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CHAPTER I
INTRODUCTION

During the past decade, the rating of leadership has
achleved a substantlal degree of maturity and the various se-
lection methods and devices have galned wide acceptance, par-
ticularly in industry. More recent research in general
leadership selection has resulted in proliferations, no two
of which are identical, yet there has been very little palins-
taking research and few systematic experiments which have
been directly concerned with improving the training and se-
lection of college presidents. Industrial executives and col-
lege presidents are vital to the American way of life and
they constitute centers of power. Yet, top leaders seem to
have avoided critical and objective scrutiny of themselves
while they have asserted the necessity of determining the se-
lection of those beneath them by the most sclentific methods
available.1 As a result, attempts to investigate problems
relating to the selectlon of college presldents appear to have
been subtly avolded, thereby deterring the unlocking of essen-
tial disciplines of high-level educatlional leadership. The
need for systematic programs of selection for college presi-

dents accentuates the probability that there could be gullible

1Alvin W. Goulder, Studies in Leadership (New York:
Harper and Brothers, 1950), p. L48.




acceptance of lower-echelon selection principles and proce-
dures which may appear potentially useful, with 1little regard
for how dubious the basls may be for determining their value.
The urgency of the desire for something more than mediocrity
in top leadership by all groups 1s indicative of the impera-
tive confronting those who are entrusted with selecting compe-
tent top executives.

Perhaps the 1limited knowledge about top leadership se-
lection accounts for the seemingly vociferous disagreement in
regard to what are proper selection techniques and procedures.
It seems that the rapld and healthy growth of industry durilng
the last quarter of a century may be due largely to the accu-
rate and dellberate selection of top executives. Is it not
possible that the patterns of selection in iIndustry, 1f used
carefully by those entrusted with the function of selecting
the college president, may have reciprocal influence in the
educational enterprise? The purpose of this study, therefore,
was to examine the litérature dealing with leadership selec-
tion, to analyze four selected experiments 1n iIndustry which
were concerned with executive selection, corroborate the
findings, analyze resultant data, appralse patterns of selec-
tion, and propose meaningful implications which may be used
when selecting the college president.

This study centers in drawing out of four industrial

programs of selection a positive, unified, and consistent
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plan for selecting college presidents. The study was organ-
ized not simply to be a lucld summary of studies but rathér to
Indicate a framework of patterns relative to top executive se-
lection which have been tested in industry. It was hoped

that this study would help to clarify and increase value
judgments of college governing boards. The study is per-
meated throughout with a democratic concept which attempts to
assess experimental selection practices which are currently
in vogue in industry and to create from formal programs of
selection a systematic approach to the selection of college
presidents. It was also hoped that this study would help to
bridge the gap that exists in this segment of literature by
corroborating experimental selection findings in industry.

It is hoped further that the implications will be meaningful
and that the suggested framework of patterns will serve as a
gulde for college boards of control who are seeking to ap-
praise, refine, or revamp their selection practices in an at-
tempt to achleve a fundamental goal of high-quality executive
leadership.

Statement of the Problem

The purpose of this study was to investigate the prob-
lem area suggested by the following questions:
What have been the findings in industry concerning the

selection of top executives? What implications may formal
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programs of selection in industry have for the selection of
college presidents?

The primary'concern of this Investigatlon was to exam-
ine the literature and four programs of selection which are
currently used 1n industry for selecting executives and at-
tempt to 1dentify and to appralse factors which appeared sig-

nificant for the selection of college presidents.

Statement of the Sub-Problems

An analysis of the major problem area involved a scru-
tiny of the following adjuvant problems:

l. To survey literature 1n order to develop concepts
of the 1ndustrial executive and the college president.

2. To examine and analyze four formal programs of se-
lection in industry.

3. To identify and appraise significant patterns of
executive selection which emerge from the findings of the
four programs of selection in industry.

4. To identify implications which the programs of se-
lection 1n industry have for the selectlion of the college
president.



Basic Assumptions

The logic underlying the analysis of the problem
rested upon the following assumptlons:

l. That formal programs of selection in industry con-
taln patterns which will help insure intelligent selection of
college presidents.

2. That findings relative to leadership selection 1in
industry are valid evidence for determining patterns for the
selectlon of college presidents.

3. That there 1s no single factor 1n selection that
can guarantee the effective selection of college presldents.

4. That the selection of the executive 1s as cruclal
as selection at lower levels.

5. That many boards of control do not have a positive,

unified, and consistent program of selection.

Definitions

The terminology used 1n this study accepts meanings as
found in standard reference works within the area involved.
In order to clarify specific meanings, some of the terms were
defined as follows:

Top executive. One whose job requires at least 50 per

cent of his time in work related to policy planning, program



selling, and coordination.?

Framework of patterns. A composite of patterns of se-

lection developed from formal programs of selection in 1ndus-

try.

