  equa t ions  were then analyzed  fo r  s i m i l a r i t y  using  the  Chow 

t e s t ,  a techn ique  fo r  a s s e s s in g  whether two or more r e g re s s io n  

equa t ions  a re  s t a t i s t i c a l l y  d i f f e r e n t  from each o th e r  (D il lon  & 

G o ld s te in ,  1984, pages 246-250).

This t e s t  i s  a l e s s  powerful t e s t  than  moderated r e g re s s io n  

because i t  fo rc e s  th e  moderator v a r ia b le s  to  be c o l la p se d  in to  

c a t e g o r ic a l  v a r ia b le s .  I t  does, however, p rov ide  a more r ig o ro u s  t e s t
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o f  moderator hypotheses than  a n a ly s i s  o f  d i f f e re n c e s  in  subgroup 

c o r r e l a t i o n  c o e f f i c i e n t s  (Finney e t  a l . ,  1984) and i s  a u se fu l  

techn ique  when m u l t i c o l l i n e a r i t y  p ro h ib i t s  use o f  th e  moderated 

re g re s s io n  techn ique .  The formula fo r  th e  Chow t e s t  i s  as fo llow s:

n -  S5E (5 ) /k
y " SSE ( 4 ) / ( n 1 + n2 -  2k)

where,

SSE (5) = SSE (1) -  SSE (4) and

SSE (4) = SSE (2) 4 . SSE (3) where SSE (2) and SSE (3) r e f e r
to  th e  r e s id u a l  sum of squares  from each o f  the  
subgroup r e g re s s io n  eq u a t io n s .

SSE (1) = the  r e s id u a l  sum of  squares  from th e  pooled 
r e g re s s io n  equa t ion .

(D illon  & G o lds te in ,  1984)

I t  should be noted t h a t  because o f  th e  r e l a t i v e l y  la rg e  

c o r r e l a t i o n  between in d iv id u a l  r a t i n g s  o f  th e  c e r t a in t y  o f  e f f e c t  of 

the  demographic t ren d  and t h e i r  c e r t a in t y  r a t i n g s  regard ing  th e  e f f e c t  

o f  th e  v o ca t io n a l  t r e n d ,  i t  was decided to  form the  h i e r a r c h i a l

re g re s s io n  equa tions  w ith  the  c e r t a in t y  o f  e f f e c t  sco re  fo r  the  o th e r

t re n d  en te red  f i r s t .  T h is ,  in  e f f e c t ,  se rv es  as  a means fo r  ana lyz ing  

th e  n a tu re  o f  the  PCO-PCE r e la t i o n s h ip  while c o n t ro l l in g  fo r  any 

p o t e n t i a l l y  confounding e f f e c t  o f  "g en e ra l iz ed  v u ln e ra b i l i ty "  as 

evidenced by the  PCED-PCEV r e la t i o n s h ip .

The r e s u l t s  o f  th e se  ana ly ses  a re  p resen ted  in  Table 11 through 

Table 14. The r e s u l t s  re v e a l  t h a t  th e  only subgroup r e g re s s io n
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T a b l e  E l e v e n
The Moderating Effect of Selectivity of the College 
on the Certainty of Occuirence-Certainty of Effect

Relationship

fl ■ 0 E M 0 GR A P^.1 C_T R E N D ~ predicting Perceived Certainty
of Effect

Selective Colleges 
(n = 24 )

V.a.r.ia. b l_e B ^ t. jj_._E £££_ _B £l£.L

PCEV
PCOO
(Constant )

.306 .32 
-.095 .22 

58.530

. 91 

. 1 8
N . S .
N . S .

Nonselective Colleges 
(n = 6 2 )

X£I.i.§.£A£ 6 S,t d_;__E££0£_B Lz£3.ii£ £i£u.

PCEV
PCOD
(Constant)

.600 .18 

.280 .13 
36.540

11.52**
4.44*

pi. 01 
Pi. 05

Selective and Nonselective 
(n = 86 )

Colleges Pooled

V.a.r._i <J b 1_£ B S_t _£££££. F^££_t i_£ £l£j.

PCEV
PCOD
(Constant )

.56 .15 

.13 .12 
58.86

14 .92** 
1 . 26

p i.01 
N . S .

RESULTS OF CHOW TEST comparing these regression equations:

Q = 2.50 F (3, 80) = 2.18

F Q5 (3,80) = 2.76
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T a b l e  E l e v e n  ( C o n t ' d )

B • £ A£_T_R E N D - predicting Perceived Certainty
of Effect

Selective Colleges 
(n = 24 )

v.ja.r.i.a.bl.k B :S t̂d_;_E.2£££_B £.ziS.ki£ £i£c.

PCED
PCOV
(C onstant)

. 03 

. 85 
-54.20

.11 .08 

.18 22.17**
N . S .
p *. 01

Nonselective Colleges 
(n = 62 )

B §t_d_^_E£ r.or_B iiSi

PCED
PCOV
(Constant)

. 278 

.579 
28.600

.06 18.99** 

.11 29.02**
pi.Ol
p «. 0 1

Selective and Nonselective Colleges Pooled 
(n = 86 )

B S,t d_u_E££o£_B Lr.£.£ki£ £i£u-

PCED
PCOV
( Co nstant)

.276

.658
1.27

.06 23.72** 

.01 43.60**
p< . 0 1
p 4. 0 1

RESULTS OF CHOW TEST comparing these regression equations:

Q = 6.15** F (3,80) = 4 . 1 3

CONCLUSION: The regression equations should not be pooled.
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T able Twe l v e
The M o d e r a t i n g  E f f e c t  o f  D e g r e e  o f  P r o f e s s i o n a l /  

V o c a t i o n a l  E m p h a s i s  on t h e  C e r t a i n t y  o f  O c c u r r e n c e -  
C e r t a i n t y  o f  E f f e c t  R e l a t i o n s h i p

~ p r e d i c t i n g  P e r c e i v e d  C e r t a i n t y  
o f  E f f e c t

C o l l e g e s w i t h  a H i g h  D e g r e e  o f  
( n = 4 3 )

P r o f . / V o c  E m p h a s i s

1.6! B ^ ^ d j _§ .££££_ B lz .£3 ll£ £l£c.

PCEV
PCOD
( C o n s t a n t )

. 2 9 2

. 6 4 7
- 3 7 . 0 3 0

. 20

. 1 7
2 . 0 7

1 4 . 3 6 * *
N . S .
p «. 0 1

C o l l e g e s w i t h  a Low D e g r e e  o f  
( n = 8 0 )

P r o f . / V o c .  E m p h a s i s

X l i l l l l i . B S£d_._EjT£Oj r_ B E^.£3li£ £ l £ i

PCEV
PCOD
( ' C o n s t a n t  )

. 4 7 7  

. 1 6  8 
5 7 . 1 3

. 1 3 

. 12
1 4 . 2 7 * *

1 . 8 3
p <• 01 
N . S .

H i g h / L o w  C o l l e g e s  
( n = 1 2 3 )

P o o l e d

V a j r i a  b l_e B S t d ^ _ E r r o r _ B Lz.l.§.£A£ £l£c.

PCEV
PCOD
( C o n s t a n t )

. 4 0 8

. 3 3 4
2 1 . 8

. 1 1 

. 10
1 4 . 4 7 * *
1 0 . 9 2 * *

p <. 01 
p<-. 01

RESULTS OP CHOW TEST c o m p a r i n g  t h e s e  r e g r e s s i o n  e q u a t i o n s :  

Q = 1 . 8 3  N . S .
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T a b l e  T w e l v e  (Cont'd)

B • V0 CAX i ONf l L_ J REND -  p r e d i c t i n g  P e r c e i v e d  C e r t a i n t y
o f  E f f e c t

C o l l e g e s w i t h  a H i g h  D e g r e e  o f  
( n = A 3 )

P r o f . / V o c .  Emphai s i  s

X 3 . i i S . k i S . B i i k j . _ £ i i k i _ B £ ~ l i k i i k k i k i

PCED
PCOV
( C o n s t a n t )

. 2 1 2

. 5 0 9
6 0 . 2 2 0

. 0 9  

. 1 7
5 . 6 8 *
9 . 1 1 * *

p <• 0 5 
p <• 01

C o l l e g e s w i t h  a Low D e g r e e  . o f  
( n = 80 )

P r o f . / V o c .  E m p h a s i s

XS.iiS.kik B S t d ^ . _ E i i £ i _ B I - i k i i k k i k - L

PCED
PCOV
( C o n s t a n t  )

. 3 1 3

. 6 1 6
- 1 . 6 1

. 0 7  

. 1 1
18 . 6 8 * *  
3 3 . 2 5 * *

p < - 0 1
p < . ol

H i g h / L o w  C o l l e g e s  
( n = 1 2 3 )

P o o l e d

XkiikkiS B iiki_iiiki_.B • F - r a t i o kiki
PCED
PCOV
( C o n s t a n t )

. 27A 

. 58 A 
2 0 . 5 9 8

. 0 6  

. 09
2 3 . 5 0 * *  
A 1 . 9  3 * *

p <.  01
p <.  oi

RESULTS OF CHOW TEST c o m p a r i n g  t h e s e  r e g r e s s i o n  e q u a t i o n s :  

Q = 1 . 6 A N . S .
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T a b l e  T h i r t e e n

The Mod e r a t i ng  E f f e c t  o f  C o n t i n u i n g  E du c a t i o n  Programs 
on t he  C e r t a i n t y  o f  O c c u r r e n c e - C e r t a i n t y  o f  E f f e c t  R e l a t i o n s h i p

fl .  DEMOGRAPHIC TREND - -  p r e d i c t i n g  Pe r c e i v e d  C e r t a i n t y  o f  E f f e c t

Co l l e g e s w i t h  Co n t i n u i n g  Edu c a t i o n  Programs 
(n = 1A3)

V a r i a b l e B< St d .  E r r o r  B F - r a t i o S i g .

PCEV .515 .099 27. 00 p< . 01

PCOD . 3 8 5 . 0 9 2 1 7 . 6 2 p< . 0 1

( C o n s t a n t ) . 7 7 2

C o l l e g e s  w i t h o u t  C o n t i n u i n g  E d u c a t i o n  P r o g r a m s
( n = A 6 )

B S t_d_L_E££o . r F_^££ t__i£

PCEV . 5 0 3 . 2 1 1 5 . 1 7 p< . 0 5

PCOD . 1 3 1 . 190 . 7 1 N . S .

( C o n s t a n t  ) AO . 21

P o o l e d  C o l l e g e s  
( n = 1 8 9 )

B S t^dj ._E r £ £ r _ B l i S - L

PCEV . 5 1 8 . 0 9 0 3 2 . 8 5 p< . 0 1

PCOD . 3 2 7 . 0 8 3 1 5 . 7 1 p< . 0 1

( C o n s t a n t ) 9 . A 1

R e s u l t s  o f  C h o w  T e s t :

Q a . 5 3  N o t  S i g n i f i c a n t
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T a b l e  T h i r t e e n  ( C o n t ' d )

B. VOCATIONAL TREND — p r e d i c t i n g  Pe r c e i v e d  C e r t a i n t y  o f  an E f f e c t

Co l l eges w i t h  C o n t i n u i n g  E du c a t i o n  Programs 
(n =143)

V a r i a b l e  ■ B St d .  E r r o r  B F - r a t i o s i g .

PCED . 24 5 . 0 4 3 3 2 . 2 9 P< • 01

PCOV . 6 9 0 . 0 6 7 1 0 5 . 6 3 P< • Oi

( C o n s t a n t ) 2 0 . 7 1

Co l l e ge s  w i t h o u t  Co n t i n u i n g  Edu c a t i o n  Programs 
(n s 46)

V a r i a b l e B St d.  E r r o r  B F - r a t i o sig. .

PCED . 2 1 8 . 0 8 6 6 . 4 4 p< . 05

PCOV . 4 2 2 . 1 5 8 7 . 1 5 P< • 05

( C o n s t a n t ) 3 8 . 0 4

Pool ed Co l l e ge s  
(n = 189)

V a r i a b l e B St d .  E r r o r  B F - r a t i o s i g .

PCED .242 .039 ‘ 38. 95 P< • 01

PCOV .639 .062 105.78 P< • 01

( Co ns t an t ) 24 . 89

R e s u l t s  of Cho w  Test:

Q = 1.12 Not S i g n i f i c a n t
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T able F o u r t e e n
The Mo d e r a t i ng  E f f e c t  o f  Even i ng Programs on 

t h e  C e r t a i n t y  o f  O c c u r r e n c e - C e r t a i n t y  o f  E f f e c t  R e l a t i o n s h i p

A. DEMOGRAPHIC TREND - -  p r e d i c t i n g  P e r c e i v e d  C e r t a i n t y  o f  an E f f e c t

Co l l e ge s  w i t h  Eveni ng 
(n = 131)

Sess i ons

V a r i a b l e B St d .  E r r o r  B F - r a t i o s i g .

PCEV .44 .107 17. 29 P < .01

PCOD .42 .093 20. 33 p < .01

( C o n s t a n t ) 4. 52

C o l l e g e s  w i t h o u t  Even i ng Sess i ons  
(n = 46)

V a r i a b l e B St d .  E r r o r  B F - r a t i o S i q .

PCEV .64 .195 10.81 p < .01

PCOD .20 .192 1.07 N.S.

( Co n s t a n t ) 44.81

A l l  Co l l e g e s  Pool ed 
(n = 177)

V a r i a b l e B St d .  E r r o r  B F - r a t i o s i g .

PCEV .47 .090 27-67 p < . 0 1

PCOD .38 .082 21. 62 p < .01

( Co n s t a n t ) 10. 26

R e s u l t s  of Cho w  Test:

Q = .518 Not s i g n i f i c a n t
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T able F o u r t e e n  ( c o n t ’d)

B. VOCATIONAL TREND — p r e d i c t i n g  Pe r c e i v e d  C e r t a i n t y  o f  an E f f e c t

Co l l e g e s  w i t h  Even i ng Sess i ons  
(n = 131)

V a r i a b l e B St d .  E r r o r  B F - R a t i o s i g .

PCED .22 . 0A7 21. 69 p < .01

PCOV .68 .075 BA. 23 p < .01

( C o n s t a n t ) 29.  AO

Co l l e g e s  w i t h o u t  Even i ng Sess i ons  
(n = A6)

V a r i a b l e B St d .  E r r o r  B F - r a t i o S i p .

PCED .33 .088 1A . 23 p < .01

PCOV . A6 .158 8 . 86 p < .01

( Co n s t a n t ) 6 . 1A

A l l  Co l l e ge s  Poo l ed 
(n = 177)

V a r i a b l e B St d .  E r r o r  B F - r a t i o S i g .

PCED .25 . 0A2 35. 13 p < .01

PCOV .65 .067 95. 07 p < .01

( C o n s t a n t ) 22. 86

R e s u l t s  of C h o w  Test:

Q = 1.56 Not s i g n i f i c a n t
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equa t ions  which a re  s i g n i f i c a n t l y  d i f f e r e n t  from each o th e r  a re  those  

invo lv ing  th e  p r e d ic t io n  o f  perce ived  c e r t a in t y  o f  e f f e c t  o f  the  

v o ca t io n a l  t r e n d  with s e l e c t i v i t y  as  the  v a r ia b le  determ ining  the  

subgroup com position. The e f f e c t  o f  s e l e c t i v i t y  on th e  p r e d ic t io n  of 

th e  perce ived  c e r t a in t y  o f  e f f e c t  o f  th e  demographic t r e n d  approaches 

s ig n i f i c a n c e  (p<- 10, see Table 11). The r e s u l t s  o f  th e  o th e r  ana lyses  

suggest th a t  degree o f  p ro fe s s io n a l  emphasis, th e  e x is te n c e  of 

Continuing Education programs and th e  e x is te n c e  o f  an evening se s s io n  

have no s ig n i f i c a n t  e f f e c t  on th e  p r e d ic t io n  o f  perce ived  c e r t a in t y  o f  

e f f e c t  fo r  e i t h e r  t ren d  (see  Tables 12, 13 and 14 r e s p e c t iv e l y ) .  I t  

should be noted t h a t  in  th e  case  o f  Continuing Education , th e se  

r e s u l t s  c o n t r a d ic t  those  found fo r  th e  v o ca t io n a l  t r e n d  when subgroup 

c o r r e l a t i o n  c o e f f i c i e n t s  were compared. This i s  probably a t t r i b u t a b l e  

to  the  f a c t  t h a t  the  r e g re s s io n  equa tions  were formed with PCED 

e n te red  as  the  f i r s t  v a r ia b le  in  th e  eq u a t io n .

I n t e r e s t i n g l y ,  the  moderating e f f e c t  o f  th e  s e l e c t i v i t y  v a r ia b le  

appears  to  d i f f e r  ac ross  t r e n d s .  Perceived  c e r t a in t y  o f  occurrence of 

th e  demographic t ren d  i s  a s i g n i f i c a n t  p r e d ic to r  o f  perce ived  

c e r t a in t y  o f  e f f e c t  fo r  n o n s e le c t iv e  c o l le g e s  bu t not fo r  h ighly  

s e l e c t i v e  c o l le g e s .  This f in d in g  supports  th e  re se a rc h  hypo thesis  

t h a t  th e re  would be a sm a lle r  r e l a t i o n s h ip  between PCOD and PCED fo r  

h igh ly  s e l e c t iv e  c o l le g e s  than  fo r  n o n s e le c t iv e  c o l le g e s .  However, 

th e  Chow s t a t i s t i c  does not q u i t e  ach ieve th e  .05 l e v e l  o f  

s ig n i f i c a n c e .

In th e  case  o f  th e  v o c a t io n a l  t r e n d ,  th e  p r e d ic t iv e  value  o f
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perce ived  c e r t a in t y  o f  occurrence  appears  to  be e q u a l ly  s t ro n g  fo r  

s e l e c t i v e  and n o n se le c t iv e  c o l le g e s .  The Chow s t a t i s t i c ,  however, 

su g g es ts  t h a t  th e se  r e g re s s io n  equa t ions  a re  s i g n i f i c a n t l y  d i f f e r e n t  

from each o th e r .  In t h i s  c a s e ,  i t  appears  to  be th e  p r e d ic t iv e  value 

o f  p e rce ived  c e r t a i n t y  o f  e f f e c t  o f  th e  demographic t r e n d  which 

d i f f e r e n t i a t e s  between the  r e g re s s io n  eq u a t io n s .  PCED i s  not a 

s i g n i f i c a n t  p r e d ic to r  o f  PCEV fo r  s e l e c t i v e  c o l le g e s  bu t i t  i s  a 

h igh ly  s i g n i f i c a n t  p r e d ic to r  fo r  n o n se le c t iv e  c o l le g e s .  This f in d in g  

conforms w ith  the  p a t t e r n  o f  subgroup c o r r e l a t i o n s  mentioned 

p rev io u s ly  which showed t h a t  the  PCED-PCEV r e la t i o n s h ip  was s t ro n g e r  

fo r  n o n s e le c t iv e  c o l le g e s  than  fo r  s e l e c t iv e  c o l le g e s .  Apparently , 

in d iv id u a l s  from s e l e c t iv e  c o l le g e s  p e rce iv e  no necessary  connection  

between th e  e f f e c t s  o f  th e  two t r e n d s .  Thus, t h e i r  c e r t a in t y  o f  e f f e c t  

e v a lu a t io n s  fo r  th e  two t r e n d s  a re  not h igh ly  r e l a t e d .

Region in  which the  C ollege i s  L oca ted . Region was considered  to  be a 

p o t e n t i a l  moderator o f  th e  r e l a t i o n s h ip  between perce ived  c e r t a in t y  of 

occurrence  and perce ived  c e r t a i n t y  o f  e f f e c t  fo r  th e  demographic t ren d  

on ly . The r a t i o n a l e  fo r  t h i s  hypo thes is  b u i l t  on th e  f a c t  t h a t  th e re  

a re  expected to  be la rg e  d i f f e r e n c e s  a c ro ss  reg io n s  in  the  s e v e r i t y  of 

th e  d e c l in e  i n  th e  number o f  18-24 year o ld s  (Brenemann, 1982). There 

i s  no reason  to  b e l ie v e ,  on th e  o th e r  hand, t h a t  th e  in c re a sed  demand 

fo r  v o c a t io n a l  re lev an ce  in  educa tion  would have a d i f f e r e n t i a l  impact 

on c o l le g e s  as  a fu n c t io n  o f  t h e i r  geographic  lo c a t io n .

A nalysis  o f  v a r ian ce  re v e a le d  t h a t  reg ion  was a s i g n i f i c a n t



p r e d ic to r  o f  PCED (F= 2 .9 1 ,  P < .01). An a n a ly s i s  o f  th e  d i f f e r e n c e s  in  

mean PCED s c o re s ,  us ing  Duncan's t e s t ,  rev ea led  t h a t  in d iv id u a ls  from 

i n s t i t u t i o n s  in  th e  Southwest were s ig n i f i c a n t l y  l e s s  c e r t a in  t h a t  

t h e i r  i n s t i t u t i o n s  would be a f f e c te d  by th e  demographic t re n d  than 

were in d iv id u a ls  from o th e r  r e g io n s .  This f in d in g  i s  c o n s i s te n t  with 

demographic fo r e c a s t s  which suggest t h a t  because o f  m ig ra tion  in to  the  

reg io n ,  the  Southwest i s  expected  to  be u n a ffec ted  by the  d e c l in e  in  

th e  number o f  18-24 year o ld s .

I t  was a lso  hypothesized  t h a t  th e re  would be s ig n i f i c a n t  

d i f f e r e n c e s  in  the  p r e d ic t iv e  value  o f  perce ived  c e r t a in t y  of 

occurrence sco res  in  ex p la in in g  v a r ian ce  in  c e r t a in t y  o f  e f f e c t  ac ross  

reg io n s  o f  th e  co u n try .  A Chow t e s t  which a ssessed  th e  s i m i l a r i t y  of 

th e  re g re s s io n  equa tions  der ived  fo r  each re g io n ,  rev ea led  t h a t ,  in  

f a c t ,  th e  re g re s s io n  eq u a t io n s  should not be t r e a t e d  as though they 

were th e  same and pooled. The r e s u l t s  o f  t h i s  a n a ly s i s  a re  o u t l in e d  

in  Table 15.
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T a b l e  F i f t e e n
The M o d e r a t i n g  E f f e c t  o f  R e g i o n  i n  w h i c h  t h e  C o l l e g e  
i s  L o c a t e d  on t h e  P e r c e i v e d  C e r t a i n t y  o f  O c c u r r e n c e -  

P e r c e i v e d  C e r t a i n t y  o f  E f f e c t  R e l a t i o n s h i p  
f o r  t h e  D e m o g r a p h i c  T r e n d

NORTHEAST 
( n = 6 ft )

V^£i _ j |  Id 1_£ B Ŝ t d_;__E x_t_o r _B

PCEV
PCOD
( C o n s t a n t )

. 2 2 3  

. 3 2 7  
48 . 65f t

. 1 3 9

. 1 3 4
2 . 5 9
5 . 9 2 *

N . S .
p * .  05

SOUTHEAST 
( n = 47 )

B S,_t d_;__E£££r_8 Lz. LS.L1S. i i f l i

PCEV
PCOD
( C o n s t a n t  )

. 4  48 

. 3 4 4  
- 4 . 0 4 4

. 2 8 2

. 1 9 7
2 . 5 1
3 . 0 5

N . S . 
N . S .

GREAT LAKES 
( n = 35 )

Y £ £ i . £ b  l_e B S t̂ d̂ _L_ E j r £ 0 £ _ B l i f l i

PCEV
PCOD
( C o n s t a n t )

. 6 6 2

. 2 4 7
4 4 . 2 0 5

. 1 6 3

. 1 6 1
1 6 . 3 8 * *

2 . 3 3
p < .  01
N . S .

ROCKY MOUNTAI N STATES 
( n = 27 )

V a r i a b l e B £ t ^ i _ E £ £ £ r p_B

PCEV
PCOD
( C o n s t a n t )

. 7 8 3  

. 376  
1 . 8 1 1

. 1 8 2

. 1 7 4
1 8 . 4 1 * *

4 . 6 9 *
p <. 0 1 
p * .  05
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T a b l e  F i f t e e n  ( C a n t ' d )

SOUTHWEST 
( n = 1 4 )

V a r i a b l e B _B a . iS i

PCE V 
PCOD
( C o n s t a n t )

. 842  
-  . 260 

- 1 4 . 0 8 6

. 2 8

. 2 2 4
9 . 0 8 * *
1 . 4 3

p <• 01 
N . S .