Limitations

Certaln limitatlons were imposed upon the study which
attempted to confine the scope of inquiry in such a way as to
enhance the probability of thorough accomplishment. These
restrictions were:

l. That the study should be made within the framework
of findings 1n industry relating to executive selection be-
tween 1930 and 1959.

2. That the study be confined to analyzing and ap-

pralsing data from four programs of selectlon 1n 1ndustry.

Significance of the Study

Spears3 indicated the importance of the function of

selection for in the last resort everything depends on the

2p, E. Coffin, "A Three-Component Theory of Leader-
ship," Journal of Abnormal end Social Psychology, 39:63,
January .19l . :

3Edward L. Spears, Assignment to Catastrophe (Vol. 2;
New York: A. A. Wyon, Inc., 1954), p. 130.
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abllity of selectors to identify and evaluate accurately the

potential head of affairs. Industryk and education (several
notable efforts have been made under the direction of Southern
States Cooperative Program in Educational Administration) have
increasingly recognized the need for improved solutions to

the intricate problems involved in finding the right top
leader.

Despite the general selection devices and methods,
Harvey5 stated that personnel consultants feel that no one
set of appralsal techniques 1s fool-proof. Tests, interviews,
and theorles of how to determine good leadership traits may
give insight into the problem of executive selection, all of
which may improve the understanding, but any one or a combi-
nation of such approaches may be responsible for hiring some
poor risks and letting some good ones get away.

The different approaches to leadership selection are
important; nevertheless, it appears that the strength of a
program of selectlon 1s proportional to the ability of the
governing board to understand 1ts function and the board's

ability to translate 1ts philosophic-mindedness into

hM. Joseph Dooher and Elizabeth Marting, Selection of
Management Personnel (Vol. 1; New York: Americen Management

Assoclation, Inc., 1957), pp. 184-351.

Sw. W. Harvey, "Search for the Right Executive,"
Journal of Educational Sociology, 30:31-3l4, September 1956.
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intelligent behavior. Corroboration, analysis, and synthesis
of findings of programs of selection in industry may be a
means of assisting boards of control in acquiring a better
understanding of top executive selection. The way a board of
control rationalizes 1s important for it is from this pivotal
point that criteria for selection purposes are developed.

The human animal seems to overlook criteria until it sees the
need for them. Too often passive unproductiveness results in
blunders.® It appears that boards of control could avoid
much of the risky speculation by embracing tested patterns of
selection. Further, it 1s thelr obligation to examlne criti-
cally and reconstruct changing concepts in relation to what
they are supposed to do. The rapid and profound changes that
have taken place in higher education for which governing
boards have the obligation to provide effective top leader-
ship confirms the assumption that a board of control should
be a democratic agency for improving executive leadership in
higher education.

It 1s appropriate to query why a scientific procedure
has not been employed more extensively as a bulwark for the
general trusteeship of the educational enterprise. The hec-
tic evolution of leadership selection indicates that the

method of intelligence may be a feasible approach to solving

6Herman G. James, "How To Be A University President,"
The American Mercury, L43:46-50, January 1938. )
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the problem of selecting top leaders. An emphasis on group-

problem-solving 1s being evidenced within the framework of
the college and should bring about an awareness of findings
that might enhance the effectiveness of boards in the func-
tion of selection. The possibilities contained in the method
of intelligence need not be complicated by the insistence
that the purpose and structure of boards governing academic
Institutions exempt them from the influence of scientific
media for certain and effective use. Barnard/ indicated that
the universal characteristics of organization are applicable
to clergymen, military men, government officials, and men of
widely diversified businesses.

The management of higher education 1s becoming in-
creasingly complicated, therefore, the achievement of maximum
effectiveness, of desirable relationships, and over-all
efficlency will depend greatly upon the caliber, aptitudes,
and attitudes of the chilef executive officer. From this
point of view, the selection of the college president becomes
the first prerequisite for the success of the college program.
Selection guide-lines from industry, then, may be meaningful
to trustees and may help selectlion committees to avoild costly
mistakes that often result in irreparable institutional

damages.

T¢. 1. Barnard, Functions of the Executive (Cambridge:
Harvard University Press, 1938), p. O.
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The problem of selecting competent top leadership has
stimulated a voluminous flow of literature, yet, in the
opinion of Mandell8 there are no conclusive and simple an-
swers. The variables and eccentric conditions involved in
selection situations tend to deter any one proposition that
sets forth an absolute and constant answer.

Top leadership selectlion 1s a crucial function in any
area. There 1s an indication of an enlivened interest in se-
lecting college presidents 1n a more scientific way. General
experiments in selection have indicated the direction toward
more effective top leadership selection though at the moment
there 1s not a completely charted course.