FARWEST
( n = 1 5 )

X®.I.A5.b.A.e B S ^e lj_ _B L—L l l l B . A A-S i

PCEV
PCOD
( C o n s t a n t )

. 4 0 5

. 6 5 7
- 3 5 . 6 6 3

. 3 2 2

. 6 1 9
1 . 5 8
1 . 1 2

N . S . 
N . S .

ALL REGIONS POOLED 
( n = 203  )

V a r i a b l e B _B A iS j .

PCEV
PCOV
( C o n s t a n t  )

. 4 9 4

. 2 8 2
2 3 . 1 7 9

. 0 8 8

. 0 8 1 i
3 1 . 5 4 * *
1 2 . 0 9 * *

P <• 01
p <• 01

RESULTS OF CHOW TEST c o m p a r i n g  t h e s e  r e g r e s s i o n  e q u a t i o n s :  

Q = 7 . 6 9 * *  F ( 3 , 1 8 5 )  = 3 . 9 5
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O rg an iza tio n a l  C h a r a c te r i s t i c s  as P re d ic to r s  o f  " C e r ta in ty  

o f  E f fe c t"

Two o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  were hypothesized  to  be 

im portan t in  ex p la in in g  how c e r t a in  a d m in is t r a to r s  would be t h a t  the  

two tr e n d s  would indeed a f f e c t  t h e i r  p a r t i c u l a r  o rg a n iz a t io n .

O rg an iza tio n a l  C u l tu re . I t  was hypothesized  t h a t  th e  e f f e c t  o f  a 

s tro n g  i n s t i t u t i o n a l  c u l tu r e  would be one o f  decreasing  the  l ik e l ih o o d  

t h a t  a d m in is t r a to r s  would be c e r t a in  o f  an e f f e c t  o f  th e  demographic 

and v o c a t io n a l  t r e n d s  on t h e i r  p a r t i c u l a r  i n s t i t u t i o n .  This 

hypo thesis  was t e s t e d  using  ze ro -o rd e r  and f i r s t - o r d e r  p a r t i a l  

c o r r e l a t i o n  c o e f f i c i e n t s ,  th e  l a t t e r  as a means fo r  t e s t i n g  the  

s t r e n g th  o f  the  a s s o c ia t io n  while c o n t ro l l in g  fo r  th e  s e p a ra te  e f f e c t s  

o f  the  re so u rce  dependence c h a r a c t e r i s t i c s .

The r e s u l t s  o f  th e se  ana ly se s  a re  p resen ted  in  Table 16. As can 

be seen from t h i s  t a b l e ,  th e  s t r e n g th  o f  the  i n s t i t u t i o n a l  c u l tu r e  

(o r ,  a l t e r n a t i v e l y  th e  degree to  which the  i n s t i t u t i o n  i s  perce ived  to  

be unigue) i s  s i g n i f i c a n t l y  n e g a t iv e ly  r e l a te d  to  th e  c e r t a in t y  o f  

e f f e c t  sco res  fo r  th e  demographic t r e n d  except when th e  r e la t io n s h ip  

i s  examined a t  th e  i n d iv id u a l - l e v e l  with s e l e c t i v i t y  o f  th e  school 

p a r t i a l l e d  o u t .  On th e  o th e r  hand, th e  r e la t io n s h ip  between c u l tu r e  

and th e  perce ived  c e r t a in t y  o f  e f f e c t  o f  th e  v o ca t io n a l  t r e n d  i s  

i n s i g n i f i c a n t  a t  th e  in d iv id u a l  l e v e l  o f  a n a ly s i s  bu t s i g n i f i c a n t ,
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Table Sixteen

T h e  E f f e c t s  o f  I n s t i t u t i o n a l  C u l t u r e  o n  A d m i n i s t r a t o r  
C e r t a i n t y  a b o u t  t h e  E f f e c t  o f  t h e  D e m o g r a p h i c  a n d  

V o c a t i o n a l  T r e n d s  o n  t h e i r  I n s t i t u t i o n s

U n i t  o f  A n a l y s i s =  U n i t  o f  A n a l y s i s =
I n d i v i d u a l I n s t i t u t i o n

C u l t u r e - P C E D  
( P e r c e i v e d  
C e r t a i n t y  o f  
E f f e c t  o f  t he  
Demographi c  
T r e n d )

r = - . 1 4 *  
( n = 2 0 6 )

r  = - . 2 7 *  
( n = 6 4 )

C u l t u r e -  
Ma g n i t ud e  o f  
E f f e c t  o f  t he  
Demographi c  
Trend

r = - . 1 7 * *
( n = 2 0 6 )

Not  t e s t e d

C u l t u r e - P C E V  
( P e r c e i v e d  
C e r t a i n t y  o f  
E f f e c t  o f  t h e  
V o c a t i o n a l  T r e n d )

r ? - . 1 0  
( n = 2 0 1 )

r  = - . 2 6 *  
( n = 6 4 )

C u l t u r e -  
Mag n i t u d e  o f  
E f f e c t  o f  t he  
V o c a t i o n a l  
T rend

r  = - . 1 3 * Not  T e s t e d

o.  Wi t h  S e l e c t i v i t y o f  t h e  C o l l e g e  P a r t i a l l e d Out

C u l t u r e - P C E D r  = - . 1 1  
( n = 1 8 3 )

r  = - . 2 6 *  
( n=64)

C u l t u r e - P C E V r  = - . 0 6  
( n=183)

r  = - . 2 6 *  
( n = 6 4 )

* p  < . 0 5
* * p  < . 0 1
* * * p  < . 0 0 1
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Table Sixteen (Cont'd)

U n i t  o f  f l n a l y s i s =  U n i t  o f  A n a l y s i s =
 I n d i v i d u a l ________________________I n s t i t u t i o n

B. Wi t h  t he Number o f  P r o f e s s i o n a l M a j o r s  p a r t i a l l e d  out

C u l t u r e - P C E D r= - . 1 4 * r = - . 2 5 *
( n = 2 0 2 ) ( n = 6 4 )

C u l t u r e - P C E V r= - . 0 8 r=  - . 2 4 *
( n = l 98 ) ( n = 6 4 )

C. Wi t h  t he E x i s t e n c e  o f  C o n t i n u i n g E d u c a t i o n  progr ams p a r t i a l l e d  out

C u l t u r e - P C E D r= - . 2 0 * Not  t e s t e d
( n = 1 4 1 )

C u l t u r e - P C E V r= - . 1 0 Not  t e s t e d
( n= 141)

0 .  Wi t h  t he E x i s t e n c e  o f  an Eveni ng Program p a r t i a l l e d  out

C u l t u r e - P C E D r = - . 2 0 * Not  t e s t e d
( n = 1 4 1 )

C u l t u r e - P C E V r = - . 1 1 Not  t e s t e d
( n = 1 4 1 )

*p  <. 05
* * p  S . 01
* * * p  4. 001
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again  in  th e  expected d i r e c t i o n ,  when i n s t i t u t i o n a l - l e v e l  d a ta  a re  

analyzed . I n t e r e s t i n g l y ,  th e  r e l a t i o n s h ip  between s t re n g th  of 

i n s t i t u t i o n a l  c u l tu r e  and e s t im a te s  o f  th e  l i k e ly  magnitude o f  th e  

e f f e c t  o f  th e  two tre n d s  i s  s i g n i f i c a n t  fo r  both t r e n d s .  This 

sugges ts  t h a t  th e  component o f  PCED and PCEV most in f lu en ced  by 

c u l tu r e  i s  the  ev a lu a t io n  o f  the  expected s e v e r i t y  o f  the  e f f e c t  not 

the  ev a lu a t io n  o f  perce ived  l ik e l ih o o d  o f  an e f f e c t .

I n s t i t u t i o n a l  membership. This re se a rc h  a lso  sought to  p r e l im in a r i ly  

t e s t  P f e f f e r ' s  hypo thesis  t h a t  th e  e f f e c t  o f  a s tro n g  i n s t i t u t i o n a l  

c u l tu r e  would be m anifes ted  in  g r e a t e r  i n t r a - i n s t i t u t i o n a l  agreement 

in  p e rce p t io n s  than i n t e r - i n s t i t u t i o n a l  agreement. This hypo thesis  

could only be explored in  a very t e n t a t i v e  way in  t h i s  study because 

o f  the  p a t t e r n  o f  re sp o n d en ts .  I t  was thought t h a t  t e s t i n g  t h i s  

h ypo thesis  when th e re  were only two responden ts  from an i n s t i t u t i o n  

would not y ie ld  a meaningful r e s u l t  because o f  th e  i n s t a b i l i t y  o f  

s tandard  d e v ia t io n s  ob ta ined  on th e  b a s i s  o f  two d a ta  p o in ts  and 

because th e re  would be 64 c a te g o r ie s  o f  i n s t i t u t i o n s .  The d e c is io n  

was made, t h e r e f o r e ,  to  use the  d a ta  from th e  14 i n s t i t u t i o n s  which 

had th r e e  or more responden ts  to  the  q u e s t io n n a i r e .  The agreement 

a c ro ss  i n s t i t u t i o n s  was examined only a f t e r  th e se  14 i n s t i t u t i o n s  had 

been fu r th e r  broken down in t o  su b c a te g o r ie s  ( e .g .  by geograph ica l 

l o c a t i o n ) .
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The meaningfulness o f  t h i s  as a t e s t  o f  P f e f f e r ' s  hyp o th es is  i s ,  

however, q ues tionnab le  as a more a p p ro p r ia te  t e s t  would r e q u i re  more 

in d iv id u a ls  w ith in  i n s t i t u t i o n s  and fewer i n s t i t u t i o n s .  The r e s u l t s  

o f  th e se  r e s t r i c t e d  an a ly se s  a re  p resen ted  in  Table 17.

The r e s u l t s  o f  th e  an a ly se s  o f  v a r ia n ce  procedures (see  Table 17) 

re v e a l  b e tw e e n - in s t i tu t io n  v a r ia n ces  in  PCE sco res  which are  

s ig n i f i c a n t l y  l a r g e r  than  th e  w ith in  group v a r ia n ces  in  two out o f  10 

c a se s .  On th e  b a s is  o f  chance, one would expect only one out o f  20 

t e s t s  to  be s i g n i f i c a n t .  The f a c t  t h a t  two out o f  10 t e s t s  o f  t h i s  

hypo thes is  were found to  be s i g n i f i c a n t  sugges ts  th a t  th e re  may be 

some v a l i d i t y  to  P f e f f e r ' s  h y p o th e s is .  While the  r e s u l t s  o f  t h i s  

study a re  somewhat encouraging , th e se  r e s u l t s  a re  a r a th e r  weak t e s t  

o f  the  hypo thes is  and f u r th e r  e m p ir ic a l  work i s  c l e a r ly  needed to  t e s t  

the  h y p o th e s is .

O rg an iza tio n a l  S t r u c t u r e /P a r t i c ip a t io n  in  D ecision Making. 

D e c e n t ra l iz a t io n  o f  d e c is io n  making, or what i s  sometimes r e f e r r e d  to  

as th e  "o rgan icness"  o f  th e  i n s t i t u t i o n ' s  s t r u c t u r e ,  was hypothesized 

to  have a p o s i t i v e  impact on a d m in i s t r a t o r s '  degree o f  c e r t a in t y  about 

whether t h e i r  i n s t i t u t i o n s  would be a f f e c te d  by the  demographic and 

v o c a t io n a l  t r e n d s .  Involvement in  th e  s t r a t e g i c  d ec is io n  making 

p rocess  fo r  a c o l le g e ,  i t  was reasoned , may enhance i n d i v id u a l s '  sense 

o f  r e s p o n s i b i l i t y  fo r  th e  f a t e  o f  th e  i n s t i t u t i o n  and perhaps, le ad s  

to  more a c t iv e  a t tem p ts  to  unders tand  th e  i n s t i t u t i o n ' s  environment
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T a b l e  S e v e n t e e n  
T h e  E f f e c t s  o f  I n s t i t u t i o n a l  M e m b e r s h i p  
on P e r c e i v e d  C e r t a i n t y  o f  E f f e c t  S c o r e s

P r e d i c t i n g  P e r c e i v e d  C e r t a i n t y  
o f  E f f e c t  o f  t he  Demographi c  

T rend

P r e d i c t i n g  P e r c e i v e d  C e r t a i n t y  
o f  E f f e c t  o f  t he  V o c a t i o n a l  

Trend

A . NORTHEAST

Source S.S. D. r . M.S. L Source S.S. D.F. M.S. F Sig^

Between
Groups 10,208 3 3,402 .16 .918

Between
Groups 54,392 3 18,130 .73 .56

Within
Groups 166,090 8 20,761

Within
Groups 197,935 8 24,742

B. SOUTHEAST

Source S.S. D.F. M.S. f s ia - Source S.S. D.F. M.S. F_

Between
Groups 149,980 2 74,990 2.11 .20

Between
Groups 42,169 2 21,084 9.36 .01

Within
Groups 213,185 6 35,530

Within
Groups 13,518 6 2,253

C. GREAT LAKES

Source S.S. D.F. M.S. F Si£^ Source S.S. D.F. M.S. F Siq.

Between
Groups 91,260 4 22,815 1.01 .45

Between
Groups 51,943 4 12,986 1.49 .29

Within
Groups 226,917 10 22,691

»

Within
Groups 69,927 8 8,741



141

P r e d i c t i n g  PCED P r e d i c t i n g PCEV

D. ROCKY MOUNTAIN STATES

Source S.S. D.F. M.S. F Siq. Source S.S. D.F. M.S. F Siq.

Between
Groups 164,995 3 54,998 2.17 .17

Between
Groups 59,298 3 19,766 1.87 .21

Within
Groups 202,360 8 25,295

Within
Groups 84,424 8 10,553

£. SOUTH WEST AND FAR WEST STATES

Source S.S. D.F. M.S. F S i ^ Source S.S. D.F. M.S. £  5 i£L

Between
Groups 420,283 2 210,117 35.12 .001

Between
Groups 144,068 2 72,034 4.08 .075

Within
Goups 35,902 6 5,984

Within
Groups 105,935 6 17,656
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and to  analyze  i t s  l i k e l y  impact on th e  i n s t i t u t i o n .  Z ero -o rder and 

p a r t i a l  c o r r e l a t i o n s  were used to  t e s t  th e  hypotheses .

Table 18 o u t l in e s  th e  r e s u l t s  o f  th e se  a n a ly se s .  The f in d in g s  

o u t l in e d  in  t h a t  t a b le  show th a t  the  hypotheses were not supported  a t  

e i t h e r  th e  in d iv id u a l  or i n s t i t u t i o n a l  l e v e l  o f  a n a ly s i s .

At th e  in d iv id u a l  l e v e l  o f  a n a ly s i s ,  th e  r e s u l t s  in d ic a te  th a t  

th e re  i s  no s i g n i f i c a n t  r e l a t i o n s h ip  between d e c e n t r a l i z a t io n  o f  

d ec is io n  making and c e r t a i n t y  o f  e f f e c t  s co re s  w h ile ,  a t  th e  

i n s t i t u t i o n a l  l e v e l  o f  a n a ly s i s ,  th e  z e ro -o rd e r  and p a r t i a l  

c o r r e l a t i o n  c o e f f i c i e n t s  re v e a l  s i g n i f i c a n t  n ega t ive  r e la t io n s h ip s  

between p a r t i c i p a t i o n  in  d e c is io n  making and c e r t a in t y  o f  e f f e c t .

The d i f f e r e n c e s  between the  r e s u l t s  found a t  the  in d iv id u a l  l e v e l  

and those  found a t  th e  i n s t i t u t i o n a l  l e v e l  probably  r e f l e c t  th e  f a c t  

t h a t  because such a wide d i v e r s i t y  o f  r o le s  was sampled, th e re  was a 

high degree o f  v ar iance  in  the  amount o f  d e c e n t r a l i z a t io n  o f  d ec is io n  

making perce ived  to  e x i s t .  In f a c t ,  r o le  was found to  make a 

s i g n i f i c a n t  d i f f e r e n c e  in  th e  degree to  which th e  a d m in is t r a to r s  

perce ived  the  s t r u c t u r e  to  be p a r t i c ip a to r y  in  n a tu re  (F= 9 .44 ,  p< 

.001; see Table 19). Roles were grouped to g e th e r  by l e v e l  in  the  

i n s t i t u t i o n a l  h ie ra rc h y  and th e  r e s u l t s  rev ea led  t h a t  p r e s id e n t s  and 

execu tiv e  v ice  p r e s id e n t s  tended to  p e rce iv e  th e  s t r u c t u r e  as  more 

p a r t i c ip a to r y  than d id  p ro v o s ts  and v ice  p r e s id e n t s .  These 

a d m in is t r a to r s ,  in  tu r n ,  pe rce ived  th e  s t r u c t u r e  to  be more
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Table Eighteen

The Effects of In s t i tu t io n a l  Structure 
on Administrator Certainty about the Effect 
of the Demographic and Vocational Trends on 

th e i r  In s t i tu t io n s

U n i t  o f  A n a l y s i s =  U n i t  o f  A n a l y s i s =
I n d i v i d u a l _______________________I n s t i t u t i o n

P a r t i c i p a t i o n  
i n  D e c i s i o n
Maki ng-PCED r =  - . 0 3  r= - . 2 4 *
( P e r c e i v e d  ( n = 1 9 9 )  ( n=64 )
C e r t a i n t y  o f  an
E f f e c t  o f  t h e
Demogr aph i c
T r e n d )

P a r t i c i p a t i o n  
i n  D e c i s i o n
Mak i ng-PCEV . 
( P e r c e i v e d  
C e r t a i n t y  o f  an 
E f f e c t  o f  t h e  
V o c a t i o n a l  
T r e n d )

r =  - . 0 2  
( n=19 5 )

r =  - . 2 4 *  
( n = 6 4 )

A.  w i t h  S e l e c t i v i t y o f  t h e  C o l l e g e p a r t i a l l e d  o u t

P a r t i c i p a t i o n - r= - . 0 3 r =  - . 2 3 *
PCED ( n = 178) ( n = 6 1 )

P a r t i c i p a t i o n - r =  - . 0 2 ! r =  - . 2 8 *
PCEV ( n = 178) ' ( n = 6 1 )

B.  W i t h  t h e  number o f  P r o f e s s i o n a l M a j o r s  p a r t i a l l e d  ou t

P a r t i c i p a t i o n - r= - . 0 4 r= - . 2 2 *
PCED ( n = l 95) ( n = 6 1)

P a r t i c i p a t i o n - r =  - . 0 0 r= - . 2 1 *
PCEV ( n=19 2 ) ( n=61 )

* p $ . 0 5
* * p S . 0 1
* * * p « . 001
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Table Eighteen (Cont'd)

U n i t  o f  f l n a l y s i s =  U n it  o f  A n a l y s i s :
I n d i v i d u a l  I n s t i t u t i o n

C. Wi t h  t h e  E x i s t e n c e  o f  C o n t in u in g  E d u c a t i o n  p a r t i a l l e d  o u t

P a r t i c i p a t i o n -  r  = - . 0 4  No t  t e s t e d
PCED ( n = i  83 )

P a r t i c i p a t i o n -  r  = - . 0 3  Not  t e s t e d
PCEV ( n = l 83)

D. Wi t h  t h e  E x i s t e n c e  o f  an E v e n i n g  S e s s i o n  p a r t i a l l e d  o u t

P a r t i c i p a t i o n -  r  = - . 0 3  Not  t e s t e d
PCED ( n=173)

P a r t i c i p a t i o n -  r  = - . 0 2  No t  t e s t e d
PCEV ( n = 173)
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T h e  R e l a t i o n s h i p  b e t w e e n  R o l e  a n d  P e r c e i v e d  
P a r t i c i p a t i o n  i n  D e c i s i o n - M a k i n g

R o l e Me a n j5_t jd_.__n N

L e v e l 1 3 5 . 8 7 3 . 6 6 30

L e v e l 2 3 4 . 5 3 4 . 5 8 90

L e v e l 3 3 1 . 4 2 6 . 7 6 64

L e v e l  1 = 

L e v e l  2 =

L e v e l  3 =

P r e s i d e n t s ,  A c t i n g  P r e s i d e n t s ,  E x e c u t i v e  V i c e  
P r e s i d e n t s

P r o v o s t s ,  T r e a s u r e r s ,  V i c e  P r e s i d e n t s  f o r  F i n a n c e ,  
V i c e  P r e s i d e n t s  f o r  D e v e l o p m e n t ,  D i r e c t o r s  o f  
S t r a t e g i c  P l a n n i n g

D i r e c t o r s  o f  A d m i s s i o n s ,  A s s o c i a t e  D i r e c t o r s  o f  
A d m i s s i o n s ,  A s s i s t a n t s  t o  P r e s i d e n t s ,  D i r e c t o r s  
o f  G r a n t s ,  D i r e c t o r s  o f  I n s t i t u t i o n a l  R e s e a r c h  
a n d  U n d e r g r a d u a t e  D e a n s .

A N A L Y S I S  OF V A R I A N C E

.§.£££££

B e t w e e n
g r o u p s

S . S .

5 3 5 . 3

L i n e a r i t y  5 0 1 . 5  

I V n e t l m  3 3 . 9

2 2 6 7 . 7  9 . 4 4

1 5 0 1 . 4  1 7 . 6 8

1 3 3 . 9  1 . 1 9

SAnni.Li£££££

. 0 0 0 1  

. 0 0 0 0  

. 2 7 6  1
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p a r t i c ip a to r y  than  d id  th o se  below them in  th e  h ie ra rch y  ( e .g .  

d i r e c to r s  o f  adm issions, school deans, d i r e c to r s  o f  i n s t i t u t i o n a l  

r e sea rch  e t c . ) .

I n t e r e s t i n g ly ,  the  same phenomenon may be re sp o n s ib le  fo r  the  

i n s t i t u t i o n - l e v e l  r e s u l t s  being  in  the  o p p o s ite  d i r e c t io n  from th a t  

which was p re d ic te d .  To r e i t e r a t e ,  i t  was thought t h a t  p a r t i c ip a t io n  

would in c re a s e  c e r t a in t y  on the  average but th e  o p p o s ite  r e la t io n s h ip  

was found. High d e c e n t r a l i z a t io n  was found to  be a s s o c ia te d  with 

g r e a te r  u n c e r ta in ty  about th e  n a tu re  o f  th e  impact o f  th e  tren d s  

s tu d ie d .  I t  may be t h a t  p a r t i c i p a t i o n  in  d e c is io n  making allows fo r  

g re a te r  h e te ro g e n e i ty  o f  op in ions  being expressed , causing  g re a te r  

u n c e r ta in ty  on th e  average r a th e r  than  g re a te r  c e r t a i n t y .

In d iv id u a l  C h a r a c te r i s t i c s  as  P r e d ic to r s  o f  Perceived  "C er ta in ty  

o f  E f fe c t"

The fo llow ing  in d iv id u a l  demographic v a r ia b le s  were hypothesized 

to  be s ig n i f i c a n t l y  r e l a t e d  to  th e  degree o f  u n c e r ta in ty  

a d m in is t r a to r s  would have about the  e f f e c t  th e  two tr e n d s  s tu d ie d  

would have on th e  i n s t i t u t i o n :

- le n g th  o f  time ( te n u re )  in  th e  ro le
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- te n u re  in  th e  i n s t i t u t i o n  

- te n u re  in  education  

-age o f  th e  a d m in is t ra to r  

-p rev io u s  r o le  held

As th e se  hypotheses were viewed as e x p lo ra to ry ,  th e  d i r e c t io n  o f  th e se  

r e l a t io n s h ip s  were not s p e c i f i e d .  A ll o f  th e se  hypotheses were 

t e s t e d ,  depending on the  n a tu re  o f  th e  p re d ic to r  v a r ia b le ,  through 

a n a ly s i s  o f  v ar iance  or through th e  use o f  Pearson product-moment 

c o r r e l a t i o n  c o e f f i c i e n t s .

In g e n e ra l ,  th e se  hypotheses were not supported  when t e s t e d  v ia  

th e se  tech n iq u es .  These hypotheses were f u r th e r  analyzed using 

a n a ly s i s  o f  covariance  and p a r t i a l  c o r r e l a t i o n a l  techn iques  as  a means 

o f  c o n t ro l l in g  fo r  th e  e f f e c t s  o f  o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  such 

as s t r e n g th  o f  c u l tu r e ,  l e v e l  o f  p a r t i c i p a t i o n ,  s e l e c t i v i t y  and 

p ro fe s s io n a l  emphasis and fo r  th e  p o s s ib le  confounding e f f e c t s  o f  

o th e r  in d iv id u a l  demographic v a r i a b le s .  G enera lly ,  c o n t ro l l i n g  fo r  

th e se  v a r ia b le s  had l i t t l e  o r  no e f f e c t  on th e  r e la t i o n s h ip  between 

in d iv id u a l  demographics and th e  perce ived  c e r t a in t y  o f  e f f e c t  sc o re s .