The functlons of a college make the application of a
scilentific program of selection appropriate. The orderliness
with which millions of dollars are spent each year in the
operation of institutions of higher education 1s an indi-
cation for concern. The Federal Securlty Agency9 reported

that the fiscal year 1953-5l the current income of

eHilton M. Mandell, "The Selection of Executives,"
quoted in M. Joseph Dooher and Elizabeth Marting, Selection
of Menagement Personnel (Vol. 1; New York: American Manage-
ment Assoclation, Inc., 1957), p. 191.

9United States Department of Health, Education, and
Welfare, Statistics of Higher Education: Receipts, Expendi-
tures and Property 1 -5k, Chapter IV, Section 1l (Washing-
Ton: Government rrinting Office, 1957), p. 18.
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institutions of higher education in the United States
amounted to $2,945,550,446. This sum exceeded the current
income of colleges in 1951-52 by $383,099,056 or by an in-
crease of 15 per cent. The 1953-54 sum exceeded the 1949-50
total income by 24 per cent. During the 1953-54 school term
administrative expenses amounted to $290,532,949 in American
colleges. Administrative expenditures constituted 16 per cent
of the total of educational and general expenses omitting re-
search and extension, 13 per cent of the entire educational
and general group, and 10 per cent of all current expendi-
tures.lo The expenditure for administration indicates
another reason why a formal system of executive selection
should be developed. It appears that enlarging expenditures
can be maintained only if they benefit the major purposes of
the college. The fact that the expenditure was made, in
itself, is priﬁa facie evidence of the desperate need for
adequate and tested patterns of selection.

The American people have entrusted to institutions of
higher education thelr greatest treasures, the formative
period of the lives of their youth and the abilities of their
scholars. The manner in which the institutlions severally and
collectively discharge their responsibilities will be deter-

mined by the quality and the suitability of their plans for

101p14., p. S1.
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selecting the right person in the right place. The behavioral
image of the college president will be mirrored from every
facet of the institution. The need for this study seems to be

clear.

Methods of Procedure

The general research procedures for the study were
survey, synthesis, analysis, and appraisal. The problem and
the corollary areas indicated the need for gatherlng infor-
mation from two important sources.

The first source of information existed in four formal
programs of leadership selection in industry. Materials
recelved from corporations that are experimenting with formal
programs of selectlon provided data for the identification of
patterns of selection. A jury of industrial managers and
personnel speclalists served as an additional source of data.
It was belleved that these two sources afforded a base upon
which to identify and appralse a framework of patterns of se-
lection.

A review of the literature on leadership selection and
experiments in selection conducted 1n industry was made
during 1958. Analysis and synthesis of the literature af-
forded useful data which revealed conceptions of executlves
they expressed. This research also provided a background for

the 1dentification, analysis, and apprailsal of the patterns
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of selection which emerged from the four formal programs of
selection in industry.

Sub-Problems and Procedures

The procedure followed in treating each of the four

sub-problems was as follows:

A Review of Literature in Order to Develop Concepts of the

Industrial Executive and the College President

In order to maintain a balanced approach to this sub-
problem area, the data which formed the basis for Chapter II
were obtained through surveying intensively the literature
relating to the top executive. It was assumed that a care-
ful analysis of literature provided a valid basis for the
development of concepts of the top industrial executive and
the college president. These data revealed the impact of
various elements upon evolving concepts of the top leader.
The concepts of the leader seemed to be related to patterns

of selection.

An Examination, Analysis, and Appraisal of Four Programs of

Selection in Industry

This area of the study was approached through a care-
ful examination and analysis of four programs of leadership
selection currently in vogue in industry. In order to select

those programs of selection which appeared to hold more
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significance to the selection of college presidents, the
following steps were taken:

1. The writer's Advisory Commlittee was requested to
suggest programs of selection which were felt to hold special
significance to the selection of college presidents.

2. After the programs of selection were chosen, 1in-
quiries were addressed to the officlals of the respective
corporations requesting up-to-date data on their particular
program of selection. This was done in an attempt to secure
the latest avallable information.

3. Personal interviews were held with industrial
managers and personnel specialists. Thils technique was em-
ployed 1n an attempt to secure information that probably
would not be secured by the use of the traditional question-
naire. It was believed that the interviews would give the
writer firsthand selection informatlion that would be valuable

in assessing the four formal programs of selection.

The Identification and Appralsal of Significant Patterns of

Executive Selection Emerging from the Findings of Programs of

Selection

Significant patterns of selection were identified from
the four programs of selectlion by the process of analysls and
synthesis. The synthesis reduced the data to generalizatlons

or patterns of top leadership selection 1In industry. The
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purpose of thils procedure was to observe impiications for the
selectlon of the college president.

The significant patterns of top leadership selection
were presented to a jury for thelr appraisal. The jury was
selected carefully to insure a professional point of view.
Each member of the Jjury was asked to appraise the patterns of
selection as to fundamental importance and practicability.
The rating process provided the study with the speclalist's
concept of each pattern of selection as to importance and
feasibllity. Jurors were also requested to add and rate any
selection pattern which was not included but which in their
opinion should be included. Each member of the jury was re-
quested to rate the basic patterns of leadership selection in
accordance with a scale which would elicit value judgments
which were imposed for this purpose.