Tenure in  th e  Role . As Table 20 r e v e a l s ,  no s ig n i f i c a n t  

r e l a t io n s h ip  was found between r o le  te n u re  and perce ived  

c e r t a in t y  o f  e f f e c t  s c o re s  fo r  e i t h e r  t r e n d  (r= - .01  and
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T h e  R e l a t i o n s h i p  b e t w e e n  T h r e e  T y p e s  o f  T e n u r e  
a n d  P e r c e i v e d  C e r t a i n t y  a b o u t  t h e  e f f e c t  o f  T r e n d s  

i n  t h e  E d u c a t i o n a l  E n v i r o n m e n t

P o s i t i o n  I n s t i t u t i o n a l  A d m i n i s t r a t i o n
T e n u r e  T e n u r e  o f  H i g h e r  E d .

Te n u r e

PCED - . 0 1  - . 0 6  . 1 0

PCED = P e r c e i v e d  C e r t a i n t y  a b o u t  t h e  E f f e c t  o f  t h e
D e c l i n e  i n  t h e  N u m b e r  o f  1 8 - 2 4  y e a r  o l d s  b e t w e e n  
19 8 3 a n d  1 99  7 .•

PCEV = P e r c e i v e d  C e r t a i n t y  a b o u t  t h e  E f f e c t  o f  t h e  
I n c r e a s e d  D e ma n d  f o r  V o c a t i o n a l  R e l e v a n c e  i n  
E d u c a t i o n



- .0 5  fo r ,  th e  demographic and v o c a t io n a l  t re n d s  

r e s p e c t iv e l y ) .  Table 21 shows t h a t  th e  n a tu re  o f  th e se  

c o r r e l a t i o n s  was not changed by th e  p a r t i a l l i n g  out o f  

v a r ian ce  due to  s t r e n g th  o f  c u l tu r e ,  p a r t i c i p a t i o n ,  

s e l e c t i v i t y  or degree o f  p ro fe s s io n a l  emphasis.

Tenure in  th e  I n s t i t u t i o n . Again, no s i g n i f i c a n t  

r e l a t i o n s h ip s  were found (r= - .0 6  and - .0 3  fo r  the  

demographic and v o c a t io n a l  t r e n d s ,  r e s p e c t iv e ly ) .  

P a r t i a l l i n g  out th e  o r g a n iz a t io n a l  c h a r a c t e r i s t i c s  

mentioned above was found to  have no e f f e c t  on th e se  

r e l a t i o n s h ip s  (see  Table 20).

Tenure in  h igher  ed uca tion  a d m in is t r a t io n . Tenure 

in  ed u c a t io n a l  a d m in is t r a t io n  was a lso  found not to  be 

s i g n i f i c a n t l y  r e l a t e d  to  a d m in i s t r a t o r ' s  c e r t a in t y  of 

e f f e c t  sco res  fo r  e i t h e r  t r e n d  (r= .10  and - .01  for 

th e  demographic and v o c a t io n a l  t r e n d s  r e s p e c t iv e l y ) .  

P a r t i a l l i n g  ou t o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  again  

had no e f f e c t  on th e  n a tu re  o f  th e se  r e l a t io n s h ip s  

(see  Table 20).
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T h e  R e l a t i o n s h i p  b e t w e e n  D e m o g r a p h i c  C h a r a c t e r i s t i c s  
o f  I n d i v i d u a l s  a n d  P e r c e i v e d  C e r t a i n t y  o f  E f f e c t  

C o n t r o l l i n g  f o r  t h e  E f f e c t  o f  O r g a n i z a t i o n a l  
C h a r a c t e r i s t i c s

P o s i t i o n  I n s t i t u t i o n a l  A d m i n .  B o u n d a r y
T e n u r e T e n u r e T e n u r e S p a n n i n g

A c t i v i t y

C O N T R O L L I N G  FOR . . . . S T RE NGT H OF CUL T URE ( n = 1 6 6 )

PCED . 01 -  . 0 8 . 10 . 0 2

PCEV -  . 0 5 -  . 07 -  . 0 A -  . 12

C O N T R O L L I N G FOR . . .  . P A R T I C I P A T I O N  I N  
D E C I S I O N  MAKI NG ( n  = 1 6 6 )

PCED .0 0 -  . 08 . 12 . 00

PCEV -  . 0 6 -  . 06 -  . 02 - . 1 3

C O N T R O L L I N G FOR . . .  . S E L E C T I V I T Y  OF THE COLLEGE  
( n  = 1 6 6 )

PCED .0 0 -  . 0 7 . 1 2 . 00

P C E V -  . 07 -  . 0 5 -  . 0 2 - . 1 3

C O N T R O L L I N G FOR . . .  . DEGREE OF P R O F E S S I O N A L  
O R I E N T A T I O N  ( n  = 1 6 6 )

P C E D .0 0 -  . 0 8 . 1 1 -  . 01

P C E V -  . 0 6 -  . 08 -  . 0 3 -  . 1 5 *

*p4. 05
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Age o f  th e  A d m in is t ra to r . As Table 22 r e v e a l s ,  age was 

found to  have no s i g n i f i c a n t  r e l a t i o n s h ip  to  PCE sco res  

fo r  e i t h e r  th e  v o c a t io n a l  or demographic t re n d s  (F= .52 and 

.61 r e s p e c t iv e ly ) .

P revious r o le  h e ld . The r e s u l t s  o f  an a n a ly s i s  of 

v ar iance  procedure p re sen te d  in  Table 23 revea led  t h a t  the  

p rev ious  ro le  he ld  by the  a d m in is t r a to r  had no e f f e c t  on 

" c e r t a in ty  o f  e f f e c t "  sco res  (F= .38 and 2.24 fo r  the  

demographic and v o c a t io n a l  t r e n d s  r e s p e c t iv e ly ) .

Role C h a r a c t e r i s t i c s  as  P re d ic to r s  o f  " C e r ta in ty  of E f fe c t"

The r o l e  t h a t  an in d iv id u a l  occupies  in  an o rg a n iz a t io n  p laces  

boundaries  on th e  c o n ten t  o f  h i s /h e r  jo b —and th e se  boundaries  may 

have a s i g n i f i c a n t  impact on how t h a t  in d iv id u a l  p e rce iv es  the  

i n s t i t u t i o n a l  environment. The e f f e c t  o f  two r o l e - r e l a t e d  v a r ia b le s  

on c e r t a in t y  o f  e f f e c t  s c o re s  were exp lo red ; th e se  v a r ia b le s  were the  

degree o f  boundary spanning invo lved  in  th e  r o le  and the  r o le  i t s e l f  

( i . e .  job  t i t l e ) .
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Table 22

The R e l a t i o n s h i p  between Age o f  th e  
A d m i n i s t r a t o r  and H i s / H e r  C e r t a i n t y  o f  E f f e c t  E v a l u a t i o n s

PCED BY AGE OF THE RESPONDENT

Age Mean PCED s c o re S .D . N

2 0 - 2 9 8 . 0 0 . 0 1

3 0 - 3 9 1 6 8 . 4 1 6 9 . 0 50

AO-49 1 2 7 .1 1 8 9 . 9 6 8

5 0 - 5 9 1 3 0 . 5 1 6 0 . 6 61

6 0 - 6 9 1 2 7 . 3 2 0 6 . 9 27

F = .61 (p = . 6 6 )

PCEV BY AGE OF THE RESPONDENT

Age Mean PCEV s c o re S .D . N

2 0 - 2 9 5 0 . 0 0 . 0 1

3 0 - 3 9 1 3 2 . 9 1 1 5 . 8 48

4 0 - 4 9 1 0 5 . 0 1 5 0 . 8 67

5 0 - 5 9 1 1 5 . 2 1 2 0 . 9 59

6 0 - 6 9 1 3 6 . 1 129 .0 27

F = .52 (p = .72)
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Table 23

The R e l a t i o n s h i p  between P r e v i o u s  R o l e  H e ld  
by t h e  Respondent  and P e r c e i v e d  C e r t a i n t y  ab ou t  the  

E f f e c t s  o f  Tren ds i n  t h e  H i g h e r  E d u c a t i o n  Env i ro n m e n t

PCED BY PREVIOUS ROLE HELD

Type o f R o l e  He ld Mean PCED sc ore S .D . N

L e v e l  1
C o l l e g e Admin. * 1 0 4 . 8 259 .1 11

L e v e l  2
C o l l e g e Adm in. * 1 1 3 . 2 1 7 9 . 3 61

F a c u i t y member an d /
o r  d e p ’ t c h a i r 131 . 7 159 .  2 30

Ot her 45 .0 2 0 5 . 6 6

F = .3 8  (p = . 7 6 7 )

PCEV BY PREVIOUS ROLE HELD

Type o f  R o l e  He ld Mean PCEV s co re S .D . N

L e v e l  1
C o l l e g e  A d m in . * 1 0 0 . 8 1 2 3 . 0 11

L e v e l  2
C o l l e g e  A d m in . * 1 3 0 . 8 1 1 7 . 1 58

F a c u l t y  member a n d /  
or d e p ' t  c h a i r 1 1 9 . 8 1 2 6 . 6 30

O t h e r
- 1 . 0 1 1 8 . 9 6

F = 2 . 2 4  (p = . 0 8 8 )

NOTE: L e v e l  1 A d m i n i s t r a t o r  r o l e s  were c o n s i d e r e d  to  i n c l u d e  P r e s i d e n t s ,
E x e c u t i v e  V i c e  P r e s i d e n t s ,  P r o v o s t s  and T r e a s u r e r s .  L e v e l  2 
R ol es  i n c l u d e d  D i r e c t o r s  o f  A d m is s io n s ,  D i r e c t o r s  o f  P l a n n i n g ,  
D i r e c t o r s  o f  R esearc h  and A s s o c i a t e  D i r e c t o r s  o f  A d m is s io n s .
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Boundary-Spanning A c t i v i t y . I t  was thought t h a t  in d iv id u a ls  who were 

more a c t iv e  boundary spanners  would have more in fo rm ation  regard ing  

th e  e f f e c t  o f  th e  two t r e n d s  on o th e r  i n s t i t u t i o n s  and th u s ,  would be 

more c e r t a in  about th e  l ik e l ih o o d  o f  an e f f e c t  o f  th e se  t re n d s  on 

t h e i r  p a r t i c u l a r  i n s t i t u t i o n s .

This hypo thesis  was no t supported . The c o r r e l a t i o n s  found in  

t h i s  study were - .0 6  between boundary spanning and c e r t a in t y  o f  e f f e c t  

o f  the  demographic t r e n d  and - .0 7  between boundary spanning and PCEV 

(n= 196).

Given t h a t  p rev ious re se a rc h  had uncovered s ig n i f i c a n t  

r e l a t i o n s h ip s  between boundary spanning and "environm ental" 

u n c e r ta in ty  (Cox e t  a l . ,  1978 L e i f e r  & Huber, 1977), i t  was decided to  

exp lore  the  r e l a t io n s h ip  between BSA and a l l  o f  th e  th r e e  types  of 

u n c e r ta in ty  in v e s t ig a te d  h e re .

Table 24 d is p la y s  the  m atrix  o f  c o r r e l a t i o n s  between boundary 

spanning and a l l  th r e e  types  o f  u n c e r t a in ty .  The only s i g n i f i c a n t  

r e l a t i o n s h ip  to  emerge from t h i s  a n a ly s i s  was between boundary 

spanning and response c e r t a i n t y .

The r e la t io n s h ip  between boundary spanning and perce ived  

c e r t a in t y  o f  e f f e c t  was a l s o  examined v ia  th e  use o f  p a r t i a l  

c o r r e l a t i o n s  to  c o n t ro l  fo r  th e  e f f e c t s  o f  o rg a n iz a t io n a l  

c h a r a c t e r i s t i c s .  These r e s u l t s  a re  d isp layed  in  th e  r ig h t-h a n d  column 

o f  Table 21. They in d i c a te  th a t  c o n t ro l l in g  fo r  o rg a n iz a t io n a l
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Table 2A

T h e  R e l a t i o n s h i p  b e t w e e n  B o u n d a r y  S p a n n i n g  a n d  
T h r e e  T y p e s  o f  " E n v i r o n m e n t a l  U n c e r t a i n t y "

B o u n d a r y  S p a n n i n g  
A c t i v i t y

( n = 1 9 6 )

PCOD - . 0  A

P C 0 V • - . 0 0

PCED -  . 06

PCEV -  . 07

R e s p o n s e  C e r t a i n t y  . 1 6 * *

* p $ . 05  

* * p £ . 0  1 

* * * p j C .  0 0  1
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c h a r a c t e r i s t i c s  served  to  in c re a s e  th e  magnitude o f  th e  r e la t io n s h ip  

between boundary spanning and PCE but fo r  the  v o ca t io n a l  t r e n d  on ly , 

and th e  increm ents  d id  no t  g e n e ra l ly  r e s u l t  in  a s i g n i f i c a n t  

c o r r e l a t i o n  c o e f f i c i e n t .  This r e l a t i o n s h ip  only reaches  s ig n i f i c a n c e  

when th e  e f f e c t s  o f  degree o f  p ro fe s s io n a l  emphasis a re  p a r t i a l l e d  

o u t .

Job t i t l e . I t  was hypothesized  t h a t  in d iv id u a ls  involved  with the  

adm issions fu n c tio n  would have h igher  PCED sco res  than  in d iv id u a ls  in  

o th e r  r o l e s .  Table 25 shows t h a t  t h i s  hypo thes is  was not supported 

(F= 1.27, p= .26).  I t  was a lso  hypothesized  t h a t  p ro v o s ts ,  because o f  

t h e i r  academic overview fu n c t io n ,  might be more c e r t a in  about the  

e f f e c t  o f  th e  v o c a t io n a l  t r e n d  than  t h e i r  a d m in is t r a t iv e  co l leag u es  in  

o th e r  r o l e s .  This h y p o th es is  was a lso  not supported  (F= .16, p= .69). 

In f a c t ,  an a n a ly s i s  o f  c e r t a i n t y  o f  e f f e c t  sco res  fo r  both t re n d s  

rev ea led  no s i g n i f i c a n t  d i f f e r e n c e s  by r o l e .
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Table 25

P e r c e i v e d  C e r t a i n t y  o f  E f f e c t  Score s  
By R o l e  o f  t h e  Respondent

PCED SCORES BY RESPONDENTS' ROLE 
ADMISSIONS OFFICERS VERSUS OTHERS

Mean PCED Sc ore  S. D. N

A dm is s io ns  O f f i c e r s 1 5 9 . A 1 6 5 . 5 53

O t h e r  R ol es 1 2 7 . A 1 8 0 . 0  

F = 1 .2 7  (p = . 2 6 )

1A1

PCEV SCORES BY RESPONDENTS' ROLE 
PROVOSTS VERSUS OTHERS

Mean PCEV s c o re  S. D. N

P r o v o s t s / C h i e f  
Academic O f f i c e r s 1 1 9 . 8  1 2 8 . 0 50

O t h e r  R ol es 1 1 1 . 3  130 133

F = .1 6  ( p = . 6 9 )
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P re d ic to r s  o f  Response C e r ta in ty

The th i r d  type o f  u n c e r ta in ty  which was hypothesized  to  e x i s t  was 

la b e le d  response c e r t a i n t y .  Response c e r t a in t y /u n c e r t a in t y  was 

def ined  as the  degree to  which th e  in d iv id u a l  f e l t  th a t  the  

i n s t i t u t i o n ' s  key d e c is io n  makers were aware o f  a l l  th e  p o s s ib le  

response o p tions  a v a i la b le  and o f  th e  l i k e ly  e f f e c t iv e n e s s  o f  each o f  

the  response a l t e r n a t i v e s .  Severa l p o s s ib le  p r e d ic to r s  o f  th e  degree 

o f  response c e r t a in t y /u n c e r t a in t y  were exp lo red .

Level o f  Agreement. P r io r  re sea rch  has suggested t h a t  th e  l e v e l  o f  

agreement among managers may be a determ inan t o f  im portan t 

o rg a n iz a t io n a l  outcomes, in c lu d in g  p r o f i t a b i l i t y  (H rebiniak & Snow, 

1982). This study sought to  develop f u r th e r  the  work o f  Hrebiniak and 

Snow (1982) by in v e s t ig a t in g  th e  e f f e c t  o f  t h i s  p o t e n t i a l l y  im portan t 

v a r ia b le  on a d m in i s t r a t o r s '  degree o f  c e r t a in t y  about how to  respond 

to  a change in  th e  r e le v a n t  environment o f  th e  o rg a n iz a t io n .  

S p e c i f i c a l l y ,  i t  was le v e l  o f  a d m in is t r a to r  agreement rega rd ing  the  

l ik e l ih o o d  o f  environm ental changes a f f e c t in g  th e  i n s t i t u t i o n  which 

was o f  i n t e r e s t .
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This study a lso  sought to  extend H rebiniak and Snow's work with 

th e  le v e l  o f  agreement v a r ia b le  by a t tem pting  to  sp e c ify  v a r ia b le s  

which might be im portant in  i t s  p r e d ic t io n .  In t h i s  next s e c t io n ,  the  

hypotheses regard ing  the  p r e d ic t io n  o f  l e v e l  o f  agreement (LOA) w i l l  

be examined f i r s t  and then  th e  r o le  o f  l e v e l  o f  agreement as a 

p re d ic to r  o f  response c e r t a in t y  w i l l  be d iscu ssed .

P re d ic to r s  o f  Level o f  Agreement. The major p r e d ic to r s  o f  l e v e l  of 

agreement were hypothesized  to  be the  o rg a n iz a t io n - le v e l  f a c to r s  o f  

s t r e n g th  o f  c u l tu r e  and type o f  s t r u c t u r e .  I t  was hypothesized  th a t  

the  s t ro n g e r  th e  o rg a n iz a t io n a l  c u l tu r e ,  the  more agreement th e re  

would be among a d m in is t r a to r s  about the  l ik e l ih o o d  o f  an environm ental 

change a f f e c t in g  t h e i r  p a r t i c u l a r  i n s t i t u t i o n .  Level o f  agreement was 

o p e ra t io n a l iz e d  through th e  use o f  th e  s tandard  d e v ia t io n  around the  

mean c e r t a in t y  o f  e f f e c t  s c o re .  The l a rg e r  the  s tandard  d e v ia t io n ,  

the  lower th e  le v e l  o f  agreement among t h a t  group o f  responden ts .  LOA 

was c a lc u la te d  only fo r  c o l le g e s  which had more than two responden ts  

who answered the  c e r t a in t y  o f  e f f e c t  q u es t io n .  Because o f  th e  f e l t  

need to  have th r e e  or more responding a d m in is t r a to r s  to  meaningfully  

examine a w i t h i n - i n s t i t u t i o n  s tan d a rd  d e v ia t io n ,  th e se  hypotheses were 

examined w ith in  a r a th e r  sm all su b se t  o f  the  responding i n s t i t u t i o n s  

( i n s t i t u t i o n a l  n=14).

As th e  d i s t r i b u t i o n  o f  s tandard  d e v ia t io n s  i s  o f te n  not normal, a 

nonparam etric s t a t i s t i c ,  th e  Spearman ran k -o rd e r  c o r r e l a t i o n  

c o e f f i c i e n t ,  was used so as  to  avoid any p o te n t i a l  v io l a t i o n  o f  the
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assumptions re q u ire d  fo r  th e  v a l id  use o f  p a ram etr ic  s t a t i s t i c s .

As i s  i l l u s t r a t e d  in  Table 26, th e  r e l a t io n s h ip  between s t r e n g th  

o f  c u l tu r e  and le v e l  o f  agreement was found to  be h igh ly  s i g n i f i c a n t  

fo r  both t re n d s  but i t  was in  the  o p p o s ite  d i r e c t io n  from t h a t  which 

was p re d ic te d .  The s t ro n g e r  th e  o rg a n iz a t io n a l  c u l tu re ,  the  more 

d isagreem ent th e re  was among a d m in is t r a to r s  as to  whether t h e i r  

i n s t i t u t i o n  would be a f f e c te d  by th e  changes in  the  h igher education  

environment s tu d ie d  h e re .  One ex p lan a tio n  fo r  th e se  f in d in g s  i s  th a t  

c o l le g e s  and u n iv e r s i t i e s  which have a s tro n g  sense o f  t h e i r  i d e n t i t y  

and thus  a s tro n g  c u l tu r e  a re  c o l le g e s  which th r iv e  on th e  e th ic  of 

independent though t.  In o th e r  words, i t  may be t h a t  one o f  the  

components o f  a s t ro n g  c o l l e g i a t e  c u l tu r e  i s  to le ra n c e  o f ,  and even 

encouragement o f ,  d isagreem ent among t h e i r  c o n s t i tu e n c ie s .

Disagreement and argument i s  o f te n  regarded  as the  essence of 

academia. This may a lso  be a c r i t i c a l  dimension which d i f f e r e n t i a t e s  

i n s t i t u t i o n s  o f  h igher educa tion  from o th e r  types  o f  o rg a n iz a t io n s  

which a re  more l i k e ly  to  p la ce  a high value on consensus and fo r  which 

a s t ro n g  c u l tu r e  i s  l i k e l y  to  be a homogenizing fo rce  r a th e r  than a 

fo rce  which f a c i l i t a t e s  c o n f l i c t .

I t  was a l so  hypothesized  t h a t  the  l e v e l  o f  a d m in is t ra to r  

agreement about the  l i k e l y  e f f e c t  o f  changes in  the  environment would 

be in f lu en ced  by how p a r t i c ip a to r y  the  i n s t i t u t i o n ' s  s t r u c t u r e  was.

I t  was thought t h a t  p a r t i c i p a t i o n  would r e s u l t  in  g r e a te r  agreement 

because i t  would allow a d m in is t r a to r s  to  be exposed to  and in f lu en ced  

by the  op in ions  o f  o th e r s —r e s u l t i n g  in  a s o r t  o f  r e g re s s io n  towards
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Table 26

T h e  E f f e c t s  o f  I n s t i t u t i o n a l  C u l t u r e  a n d  T y p e  o f  
S t r u c t u r e  on t h e  L e v e l  o f  A g r e e m e n t  a mo n g  
A d m i n i s t r a t o r s  a s  t o  t h e  L i k e l i h o o d  o f  an 
E f f e c t  o f  a P e n d i n g  E n v i r o n m e n t a l  C h a n g e

L e v e l  o f  A d m i n i s t r a t o r  A g r e e m e n t  a b o u t  t h e  
C e r t a i n t y  o f  an E f f e c t  o f  t h e

§
JD.e m££_r ££h i.£_X£££P. X£££Ai.£P..£.L_iiL££P.

S T RE NGT H
OF

CUL T URE

P A R T I C I P A ­
T I O N  I N  
D E C I S I O N  
MAKI NG

* p  * .  05
*  *  p J . 0 1
*  *  *  p< . 0 0 1

NOTE: As t h e  L e v e l  o f  Agreement  v a r i a b l e  was o p e r a t i o n a l i z e d  th r o u g h
th e  use o f  a s t a n d a r d  d e v i a t i o n ,  t h e  c o r r e l a t i o n s  i n  t h e  above  
m a t r i x  r e f l e c t  t h e  r e l a t i o n s h i p  between t h e  i n d e p e n d e n t  v a r i a b l e s  
and t h e  s t a n d a r d  d e v i a t i o n  on t h e  c e r t a i n t y  o f  e f f e c t  measure .
To i n t e r p r e t  t h e s e  c o r r e l a t i o n s  i n  terms o f  l e v e l  o f  a g r e e m e n t ,  
s im p l y  change t h e  s i g n  o f  t h e  c o e f f i c i e n t .

r  = . 6 1 * *
( n = 1 4 )

r  = -  . 08  
( n = 1 4 )

r  = . 4 9 *
( n = 1 4 )

r  = -  . 0 2  
( n = 1 4 )
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th e  mean e f f e c t .

This hypothesized  r e l a t i o n s h ip  between degree o f  p a r t i c i p a t i o n  

and l e v e l  o f  agreement, a l s o  t e s t e d  v ia  use o f  the  Spearman ran k -o rd e r  

c o r r e l a t i o n  c o e f f i c i e n t ,  was no t supported  fo r  e i t h e r  t r e n d .  

A dm in is tra to rs  from c o l le g e s  w ith  h igh ly  p a r t i c ip a to r y  d e c is io n  making 

modes were not more l i k e l y  to  be in  agreement w ith each o th e r  

rega rd ing  th e  l ik e l ih o o d  o f  an e f f e c t  o f  the  two environm ental changes 

s tu d ie d  here  than  were a d m in is t r a to r s  from c o l le g e s  with l e s s  

p a r t i c ip a to r y  s t r u c t u r e s .

P a r t i c i p a t i o n ,  th en ,  appears  to  be an i r r e l e v a n t  f a c to r  in  the  

p r e d ic t io n  o f  both th e  a b s o lu te  amount o f  c e r t a in t y  an a d m in is t ra to r  

has about th e  l ik e l ih o o d  o f  an e f f e c t  as  w ell as o f  th e  amount of 

agreement a c ro ss  a d m in is t r a to r s  in  t h e i r  r e s p e c t iv e  ev a lu a t io n s  o f  

environm ental im pact. On th e  o th e r  hand, p a r t i c i p a t i o n  was found to  

be r e l a t e d  to  th e  i n s t i t u t i o n a l  mean " c e r t a in ty  o f  e f f e c t "  score  fo r  

both t r e n d s  but in  a n e g a t iv e  d i r e c t i o n .  Thus, th e  more p a r t i c ip a to r y  

the  s t r u c t u r e  was, th e  lower th e  average i n s t i t u t i o n a l  " c e r t a in ty  

about the  e f f e c t "  sco re  was fo r  both t r e n d s .

One ex p lan a tio n  fo r  th e se  f in d in g s  could be t h a t  th e  p ro v is io n  of 

o p p o r tu n i t ie s  to  p a r t i c i p a t e  in  s t r a t e g i c  d e c is io n  making does not 

change an i n d i v i d u a l ' s  p e rso n a l  c e r t a i n t y  e s t im a te s  and does not bear 

a s i g n i f i c a n t  r e l a t i o n s h ip  to  th e  agreement among a d m in is t r a to r s .  

Because o f  th e se  two phenomena, p a r t i c i p a t i o n  may have th e  e f f e c t  of
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making whatever d isagreem ents  t h a t  do e x i s t  more s a l i e n t ,  thus  

r e s u l t i n g  in  lower average c e r t a in t y  l e v e l s  a t  th e  i n s t i t u t i o n a l  

l e v e l .  Huff (1978) suggested  t h a t  perhaps th e  u l t im a te  u n c e r ta in ty  

might a c tu a l l y  occur under co n d i t io n s  in  which people d isag reed  about 

how c e r t a i n  "something" was to  occur or to  impact on them.

Level o f  Agreement as  a P re d ic to r  o f  Response C e r t a in ty . I t  was 

hypothesized  t h a t  th e  more agreement th e re  was among a d m in is t ra to r s  in  

t h e i r  p e rc e p t io n s  o f  how l i k e l y  i t  was th a t  t h e i r  i n s t i t u t i o n s  would 

be a f f e c te d  by the  two tr e n d s  s tu d ie d ,  the  more c e r t a in  they would be, 

on th e  average, t h a t  th e  i n s t i t u t i o n  would be capable  of responding 

e f f e c t i v e l y .  This h y p o th es is  was not supported . The r e s u l t s  revea led  

t h a t  th e re  was a n eg a t iv e  r e l a t io n s h ip  between agreement about an 

e f f e c t  and response c e r t a i n t y  fo r  the  demographic t ren d  (r= .47, 

p<.05) and no s i g n i f i c a n t  r e l a t io n s h ip  between the  two v a r ia b le s  when 

t e s t e d  using th e  d a ta  c o l l e c t e d  on th e  v o ca t io n a l  t re n d  (r= - .0 2 ,  

n=14, p= .48).

Perhaps when an environm ental event i s  perce ived  as p a r t i c u l a r l y  

l i k e l y  to  be th re a te n in g  and those  with d e c is io n  making r e p o n s ib i l i t y  

agree  t h a t  an e f f e c t  i s  l i k e l y ,  th e  in c reased  p re ssu re  to  f in d  a 

s a t i s f a c t o r y  response to  c o u n te ra c t  th e  t h r e a t  a c t s  to  make th e se  

a d m in is t r a to r s ,  on th e  average , l e s s  c e r t a in  about t h e i r  a b i l i t y  to  

respond e f f e c t i v e l y .  I n te g r a t in g  th e  p a t te r n  o f  r e s u l t s  d iscussed
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here  w ith  t h i s  p o t e n t i a l  ex p lan a tio n  sugges ts  t h a t  c o l leg e  

a d m in is t r a to r s ,  on the  average , may p erce ive  th e  demographic t r e n d  as 

p o t e n t i a l l y  th re a te n in g  bu t may no t p erce ive  a s i g n i f i c a n t  t h r e a t  from 

th e  v o c a t io n a l  t r e n d ,  perhaps because th e  la rg e  m a jo r i ty  o f  c o l le g e s  

have a lread y  added more v o c a t io n a l ly - r e le v a n t  courses  over th e  l a s t  

decade. U n fo r tu n a te ly , due to  l i m i t a t i o n s  in  th e  re sea rch  design  of 

t h i s  s tudy , i t  i s  not p o s s ib le  to  a s c e r t a in  the  r e l a t i v e  magnitude of 

the  t h r e a t  to  th e  i n s t i t u t i o n  each t re n d  i s  perce ived  to  p o sse ss .

S tren g th  o f  C ultu re  as  a P re d ic to r  o f  Response C e r t a in ty . I t  was 

hypothesized  th a t  one o f  th e  ways in  which e f f e c t  

c e r t a in t y /u n c e r t a in t y  and response c e r t a in t y  could be d i f f e r e n t i a t e d  

from each o th e r  was through an examination o f  th e  ro le  of 

i n s t i t u t i o n a l  c u l tu r e  in  t h e i r  r e s p e c t iv e  p r e d ic t io n .  I t  was 

hypothesized  t h a t  c u l tu r e  would be n eg a t iv e ly  r e l a t e d  to  c e r t a in t y  of 

e f f e c t  and p o s i t i v e ly  r e l a t e d  to  response  c e r t a i n t y .  The p rev io u s ly  

d iscussed  r e s u l t s  have in d ic a te d  t h a t ,  fo r  th e  most p a r t ,  the  f i r s t  

hypo thesis  was supported  and th e  r e s u l t s  in  Table 27 re v e a l  t h a t  the  

second hypo thes is  was a l s o  supported .  The s t ro n g e r  th e  i n s t i t u t i o n a l  

c u l tu r e  was, th e  more c e r t a i n  a d m in is t r a to r s  were th a t  they would be 

capable  o f  responding e f f e c t i v e l y  to  th e  changes in  th e  h igher 

educa tion  environment. This r e l a t i o n s h ip  holds using  both in d iv id u a l  

and i n s t i t u t i o n a l  d a ta .
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Table 27
T h e  R e l a t i o n s h i p  B e t w e e n  

O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s  a n d  
A d m i n i s t r a t o r  C e r t a i n t y  a b o u t  How t o  R e s p o n d  

t o  P e n d i n g  E n v i r o n m e n t a l  C h a n g e s

DEGREE OF RES P ONSE  C E R T A I N T Y  

U n i t  o f  A n a l y s i s :  / U n i t  o f  A n a l ; i s
I n d i v i d u a l I n s t i t u t i o n

r = . 2 3 * * * r = . 3 9 * * *
( n= 1 9 3  ) - ( n = 6 A )

r = . 1 3 * r = . 2 4 *
( n = 1 9 3 ) ( n= 6 4  )

ST R E NGT H  OF
I N S T I T U T I O N A L
CUL TURE

P A R T I C I P A T I O N  
I N  D E C I S I O N  
MAKI NG

* p ^ .  05
* * p i l .  0 1
* * * p £ .  0 0 1
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O rgan iza tiona l  S t ru c tu re  as  a P re d ic to r  o f  Response 

C e r t a in ty . Hypothesis 3B:4 proposed t h a t  the  more p a r t i c ip a to r y  the  

o rg a n iz a t i o n 's  s t r u c t u r e  was, th e  more c e r t a in  a d m in is t r a to r s  would be 

about the  i n s t i t u t i o n ' s  a b i l i t y  to  respond e f f e c t i v e l y  to  changes in  

i t s  environment. Table 27 r e v e a ls  t h a t  t h i s  hypo thesis  was supported 

fo r  both in d iv id u a ls  and fo r  i n s t i t u t i o n s .

I n t e r e s t i n g ly ,  while th e  r e l a t io n s h ip  between the  degree o f  

p a r t i c ip a t io n  and response c e r t a in t y  was p o s i t i v e ,  the  r e l a t io n s h ip  

between p a r t i c ip a t i o n  and e f f e c t  c e r t a in t y  was nega t ive  and 

s ig n i f i c a n t  in  th e  n eg a t iv e  d i r e c t io n  when i n s t i t u t i o n s  were used as 

the  a n a ly s i s  u n i t .  This f in d in g  sugges ts  th a t  the  r o le  o f  s t r u c tu r e  

as  a p r e d ic to r  d i f f e r s  depending on th e  type o f  u n c e r t a in t y /c e r t a in t y  

being p re d ic te d ,  o f f e r in g  more t e n t a t i v e  evidence t h a t  th e se  

u n c e r ta in ty  types  a r e ’ indeed d i f f e r e n t .  This f in d in g  a l s o  sugges ts  a 

p o t e n t i a l l y  im portan t im p l ic a t io n ;  namely, t h a t  high l e v e l s  of 

p a r t i c ip a t io n  in  th e  " i n s t i t u t i o n a l "  or " s t r a t e g i c "  d e c is io n  making 

p rocess  may, in  some c o n d i t io n s ,  have p o s i t i v e  outcomes and in  o th e rs ,  

have p o t e n t i a l l y  nega t ive  outcomes ( e .g .  in  s i t u a t i o n s  where t u r f  

p r o te c t io n ,  d e n ia l  o f  t h r e a t  and p o l i t i c s  might be l i k e l y ) .

The P re d ic t io n  o f  I n s t i t u t i o n a l  Response P a t t e r n s . I t  was 

hypothesized  t h a t  the  choice  o f  o rg a n iz a t io n a l  responses  might vary as 

a fun c tio n  o f  how c e r t a in  the  i n s t i t u t i o n ' s  to p - l e v e l  a d m in is t r a to r s  

were o f  t h e i r  a b i l i t y  to  fo rm ulate  an e f f e c t iv e  response to  changes in
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th e  r e le v a n t  environm ent. I t  was hypo thesized , fo r  example, t h a t  

a d m in is t r a to r s ,  on th e  average , would have to  be f a i r l y  c e r t a i n  o f  

t h e i r  response  o p tio n s  and o f  t h e i r  l i k e l y  u t i l i t y  in  o rder  fo r  the  

i n s t i t u t i o n  to  engage in  th e  p o te n t i a l l y  c o s t ly  s t r a t e g i e s  o f  

m arketing , c r e a t in g  new programs or d iv e r s i fy in g  in to  new m arkets . 

Logical s t r a t e g i e s  fo r  a d m in is t r a to r s  who were s t i l l  u n c e r ta in  about 

how to  respond inc lude  in fo rm ation  g a th e r in g  and re trenchm ent ( e .g .  

c u t t in g  c o s t s ,  c u t t in g  low -enro llm ent programs e t c . ) .  I t  was a lso  

hypothesized  t h a t  i n s t i t u t i o n s  whose a d m in is t r a to r s  remained u n c e r ta in  

about t n e i r  response o p t io n s  would tend  to  be in  the  s ta g e  of 

co n s id e r in g  or p lanning responses  w hile i n s t i t u t i o n s  whose 

a d m in is t r a to r s  were more c e r t a i n  would have a lre ad y  made, or be in  the  

p rocess  o f  making responses  to  th e se  environm ental changes.

A nalysis  o f  the  da ta  c o l l e c t e d  on i n s t i t u t i o n a l  response 

p a t t e r n s ,  however, rev ea led  s i g n i f i c a n t  problems w ith th e  d a ta .  

A nalysis  o f  th e  responses  to  th e  survey item s rev ea led  t h a t  th e re  was 

l i t t l e  agreement between responden ts  from th e  same i n s t i t u t i o n  as to  

what the  i n s t i t u t i o n  had a l re ad y  done, was p lann ing  to  do, or had 

cons idered  and r e j e c te d  as  an a l t e r n a t i v e .  One respondent might, fo r  

example, in d i c a te  th a t  th e  c o l le g e  had lowered i t s  adm issions 

requ irem ents  while ano ther  in d ic a te d  t h a t  t h i s  response  a l t e r n a t i v e  

had been cons idered  and r e j e c t e d .

There a re  a number o f  p o s s ib le  ex p la n a t io n s  fo r  t h i s  la ck  o f  

agreement among responden ts  from the  same i n s t i t u t i o n .  One
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p o s s i b i l i t y  i s  t h a t  th e  i n s t r u c t i o n s  fo r  t h i s  p a r t  o f  th e  

q u e s t io n n a ire  may have been confusing  or inadequa te .  Another p o s s ib le  

ex p lan a tio n  i s  t h a t  in d iv id u a l s  may simply not be aware o f  what the  

i n s t i t u t i o n  i s  doing in  a re a s  o u ts id e  t h e i r  p a r t i c u l a r  domain bu t f e l t  

a need to  appear knowledgeable about t h e i r  i n s t i t u t i o n ' s  behavior even 

when they  were n o t .  This d e s i r e  to  appear knowledgeable would seem 

to  be a m a n ife s ta t io n  o f  a s o c ia l  d e s i r a b i l i t y  b ia s  expressed , in  t h i s  

in s ta n c e ,  by re sp o n d e n ts '  answering q u es tio n s  as though they knew th e  

answer when th ey ,  in  f a c t ,  d id  n o t .

This lack  o f  agreement among responden ts  c re a te d  problems in  

t e s t i n g  th e  hypotheses which r e l a t e d  to  i n s t i t u t i o n a l  reponse ch o ices .

Averaging re sp o n d e n ts '  answers to  th e se  ques tions  was c l e a r ly  an 

in a p p ro p r ia te  s t r a t e g y  as th e  da ta  were not i n t e r v a l - l e v e l  or 

continuous d a ta .  The d a ta  were nominal in  n a tu re  and could only be 

t r e a t e d  as  f req u en c ies  w ith in  c a t e g o r ie s .  A d e c is io n  was made, 

th e r e f o r e ,  to  only examine th e  d a ta  genera ted  by the  in d iv id u a l  who 

was most l i k e ly  to  have an overview o f  the  behavior o f  the  

i n s t i t u t i o n .  I n s t i t u t i o n a l  response  d a ta  from p r e s id e n t s ,  t h e r e f o r e ,  

were used in  cases  where th e  p r e s id e n t  had responded to  the  

q u e s t io n n a i r e .  In cases  in  which th e  p re s id e n t  had not responded, i f  

an execu tiv e  v ice  p r e s id e n t ,  d i r e c to r  o f  s t r a t e g i c  p lann ing  or 

e x ecu tiv e  a s s i s t a n t  to  th e  p r e s id e n t  w ith  s t r a t e g i c  p lanning  

r e s p o n s i b i l i t i e s  had responded, h i s /h e r  responses  were used. In many 

c a s e s ,  because o f  t h i s  r e s t r i c t i o n  on r o le s  sampled and because th e re
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was a la rg e  amount o f  m issing d a ta  in  t h i s  p a r t  o f  th e  q u e s t io n n a ire ,  

sample s i z e s  became q u i te  sm a ll .

Hypotheses 8:1 through 8 : A proposed t h a t  th e re  would be 

s ig n i f i c a n t  d i f f e re n c e s  in  i n s t i t u t i o n a l  response  p a t te r n s  as a 

func tion  o f  th e  average amount o f  response c e r t a in t y /u n c e r t a in t y  

a d m in is t r a to r s  w ith in  th e  i n s t i t u t i o n  possessed . These hypotheses 

were t e s t e d  through th e  use o f  independent sample t - t e s t s .  Table 28 

p re se n ts  the  r e s u l t s  o f  th e se  ana ly se s  in  the  r ig h t-h a n d  column. 

Although the  p a t te rn s  o f  responses  a re  in  the  hypothesized  d i r e c t io n  

in  a l l  response c a te g o r ie s  except in fo rm ation  g a th e r in g  ( e .g .  

i n s t i t u t i o n s  w ith more c e r t a i n  a d m in is t r a to r s  were engaged in  more 

market p e n e t r a t io n ,  d i v e r s i f i c a t i o n  and new program-type responses 

than i n s t i t u t i o n s  w ith  l e s s  c e r t a in  a d m in is t r a to r s ) ,  none o f  the  

d i f f e r e n c e s  in  the  "Already Done" column o f  Table 28 were s i g n i f i c a n t .

Hypotheses 8 :5  and 8 :6  suggested  t h a t  th e  average l e v e l  of 

response u n c e r ta in ty  possessed  by th e  i n s t i t u t i o n ' s  a d m in is t ra to r s  

would be p r e d ic t iv e  o f  th e  i n s t i t u t i o n ' s  p r e d is p o s i t io n  towards 

c o n s id e ra t io n  o f  response  a l t e r n a t i v e s  versus  tak ing  a c t io n .

Hypothesis 8 :5  was a tw o-pa rt  h y p o th e s is .  One p a r t  o f  th e  hypothesis  

suggested  t h a t  i n s t i t u t i o n s  in  which a d m in is t ra to r s  were, on the  

average, f a i r l y  u n c e r ta in  about how to  respond would tend  to  be 

co n s id e r in g  a l a r g e r  number o f  response  o p tio n s  than i n s t i t u t i o n s  in  

which a d m in is t r a to r s  were more c e r t a in  about how to  respond. Table 28 

shows t h a t  t h i s  p a r t  o f  th e  hypo thes is  was supported . I n s t i t u t i o n s
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Table 28
I n s t i t u t i o n a l  Response Patterns  
(Considering vs. Taking Action)  

as a Function of  I n s t i t u t i o n a l  Average 
Response Ce r ta in ty /Uncer ta in ty  Scores

Responses Being Made Responses Being Considered

Low Cer tain ty High Cer ta inty Low Certainty High Cer ta inty

Information
Gathering
Responses 1.9615 1.9615 ( N . S . ) .6154 .5000 (N .S .)

Retrench­
ment type 
Responses 2.1538 1.6923 (N .S . ) 2.8462 2.2692 (N .S .)

Market
Penetrat ion
Responses 2.5000 2.5385 (N .S . ) .8462 .5000 (N .S . )

D i v e r s i f ­
ic a t ion
Responses 2.9231 3.4615 (N .S . ) 1.84623 .9615a

Creation  
of  New 
Programs 2.1154 2.6923 (N .S . ) 1.53853 .8462a

A l l  Types 
of
Responses 11.6538b 12.0769 c 6.8846a,b 4.7692a,C

aThe d if ferences  between the means are s ig n i f ic a n t  a t the .05 le v e l .  Ts equal  
2.49 ,  2 .36 and 2 .40 resp ec t ive ly ,  in  a l l  cases, these are greater than the 
t - v a lu e  of  2 .00  requi red for  s ign i f icance at  the .05 le v e l  using a two-  
t a i l e d  t e s t .

b , c The di f ferences between the means are s ig n i f ic a n t  a t the .001 l e v e l .  Ts equal 
4.78  and 8.07 resp ec t iv e ly .  Both are greater  than the t - v a lu e  of  3.46 ,  
required for  s ign if icance a t  the . 00 1  le v e l  using a tw o- ta i l ed  te s t .
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w ith  " u n c e r ta in "  a d m in is t r a to r s  were co n s id e r in g  an average o f  6.88 

responses  while i n s t i t u t i o n s  whose a d m in is t r a to r s  were more c e r t a in  

about how to  respond were co n s id e r in g  an average o f  4 .77 responses  ( t=  

2 .40 ,  d . f .= 5 0 ,  p .0 5 ) .  The s i g n i f i c a n t  d i f f e r e n c e s  in  th e  number o f  

responses  under c o n s id e ra t io n  were in  the  D iv e r s i f i c a t i o n  and C rea tion  

o f  New Programs response c a t e g o r ie s .

The second p a r t  o f  H ypothesis 8 :5  proposed t h a t  i n s t i t u t i o n s  

whose a d m in is t r a to r s  were u n c e r ta in  about how to  respond would be more 

l i k e ly  to  be co n s id e r in g  t h e i r  response  o p tions  than  a c tu a l ly  tak in g  

a c t io n  on them. The bottom row o f  Table 28 shows t h a t  t h i s  p a r t  o f  

the  hypo thesis  was not suppo rted .  In f a c t ,  th e se  i n s t i t u t i o n s  were 

making s ig n i f i c a n t l y  more responses  than they were con s id e r in g  (Xs = 

11.65 and 6.88 r e s p e c t iv e ly ,  t=  4 .78 ,  d . f .= 2 5 ,  p .001 tw o - ta i l e d ) .

Hypothesis 8 :6  was a l s o  a tw o -p ar t  h y p o th e s is ,  p a r a l l e l  in  

c o n s tru c t io n  to  Hypothesis 8 :5 .  I t  was proposed t h a t  i n s t i t u t i o n s  in  

which a d m in is t r a to r s  were f a i r l y  c e r t a in  about how to  respond would be 

making more responses  than  were under c o n s id e ra t io n .  The bottom row 

o f  Table 28 shows support fo r  t h i s  hypo thesis  (Xs equal 12.08 and 4.77 

r e s p e c t iv e ly ,  t= 8 .07 ,  d . f .= 2 5 ,  p .001, tw o - ta i l e d ) .  The second p a r t  

o f  th e  hypo thes is  was redundant with th e  f i r s t  p a r t  o f  Hypothesis 8 :5  

which was supported .
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The P re d ic t io n  o f  In d iv id u a l-L e v e l  Outcome V ariab les

Three in d iv id u a l - l e v e l  outcome v a r ia b le s  were explored in  t h i s  

r e s e a rc h .

S a t i s f a c t io n  with I n s t i t u t i o n a l  P lan n in g . S a t i s f a c t io n  with the  

i n s t i t u t i o n ' s  p lanning  was hypothesized  to  be a func tion  o f  the  

a d m in i s t r a t o r ' s  l e v e l  o f  c e r t a in t y  about the  e f f e c t  o f  a change 

moderated by the  type o f  responses  th e  i n s t i t u t i o n  was making. 

S p e c i f i c a l ly ,  i t  was hypothesized  t h a t  in d iv id u a ls  with a high le v e l  

o f  c e r t a in t y  t h a t  t h e i r  i n s t i t u t i o n s  would be a f f e c te d  by the  two 

t re n d s  who were members o f  i n s t i t u t i o n s  which were making market 

p e n e t ra t io n  responses  o r  d i v e r s i f i c a t i o n  responses  would be more 

s a t i s f i e d  with the  i n s t i t u t i o n ' s  p lanning  than  a d m in is t r a to r s  who were 

c e r t a in  o f  an e f f e c t  bu t belonged to  i n s t i t u t i o n s  only con s id e r in g  

th e se  types  o f  re sponses .  This hypo thesis  was not supported  ( t=  1.03, 

d . f .= 7 ,  p = .3 4 ) . Also not supported  was th e  hypo thesis  th a t  

in d iv id u a ls  w ith  high PCE sco re s  would be more s a t i s f i e d  i f  the  

c o l le g e  had made d i v e r s i f i c a t i o n  o r  market p e n e t r a t io n  responses  as 

opposed to  in fo rm ation  g a th e r in g  o r  retrenchm ent responses  (t=  -1 .2 7 ,  

d . f .= 5 ,  p = .3 3 ) .

There was some ev idence , however, fo r  d i r e c t  r e l a t i o n s h ip s  

between e f f e c t  c e r t a in t y  and s a t i s f a c t i o n  with p lanning  as w ell as
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between response c e r t a i n t y  and s a t i s f a c t i o n  w ith  p lann ing  and they 

were i n  th e  oppos ite  d i r e c t i o n .  These r e s u l t s  a re  shown in  Table 29. 

The more c e r t a in  in d iv id u a l s  were t h a t  the  demographic t r e n d  would 

a f f e c t  th e  o rg a n iz a t io n ,  th e  l e s s  s a t i s f i e d  they  tended to  be with  the  

i n s t i t u t i o n ' s  p lanning  e f f o r t s  (r= - .2 0 ,  n= 183). This r e l a t i o n s h ip ,  

however, d id  not g e n e ra l iz e  to  th e  v o ca t io n a l  t r e n d  (r= - . 0 2 ) .  On the  

o th e r  hand, no t s u r p r i s in g ly ,  th e  more c e r t a i n  they were about how to  

respond, the  more s a t i s f i e d  they were w ith  the  i n s t i t u t i o n ' s  p lanning  

e f f o r t s  (r= .1 8 ) .