For the purpose of facilitating ratings, a three point
rating scale was devised and each Juror was requested to rate
each pattern according to the following scale:

Highly desirable - 3

Of some value ~ 2

Of no value =4 O

Highly desirable. A pattern of leadership selectilon,

which in the opinion of the juror, was necessary and/or a pre-
requisite for effective selection was scored a number value

of three on the rating sheet.



16

Of some value. If, iIn the opinion of a juror, a pat-

tern of selectlon was of some importance but not necessarily
essentlal for effective selection, a number value of two was

given on the rating sheet.
Of no value. A pattern of doubtful significance was

assigned a number value of zero on the score sheet.

The following rating guide was established in order to
determine the practicablility of each pattern:

Highly practical - 3

Of some practicability - 2

Of no practicability - 0

Highly practical. If a pattern was capable of being

effected and of unquestionable usage, it was rated a number
value of three on the score sheet.

Of some practicability. If a pattern was of some de-

gree of feaslbility in effecting successful leadership se-
lection, a number value of two was given on the score sheet.

Of no practicability. A pattern of noted difficulty

to effect was assigned a number value of zero on the score
sheet.

The final scoring of each pattern was obtalned by se-
curing the sum of the point values given by each of the
Jurors. Ratlngs of significance and practicability were
determined separately. The average rating value of each pat-

tern was secured by dividing the total rating value by the
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number of jurors voting on each respective statement.

In stating the framework of patterns, the following
criteria were observed:

l. The framework of patterns must be stated in a
simplified form.

2. The framework of patterns must provide flexibility
in application.

3. The framework of patterns must avoild artificial

relationships.

The Identification of Implications which Programs of Top Ex-

ecutive Selection in Industry Have for the Selection of Col-

lege Presidents

An attempt was made by the writer to analyze the re-
search findings and to project meaningful implications for
the selectlon of college presidents. An effort was made to

keep the implications positive, unified, and consistent.

Organization of the Study

The report of the study was organized in six chapters.
The contribution of each chapter 1s 1ndicated as follows:

Chapter I 1ncludes an introduction to the study, a
statement of the problem, sub-problems, assumptions, defi-

nition of terms, limitations, significance of the study,
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methods of procedure, and organization of the report.

Chapter II presents the development of concepts of the
industrial executive, the college president, and the college
governing board. Data gathered from the literature in the
fleld of leadership selection provided the general back-
ground necessary for the development of the study.

Chapter III attempts to examine and analyze four pro-
grams of selection which are currently employed in Iindustry.
The data contalned in this chapter are designed to present a
continuity of development 1n the study by presenting an
abridged account of four formal programs of selection from
industry. Thils chapter also serves as a basis for the
identificatlon and appralsal of significant patterns of se-
lection.

Chapter IV 1dentifles and appralses basic patterns of
executive selection which emerged from the four forﬁal pro-
grams of selection in industry. This chapter presents the
appraisal technique that was utilized in the study and gives
the results of the appralsal procedure.

Chapter V attempts to polnt out some significant im-
plications that the programs of selection in industry had
for the selectlon of college presidents. It was the purpose
of this chapter to group the tested patterns of the four pro-

grams of selection into a positive, unified, and consistent
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framework of selection suitable for utilization in the se-
lection of college presidents.

Chapter VI concludes the study with a summary, con-
clusions, and recommendations based upon an analysis of the

findings.



CHAPTER II

THE DEVELOPMENT OF CONCEPTS OF TOP EXECUTIVES

Introduction

In the introduction of the problem under investigation
it was indicated that concepts of top executives would be con-
sidered as theoretical guide lines by which the study would be
oriented. It was believed that concepts about the nature and
job of 1ndustrial executives, college presidents, and gov-
erning boards were of lmportance to proper consideration of
top leadership selection. The objective of this chapter,
therefore, was an attempt to show that significant literature
dealing with the governing board, the nature and character-
istics of top executives and an analysis of their jobs con-
tained definitive concepts and that the function of selection
was related to these concepts and theories.