Role Ambiguity. I t  was hypothesized  t h a t  th e  l e s s  c e r t a i n  an 

a d m in is t r a to r  was about how th e  i n s t i t u t i o n  ought to  respond to  

changes in  i t s  environm ent, th e  more r o l e  ambiguity she would 

p e rc e iv e .  This h y po thes is  was supported  (r= - .2 6 ,  n= 183).

O rg an iza tio n a l  Commitment. While o rg a n iz a t io n a l  commitment i s  a 

f re q u e n t ly  s tu d ie d  in d i v id u a l - l e v e l  outcome v a r ia b le ,  i t  i s  u su a l ly  

s tu d ie d  with nonmanagerial samples. This study sought to  examine the  

p o te n t i a l  p r e d ic to r s  o f  o rg a n iz a t io n a l  commitment fo r  an 

a d m in is t r a t iv e  sample in  th e  c o n tex t  o f  an a n a ly s i s  o f  how 

i n s t i t u t i o n a l  a d m in is t r a to r s  p e rce iv e  and respond to  t h e i r  

environm ents.

Two s p e c i f i c  hypotheses were advanced, both o f  which were 

supported  by th e  d a ta .  I t  was hypothesized  t h a t  th e  more s a t i s f i e d
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Table 29

T h e  R e l a t i o n s h i p  a mo n g  I n d i v i d u a l  A t t i t u d i n a l  V a r i a b l e s  
a n d  b e t w e e n  t h e s e  V a r i a b l e s  a n d  t h e  T h r e e  T y p e s  o f  

" E n v i r o n m e n t a l  U n c e r t a i n t y "

R o l e  S a t i s f a c t i o n  O r g a n i z a t i o n a l
A m b i g u i t y  w i t h  C o m m i t m e n t
_______________________ £ i . a  n.n i.n.2.__________________________________

PCOD . 06 -  . 02 . 08

PCOV - . 1 4 * . 1 1 -  . 00

PCED . 1 2 * - . 2 0 * * - . 1 6 *

PCE V . 07 -  . 02 - .1 0

R e s p o n s e
C e r t a i n t y - . 2 6 * * * . 1 8 * * . 1 1

R o l e
A m i g u i t y ” . 4 9 * * * — . 4 7 * * *

S a t i s f a c t i o n
w i t h
P l a n n i n g ___ ___ . 5 4 *  *  *

O r g a n i z a t i o n a l
C o m m i t m e n t ------ ------ ------

* p 4 - 05  

* * p 4 - o i

* * * p < . 0 0 1



a d m in is t r a to r s  were w ith  th e  i n s t i t u t i o n ' s  p lann ing  e f f o r t s ,  th e  more 

committed they would be to  th e  o rg a n iz a t io n .  The r a t i o n a l e  fo r  t h i s  

hypo thes is  was t h a t  s a t i s f a c t i o n  with th e  i n s t i t u t i o n ' s  p lanning 

e f f o r t s ,  p a r t i c u l a r l y  under c o n d i t io n s  o f  a p o t e n t i a l l y  th re a te n in g  

environment, would be a p o t e n t i a l l y  im portan t p r e d ic to r  o f  a to p - le v e l  

a d m in s i t r a t o r ' s  commitment to  the  i n s t i t u t i o n .  I f  th e  i n s t i t u t i o n  was 

perce ived  to  have inadequate  p lann ing  in  a p o t e n t i a l l y  h o s t i l e  

environment, th e  r e a c t io n  o f  an a d m in is t r a to r  might be one of 

abandoning a sh ip  she p e rce ived  to  be s in k in g .  In f a c t ,  a s i g n i f i c a n t  

p o s i t i v e  r e l a t io n s h ip  between s a t i s f a c t i o n  with p lann ing  and 

commitment to  th e  in s t i t u t i o n -  was found (r= .5 4 ) .  For s im i la r  

rea so n s ,  i t  was a l s o  hypothesized  t h a t  o rg a n iz a t io n a l  commitment would 

be n e g a t iv e ly  r e l a t e d  to  r o le  am biguity , an av e rs iv e  s t a t e  to  many 

in d iv id u a l s .  This r e l a t i o n s h ip  was a l so  found to  be s i g n i f i c a n t  in  

th e  p re d ic te d  d i r e c t io n  (r= - .4 7 ) .
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CHAPTER FIVE

DISCUSSION

The d isc u ss io n  which fo llow s focuses on analyzing  the  r e s u l t s  of 

t h i s  study in  l i g h t  o f  i t s  g o a ls .  Both th e  s ig n i f i c a n c e  and 

l i m i t a t i o n s  o f  t h i s  study in  f u l f i l l i n g  the  in tended  purposes a re  

addressed  and sugges tions  a re  made fo r  improving fu tu re  re sea rch  on 

"environm ental u n c e r ta in ty "  and o rg a n iz a t io n a l  in fo rm ation  p rocess ing  

in  g e n e ra l .  Some p o te n t i a l l y  im portan t im p l ic a t io n s  o f  the  r e s u l t s  

fo r  fu tu re  re sea rch  and theo ry  in  o rg a n iz a t io n a l  behavior a re  a lso  

d iscu ssed .

P r io r  to  d iscu ss in g  th e  f in d in g s  and t h e i r  p o te n t i a l  

im p l ic a t io n s ,  i t  i s  im portan t to  note  a caveat about g e n e ra l iz in g  from 

the  r e s u l t s  o f  t h i s  study to  th e  study o f  o rg a n iz a t io n s  in  g en e ra l .  

C olleges have been s a id  to  be a unique type o f  o rg a n iz a t io n  by v i r t u e  

o f  t h e i r  h igh ly  o rgan ic  s t r u c t u r e s ,  the  dynamic n a tu re  o f  members' 

p a r t i c i p a t i o n  and t h e i r  h igh ly  p ro fe s s io n a l  and educated s t a f f s  (Cohen 

& March, 1974; Weick, 1976). T here fo re ,  w hile  th e  r e s u l t s  o f  t h i s  

s tudy can be g en e ra l ize d  to  o th e r  four y ea r ,  p r iv a t e ,  p r im a r i ly  

l i b e r a l  a r t s  c o l le g e s  due to  the  random n a tu re  o f  the  sample s e le c t io n
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p ro cess ,  th e  degree to  which th e se  r e s u l t s  can be g en e ra l ize d  to  

o rg a n iz a t io n s  in  gen era l  i s  l e s s  c l e a r .  R esearchers  ( i . e .  Weick,

1976) have a s s e r te d  t h a t  th e  aforem entioned c h a r a c t e r i s t i c s  of 

c o l le g e s  and u n iv e r s i t i e s  may ren d er  them u n re p re s e n ta t iv e  o f  the  

popu la tion  o f  o rg a n iz a t io n s  but th e re  has been l i t t l e  or no em p ir ica l  

work to  support th e se  a s s e r t i o n s .  The degree to  which c o l le g e s  a re

r e p r e s e n t a t iv e  o f  th e  popu la tio n  o f  o rg a n iz a t io n s  thus  remains an

em p ir ica l  qu es tio n .

In se v e ra l  cases  a t tem p ts  a re  made to  draw im p l ic a t io n s  from the

r e s u l t s  o f  t h i s  study to  th e  study o f  o rg a n iz a t io n s  in  g en e ra l .  These

im p l ic a t io n s  should be viewed with cau t io n  as th e  phenomena and 

processes  uncovered here  may not hold t r u e  ac ro ss  the  e n t i r e  

popu la tion  o f  o rg a n iz a t io n s .  The more s im i la r  the  o rg an iz a t io n  i s  to  

those  sampled here in  terms o f  c h a r a c t e r i s t i c s  such as those  j u s t  

mentioned and o th e rs  ( i . e .  s i z e ,  f u n c t io n ) ,  the  more l i k e ly  i t  i s  th a t  

th e  r e l a t io n s h ip s  uncovered here  w i l l  have im p l ic a t io n s  fo r  th a t  

o rg a n iz a t io n .

An A nalysis  o f  the  R esu l ts  in  L ight o f  th e  Research Purposes

This re se a rc h  had s e v e ra l  fundamental purposes . F i r s t ,  the  

re se a rc h  sought to  examine the  manner in  which o rg a n iz a t io n a l  

a d m in is t r a to r s  p e rce iv e  and r e a c t  to  changes in  th e  na tu re  o f  the
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o rg a n iz a t io n 's  e x te rn a l  environment. S p e c i f i c a l ly ,  th e  re sea rch  

sought to  examine the  n a tu re  o f  the  types  o f  u n c e r ta in ty  experienced 

by a d m in is t r a to r s  in  th e  course  o f  t h e i r  e f f o r t s  to  i n t e r p r e t  and make 

sense o f  an o r g a n iz a t i o n 's  e x te rn a l  environment.

The re sea rch  a lso  sought to  exp lo re  th e  e f f e c t s  o f  c e r t a in  

nonenvironmental v a r ia b le s  on p e rce p t io n s  o f  u n c e r ta in ty  about the  

e x te rn a l  environment. The assumption underly ing  t h i s  l a t t e r  re sea rch  

purpose was t h a t  c h a r a c t e r i s t i c s  o f  th e  o rg a n iz a t io n ,  o f  the  

in d iv id u a l  p e rc e iv e r ,  and o f  h i s /h e r  r o le  would be im portan t in  

unders tand ing  th e se  p e rc e p t io n s  as  w ell as in  unders tand ing  the  

r e la t io n s h ip s  between th e  types  o f  u n c e r ta in ty  s tu d ie d  here .

F in a l ly ,  the  re se a rc h  sought to  exp lore  how o rg a n iz a t io n s  were 

responding to  changes in  t h e i r  e x te rn a l  environment and whether th e se  

responses  might vary as  a fu n c tio n  o f  th e  amount o f  u n c e r ta in ty  

a d m in is t r a to r s  had about the  l i k e l y  e f f e c t  o f  th e se  changes and as a 

fun c tio n  o f  t h e i r  confidence in  th e  o r g a n iz a t io n 's  response 

s t r a t e g i e s .  Also o f  i n t e r e s t  was the  r e la t io n s h ip  between 

a d m in i s t r a to r s '  p e rc e p t io n s  o f  u n c e r ta in ty  and t h e i r  a t t i t u d e s  about 

t h e i r  i n s t i t u t i o n s  and r o l e s .

The f in d in g s  o f  t h i s  s tudy  w i l l  be examined in  t h i s  next s e c t io n  

in  l i g h t  o f  th e se  purposes .
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The Nature o f  an A d m in is t r a to r 's  U ncerta in ty  about the  

O rg an iza tio n a l  Environment.

The r e s u l t s  o f  t h i s  re se a rc h  can probably be b e s t  c h a ra c te r iz e d  

as o f f e r in g  t e n t a t i v e  support fo r  th e  idea  t h a t  th e  th re e  types  o f  

u n c e r ta in ty  which have p rev io u s ly  been subsumed under th e  la b e l  

"environm ental u n c e r ta in ty "  might be independent types  o f  u n c e r ta in ty .

Of th e  th re e  types  examined in  t h i s  s tudy ,  i t  i s  u n c e r ta in ty  about 

how to  respond t h a t  i s  most c l e a r ly  d i f f e r e n t i a b l e  from the  o th e r  two 

ty p e s ,  bear ing  no r e la t i o n s h ip  to  " u n c e r ta in ty  about th e  s t a t e  o f  the  

environment" and a sm all n eg a t iv e  r e l a t io n s h ip  to  " u n c e r ta in ty  about 

the  e f f e c t  o f  a change on th e  o rg a n iz a t io n ."

On th e  o th e r  hand, " u n c e r ta in ty  about th e  s t a t e  o f  the  

environment" and e f f e c t  u n c e r t a in ty  were found to  be p o s i t i v e ly  

r e l a t e d  a lthough th e  magnitude o f  th e  r e l a t io n s h ip  was found to  vary 

a c ro ss  t r e n d s  and to  be in f lu en ced  by a t  l e a s t  one o f  th e  resource  

dependence v a r ia b le s  s tu d ie d  he re ;  namely th e  s e l e c t i v i t y  o f  th e  

i n s t i t u t i o n .

This f in d in g  o f  a s i g n i f i c a n t  r e l a t io n s h ip  between " u n c e r ta in ty  

about th e  s t a t e  o f  th e  environment" and " e f f e c t  u n c e r ta in ty "  i s  no t 

n e c e s s a r i ly  c o n t ra d ic to ry  to  the  proposed model o f  th e  r e la t io n s h ip  

between th e  u n c e r ta in ty  ty p e s .  As was suggested  in  th e  in t ro d u c t io n ,  

one may a c tu a l l y  need to  be f a i r l y  c e r t a in  about what th e  p o s s ib le  

fu tu re  s t a t e s  o f  th e  environment might be befo re  one can s e n s ib ly  

begin to  analyze  p o te n t i a l  e f f e c t s  on an i n s t i t u t i o n .  Thus, as  H all 

(1980) sugges ted , i t  may be t h a t  i t  i s  only when an " o rg an iza t io n "  i s
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f a i r l y  c e r t a i n  t h a t  a change o r  event w i l l  tak e  p lace  t h a t  a t tem p ts  

can be made to  e s t im a te  what th e  e f f e c t  on th e  o rg a n iz a t io n  w i l l  be.

In terms o f  p lann ing , t h i s  f in d in g  sugges ts  t h a t  e la b o ra te  s t r a t e g i c  

p lann ing  programs may not be necessary  or u se fu l  to  an o rg a n iz a t io n 's  

a d m in is t r a to r s  u n le ss  th e se  a d m in is t r a to r s  a re  f a i r l y  c e r t a in  about 

what changes might be o ccu rr in g  in  th e  o rg a n iz a t io n 's  environment. 

L ied tka  (1985), in  f a c t ,  has made a s im i la r  sugges tion  in  her 

contingency model o f  th e  u t i l i t y  o f  d i f f e r e n t  types  o f  s t r a t e g i c  

p lann ing  systems.

An i n t e r e s t i n g  a sp ec t  o f  the  f in d in g  o f  a s i g n i f i c a n t  

r e l a t i o n s h ip  between " c e r t a in ty  o f  occurrence"  and " c e r t a in ty  o f  

e f f e c t "  was the  f a c t  t h a t  th e  s iz e  o f  the  r e la t io n s h ip  was found to  

vary s u b s t a n t i a l l y  ac ro ss  th e  t r e n d s  s tu d ie d  h e re .  The magnitude of 

th e  r e l a t i o n s h ip  between th e se  two types  o f  u n c e r ta in ty  may be a 

fu n c t io n  o f  a number o f  f a c t o r s  worth fu tu r e  s tudy . One f a c to r  th a t  

may in f lu e n c e  the  degree o f  a s s o c ia t io n  between th e se  u n c e r ta in ty  

types  may be th e  perce ived  s ig n i f i c a n c e  o f  the  change which may be 

occu rr in g  in  th e  environm ent. A h igh ly  s i g n i f i c a n t  change, i f  i t  were 

to  occur,  might tend  to  be a s s o c ia te d  with high l e v e l s  o f  c e r t a in t y  

about an e f f e c t  even i f  th e  change i s  no t perce ived  to  be c e r t a in  to  

occur.  Another f a c to r  which may in f lu e n c e  the  magnitude o f  the  

r e l a t i o n s h ip  between th e se  two u n c e r t a in t i e s  i s  the  le n g th  o f  time 

s in c e  d iscovery  o f  the  p o s s i b i l i t y  o f  a change in  the  environment.

Yet ano ther  f a c to r  l i k e l y  to  in f lu e n c e  the  s t r e n g th  o f  the
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a s s o c ia t io n  between th e se  two types  o f  u n c e r ta in ty  i s  th e  perce ived  

re lev an ce  o f  th e  change to  th e  o rg a n iz a t io n .  I t  seems l i k e l y  t h a t  as 

Weick (1969) suggested  w ith  h i s  no tion  o f  "enacted environments" th a t  

a d m in is t r a to r s  only p e rce iv e  c e r t a i n  a sp e c ts  o f  th e  environment as 

r e le v a n t  to  them and igno re  a sp e c ts  o f  th e  environment t h a t  f a l l  

o u ts id e  the  boundaries  o f  th e  s o -c a l l e d  enacted environment.

This study t r i e d  to  o p e ra t io n a l iz e  re levancy  by looking a t  the  

e x te n t  to  which th e  i n s t i t u t i o n  was dependent on th e  c o n s t i tu e n c ie s  in  

i t s  environment whose com position was changing. This e f f o r t  met with 

somewhat l im i te d  su ccess .  Other f a c to r s  may be more im portan t in  

unders tand ing  p e rce p t io n s  o f  re levance  than the  re sou rce  dependence 

c h a r a c t e r i s t i c s  in v e s t ig a te d  h e re .  An o r g a n iz a t io n 's  re c e n t  

peformance h i s to r y  or d e f in i t i o n  o f  i t s  m iss ion , fo r  example, may be 

im portan t f a c to r s  in  de term in ing  th e  s t r e n g th  o f  the  a s s o c ia t io n  

between c e r t a in t y  o f  occurrence  and c e r t a in t y  about an e f f e c t  o f  a 

change in  the  environment.

Understanding the  f a c t o r s  which might determ ine th e  perce ived  

re levance  o f  an environm ental change fo r  a p a r t i c u l a r  o rg a n iz a t io n  i s  

c l e a r ly  a to p ic  deserv ing  o f  more t h e o r e t i c a l  and em p ir ica l  a t t e n t i o n .

The E f fe c t  o f  O rg an iza tio n a l  C h a r a c t e r i s t i c s :  F u r th e r  Evidence fo r

th e  D i f f e r e n t i a b i l i t y  o f  Types o f  U n c e r ta in ty . Other evidence th a t  

th e  u n c e r ta in ty  types  examined here  a re  d i f f e r e n t  l i e s  in  th e  n a tu re  

o f  t h e i r  a s s o c ia t io n  w ith th e  o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  s tu d ie d
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h ere .  P a r t i c ip a t io n  in  d e c is io n  making, fo r  example, was found to  

bear a n eg a t iv e  r e l a t i o n s h ip  to  c e r t a in t y  about an e f f e c t  when 

i n s t i t u t i o n a l - l e v e l  d a ta  were examined but was found to  be p o s i t i v e ly  

r e l a t e d  to  c e r t a in t y  about how to  respond. Likewise, th e  s t r e n g th  of 

th e  i n s t i t u t i o n ' s  c u l tu r e  was n eg a t iv e ly  r e l a t e d  to  in d i v id u a l s '  

r a t i n g s  o f  e f f e c t  c e r t a in t y  ( fo r  the  demographic t r e n d  only) but 

p o s i t i v e ly  r e l a t e d  to  response  c e r t a i n t y .

These f in d in g s  a re  s i g n i f i c a n t  fo r  two rea so n s .  F i r s t ,  they are  

s i g n i f i c a n t  in  view o f  th e  goa ls  o f  t h i s  re se a rc h  as  they  provide 

f u r th e r  evidence fo r  the  d i f f e r e n t i a b i l i t y  o f  th e  types  of 

"environm ental u n c e r ta in ty "  hypothesized  to  e x i s t .  The f in d in g s ,  

however, a re  a lso  s i g n i f i c a n t  because they suggest t h a t  o rg a n iz a t io n a l  

c h a r a c t e r i s t i c s  not only a f f e c t  a d m in is t ra to r  p e rce p t io n s  o f  the  

o rgan iza tion -env ironm ent in t e r f a c e  but may, in  f a c t ,  have d i f f e r e n t  

e f f e c t s  on th e  p rocess ing  o f  in fo rm ation  about th e  environment 

depending on th e  type o f  in fo rm ation  being analyzed .

The f in d in g s  r e l a t i n g  to  th e  e f f e c t  o f  p a r t i c i p a t i o n  in  d ec is io n  

making on p e rce p t io n s  o f  c e r t a i n t y ,  fo r  example, have p o te n t i a l l y  

im portan t im p l ic a t io n s  in  terms o f  th e  design  o f  o rg a n iz a t io n s .  I f  

c e r t a in t y  about an e f f e c t  i s  necessary  to  m otiva te  the  search  fo r  

a p p ro p r ia te  responses ,  th e  im p lic a t io n  o f  th e  f in d in g  here  i s  t h a t  

p a r t i c i p a t i o n  in  the  a n a ly s i s  o f  p o t e n t i a l  e f f e c t s  o f  environm ental 

t r e n d s  o r  changes perhaps ought to  be l im i te d .  High l e v e l s  o f  

p a r t i c i p a t i o n  a t  t h i s  s ta g e  in  environm ental p rocess ing  may make
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ach iev ing  c e r t a in t y  about the  e x is te n c e  o f  a s ig n i f i c a n t  t h r e a t  or 

oppo r tu n i ty  more d i f f i c u l t  e i t h e r  because o f  a d i f fu s io n  of 

r e s p o n s ib i l i t y  phenomenon which can occur in  group d ec is io n  making 

s i t u a t i o n s  ( J a n i s ,  1959) o r  because o f  d i f f e re n c e s  in  op in ion . 

D if fe ren ces  in  opin ion  may occur because o f  d i f f e r e n c e s  in  

i n t e r p r e t a t i o n  of in fo rm ation  or they may r e s u l t  from p o l i t i c a l  

c o n s id e ra t io n s  such as an a d m in i s t r a t o r ' s  perce ived  need to  p ro te c t  

her t u r f  or to  not admit p rev ious  e r r o r s  in  judgment. On the  o th e r  

hand, p a r t i c ip a t i o n  seems to  be a p o s i t i v e  fo rce  in  achieving  

c e r t a in t y  about how to  respond perhaps because once a problem has been 

i d e n t i f i e d ,  the  need to  respond a p p ro p r ia te ly  tak es  precedence over 

p o l i t i c a l  concerns.

Thus, an o rg a n iz a t io n 's  le a d e rsh ip  may want to  form ulate  ta sk  

fo rces  and o th e r  types  o f  p a r t ic ip a t io n -e n c o u ra g in g  mechanisms only 

a f t e r  a p o t e n t i a l  t h r e a t  or o p p o r tu n i ty  in  th e  environment has been 

i d e n t i f i e d .  These ta sk  fo rce s  would then be charged with 

b ra ins to rm ing  the  o r g a n iz a t io n 's  p o s s ib le  s t r a t e g i c  a l t e r n a t iv e s  for 

handling th e  th r e a t /o p p o r tu n i ty .

Im p l ica t io n s  fo r  th e  C oncep tua liza t ion  and Measurement o f  

"Environmental U ncerta in ty"

The f in d in g  o f  t e n t a t i v e  support fo r  the  types  o f  u n c e r ta in ty  

s tu d ie d  here  has p o t e n t i a l l y  im portan t im p l ic a t io n s  fo r  fu tu re  theory  

and re sea rch  with th e  "environm ental u n c e r ta in ty "  c o n s t ru c t .  The
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f in d in g s  suggest t h a t  some o f  the  confusing  r e s u l t s  o f  p r io r  re sea rch  

with th e  "environm ental u n c e r ta in ty "  c o n s t ru c t  may indeed be 

a t t r i b u t a b l e  to  a f a i l u r e  to  adequa te ly  d i f f e r e n t i a t e  between th e se  

types  o f  u n c e r ta in ty  a t  both  the  concep tual and o p e ra t io n a l  l e v e l s .

This s tu d y 's  r e s u l t s  su g g es t ,  fo r  example, t h a t  fu tu re  e f f o r t s  to  

measure "perceived  environm ental u n c e r ta in ty "  probably ought not to  

t r e a t  PEU as a unid im ensional c o n s t ru c t  nor t r e a t  th e  types  of 

u n c e r ta in ty  s tu d ie d  here as  simple subdimensions o f  a l a rg e r  c o n s tru c t  

o f  "perceived  environm ental u n c e r ta in ty "  as has been done in  the  p a s t  

( e .g .  Duncan, 1972). Duncan's (1972) PEU s c a le ,  fo r  example, measures 

each o f  th e se  types  as subdimensions o f  "perceived  environm ental 

u n c e r t a in ty ,"  aggrega ting  th e  su b sca le s  to  produce a g loba l  measure o f  

PEU. In l i g h t  o f  the  r e s u l t s  o f  t h i s  s tudy , t h i s  s t r a t e g y  may be 

in a d v is a b le .  The aggrega tion  o f  s co re s  fo r  each o f  th e  types  o f  

u n c e r ta in ty  s tu d ie d  here  in to  a g lo b a l  measure o f  "environm ental 

u n c e r ta in ty "  may not y ie ld  a meaningful or u se fu l  measure.

Given th e  confusion  in  the  d e f in i t i o n  and measurement o f  

"environm ental u n c e r ta in ty "  and th e  f in d in g s  o f  t h i s  r e s e a rc h ,  an 

i n t e r e s t i n g  is s u e  revo lves  around th e  qu es tio n  o f  whether or no t the  

c o n s t ru c t  o f  "perceived  environm ental u n c e r ta in ty "  remains a u se fu l  

one.

I t  seems c l e a r  t h a t  i n s u f f i c i e n t  a t t e n t i o n  has been paid  to  the  

c o n c e p tu a l iz a t io n  o f  t h i s  popular c o n s t ru c t  and to  th e  c o n s tru c t
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v a l i d i t y  o f  in d ic e s  o f  u n c e r ta in ty  used in  re s e a rc h .  Vet, the  

l i t e r a t u r e  on environm ental u n c e r ta in ty  i s  r e p l e t e  w ith  p r e s c r ip t io n s  

as  to  how a d m in is t r a to r s  ought to  cope with u n c e r ta in ty  in  t h e i r  

environment. I f  we cannot as a f i e l d  agree  about what "environm ental 

u n c e r ta in ty "  i s  or about how to  measure i t  v a l id ly ,  how can we o f f e r  

meaningful p r e s c r ip t io n s  to  a d m in is t r a to r s ?  This problem i s  a 

m a n ife s ta t io n  o f  a u n fo r tu n a te  tendency in  th e  f i e l d  o f  o rg a n iz a t io n a l  

behavior to  sometimes put a p p l ic a t io n  and re sea rch  befo re  th eo ry .  

Without c a r e fu l  c o n c e p tu a l iz a t io n  and a w e ll- th o u g h t out t h e o r e t i c a l  

framework, a p p l ic a t io n  can c r e a te  many problems not the  l e a s t  o f  which 

i s  id e n t i f y in g  th e  c ircum stances  in  which a p p l ic a t io n  i s  w arran ted . 

S im i la r ly ,  a s tream  of  re se a rc h  which develops w ithout a c l e a r  and 

agreed-upon c o n c e p tu a l iz a t io n  o f  major v a r ia b le s  i s  o f  q ues tionnab le  

u t i l i t y .

The concept o f  "environm ental u n c e r ta in ty "  i s  fundamentally  a 

u s e fu l  and im portan t c o n s t ru c t  bu t we need to  pay c lo s e r  a t t e n t i o n  to  

i t s  d e f in i t i o n  and measurement. The l a b e l  "environm ental u n c e r ta in ty "  

probably ought to  be used to  r e f e r  only to  u n c e r ta in ty  about what i s  

going on in  the  o r g a n iz a t i o n 's  e x te rn a l  environment. Other l a b e l s  

such as those  developed here  (or o th e rs )  should be used to  r e f e r  to  

o th e r  types  o f  u n c e r ta in ty  which can be experienced  about the  e f f e c t  

o f  th e  environment on th e  o rg a n iz a t io n  or about how th e  o rg a n iz a t io n  

ought to  respond.

More r e s e a rc h ,  however, w i l l  c l e a r l y  be needed to  r e p l i c a t e  the



186

f in d in g s  o f  t h i s  s tudy , to  f u r th e r  exp lo re  th e  n a tu re  o f  the  

r e l a t i o n s h ip s  betweeen th e se  types  o f  u n c e r ta in ty  and perhaps, to  

g en era te  f i n e r  c a te g o r ie s  o f  u n c e r ta in ty  ty p e s .

A few comments and su g g es tio n s  fo r  fu tu re  re sea rch  based on an 

a n a ly s i s  o f  th e  s t r e n g th s  and l i m i t a t i o n s  o f  t h i s  re sea rch  fo llow .

S p e c i f ic  Is su e s  in  Measurement. An im portan t i s s u e  in  th e  measurement 

and c o n c e p tu a l iz a t io n  o f  u n c e r ta in ty  about th e  environment l i e s  in  the  

design  o f  measures o f  each o f  the  types  o f  u n c e r ta in ty .  A l i m i t a t i o n  

o f  t h i s  study lay  in  the  manner in  which u n c e r t a in t y /c e r t a in t y  about 

an e f f e c t  o f  an environm ental change was measured. The primary 

concern in  t h i s  study was on d i f f e r e n t i a t i n g  between the  types  of 

u n c e r ta in ty .  This focus r e s u l t e d  in  th e  development o f  an ex p lo ra to ry  

measure o f  e f f e c t  u n c e r ta in ty  which u n fo r tu n a te ly  was incom plete . 

Fu ture  e f f o r t s  to  measure e f f e c t  u n c e r ta in ty  should a t tem pt to  measure 

whether a n t ic ip a te d  e f f e c t s  a re  perce ived  to  be p o s i t i v e  (o p p o r tu n i ty )  

or n eg a t iv e  ( t h r e a t )  and should allow fo r  a more d e t a i le d  examination 

o f  u n c e r ta in ty  in  r e l a t i o n  to  the  s p e c i f i c  n a tu re  o f  th e  e f f e c t  on the  

i n s t i t u t i o n  and not j u s t  u n c e r ta in ty  about whether or not an 

environm ental change w i l l  have an e f f e c t .

I s su e s  in  Research Methodology. Another l i m i t a t i o n  o f  th e  c u r re n t  

re se a rc h  was i t s  c r o s s - s e c t i o n a l ,  r a th e r  than  lo n g i tu d in a l ,  r e sea rch  

des ign .  One cannot reasonab ly  in f e r  c a u s a l i ty  from t h i s  study and
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argue, fo r  example, t h a t  h igh l e v e l s  o f  c e r t a in t y  about th e  occurrence 

o f  a change causes  high l e v e l s  o f  perce ived  c e r t a in t y  about a 

p o t e n t i a l  e f f e c t .  Second, i t  seems q u i t e  l i k e l y  t h a t  as  w ith most 

models o f  in fo rm ation  p ro c e ss in g ,  th e re  a re  feedback loops such t h a t  

as an o rg a n iz a t io n  responds, and e v a lu a te s  th e  outcomes o f  i t s  

responses ,  i t s  e v a lu a t io n  and i n t e r p r e t a t i o n  o f  th e  environment 

changes. The r e s u l t s  o f  t h i s  re se a rc h  because o f  i t s  c r o s s - s e c t io n a l  

n a tu re ,  however, only allow  fo r  sp e c u la t io n  about th e  n a tu re  of 

p o t e n t i a l  feedback p ro c e sse s .

To avoid th e se  l i m i t a t i o n s ,  fu tu re  re se a rc h  which seeks to  

exp lore  the  p rocess  by which a d m in is t r a to r s  pe rce ive  and make sense of 

t h e i r  environments and /or to  study th e  r e la t io n s h ip  between types  o f  

"environm ental u n c e r ta in ty "  should make use o f  lo n g i tu d in a l  designs  or 

a l t e r n a t i v e l y  make ex te n s iv e  use o f  a rc h iv a l  d a ta .  Two methodologies 

seem p a r t i c u l a r y  w e l l - s u i te d  to  unders tand ing  the  complex and dynamic 

r e l a t io n s h ip s  between th e se  types  o f  u n c e r ta in ty  and to  unders tand ing  

o rg a n iz a t io n a l  in fo rm ation  p ro cess in g  and d e c is io n  making in  g e n e ra l .

One p o s s ib le  methodology would invo lve  t ra c k in g  a s e t  o f  

o rg a n iz a t io n s ,  perhaps in  th e  same in d u s t ry  to  avoid unnecessary 

contam ination  by in d u s try  c h a r a c t e r i s t i c s  (H rebiniak & Snow, 1980), 

from th e  time a p o te n t i a l  change in  th e  environment f i r s t  becomes even 

rem otely p robab le  or i s  i n i t i a l l y  n o t iced  ( T ) through a time 

( T 1+n ) ,  probably  a number o f  y ears  l a t e r ,  a f t e r  the  change has
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taken  p lace  and has had i t s  e f f e c t ,  or  la ck  o f  e f f e c t ,  on the  

o rg a n iz a t io n s .

Another s im i la r  methodology would r e ly  on the  use o f  a rc h iv a l  

d a ta  to  g e t  a sense o f  th e  flow o f  in fo rm ation  p rocess ing  and d ec is io n  

making in  reponse to  an environm ental change or s e t  o f  changes. Miles 

(1982) conducted an in d u s t ry  case  study  l i k e  t h i s  in  th e  c i g a r e t t e  

in d u s t ry ,  t r a c k in g  m a n u fa c tu re rs '  responses  to  s tu d ie s  on the  hazards 

o f  smoking and to  th e  t h r e a t  o f ,  and a c tu a l  in t ro d u c t io n  o f ,  f e d e ra l  

r e g u la t io n s .

In th e  c o n tex t  o f  th e  h ighe r  educa tion  environment, a re se a rc h e r  

might seek perm ission  to  review th e  i n t e r n a l  documents o f  a co l leg e  

( e .g .  memos, i n t e r n a l  r e p o r t s ,  c l ip p in g  f i l e s  e t c . )  and perform a 

con ten t  a n a ly s i s  o f  th e se  documents focusing  p a r t i c u l a r l y  on how 

in fo rm ation  was conveyed, th e  le v e l  o f  c e r t a in t y  t h a t  was conveyed 

about what was happening in  the  i n s t i t u t i o n ' s  environment and about 

what th e  l i k e l y  impact on th e  c o l le g e  might be. One could a lso  

analyze th e se  documents to  see not only what a c t io n s  were recommended 

fo r  coping with an environm ental change but a l so  when they were 

recommended, how c e r t a in  th e  communicator seemed to  be about t h e i r  

e f f i c a c y ,  whether or no t they  were implemented, and th e  la ten cy  from 

recommendation to  im plem entation . A p a r t i c u l a r l y  i n t e r e s t i n g  approach 

to  looking  a t  environm ental in fo rm ation  p rocess ing  might be to  look a t  

two (o r  more) c a se s ,  one o f  which might be a c o l le g e  on the  verge o f  

c lo s in g  down and ano ther  a c o l le g e  which was th r iv in g  in  i t s
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environment.

The In s ig n i f ic a n c e  o f  In d iv id u a l  and Role C h a r a c te r i s t i c s  in  

E xplaining Variance in  U n certa in ty  P ercep t ions

The r e s u l t s  o f  t h i s  s tu d y ,  as  p rev io u s ly  mentioned, sugges t th a t  

o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  do p lay  a r o le  in  in f lu e n c in g  

a d m in is t ra to r  p e rce p tio n s  o f  the  environment and, in  f a c t ,  in f lu en ce  

p e rce p tio n s  o f  the  e f f e c t  and response types  o f  u n c e r ta in ty  in  

d i f f e r e n t  ways. C h a r a c te r i s t i c s  o f  th e  in d iv id u a l  and o f  the  r o l e ,  on 

the  o th e r  hand, were not found to  be s i g n i f i c a n t l y  r e l a t e d  to  

u n c e r ta in ty  p e rc e p t io n s .  There a re  s e v e ra l  p o t e n t i a l  ex p lan a tio n s  fo r  

the  i n s i g n i f i c a n t  n a tu re  o f  th e se  f in d in g s .

Kanter (1977) has suggested t h a t  th e re  i s  o f te n  very l i t t l e  

v ar iance  in  the  c h a r a c t e r i s t i c s  o f  to p - l e v e l  o rg a n iz a t io n a l  

a d m in is t ra to r s  because o f  s e l f - s e l e c t i o n .  She argues t h a t  

a d m in is t ra to r s  tend  to  choose as  co l leag u es  people who they p erce ive  

to  be l i k e  themselves and then  apply s u b t le  p re s su re s  fo r  s o c ia l  

conformity which r e s u l t s  in  in d iv id u a ls  a t  th e  " top" o f  an 

o rg a n iz a t io n  being r e l a t i v e l y  homogeneous both in  terms o f  demographic 

and p sycho log ica l c h a r a c t e r i s t i c s .

In f a c t ,  the  a d m in is t r a to r s  sampled in  t h i s  re sea rch  tended to  be 

r a th e r  homogeneous in  t h e i r  demographic make-up. Most o f  the
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a d m in is t r a to r s  in  t h i s  s tudy  had served  in  a d m in is t r a t iv e  r o le s  fo r  

over f iv e  y ea rs .  The a d m in is t r a to r s  sampled tended to  be in  th e  age 

range from AO to  59 years  o f  age w ith  few younger than 30 or o ld e r  

than 60. The v a s t  m a jo r i ty  were males and very few had had 

a d m in is t r a t iv e  experience  in  the  p r o f i t  making s e c to r  o f  th e  economy. 

Most had been f a c u l ty  members p r io r  to  tak in g  on t h e i r  a d m in is t ra t iv e  

r o le s .

This l im i te d  va r iance  in  the  demographic make-up o f  the  

responden ts  could have ac ted  through one o f  s e v e ra l  means to  suppress 

the  importance o f  in d iv id u a l  v a r ia b le s  in  ex p la in in g  va r iance  in  

c e r t a in t y  p e rc e p t io n s .  F i r s t ,  t h i s  r e s t r i c t i o n  o f  range could have 

had an e f f e c t  from a s t a t i s t i c a l  p o in t  o f  view. The e x is te n c e  o f  a 

r e s t r i c t e d  range fo r  a p a r t i c u l a r  v a r ia b le  can o f te n  a c t  to  decrease  

th e  l ik e l ih o o d  o f  o b ta in in g  s t a t i s t i c a l  s ig n i f ic a n c e  when looking a t  

the  r e l a t io n s h ip  between t h a t  v a r ia b le  and o th e r  v a r ia b le s .  Second, 

i t  could be th a t  when in d iv id u a ls  have th e  same or s im i la r  demographic 

make-up, they tend to  p e rce iv e  t h e i r  environments in  a s im i la r  way. A 

t h i r d  p o s s i b i l i t y  i s  t h a t  whatever d i f f e r e n c e s  in  p e rce p tio n s  which 

might have e x is te d  as a fu n c tio n  o f  demographics had been e f f e c t iv e l y  

wiped out by the  s o c i a l i z a t io n  process  a t  th e  i n s t i t u t i o n .

While the  r e s u l t s  o f  t h i s  study suggest th a t  the  demographic 

c h a r a c t e r i s t i c s  o f  in d iv id u a ls  a re  no t im portant in  ex p la in in g  

va r iance  in  p e rce p t io n s  o f  environm ental u n c e r t a in ty ,  f in d in g s  of 

p rev ious  re sea rch  have rev ea led  s ig n i f i c a n t  r e l a t io n s h ip s  between
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p e r s o n a l i ty  c h a r a c t e r i s t i c s  such as locus  o f  c o n t ro l ,  dogmatism, 

anomie and to le ra n c e  fo r  am biguity and p e rce p t io n s  o f  "environm ental 

u n c e r ta in ty "  (Downey e t  a l . ,  1977; McCaskey, 1976; S torey & Aldag, 

1983). The d iscrepancy  between the  f in d in g s  o f  those  re se a rc h  e f f o r t s  

and the  f in d in g s  o f  t h i s  study a re  i n t e r e s t i n g  and m eri t  some attem pt 

a t  ex p la n a t io n .  The f i r s t  and most obvious ex p lan a tio n  i s  th a t  

p e r s o n a l i ty  c h a r a c t e r i s t i c s  a re  im portan t in  ex p la in in g  v ar iance  in  

p e rc e p t io n s  o f  u n c e r ta in ty  w hile  demographic c h a r a c t e r i s t i c s  such as 

age and job  h i s to ry  a re  n o t .  However, the  d is c re p a n c ie s  in  the  

f in d in g s  could a lso  have r e s u l t e d  from d i f f e r e n c e s  in  th e  way 

u n c e r ta in ty  about th e  environment was measured. Perhaps when 

u n c e r ta in ty  i s  measured in  a g lo b a l  way as i t  was in  th e se  p rev ious 

s tu d ie s ,  both p e r s o n a l i ty  and demographic c h a r a c t e r i s t i c s  a re  r e le v a n t  

p r e d ic to r s  but when i t  i s  measured very s p e c i f i c a l l y  in  r e l a t i o n  to  

two e x i s t in g  environm ental t r e n d s ,  both s e t s  o f  f a c to r s  become 

unim portant as  p r e d ic to r s .  People , fo r  example, who a re  high in  

to le ra n c e  fo r  ambiguity or who a c tu a l ly  seek ambiguity may be 

p red isposed  to  see th e  world as  a complex and u n c e r ta in  p lace  bu t i t  

i s  l e s s  l i k e l y  t h a t  a p e r s o n a l i ty  c h a r a c t e r i s t i c  such as t h i s  would 

in f lu e n c e  p r o b a b i l i ty  and c e r t a i n t y  e s t im a te s  about very s p e c i f i c  

phenomena. Thus, g loba l  measures o f  "perce ived  environm ental 

u n c e r ta in ty "  may be confounded w ith  p e r s o n a l i ty  p re d is p o s i t io n s  to  

p e rce iv e  th e  world as an u n c e r ta in  p la c e .

Another p o s s i b i l i t y  i s  t h a t  p e r s o n a l i ty  and in d iv id u a l
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c h a r a c t e r i s t i c s  a re  r e le v a n t  p r e d ic to r s  only of c e r t a in  types  of 

u n c e r ta in ty .  In t h i s  s tu d y ,  they  were only examined in  terms o f  t h e i r  

r e l a t i o n s h ip  to  e f f e c t  u n c e r ta in ty  but i t  may be th a t  th e se  

c h a r a c t e r i s t i c s  a re  r e l a t e d  no t to  e f f e c t  u n c e r ta in ty  bu t to  

" u n c e r ta in ty  about th e  s t a t e  o f  the  environment" or to  response 

u n c e r ta in ty .  Recent s tu d ie s  by Aldag and S torey (1979) and S torey and 

Aldag (1983), fo r  example, used a measure which focused p r im a r i ly  on 

response u n c e r ta in ty  (a lthough  they c a l l e d  i t  "environm ental 

u n c e r ta in ty " )  and found t h a t  anomie was an im portant p re d ic to r  o f  t h i s  

type o f  u n c e r ta in ty .

More re sea rch  would be needed to  understand  both how 

c h a r a c t e r i s t i c s  o f  th e  in d iv id u a l  might be r e l a t e d  to  p e rce p t io n s  of 

u n c e r ta in ty  o f  d i f f e r e n t  types  and which c h a r a c t e r i s t i c s  a re  im portan t 

and which a re  no t .  Such re se a rc h  could have im portan t im p l ic a t io n s  

fo r  s t r a t e g i c  p lanning  as i t  would suggest which c h a r a c t e r i s t i c s  were 

most l i k e l y  to  in f lu e n c e  th e  scanning and in fo rm ation  p rocess ing  

behavior o f  a d m in is t ra to r s  and under what co n d i t io n s  a s i g n i f i c a n t  

in f lu e n c e  o f  i n d iv iu d a l - l e v e l  v a r ia b le s  might be p a r t i c u l a r l y  l i k e l y .  

I f ,  fo r  example, o ld e r  a d m in is t r a to r s  in  co n d i t io n s  o f  environm ental 

tu rb u len ce  tended to  be c e r t a i n  t h a t  they  knew how to  respond, one 

might want to  b u i ld  in  b ra in s to rm ing  o r  d i a l e c t i c a l  p lanning 

techn iques  which f a c i l i t a t e d  th e  g en e ra tio n  o f  as  broad a range o f  

s t r a t e g i c  response op tio n s  as  p o s s ib le  and fo rced  ev a lu a t io n  o f  each 

o f  th e se  a l t e r n a t i v e s .
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In t h i s  s tudy ,  r o le  c h a r a c t e r i s t i c s ,  l i k e  in d iv id u a l  

demographics, were found to  have l i t t l e  value in  ex p la in in g  va r iance  

in  the  types  o f  u n c e r ta in ty  s tu d ie d  h e re .  The degree o f  boundary 

spanning an in d iv id u a l  d id ,  fo r  example, had no e f f e c t  on h i s /h e r  

p e rce p tio n  o f  two o f  th e  types  o f  u n c e r ta in ty  and only a small 

a s s o c ia t io n  with response  u n c e r t a in ty .  Again d i f f e r e n c e s  in  the  way 

"environm ental u n c e r ta in ty "  was o p e ra t io n a l iz e d  may e x p la in  th e  

d iscrepancy  between th e se  f in d in g s  and those  o f  p rev ious  re sea rch  (Cox 

e t  a l . ,  1978; L e i fe r  & Huber, 1977). I t  i s  a l so  p o s s ib le  t h a t  because 

th e  concept o f  boundary spanning i s  a gen era l  one, i t  bore no 

r e l a t io n s h ip  to  th e  p e rce p t io n  o f  u n c e r ta in ty  about very s p e c i f i c  

changes in  th e  environm ent. I t  may be t h a t  people w ith  high l e v e l s  of 

boundary spanning involved in  t h e i r  r o le s  a re  exposed to  a wide 

d iv e r s i t y  o f  somewhat s u p e r f i c i a l  in fo rm ation  about the  environment 

but not n e c e s s a r i ly  to  d e t a i l e d  in fo rm ation  about p a r t i c u l a r  

environm ental phenomena.

O rg an iza tio n a l  Outcomes and In d iv id u a l  A t t i tu d e s

Although t h i s  study sought to  exp lo re  th e  r e la t io n s h ip  between 

a d m in is t r a to r  p e rce p t io n s  o f  u n c e r ta in ty  and the  i n s t i t u t i o n ' s  

response p a t t e r n s ,  problems in  th e  measurement o f  th e  i n s t i t u t i o n ' s  

response  p a t te r n s  p rec lude  drawing any firm  conc lu sions  from th ese  

a n a ly se s .  The f in d in g  o f  a la ck  o f  agreement among a d m in is t r a to r s  

w ith in  an i n s t i t u t i o n  reg a rd in g  o rg a n iz a t io n a l  responses  sugges ts  th a t
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the  d a ta  on response p a t t e r n s  used in  t h i s  re se a rc h  might be d i s to r t e d  

and no t r e p r e s e n t a t iv e  o f  th e  a c tu a l  behavior o f  th e  i n s t i t u t i o n .  

Although t h i s  la ck  o f  agreement caused problems fo r  th e  a n a ly s i s  o f  

hypotheses r e l a t i n g  to  o rg a n iz a t io n a l  responses ,  i t  i s  an i n t e r e s t i n g  

f in d in g  in  and o f  i t s e l f  and w i l l  be the  focus o f  ano ther  s e c t io n  of 

t h i s  d is c u s s io n .  A nalysis  o f  response  p a t te r n s  was fu r th e r  

com plicated by th e  f a c t  t h a t  th e re  was a l o t  o f  m issing da ta  in  t h i s  

p a r t  o f  th e  q u e s t io n n a i r e ,  perhaps because a d m in is t r a to r s  found 

responding to  q u es t io n s  about th e  i n s t i t u t i o n ' s  s t r a t e g i c  behavior 

th re a te n in g .  The r e s u l t  o f  th e se  two problems was th a t  da ta  were 

analyzed only fo r  in d iv id u a l s  in  c e r t a in  r o le s  and t h a t  sample s iz e s  

were o f te n  too  small to  have any r e a l  confidence in  the  r e s u l t s .

The r e s u l t s ,  however, d id  suggest t h a t  th e re  may be d i f f e re n c e s  

in  i n s t i t u t i o n a l  response  p a t t e r n s  based on l e v e l s  o f  response 

c e r t a i n t y ,  p a r t i c u l a r l y  in  terms o f  th e  ab so lu te  number and types  of 

i n s t i t u t i o n a l  responses  re p o r te d  as  being under c o n s id e ra t io n .

F u r th e r  work in  t h i s  a rea  could have im portan t im p l ic a t io n s  fo r  

improving our unders tand ing  o f  th e  s t r a t e g y  fo rm ulation  p ro cess .  A 

change in  th e  environment which r e p re s e n ts  a p o t e n t i a l  t h r e a t  or 

o p p o r tu n i ty  fo r  a p a r t i c u l a r  o rg a n iz a t io n  can, in  most c a se s ,  be 

responded to  in  a number o f  ways. Understanding what f a c to r s  might 

have an impact on th e  s t r a t e g i c  d e c is io n  making p rocess  as w ell as how 

th e se  f a c to r s  might a f f e c t  t h i s  p rocess  i s  an im portan t a rea  fo r  

fu tu re  re s e a rc h .  An i n t e r e s t i n g  approach to  s tudy ing  th e se  re sea rch
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q u es tio n s  would be through the  use o f  a lo n g i tu d in a l ,  case  study 

a n a ly s i s  o f  the  members o f  a top-management team charged with s t r a t e g y  

fo rm ula tion  fo r  an i n s t i t u t i o n .  One could study a d m in is t ra to r  l e v e l s  

o f  d i f f e r e n t  types  o f  u n c e r ta in ty  over time and look a t  how th ese  

l e v e l s  a re  a f f e c te d  by th e  a c q u i s i t i o n  o f  in fo rm ation  and op in ions  o f  

d i f f e r e n t  ty p es ,  by th e  n a tu re  o f  th e  group d isc u ss io n s  and p rocesses  

and by i n s t i t u t i o n a l  responses  made. F indings o f  r e l i a b l e  and v a l id  

connections  between l e v e l s  o f  u n c e r ta in ty  and o rg a n iz a t io n a l  response 

p a t te rn s  might have p o t e n t i a l l y  im portan t im p l ic a t io n s  fo r  the  

development o f  s t r a t e g i c  p lann ing  in te rv e n t io n s  designed to  change 

le v e l s  o f  u n c e r ta in ty  and u l t im a te ly  to  change the  o r g a n iz a t io n 's  

response cho ice .