The nature of the top executive, in conjunction with
philosophical and psychological concepts of the office and
job, has rendered significent implications for the effective
selectlon of college presidents. For this reason appropriate
attention to the development of concepts of top executives was
presented in this chapter and will be considered as an

initlal step iIn the development of the study.
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Data were gathered exclusively from the literature for
this chapter. For the most part, 1t was found that the
literature made voluminous contribution to the development of
concepts for general leadership but very little research had
actually explored specific top jobs and positions. Perhaps
this 1s one explanation why the dynamic characteristics of
top leaders seem to be such that they run ahead of research
.discoveries and explanations. Few people, however, question
the need for better methods for the selectlon of college
presidents although some are skeptical of the possibillitiles
for the ultimate success and some are dublous as to the value

of present efforts.1

The Top Executive in Industry

The Historical Role of the Executilve

Speculation about the leader of leaders traces a spark-
ling traill through recorded history and folklore. Childhood
dreams of kings in mighty castles, of galloping chiefs
leading their knights into battle were bullt upon romantic
suppositions about top leaders and what they did. Times and

customs have changed but for many people the executive still

IMi1ton M. Mandell, "The Selection of Executives,"
quoted in M. Joseph Dooher and Elizabeth Marting, Selection
of Management Personnel (Vol. I; New York: American Manage-
ment Association, Inec., 1957), p. 189.
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stands firmly on his pedestal. Even in this enlightened gen-
eration, a common concept of the big boss pictures him with a
husky voice, barking commands to slavish employees. Meany com-
mon folk visualize him as driving a long black automobile and
dining at the country club. It appears strange that so few
people really know what an executive 1s and what he does.

And yet since the very beginning of time, management and the
manipulation of men to attaln personal or institutlional ends
have been practiced and studied.

Historically, top management-leadership theory and
practice were based primarily upon one of two assumptions.
The first assumed that a right to rule existed, as expressed
in the doctrine of the divine right of kings or by virtue of
birth. The second based the right to rule on strength, might
made right. The strongest man became chief; the man with the
most powerful army became king. Possession of property and
wealth was also a measure of strength. Wealthy men have been
assumed to be powerful men; they seem to be able to commeand
others. A person born of blue-blood or born with a silver
spoon in his mouth could demand obedlience from others on his
own terms. His subjJects had the cholce of accepting his terms,
which he could change at any time without notice, or pay the
penalty. Penalties ranged from losing a job to losing a

head.
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Accompanying the power or force approach to top leader-
ship in earlier days, frequently there went the art of brib-
ery. When might made right, when moral sanctions were im-
potent, the end justified the means. Political scenes in
Europe during the eighteenth and nineteenth centuries are re-
vealing when vlewed from this point of view.

The concept of executive leadership seems to have
moved téward a baslc purpose of service to employees, to
stockholders, to consumers, and to soclety at large. Modern
top leaders reflect soclal consclousness in many ways. The
new concept 1s that top leadership 1s becoming professional-
i1zed. Management in the United States has made a definite
shift from owner to professional management.2 This does not
mean that owners are never executives, but when they are top
managers they are so because of professional capabilities
rather than from ownership. The various periods of the
economic growth of the Unlted States have required executives
of different characters. There were the days of the rugged
individualist, who fought according to the rules of the time
to bulld a business, protect his patents, and to survive.
There were perlods of great financial crises and of rigid

government regulation. Today the premium i1s on management

2paniel R. Davies and Robert T. Livingston, You and
Management (New York: Harper and Brothers, 1958), p. 36.
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competence of a professional democratic group-problem-
solving nature .3

Since the basis of selection has shifted from the
fortunes of birth to demonstrated ability, the study of the
top executive, his job, and how to sclentifically select the

best top leader have grown in importance.

Quealifications to be Desired in an Executilve

During the last quarter of a century, research has
discovefed scores of different qualifications required of the
effective executive. Another revealing discovery relates to
the Infrequency with which the desired executive qualities
are found 1nclusively in the same person.u It has been estab-
lished that the good executive must possess different abili-
ties, yet to be effective he must have the know-how of acting
in the various roles and know when to assume a particular
role. Janney5 observed that no amount of training could suf-
fice for actual experlence galined while serving in a given

position.

3Lewrence A. Appley, "The President's Scratchpad .
Management News, 23:2, October 31, 1950. ;

honris Argyris, "Top Management Dilemma: Company Needs
vs. Individual Development," Personnel, 32:123-128, September

1955.

5J‘. Elliott Janney, "Company Presidents Look at Their
Successors," Harvard Business Review, 32:45-53, September-
October, 195k,
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Many opinions have been expressed, on the basis of
relevant research studles, as to the qualifications desired
in an executive. The various points of view are briefly pre-

6

sented here. Stogdlll™ summarized the research literature on
leadership and reported that capacity, achievement, responsi-
bility, participation, and status were the most important
factors. The Gibb's’ study verified Stogdill's findings.
Brown and Raphael8 pointed out that intensive training will
not produce competent executives who lack, in the first place,
the necessary native intelligence and psychological virtues.
Gardner9, basing his remarks on a study of executives in in-
dustry, stated that strong desire for achievement, socilal

recognition, and affection for superiors characterized suc-

cessful executives. Effective executives are decisive,

6Ralph Stogdill, "Personal Factors Assoclated with
Leadership: A Survey of the Literature," Journal of Psy-

chology, 25:35-71, January 1948.

Tcecil A. Gibb, "The Principles and Tralts of Leader-
ship," The Journal of Abnormal and Soclal Psychology, L42:283,
July 1947.

8Wilfrid Brown and Winfred Raphael, Masnagers, Men and
Morale (London: MacDonald and Evans, l9hé), PP. II&-IZB.
9Burleigh B. éardner, "What Makes Successful and Un-

successful Executives?" Advanced Management, 13:116-125,
December 1948.
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assertive, and practical. Pagelo found that potentilal
leaders 1n the commissioned corps of the military forces
rated high in soclal adeptness, initiative, aggressiveness,
military aptitude, emotional stability, dependability, and

11 classified undesirable executives as the

genlality. Emmons
egocentric, the efficiency expert, the yes man, the fright-
ened executive, and the hard-boiled autocrat. Westl?2 indi-
cated that rellabllity, penetration, consistency, aggressive-
ness, honesty, friendliness, and a soclal sense were charac-
teristics of top leaders. Bue1113 summarized some of the
qualifications of executives as follows: Intultive grasp of
figures, emotional feeling for abstractions, and abllity to
analyze men. Griswoldlh listed judgment, vision, large and

concrete thinking, courage, character, and loyalty as dis-

tinguishing marks of a top leader. Appleby15 described the

10goward E. Page, "Detecting Potential Leaders," The
Journal of Aviation Medicine, 19:435-4)41, March 1948.

llRyssel J. Emmons, "Getting Along with Your Top Execu-
tive," Personnel Journal, 29:55-58, June 1950.

1251r Harold West, "Professional Qualifications in
General Management," British Management Review, 9:51, January
1950.

13Raymond L. Buell, "The 30,000 Managers," Fortune,
21:58-62, PFebruary 1940.

lhy, Whitney Griswold, "Citation," The New York Times,
June 13, 1950, p. 16. g

15paul H. Appleby, Big Democracy (New York: Alfred A.
Knoff, 1945), pp. 39-43. -
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abllity to orient one's self 1n a larger frame of reference
and the quallty of philosophy to relate varlious actions in
terms of public interest as speclal qualificatlions needed for
a government executive. J. F. Brown16 identified fundamental
characteristics of effective top leadership as follows: (1)
the leader merges with the group; (2) the leader gains re-
spect because he personifies the 1deals which motivate the
group; (3) the leader considers the desires of the group;

(44) the leader employs long-range planning; and, (5) the
leader increases his effectiveness by ablding by the group's
conceptions. A study in two hundred companies as reportedq
by Waddel1l7 indicated that the following intellectual and
personal defects were the most frequent reasons for top
management failure: (1) inability to delegate; (2) lack of a
broad knowledge; (3) inability to analyze and evaluate; (L)
poor judgment; (5) inability to cooperate; (6) inability to
make decisions; and, (7) lack of skill in organization and
administration. A penetrating study of executive qualifi-

cations by Argyrisl8 listed essential qualifications as

16J. F. Brown, Psycholo and the Soclal Order: An
Introduction to the Dynamle Stuiy of Soclal Flelds (New York:
McGraw-HI11l Book Company, 1936), pP. 342.

17R1chard L. Waddell, "The Mystery of Executive Talent,"
Business Week, 1342:43-46, May 21, 1955. :

18¢hris Argyris, "Some Characteristics of Successful
Executives," Personnel Journal, 32:50-55, February 1953.
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follows: (1) ability to work effectively under pressure;
(2) the art of gaining group participation in so;ving common
problems; (3) the ability to question personal judgments and
actions objectively; (l4) the ability to take hard knocks;
(5) the ability to be tactful under all conditions; (6) the
ability to accept defeat or victory gracefully; (7) the abili-
ty to stand adverse decisions with poise; (8) the ability to
identify one's self with the professional group; and (9) the
abllity to set realistic goals.

It will be observed from the various points of view
that the qualifications needed for a top executive are mani-
fold. The analysis of the job of the key executive has led
to the formulation of significant characteristics. It 1s
possible and probable that this framework of characteristics
may be a useful basis for further research and for a defi-
nition of those elements which are of greatest importance in

selecting top business executives or college presidents.

Significant Characteristics of Business Executives

The various abllities and characteristics for top
executive effectiveness may be listed, generally, under the
following headings: (1) background and experience; (2) in-
tellectual and mental qualities; (3) physical attributes;

and (l) personality traits.
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Background and experience. Lieutenant General Raymond

S. McLainl9 expressed a commonly accepted opinion when he
wrote that novice leaders, who had perhaps never commanded
more than battalions and regiments for any length of time,
could not suddenly become able to command corps and armies,
and groups of armies. All-round qualifications will be found
only in a man who has had broad administrative experience.
Prior administrative experience, according to Dooherzo, be-
comes a requirement for any except the lowest level of execu-

tive positions. Dooher21

stated further that some aspects of
a person's experience, however, may support or contradict his
suitability for top executive leadership. There 1s great con-
troversy in the literature relative to the transfer of out-
standing executive behavior in one field to success in another
top position if the knowledges, skills, abilities, and per-
sonal characteristics are highly similar. If this concept
were true, one may move from top positions in military 1life,

political service, business and education and expect to enjoy

success. It is possible for there may be less correlation

19Lieutenant General Raymond McLain, Military Review,
p. 41, March 1950.