The r e s u l t s  o f  t h i s  s tudy  rega rd ing  the  connection between 

i n s t i t u t i o n a l  response  p a t t e r n s  and th e  a t t i t u d e s  o f  in d iv id u a l  

a d m in is t ra to r s  were not s i g n i f i c a n t  bu t th e se  a t t i t u d e s  d id  seem to  be 

connected to  the  amount o f  u n c e r ta in ty  o f  d i f f e r e n t  types  th e se  

a d m in is t r a to r s  perce iv ed .  G enera lly ,  th e  more c e r t a in  an 

a d m in is t ra to r  was t h a t  h i s  i n s t i t u t i o n  would be a f f e c te d  by the  

demographic t r e n d ,  th e  l e s s  committed he tended to  be to  the  

i n s t i t u t i o n ,  th e  l e s s  s a t i s f i e d  he tended to  be with the  p lanning  

e f f o r t s  and the  more r o le  ambiguity he rep o r te d  exper ien c in g .  These 

f in d in g s ,  however, d id  not g e n e ra l iz e  to  th e  v o ca t io n a l  t r e n d ,  

sugges ting  perhaps t h a t  th e  demographic t re n d  i s  perce ived  as more o f  

a t h r e a t  to  th e  i n s t i t u t i o n  by th e se  in d iv id u a ls  than the  v o ca t io n a l
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t r e n d .

On the  o th e r  hand, c e r t a in t y  about how to  respond was p o s i t i v e ly  

a s s o c ia te d  with p lann ing  s a t i s f a c t i o n  and n eg a t iv e ly  a s s o c ia te d  with 

ro le  am biguity . C e r ta in ty  about how to  respond may ease  ro le  

ambiguity perhaps because the  a d m in i s t r a t o r ' s  r o le  i s  u su a l ly  f a i r l y  

c l e a r  once s t r a t e g i c  responses  a re  decided upon.

The f a c t  t h a t  p e rc e p t io n s  o f  c e r t a in t y  regard ing  th e  e f f e c t  of 

th e se  t re n d s  and th e  u t i l i t y  o f  var io u s  response o p tions  were r e la t e d  

to  a d m in is t ra to r  a t t i t u d e s  i s  s i g n i f i c a n t  as i t  sugges ts  t h a t  the  

manner in  which changes in  the  environment a re  processed  may not only 

have im p lic a t io n s  fo r  an o r g a n iz a t i o n 's  sh o r t- te rm  responses  but a lso  

may have im p l ic a t io n s  fo r  the  a t t i t u d e s  and a l le g ia n c e  of t h e i r  

le a d e r s .  A "shake-up" in  an o rg a n iz a t io n 's  le a d e rsh ip  in  tim es of 

tu rb u len ce  in  th e  environment has th e  p o t e n t i a l  to  d e r a i l  an 

o r g a n iz a t i o n 's  sense-making and s t r a t e g y  fo rm ulation  p rocesses  a t  a 

c r i t i c a l  tim e. A l te rn a t iv e ly ,  i t  i s  p o s s ib le  t h a t  a d m in is t r a t iv e  

tu rnover  during th e se  tim es could a c tu a l ly  f a c i l i t a t e  s t r a t e g i c  

p lanning  i f  th e  new le a d e r s  were c e r t a in  of th e  p o t e n t i a l  t h r e a t s  and 

o p p o r tu n t ie s  in  th e  o r g a n iz a t i o n 's  environment.
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Some Broad Im p l ic a t io n s  fo r  Fu ture  Theory and Research

Lack o f  Agreement about O rg an iza tio n a l  Responses: The P o te n t ia l

Importance o f  Level o f  Agreement as  a V ariab le  in  O rgan iza tion  Theory

One o f  the  more i n t e r e s t i n g  f in d in g s  o f  t h i s  re sea rch  was a 

t o t a l l y  unexpected one; namely t h a t  a d m in is t r a to r s  from th e  same 

i n s t i t u t i o n  d id  not seem to  be in  agreement w ith one ano ther  about how 

the  o rg a n iz a t io n  had responded or was p lanning on responding to  

changes in  i t s  environment. As was a l lu d ed  to  in  the  R esu lts  Chapter, 

t h i s  may have occurred  because o f  problems in  th e  i n s t r u c t io n s  or 

measurement, caus ing  a d m in is t r a to r s  to  become confused in  answering 

th e  q u e s t io n s .  I f ,  however, poor measurement was not the  cause of 

t h i s  phenomenon, i t  i s  a very i n t e r e s t i n g  problem and one which bears  

f u r th e r  d isc u s s io n  as i t  has some p o te n t i a l l y  im portan t im p l ic a t io n s  

fo r  th e  fu tu re  study o f  o rg a n iz a t io n s .

When one measures in d iv id u a l  a t t i t u d e s ,  one expec ts  in d iv id u a l  

d i f f e r e n c e s  and, in  f a c t ,  one s tu d ie s  th e se  d i f f e re n c e s  in  an e f f o r t  

to  unders tand  what f a c to r s  a re  im portan t in  ex p la in in g  th e se  

d i f f e r e n c e s .  S im i la r ly  when one looks a t  responses  to  survey or 

in te rv ie w  q u e s t io n s  about c h a r a c t e r i s t i c s  o f  an o rg a n iz a t io n  o r  o f  i t s  

environm ent, one i s  o b ta in in g  d a ta  about in d iv id u a l  p e rce p tio n s  of 

th e se  phenomena and not n e c e s s a r i ly  about the  phenomenon i t s e l f .
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Again, th e re  may be in d iv id u a l  d i f f e r e n c e s  in  p e rc e p t io n s  and i t  i s  

im portan t to  understand  th e  f a c to r s  which may c o n t r ib u te  to  th e se  

d i f f e r e n c e s  in  p e rc e p t io n s .

The r e s u l t s  o f  t h i s  r e s e a rc h  suggest t h a t  t h i s  re c o g n i t io n  o f  the  

s u b je c t i v i t y  o f  d a ta  needs to  be extended even in to  the  s i t u a t i o n  in  

which one i s  asking q u e s t io n s  about an o r g a n iz a t i o n 's  " o b je c t iv e "  

behav io r .  There a re  many reasons  why answers to  seemingly 

s t r a ig h t fo rw a rd ,  b e h a v io ra l - ty p e  q u es tio n s  may d i f f e r  w ith in  an 

o rg a n iz a t io n .  F i r s t ,  in d iv id u a l s  may lack  knowledge o f  what the  

o rg a n iz a t io n  i s  doing in  domains o u ts id e  t h e i r  own bu t not want to  

admit they lack  knowledge. I n d iv id u a ls ,  in  f a c t ,  may a lso  lack  

knowledge even w ith in  t h e i r  domain o f  r e s p o n s ib i l i t y  due to  th e  sheer 

volume o f  work done w ith in  t h e i r  u n i t s .  One would expect th a t  

p re s su re s  to  appear knowledgeable would be even s t ro n g e r  in  the  l a t t e r  

s i t u a t i o n .

A second reason fo r  a la ck  o f  agreement about o rg a n iz a t io n a l  

response p a t t e r n s  could l i e  in  d i f f e r e n c e s  in  how an o rg a n iz a t io n a l  

response  i s  in t e r p r e te d  by in d iv id u a l s .  Another reason  i s  th a t  

in d iv id u a ls  in  p o s i t io n s  o f  le a d e r s h ip  may not want to  admit t h a t  the  

i n s t i t u t i o n  has made what some in  th e  in d u s try  might view as an 

u n d e s ira b le  response  ( e .g .  in  the  case  o f  c o l le g e s ,  lowering 

adm issions s tan d a rd s )  w hile  o th e rs  in  th e  o rg a n iz a t io n  a re  more 

w i l l in g  to  admit to  such re sp o n ses .  F in a l ly ,  th e re  may be le g i t im a te  

d i f f e r e n c e s  between d iv i s io n s  o f  an o rg a n iz a t io n  such t h a t  in d iv id u a ls
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in  th e se  d i f f e r e n t  domains would answer the  same q u es tio n  in  d i f f e r e n t  

ways.

While th e  l a t t e r  i s s u e  can be e f f e c t iv e l y  addressed  through 

c a r e fu l  c o n s t ru c t io n  o f  q u e s t io n s ,  b ia se s  in  th e  da ta  caused by lack  

o f  knowledge, d i f f e r e n c e s  in  i n t e r p r e t a t i o n  or s o c ia l  d e s i r a b i l i t y  

cannot be com pletely  e l im in a ted  by c a r e fu l  q u e s t io n n a ire  c o n s tru c t io n .

The e x is te n c e  o f  th e se  b ia s e s  suggest t h a t  da ta  ob ta ined  from 

in d iv id u a ls  even when the  s u b je c t  m a tte r  i s  an o r g a n iz a t io n 's  

" o b je c t iv e "  behavior should be viewed as p e rc e p tu a l  and not o b je c t iv e  

d a ta .

One im p lic a t io n  o f  t h i s  f in d in g  fo r  fu tu re  re se a rc h  in  

o rg a n iz a t io n a l  behavior i s  th a t  r e s e a rc h e r s  who choose to  study 

o rg a n iz a t io n a l  performance phenomena should be very c l e a r  about what 

they a re  s tudy ing  and how. One probably cannot, fo r  example, survey 

CEOs and i n t e r p r e t  d a ta  rece iv ed  from them on th e  o rg a n iz a t io n 's  

response p a t t e r n s  as though they  were o b je c t iv e  d a ta  on the  

o r g a n iz a t io n 's  behav io r .  I f  o b je c t iv e ,  unbiased d a ta  on 

o r g a n iz a t io n a l - l e v e l  responses  i s  d e s i r e d ,  da ta  from a r c h iv a l  or 

e x te rn a l  sources  should probably  be the  d a ta  o f  cho ice .  An 

i n t e r e s t i n g  approach to  d a ta  c o l l e c t io n  on o rg a n iz a t io n a l  response 

p a t t e r n s  would be to  use both  a rc h iv a l  and s u b je c t iv e  means fo r  

o b ta in in g  d a ta  and compare th e  da ta  ob ta ined  from th e  two sou rces .

A l te rn a t iv e ly ,  o b ta in in g  da ta  from s e v e ra l  a d m in is t r a to r s  as  was 

done in  t h i s  study p rov ides  th e  o p p o r tu n i ty  to  look a t  th e  amount of
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agreement between a d m in is t r a to r s  and t e s t  hypotheses about what 

f a c to r s  might be im portan t p r e d ic to r s  o f  l e v e l  o f  agreement and about 

the  consequences o f  a lack  o f  agreement. One might hypo thesize ,  fo r  

example, t h a t  a la ck  o f  agreement on fundamental a sp e c ts  o f  the  

o rg a n iz a t io n  ( e .g .  i t s  s t r a t e g y ,  i t s  re c e n t  a c t io n s ,  e t c . )  might be 

r e f l e c t i v e  o f  poor communication and in t e g r a t i o n  which might, in  tu rn ,  

come to  be r e f l e c t e d  in  poor performance.

The r e s u l t s  o f  t h i s  study  (both in  terms o f  the  lack  o f  agreement 

about o rg a n iz a t io n a l  response  p a t te rn s  and in  terms o f  the  

s ig n i f i c a n c e  o f  agreement about an e f f e c t  fo r  p re d ic t in g  response 

c e r t a in t y )  taken  in  combination with the  f in d in g s  rep o r te d  by 

Hrebiniak and Snow (1982) sugges t th a t  the  l e v e l  o f  agreement among an 

o r g a n iz a t io n 's  to p - l e v e l  a d m in is t r a to r s  may be a very im portan t 

v a r ia b le  to  co n s id e r  in  o rg a n iz a t io n  th e o ry .  Given th a t  many models 

o f  o rg a n iz a t io n a l  d e c is io n  making and s t r a t e g y  fo rm ulation  r e ly  on 

n o tio n s  o f  c o a l i t i o n s  or top  management teams (Cyert & March, 1963; 

H rebiniak & Snow, 1982), we need models and methodologies th a t  allow 

fo r  th e  in v e s t ig a t io n  o f  agreement phenomena. I t  i s  im portan t to  

unders tand  both the  p r e d ic to r s  and consequences o f  agreement or the  

lack  th e re o f ,  p a r t i c u l a r l y  in  terms o f  th e  p o t e n t i a l  r e l a t io n s h ip  

between l e v e l  o f  agreement and o rg a n iz a t io n - le v e l  outcomes.
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The I n te r f a c e  between the  In d iv id u a l  and th e  O rgan iza tion : 

"N onra tional"  In f lu en c es  on Environmental Scanning and O rg an iza tio n a l  

Decision-Making

One o f  the  purposes o f  t h i s  re sea rch  was to  b r idge  the  expanse 

between th e  s o c io lo g ic a l  and economic paradigms which tend to  dominate 

in  o rg a n iz a t io n  theo ry  and the  p sycho log ica l paradigm which dominates 

in  o rg a n iz a t io n a l  behav io r .  Severa l w r i te r s  (M il le r ,  Kets de V ries  & 

Toulouse, 1982; Staw, 1984) have suggested  t h a t  th e re  has tended to  

be too  much s p e c i a l i z a t io n  in  th e  OB/OT d i s c i p l in e s  such th a t  

r e s e a rc h e rs  adopt e i t h e r  a s o c io lo g ic a l  p e rsp e c t iv e  on o rg a n iz a t io n s  

or a p sycho log ica l  p e rs p e c t iv e  but not bo th . M ille r  e t  a l .  (1982) 

argue t h a t  viewing th e se  as  a l t e r n a t i v e  p e rs p e c t iv e s  on o rg a n iz a t io n s  

l i m i t s  theo ry  development. " I t  i s  not a m a tte r  o f  determ ining  the  

r e l a t i v e  advantages o f  the  s o c io lo g ic a l  ve rsus  the  p sycho log ica l 

approach" (p . 238) bu t r a th e r  o f  us ing  th e  two i n t e g r a t i v e ly  to  a r r iv e  

a t  a more complete unders tand ing  o f  o rg a n iz a t io n a l  p rocesses .

Perhaps, because o f  th e  dominance o f  th e  s o c io lo g ic a l  and 

economic paradigms in  o rg a n iz a t io n  th e o ry ,  th e re  has tended to  be an 

assumption o f  r a t i o n a l i t y  underly ing  many th e o r i e s  of 

o rgan iza tion -env ironm en t r e l a t i o n s  (Staw, 1980). Many o f  th e se  

th e o r i e s  d e p ic t  an o r g a n iz a t io n 's  s t r a t e g i c  and design behavior as 

though i t  was, or could be, s o le ly  a fu n c tio n  o f  a lo g i c a l  a n a ly s i s  of
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c o n d i t io n s  in  th e  e x te rn a l  environm ent. The s t r a t e g i c  and design 

behavior o f  an o rg a n iz a t io n  i s ,  however, fundamentally the  r e s u l t  of 

p e rc e p t io n s  and i n t e r p r e t a t i o n s  o f  the  o rg a n iz a t io n a l  environment made 

by th e  o r g a n iz a t io n 's  to p - l e v e l  a d m in is t r a to r s .  These p e rce p t io n s  and 

in t e r p r e t a t i o n s  a re  l i k e ly  to  be as  s t ro n g ly  in f lu en ced  by h i s to r y ,  

va lu es ,  o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  and perhaps, in d iv id u a l  

c h a r a c t e r i s t i c s ,  as they a re  by th e  o b je c t iv e  co n d i t io n s  o f  the  

environment ( P f e f f e r ,  1978; Weick, 1969). Furtherm ore, an 

o r g a n iz a t io n 's  a b i l i t y  to  respond or to  implement a p a r t i c u l a r  

s t r a t e g y  once decided on, i s  a l so  l i k e l y  to  be s t ro n g ly  in f lu en ced  by 

f a c to r s  w ith in  the  o rg a n iz a t io n .  Staw (1980) sugges ts  th a t  

" o rg a n iz a t io n s ,  l i k e  in d iv id u a l s ,  a re  in tended ly  r a t i o n a l  and opera te  

under norms o f  r a t i o n a l i t y .  However, o rg a n iz a t io n s ,  even more than 

in d iv id u a l s ,  possess  very l im i te d  in fo rm ation  p rocess ing  and le a rn in g  

c a p a b i l i t i e s "  ( p . 64).

One o f  th e  fundamental purposes o f  t h i s  re sea rch  was to  examine 

o rg a n iz a t io n a l  in fo rm ation  p ro cess in g  in  a group o f  o rg a n iz a t io n s  

faced with a p o t e n t i a l  t h r e a t  to  t h e i r  s u rv iv a l  and to  i n v e s t ig a t e  the  

e f f e c t  o f  c e r t a in  o rg a n iz a t io n a l ,  in d iv id u a l  and ro le  c h a r a c t e r i s t i c s  

on to p - l e v e l  a d m in i s t r a t o r s '  p e rce p t io n s  o f  th e se  changes and t h e i r  

l i k e l y  s ig n i f i c a n c e  fo r  t h e i r  i n s t i t u t i o n s .  While t h i s  re se a rc h  was 

e x p lo ra to ry  and was found to  be l im i te d  in  some ways, the  r e s u l t s  

suggest t h a t  o rg a n iz a t io n a l  c h a r a c t e r i s t i c s  do have a s ig n i f i c a n t  

e f f e c t  on a d m in is t r a to r  p e rc e p t io n s  o f  th e  environment while the
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i n d iv id u a l  and r o le  c h a r a c t e r i s t i c s  examined in  t h i s  study were not 

found to  s i g n i f i c a n t l y  a f f e c t  th e se  p e rc e p t io n s .

I f  th e  f i e l d  o f  o rg a n iz a t io n  theo ry  seeks to  b e t t e r  understand  

the  n a tu re  of o rgan iza tion -env ironm ent r e l a t i o n s  and p a r t i c u l a r l y ,  

i n t e r - o r g a n iz a t io n a l  d i f f e r e n c e s  in  r e a c t io n s  to  the  environment, the  

f i e l d  needs more re sea rch  focused on f u r th e r in g  our unders tand ing  of 

what th e  im portant in f lu e n c e s  on th e  environm ental sense-making 

p rocesses  might be. Also needed i s  r e sea rch  which d e l in e a te s  the  

c o n d i t io n s  under which s o - c a l l e d  "n o n ra t io n a l"  f a c t o r s ,  such as 

in d iv id u a l  and o rg a n iz a t io n a l  c h a r a c t e r i s t i c s ,  a re  im portan t to  the  

in fo rm ation  p rocess ing  and s t r a t e g i c  d e c is io n  making p rocesses  in  

o rg a n iz a t io n s .

To b e t t e r  understand  th e  behavior o f  o rg a n iz a t io n s  and of 

o rg a n iz a t io n a l  members, we must recogn ize  the  importance o f  o p e ra t in g  

a t  t h i s  in t e r f a c e  between th e  in d iv id u a l  and the  o rg a n iz a t io n  a t  both 

the  t h e o r e t i c a l  and e m p ir ic a l  l e v e l s .  The re c o g n i t io n  t h a t  i t  i s  

people who a re  a t  the  helm o f  o rg a n iz a t io n s  and who determine an 

o r g a n iz a t io n 's  d i r e c t io n  w i l l  in c re a se  the  r ic h n e ss  and exp lanato ry  

power o f  our th e o r i e s  o f  how o rg a n iz a t io n s  behave.
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Dear A d m in is tra to r :

As p a r t  o f  the  d i s s e r t a t i o n  requ irem ents  fo r  my d o c to ra l  
work a t  th e  C ity  U n iv e rs i ty  o f  New York, I am conducting a 
major s tudy  o f  the  e f f e c t s  o f  changes in  th e  h igher  educa tion  
environment on th e  p e rc e p t io n s  and a t t i t u d e s  o f  c o l le g e  and 
u n iv e r s i ty  a d m in is t r a to r s .

I am asking  you to  p a r t i c i p a t e  in  t h i s  study which I 
b e l ie v e  w i l l  prove u s e fu l  to  c o l le g e  a d m in is t r a to r s  such 
as y o u rs e l f  in  he lp ing  you to  develop a b e t t e r  unders tand ing  
o f  what f a c t o r s  a f f e c t  p lann ing  and d e c is io n  making in  
i n s t i t u t i o n s  o f  h igher  ed u ca tio n .

I would be g r a te f u l  i f  you could  tak e  a h a l f  hour out 
o f  your schedule  to  complete t h i s  q u e s t io n n a i re .  P lea se  be 
assu red  t h a t  your responses  w i l l  be kept com plete ly  c o n f id e n t i a l .  
The d a ta  ga thered  here  w i l l  be re p o r te d  in  aggregated  form 
on ly . The numerical codes on th e  q u e s t io n n a i r e s  w i l l  be 
used fo r  purposes o f  c l a s s i f y i n g  i n s t i t u t i o n s  in to  c a te g o r ie s  
only .

I have provided a stamped, s e l f - a d d re s s e d  envelope fo r  
your convenience in  r e tu rn in g  th e  q u e s t io n n a i r e .  I ask t h a t  
you r e tu r n  the  q u e s t io n n a ire  a t  your e a r l i e s t  convenience but 
befo re  December 1, 1984. I would be happy to  prov ide  you with 
a com pila t ion  o f  the  r e s u l t s  o f  t h i s  re se a rc h  should you be 
in t e r e s t e d .  I f  you a re  i n t e r e s t e d  in  re c e iv in g  such a summary, 
p le a se  in d i c a te  your name and address  on a s e p a ra te  s h e e t  o f  
paper and r e tu r n  i t  w ith  the  survey o r  under s e p a ra te  cover.

I thank you in  advance fo r  your time and co o p e ra t io n ,  they 
a re  s in c e re ly  a p p re c ia te d .

S in c e re ly ,

Frances J .  M ill iken  
Ph.D. Candidate in  
O rg an iza t io n a l  Behavior, 
The C ity  U n iv e rs i ty  o f  
New York



Some educa tiona l commentators have sa id  th a t in s t i tu t io n s  o f h igher 
education are e n te rin g  a t r a n s i t io n a l pe riod  in  th e ir  h is to ry  w h ile  
o thers  say th a t the re  is  no reason to  b e lie v e  th a t in s t i tu t io n s  o f 
h igher education w i l l  change s ig n if ic a n t ly  in  the next decade. 
L is te d  below are two apparent trends in  the environment o f h igher 
education in s t i tu t io n s  accompanied by a few ques tions . We are 
in te re s te d  in  your o p in ion  about these trends .

TREND ft:
A 15-25/6 de c lin e  in  the number o f 18-24 year o lds  in  th is  country 
has been p re d ic te d  fo r  the  tim e pe riod  from 1983-1997.

1a. I f  you had to  assign a p ro b a b il ity  as to  the lik e lih o o d  th a t 
th is  trend  w i l l  occur, what would i t  be ( c ir c le  be low ):

0? 10? 20? 30? 40? 50? 60? 70? 80? 90? 100?

1b. How c e r ta in  are you o f your estim ate? ( c ir c le  below)

1 2 3 4 5 6 7
Extremely Somewhat Somewhat A bso lu te ly
U ncerta in  U ncerta in  C e rta in  C e rta in

2a. How l i k e ly  is  i t  ( in  your es tim a tio n ) th a t your in s t i tu t io n  
w i l l  be a ffe c te d  by th is  trend  ( c ir c le  be low):

0? 10? 20? 30? 40? 50? 60? 70? 80? 90? 100?

2b. How c e r ta in  are you o f th is  estim ate? (C irc le  below)

1 2 
Extremely 
U ncerta in

Somewhat
Uncerta in

Somewhat
C e rta in

Abso lu te ly
C e rta in

2c. How much o f an impact
your in s t i tu t io n ?  (C irc le  below)

th is  trend  w i l l  have on

No impact 
a t a l l

A moderate 
impact

A c r i t i c a l  
impact

2d. How c e r ta in  are you o f th is  estim ate? (C irc le  below)

1 2 
Extremely 
Uncerta in

Somewhat
Uncerta in

5
Somewhat
C erta in

A bso lu te ly
C e rta in
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TREND B:
Some sources p re d ic t  th a t the re  w i l l  con tinue to  be a s ig n if ic a n t  
s h i f t  towards the undergraduate s e le c tio n  o f majors more d i r e c t ly  
re le v a n t to  vocations and pro fess ions  (e .g . computer science, 
en g inee rin g , business e tc . )  d u rin g  the next decade.

1a. I f  you were to  assign a p ro b a b il i ty  as to  the l ik e lih o o d  
th a t th is  trend  w i l l  continue to  occur, what would i t  be 
(C irc le  be low ):

0* 10* 20* 30* 40* 50* 60* 70* 80* 90* 100*

1b. How c e r ta in  are you o f your estim ate? ( c ir c le  below)

1 2  3 4 5 6 7
Extremely Somewhat Somewhat A bso lu te ly
U ncerta in  U ncerta in  C e rta in  C erta in

2a. How l i k e ly  is  i t  ( in  your es tim a tio n ) th a t your in s t i t u t io n  
w i l l  be a ffe c te d  by th is  trend  ( c ir c le  be low):

0* 10* 20* 30* 40* 50* 60* 70* 80* 90* 100*

2b. How c e r ta in  are you o f th is  estim ate? ( c ir c le  below)

1 2 3 4 5 6 7
Extremely Somewhat Somewhat A bso lu te ly
U ncerta in  U ncerta in  C e rta in  C erta in

2c. How much o f an impact th is  trend  w i l l  have on
your in s t i tu t io n ?  ( c ir c le  below)

1 2 3 4 5
No impact A moderate A c r i t i c a l
a t a l l  impact impact

2d. How c e r ta in  are you o f th is  estim ate?

1 2 3 4 5 6 7
Extremely Somewhat Somewhat A bso lu te ly
U ncerta in  U ncerta in  C e rta in  C erta in
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Statements in  the fo llo w in g  sec tio n  ask you about the degree o f 
d i f f i c u l t y  in vo lve d  in  reaching a d e c is io n  about how your in s t i t u t io n  
ought to  respond to  the demographic and c u r r ic u la r  trends mentioned 
above.

Please in d ic a te  the  degree to  which you agree w ith  each o f the 
fo llo w in g  statem ents by c i r c l in g  the a p p ro p ria te  number to  the r ig h t  
o f the statem ent.

1 2  3 - ^ 5
S trong ly  D isagree Somewhat Agree S trong ly
Disagree Agree Agree

1. I  fe e l c o n fid e n t th a t we are aware o f 
a l l  the response a lte rn a t iv e s  a v a ila b le
to  us as an in s t i t u t io n .  1 2 3 A 5

2. When weighing the va riou s  a lte rn a tiv e s  
fo r  responding to  these trends , i t  is  
hard to  decide which o f these 
a lte rn a tiv e s  is  l i k e ly  to  be most
e f fe c t iv e  in  the long run . 1 2 3 A 5

3. One cannot accu ra te ly  assess the 
r e la t iv e  e ffe c tiv e n e s s  o f va rious  
a lte rn a tiv e s  because th e re  are
so many unknowns th a t  could in flu e n c e
the e ffe c tiv e n e s s  o f each a lte rn a t iv e .  1 2 3 A 5

A. In  the face o f these c u r r ic u la r  and 
demographic trend s , to  some exten t 
a d m in is tra to rs  ju s t  have to  guess 
which s tra te g y  w i l l  produce the 
most d e s ira b le  outcome fo r
the c o lle g e . 1 2 3 A 5

5. I t  is  d i f f i c u l t  to  determ ine exa c tly  
what a lte rn a tiv e s  are a v a ila b le  fo r
responding to  these trend s . 1 2 3 A 5

6. Once the a lte rn a tiv e s  have been 
narrowed down, i t  is  r e la t iv e ly  easy 
to  eva luate the r e la t iv e  d e s ir a b i l i t y  
o f each fo r  the long run w e ll-b e in g
o f the in s t i t u t io n .  1 2 3 A 5
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The fo llo w in g  is  a l i s t  o f  some o f the responses co lleg es  could 
make to  the p re u ious ly  discussed demographic and c u r r ic u la r  trends in  
th e ir  environm ents. In  answering these questions, please respond on 
the ba s is  o f your own knowledge

Please place a check in  the ap p ro p ria te  column in d ic a t in g  
whether:

1) the a c tio n  has never been considered.
2) the a c tio n  has been considered bu t was re je c te d .
3) the a c tio n  is  c u r re n t ly  being considered.
A) the a c tio n  has a lready been taken (w ith in  the la s t  5 years)
0) I  am not sure.

PLEASE NOTE THAT IN SOME CASES MORE THAN ONE CATEGORY MAY APPLY. IN 
THESE CASES, PLEASE PLACE CHECKS IN ALL COLUMNS THAT APPLY.

Never
C onsidered

C onsidered
b u t

R e jec te d

Under
C onside r­

a t io n

A lready
Done

Not
Sure

1 . Developing a comprehensive, long -te rm  
(5 years +) s tra te g ic  p lan fo r  the c o lle g e .

2. Undertaking o r in c rea s ing  m arketing e f fo r t s :
a. A d v e rtis in g

-newspapers, broadcast media, p e r io d ic a ls
b . Brochures on the co lleg e  

- f o r  guidance counse lors,
- f o r  p rospec tive  students

3. C u ttin g  the number o f fa c u lty  l in e s .

A. I n s t i t u t in g  a h ir in g  freeze :
a. fa c u lty
b. support s t a f f

5. E s ta b lis h in g  Continuing Education programs.

6. E s ta b lis h in g  an evening session

7. Seeking in fo rm a tio n  from a d m in is tra to rs  
a t o th e r co lleg es  about how they are 
responding and why.

8. C u ttin g  in s tru c t io n a l budget a l lo c a t io n s :
a. s a la r ie s
b. o the r ( i . e .  equipment, su p p lie s )

9. Increas ing  s tudent rec ru itm en t e f fo r ts

10. E s ta b lis h in g  " s a te l l i t e  campuses."

11. Formation o f a d m in is tra t iv e  task fo rces  
to  c o l le c t  in fo rm a tio n  and make recom­
mendations to  the P resident o r T rustees.

12. Cutbacks in  the c a p ita l expend itu re  budget

13. Inc rea s in g  the % o f a p p lica n ts  accepted.

1 A. C rea ting  new degree programs
( In  the space below, please in d ic a te  the
type o f program)
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Nevtr
C onsidered

Considered
bu t

R e jec te d

Under
C o n sid e r-

e t i o n

A lready
Done

Not
Sure

15. C rea ting  new undergraduate m ajors (p lease 
in d ic a te  type o f m ajor)

15. C reating  new departments (Please in d ic a te  
the names o f these departments)

17. H ir in g  c o n s u lta n ts /fo re c a s te rs  to  he lp  the 
co lle g e  eva luate  i t s  op tions

10. E n te ring  in to  jo in tly -s p o n s o re d  programs w ith  
o th e r co lleges  in  the area

19. E lim in a tin g  academic departments (Which?)

20. Im proving the c o lle g e 's  computing
c a p a b il i t ie s  o r making low -cos t computers 
a v a ila b le  to  s tuden ts .

T h is  p a rt o f the q u es tio nn a ire  asks you to  in d ic a te  the ex te n t to  
which you pe rce ive  your co lle g e  to  have c e r ta in  c h a ra c te r is t ic s .  
Please in d ic a te  the ex te n t to  which you agree w ith  each o f the 
statem ents by c i r c l in g  the ap p ro p ria te  number to  the r ig h t  o f the 
statem ent.

S trong ly
Disagree

Disagree
3

N e ithe r 
Agree or 
Disagree

4
Agree

5
S trong ly
Agree

A d m in is tra to rs  such as you are encouraged 
to  make suggestions when a major 
in s t i t u t io n a l  d e c is io n  has to  be made. 1 2  3 4 5

2. People in  th is  o rg a n iz a tio n  are l i k e ly  to  
openly express th e ir  re a c tio n s  to  p o lic y
suggestions. 1 2  3 4 5

3. A d m in is tra to rs  have a good deal o f say in  
de te rm in ing  the s tra te g ie s  and p lans fo r
the  c o lle g e . 1 2  3 4 5
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1 2  3 4 5
S tron g ly  D isagree N e ithe r Agree S trong ly
Disagree Agree o r Agree

Disagree

4 . The p re s id e n t o r board o f tru s te e s  u s u a lly  
make the s tra te g ic  de c is io ns  fo r  the co lle g e  
w ith o u t c o n s u lta tio n  w ith  o ther
a d m in is tra to rs . 1 2  3 4 5

5 . When the in s t i t u t io n  is  fa c in g  a tough prob­
lem, a d m in is tra t iv e  task  fo rces  are o fte n  
convened to  study p o te n t ia l s o lu tio n s  to  the 
problem and to  make recommendations to  the
p re s id e n t. 1 2  3 4 5

6 . The board o f tru s te e s  o r p re s id e n t w i l l  
u s u a lly  seek the advice o f a d m in is tra to rs  
such as you be fore making major resource
a l lo c a t io n  d e c is io n s . 1 2  3 4 5

7. A dm in is tra to rs  such as you are encouraged 
to  speak th e ir  minds even i f  i t  means
d isagree ing w ith  the p re s id e n t. 1 2  3 4 5

8 . A dm in is tra to rs  r e a l ly  do no t p lay  an a c tiv e  
ro le  in  the de c is io n  making process a t th is
c o lle g e . 1 2  3 4 5

9. The in s t i t u t io n  does no t seem to
have a s trong sense o f i t s  h is to ry .  1 2  3 4 5

10. There is  a s trong sense o f p r id e  in  the 
c o lle g e 's  goals and m iss ion among the
a d m in is tra to rs  here. 1 2  3 4 5

11. There are s to r ie s  about prev ious pres­
id e n ts , a d m in is tra to rs , tru s te e s  or 
graduates o f th is  co lle g e  th a t every
a d m in is tra to r has heard a t le a s t once. 1 2  3 4 5

12. The a d m in is tra to rs  here th in k  th a t 
t h is  co lle g e  has carved ou t a 
unique place fo r  i t s e l f  in  the h igher
education community. 1 2  3 4 5

13. The co lle g e  does no t have a w e ll-d e fin e d
se t o f goals o r o b je c tiv e s  fo r  i t s e l f .  1 2 3 4 5

14. Many o f the b u ild in g s  o r common rooms 
on Gampus are named a f te r  prev ious
p re s id e n ts , tru s te e s  o r fa c u lty  members. 1 2  3 4 5

15. A dm in is tra to rs  in  th is  in s t i t u t io n  
tend to  be knowledgeable about the
in s t i t u t io n 's  h is to r y .  1 2  3 4 5

16. When a d m in is tra to rs , fa c u lty  or 
s tudents ta lk  about the  co lle g e  to  
o u ts id e rs , i t  is  u s u a lly  w ith  g reat
enthusiasm. 1 2  3 4 5



To what ex te n t are the fa llo w in g  c h a ra c te r is t ic s  ty p ic a l o f the 
undergraduate p o r tio n  o f th is  co llege? Please mark the ap pro p ria te  
response using the sca le im m ediately below:

1 2
Uery untrue 
o r h ig h ly  
a ty p ic a l o f 
t h is  in s t i t u t io n

N e ithe r 
ty p ic a l 

o r a ty p ic a l

Uery tru e  
o r h ig h ly  
ty p ic a l o f 
in s t i t u t io n

1. This co lle g e  is  ab le  to  ob ta in  needed f in a n c ia l 
resources in  order to  p rovide a high q u a l ity  
educa tiona l program.

2. When h ir in g  new fa c u lty  members, th is  co lle g e  can 
a t t r a c t  the lead ing  people in  the country in  th e ir  
re sp e c tive  f ie ld s .

3. Th is co lle g e  e n ro lls  the lead ing  high school 
graduates in  the coun try .

A. Th is co lle g e  has a good a b i l i t y  to  ob ta in  the resources 
i t  needs to  be e f fe c t iv e .

For the fo llo w in g  ques tions , please in d ic a te  the ap p ro p ria te  
response us ing the fo llo w in g  sca le :

Almost A sm all Less About More A la rge  Almost
None m in o r ity  than h a lf  than m a jo r ity  A l l

h a lf  h a lf

5. How many fa c u lty  members would you say have n a tio n a l 
re p u ta tio n s  in  th e ir  re sp e c tive  academic f ie ld s ?

6. Approxim ately what percentage o f the fa c u lty  members 
and a d m in is tra to rs  a t th is  co lle g e  attended a conference 
o r workshop s p e c if ic a l ly  o r ie n te d  towards p ro fe ss io n a l 
and/or personal development la s t  year?

7. How many o f the fa c u lty  members a t th is  co lleg e  would 
you say pub lished a book o r an a r t ic le  in  a p ro fe ss io n a l 
jo u rn a l la s t  year?

8. What p ro p o rtio n  o f the fa c u lty  members would you 
estim a te  teach a t the " c u t t in g  edge" o f th e ir  f i e l d —
i . e .  re q u ire  cu rre n t jo u rn a l a r t ic le s  as read ing , 
re v ise  s y l la b i a t le a s t y e a r ly , d iscuss c u rre n t issues 
in  the f ie l d ,  e tc .?

9. How many fa c u lty  members a t th is  co lleg e  would you say 
have a t some tim e rece ived an academic award o r honor 
such as a tea ch in g , research or p ro fe ss io n a l award?

10. How many fa c u lty  members a t th is  co lleg e  are now 
a c t iv e ly  engaged in  p ro fe s s io n a l development— i . e . ,  
doing research , w r i t in g  a book, e tc .?

11. Colleges may be ra ted  on the bas is  o f th e ir  r e la t iv e  
"draw ing power" in  a t t r a c t in g  top high school students 
In  re la t io n  to  o ther co lleg es  w ith  which i t  d ir e c t ly  
competes, what p ro p o rtio n  o f the top students a ttend  
th is  co lle g e  ra th e r than the com petition?
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1________ 2________ 3_________ 4________ 5________ 6________ 7
Almost A sm all Less About More A la rge  Almost
None m in o r ity  than h a lf  than m a jo r ity  A l l

h a lf  h a lf

12. How many a d m in is tra to rs  a t th is  co lleg e  would you say 
are pe rso n a lly  s a t is f ie d  w ith  th e ir  employment?

13. How many a d m in is tra to rs  would you say are pe rsona lly  
s a t is f ie d  w ith  the way th in g s  are done around th is  
school?

14. I f  g iven an acceptable job  a lte rn a t iv e ,  how many 
a d m in is tra to rs  do you th in k  would opt fo r  le av in g  
th is  school ra th e r  than s tay ing?

The fo llo w in g  item s ask you about how you fe e l about your job  and 
about c e r ta in  c h a ra c te r is t ic s  o f your jo b . For each o f the items 
l is te d  below, please in d ic a te  the ex te n t to  which you agree w ith  
each, us ing the fo llo w in g  sca le :

1 2  3 4 5
S trong ly  Disagree N eutra l Agree S trong ly
Disagree Agree

1. I  fe e l c e r ta in  about how much a u th o r ity  I  have
in  my cu rre n t p o s it io n  a t the c o lle g e . 1 2  3 4 5

2 . I  have c le a r ,  planned o b je c tiv e s  fo r  my jo b . 1 2  3 4 5

3. I  know what my job  r e s p o n s ib i l i t ie s  a re . 1 2  3 4 5

4 . I  know th a t I  have a llo c a te d  my tim e p ro pe rly
among my job  re s p o n s ib i l i t ie s .  1 2  3 4 5

5. I  know e xa c tly  what is  expected o f me in  my jo b . 1 2  3 4 5

6 . I  rece ive  c le a r exp lana tions  as to  what has
to  be done in  my jo b . 1 2  3 4 5

7. I  am w i l l in g  to  put in  a g rea t deal o f 
e f f o r t  beyond th a t no rm ally  expected in
order to  he lp th is  c o lle g e  be success fu l. 1 2  3 4 5

8. When I  ta lk  to  f r ie n d s ,  I  ge ne ra lly  
describe  th is  co lle g e  as a g rea t in s t i t u t io n
to  work f o r .  1 2  3 4 5

9 . I  f in d  th a t my values and th is  in s t i t u t io n 's
values are very s im i la r .  1 2  3 4 5

10. I  am proud to  t e l l  o thers  th a t I  am a
p a rt o f th is  in s t i t u t io n .  • 1 2  3 4 5

11. Th is o rg a n iza tio n  r e a l ly  in s p ire s  the 
very best in  me in  the  way o f job
performance. 1 2  3 4 5
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12. I  am extrem ely g lad th a t I  chose to  work 
fo r  th is  o rg a n iz a tio n  in s te ad  o f o thers
I  was cons ide ring  a t the tim e . 1 2 3 A 5

13. I  r e a l ly  care about the  fa te  o f th is
c o lle g e . 1 2 3 A 5

1A. I  would accept alm ost any type o f p o s it io n  
in  o rder to  keep working fo r  th is
in s t i t u t io n .  1 2 3 A 5

15. T h is o rg a n iz a tio n  comes c lose to  be ing the
id e a l p lace fo r  me to  work. 1 2 3 A 5

The statements below are concerned w ith  the na ture o f your p o s it io n  
a t the co lleg e  and the k inds  o f a c t iv i t ie s  invo lve d  in  your jo b . 
Please ra te  each o f them by c i r c l in g  the number which best 
corresponds to  your answer to  the question ;

To what degree is  the a c t iv i t y  a s ig n if ic a n t  p a rt o f your job?

1 2 3 A 5
D e f in ite ly  An occasional A most
no t a p a rt o r somewhat s ig n if ic a n t
o f my job  im portan t p a r t p a rt o f my job

o f  my job

1. Representing the co lle g e  to  o u ts id e rs . 1 2 3 A 5

2. Reviewing the  c o lle g e 's  s tra te g ie s  or 
p lans w ith  o u ts id e rs  ( i . e .  con su lta n ts , 
lawyers, a d m in is tra to rs  from o ther
co lleg es  o r u n iv e r s it ie s ) .  1 2 3 A 5

3. T rave ling  a t le a s t 30 days a year as
a re p re s e n ta tiv e  o f your c o lle g e . 1 2 3 A 5

A. P reparing re p o rts  fo r  governmental
agencies o f any typ e . 1 2 3 A 5

5. P reparing and/or making seve ra l s ta te ­
ments to  media ( p r in t  o r broadcast)
each year. 1 2 3 A 5

6 . W rit in g  a t le a s t 10 business le t te r s  
a week to  in d iv id u a ls  ou ts id e  the
c o lle g e . 1 2 3 A 5

7. A c ting  as the c o lle g e 's  l ia is o n  to
o th e r o rg a n iz a tio n s . 1 2 3 A 5

0. Hearing o u ts id e rs ' op in ions  o f your
c o lle g e . 1 2 3 A 5

9. In te ra c t in g  w ith  in d iv id u a ls  who 
could have a s ig n if ic a n t  impact on how 
the  co lle g e  is  perce ived ( i . e .  
p o l i t ic ia n s ,  p h ila n th ro p is ts ,  school
guidance cou nse lo rs ). 1 2 3 A 5

10. A ttend ing  meetings w ith  a d m in is tra to rs  
from o th e r co lleg es  ( i . e .  educa tiona l 
conferences, re g io n a l o r n a tio n a l
a s s o c ia tio n a l m ee tings). 1 2 3 A 5
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We are a lso  in te re s te d  in  your personal s a t is fa c t io n  w ith  the 
c o lle g e . In  p a r t ic u la r ,  we are in te re s te d  in  how s a t is f ie d  you 
are w ith  the q u a l ity  o f the in s t i t u t io n 's  p lanning e f fo r t s .

I f  s a t is fa c t io n  could be represented by a continuum from 0 to  100 
w ith  0 rep resen ting  complete d is s a t is fa c t io n  and 100 rep resen ting  
complete s a t is fa c t io n  w ith  the in s t i t u t io n 's  p lann ing e f fo r t s ,  
using a number from 0 to  100, in d ic a te  how s a t is f ie d  you are w ith  
the in s t i t u t io n 's  p lann ing e f fo r t s .

RATING OF PERSONAL
SATISFACTION WITH INSTITUTIONAL PLANNING:_________

( f i l l  in  as s p e c if ie d  above)

PERSONAL DATA

1. What is your present job title?

2. How long have you held your current position? (in years)

3. How long have you been employed by this co!lege7 (in years)__________________

A. If you have been employed in other positions at this college, what is the title 
of the job you held immediately prior to moving into your current position?

5. For how many years have you worked as an administrator in an institution of
higher education, including ones other than the one for which you are currently 
working?____________________________________________________________________

6. Have you ever held an administrative position in a profit-making company?

1) No
2) Yes______

7. Are you an alumnus of this college or university?

1) No
2) Yes______

8. Age: (on last birthday)

1) 20 -2 9
2 )  3 0 - 3 9 _ _ _ _ _ _
3 )  A 0 - A 9 _ _ _ _ _
A )  5 0 - 5 9 _ _ _ _ _ _
5 )  6 0 - 6 9 _ _ _ _ _ _
6) over 70____

8. Sex:

1) Female
2) hale
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PCOD PCOV

In te r c o r r e la t io n s  

PCED PCEV RESPCER

Among The 

SELECT

S tu d y 's  M ajor V a r ia b le s  

PROF. MAJ. CULTURE PARTIC
TENURE

POSITION
IN

COLLEGE

PCOD --------- .10 * * *
.28

* *
.17 .00 -.05 -.04 .06

»*
.18 -.03 .06

PCOV --------- — .10
* * *

.58 .08 -.04 .02 -.07 .01 .04 -.03

PCEO --------- — ---------
* * *  * *

.39 -.18
**

-.20 -.02  -.14* ;3 .01 .04

PCEV --------- — ---------
**

-.17
** *

-.24

o1

*
- -.02 -.05 -.04

RESPCER --------- — --------- --------- .08
* * *

-.07 .23
*

.13 .00 -.03

SELECTIVITY — — --------- --------- —
* * *  *

-.3 0  .14 -.00 -.03 .11

NUMBER OF 
PROF. MAJORS --------- — --------- --------- — -.07

*
-.12 -.02 .04

CULTURE --------- — — --------- — —

* * *
.39 .09 .04

*p < .05 **p < .01 ***p < .001
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PARTIC

In te r c o r r e la t io n s  Among

PARTIC POSITION COLLEGE TENURE IN 
TENURE TENURE ED. ADMIN.

.03 .07 .12*

the S tu d y 's  M ajor V a r ia b le s  (Cont

BOUNDARY ROLE SATISFACTION 
SPANNING AMBIGUITY W/ PLANNING

**  * * *  *««
.16 -.36  .45

d)

ORG.
COMMITMENT

.51

POSITION
TENURE ---------

** *
.61

* * *
.55 .08

#
-.11

**
.18

**
.17

COLLEGE
TENURE --------- ---------

*#*
.37 -.03 .02 .07

*
.12

TENURE IN 
ED. AOMIN. --------- --------- ---------

** *
.29

** *
-.26

#*
.21

** *
.24

BOUNDARY
SPANNING --------- --------- --------- —

«**
-.34

***
.29 .27

ROLE
AMBIGUITY --- --- --------- --------- ---------

* * *

-.48
- * * *

-.45

SATISFACTION 
W/ PLANNING --- --------- --------- — --------- ---------

* * *

.55

*p < .05 **p < .01 ***p < .001
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PCOD PCOV

In te r c o r r e la t io n s  

PCED PCEV RESPCER

Among the  
(Cont

SELECT­
IVITY

S tu d y ’ s M ajor V a r ia b le s  
d)

PROF. MAJ. CULTURE

TENURE IN 
ED. ADMIN. .05 .04

*
.12 -.00 *

.15 .00 .01 .03

BOUNDARY
SPANNING -.03 .01 -.04 -.08

#
.16 .00

*#
.07 .18

ROLE
AMBIGUITY -.02

*
-.14 .11 -.09

** *
-.27 -.01

*  * * *
.12 -.39

SATISFACTION 
W  PLANNING -.02 .11

* *
-.18 -.02

*
.17 -.02

** *
.02 .39

ORGANIZAT. 
COMMITMENT .05 -.01

*
-.14 -.11

*
.12

*
.15

* * *
-.05 .53

*p < .05 * * p  < .01 ***p  < .001
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