20y, Joseph Dooher and Elizabeth Marting, Selection
of Management Personnel (Vol. I; New York: American Manage-
ment Assoclation, Inc., 1957), p. 233.

2l1pid., p. 234.
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between the needs of two executlive positions in the same area
of endeavor than there 1s between two executive positions in
different areas. Strongzz, Bradshaw23, and Lewisohnau at-
tempted to point up that years of exposure to one type of work
may pose a problem rather than a qualification when a person
is moved from one top jJob to another. Buell25 has noted that
work background influenced the performance of executive
duties and it 1s difficult to attach an occupational label on
first-class top management. The literature pointed out numer-
ous aspects of experlence which seemed relevant to executilve
success. Mandell26 argued that it may be desirable to select
an executive who does not have a technical background.

28

Barnard27 and Ungerson supported the viewpoint that real top

22pdward K. Strong, Vocational Interests of Men and
Women (Palo Alto: Stanford University Press, 1943), p. Ll7l.

23p, F. Bradshaw, Developling Men for Controllership
(Boston: Graduate School of Business Administration, Harvard
University Press, 1950), p. 61.

ZuSam A. Lewisohn, Human Leadership in Industrx (New
York: Harper and Brothers, 1945), P. HO8.

25Buell, op. cit., p. 106.

26Mandell quoted in Dooher and Marting, op. cit., p.
236.

27Chester I. Barnard, Organization and Management: Se-
lected Papers (Cambridge: Hervard University Press, 19L8),

P. OF.

28B Ungerson, "Executive Development in Retailing,"
British Management Review, 13:12l4, December 1955. i
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leadership involves technical competence. Drucker29 insisted
that the professional reputation and achievement of the man
at the top should be the first criterion for selection.

Intellectual qualities. The literature indicated that

views in this general area are full of emotlonal overtones
conditioned by traumatic experiences. Mandell30 listed verbal
abllity, reasoning abllity, memory, judgment, flexibility, and
organization-mindedness as essential mental qualitles for top
leadership. Barnard31 proposed that the top executive needed
high-level general mental abiiity, the ability to learn com-
Plex materials, to reason from complex verbal, quantitative,
and abstract materials and to integrate and analyze. Herbert
Simon32 emphasized that the center of key administratibn is
the decision-making process. The able leader of leaders 1s
one who can channel his advanced level of intelligence within
the framework of the organization.

Physical attributes. The literature that dealt with
33

this area of concern may be summarized in Barnard's

~

reasons

29Peter F. Drucker, "Management and the Professional
Employee," Harvard.Business.Review, 30:86, April 1952.

30ﬁahdell, op. cit., pp. 238-245.
31Barnard, op. eit., p. 197.

32Herbert Simon, Administrative Behavior (New York:
Macmillan Compsany, 1947), P. 197.

33Barnard, op. cit., pp. 93-94.
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for executlve endurance and vitality which were as follows:
(1) that physical health permits the acquirement of extra-
ordinary personal capacity for leadership; (2) that personal
attractiveness and persuasiveness stem from an element of
vitality; and, (3) top leadership often involves protracted
periods of strenuous work and emotlional tensions.

Personality. Executive personality seemed to be a

primary consideration in research pertaining to leadership.
All top executive positions seem to require an appealing,
pleasing personality saturated with a genulne interest in
people. MandellBh liéted the following considerations as
essential for high-level leadership: self-confidence and
emotional maturlity, aspiration, tempo, soclal and ethical
standards, marital adjustment, work habits, courage, and
decisiveness. Selekman35 indicated that a top leader avolids
personalizing developments that are distasteful to him and
asserted that impatience 1s fatal to successful negotiations.
Kehoe36 stated that differences in administration are created

by sharp differences in social and ethical standards. Judge

34Mande11, op. cit., pp. 245-251.

3SBen;]am:ln M. Selekman, Labor Relations and Human Re-
lations (New York: McGraw-Hill Book Company, 1947), PP. 1L3-

3.

36Hon1ka Kehoe, "International Cooperation as a Human
Problem," Human Relations, 2:375-380, February 1949.
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Medina37 stated the following: (1) that integrity is an im-
portant characteristic of a successful executive; (2) that
the leader must possess a passion for truth and zeal; (3) the
leader must be free from bias and intolerance; (l4) the leader
must possess a true sense of moral values; and, (5) a sense
of responsibllity and obligation to others 1s an Important
element. These things affect a person's attitude toward

-

those under him.

The Job of the Industrial Executive

There seems to have been few systematic studies of the
executive's job. Alvin W. Goulder38 indicated the importance
of advancéd inquiry in this specific area because the sclen-
tific study of top leadership 1s as crucial as that of lower
levels. The need for sclentific analysis of the top execu-
tive's job 1s portrayed by Burling39 when he iterated that
the 3ob into which a man 1s going 1s fully as important as
the man who 1s going into the job.

Common elements among executive positions. The dutiles

of top executives often seem to be confused by failure to

3THarold R. Medina, quoted in Employee Bulletin, United
States Civil Service Commission, WashIngton, L:7, December
20, 1950.

38Alvin W. Goulder, Studies in Leadership (New York:
Harper and Brothers, 1950), p. 48.

39emp1e Burling, "Psgchiatry in Industry," Industrial
and Labor Relations Review, 33, August 195h4.
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distinguish clearly between executlive leadership and super-
visory work. Doohel')40 indicated that the executive needed
the abllity to see a problem as a whole. The job of the
executive seems to require the following: (1) the ability to
penetrate problems; (2) the ability to coordinate institu-
tions.with policies and outside pressures; and, (3) the abili-
ty to act quickly and with grace. Some people seem to be-
lieve that most executlives would be successful supervisors
whereas few good supervisors wduld be outstanding executives.
It appears that even a superficlal study of top execu-
tive positions would reveal the multiplicity of problems that
confront the top leader. The changeableness of the problems
indicate that a pressure 1s continuaily upon the executive
which requires him to be flexible. The executive may help to
provide policles, select subordinates, and furnish methods
for performance and evaluation; but he should not be expected
to oversee every detall of work that 1s actually belng done.
The attempt to check minute actions 1lnevitably lowers the
executive to a supervisory role. The abllity to delegate
responsibility 1s a requirement of the executlve's job.
Fallure to delegate responsibility hampers the a&ility to

pefform essentlal duties.

The magnitude of the top job becomes more sensitive

when 1t 1s realized that there are no fixed rules by which

heDooher, op. cit., p. 213.
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an executlive can decide what he should or should not see and
do before action is taken. The nature of the organization,
personal temperament, physical capacity, and the abllity to
analyze the problem will have proportional influence on the
executive. Different systems of values between the top execu-
tive and his board of directors emerge with telling effects
upon the job of the key administrator. Buellhl noted that
executives must constantly struggle to square their concep-
tions of operational policies with the views of owners.

Brown and Ra.phael""2 described the top executive's
position as a lonely position by the very nature of the job.
It appears that the implications arising from this statement
have an important relationship to selection.

A studyu3 conducted among presidents of moderate-
sized companies revealed their agreement that the following
duties are important: (1) the selection, discharge, moti-
vation, and coordination 6f top assistants; (2) the determi-
nation of the essential nature of the business; (3) the
president's responsibility as chief financial officer; and

(4) negotiation of cruclal matters affecting the organization

41Bue11, op. cit., p. 108.
L2Brown and Raphael, op. cit., p. 80.
u3Dooher, op. cit., p. 217.
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of the company. Holdenhh described the top executive's func-
tion as active planning, direction, coordination, and general
control within the scope of the established policies of the
company. Another executive function of psychological magni-
tude 1s the complex and delicate task of establishing the
working climate of the organization. It seems to include the
followlng factors which affect human relations: high stand-
ards of hiring, rewards, recognition of the dignity and worth
of the individual, respect for the rights of others, involve-
ment of employees 1n decision-making, willingness to delegate
and to communicate, falrness and calmness in times of stress
and strain.

It has been maintained that the knowledge of what
executives do must be supplemented by the following before
effective selection can be expected: (1) knowledge of the
content of the particular position; (2) an understanding of
the environment and problems df the organlzation. Research
conducted by the Air Force""5 indicated that staff men were
probably superlor to line men in general intelligence but the

uhPaul Holden, L. Fish, and H. Smith, Top Management
Orgenization and Control (Palo Alto: Stanford University
Press, 1941), p. 20.

hSAir Force Command, Human Resources Research Center,
Research Planning Conference on Objective Measurement of
Motivation and Temperament (San Antonio, Texas: Lackland Air
Force Base, June 1951), p. 128.
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important difference was a matter of interest. Staff men de-
sired complex intellectual work. Line men did not want to do
the Jjob themselves but wanted to direct others. It seemed
that success was measured by the number of people who worked
under them. Within the same general type of executive work,
differences in assignments may lead to the need for different
qualities. Differences in executive positions arise from
type and level according to Applebyhe and important dis-
similarities arise from the administrative situation which an
organization may face at different stages and interv&ls.""7
Providing for and nurturing an organization appeared to be an
important duty of the key executlive. Specilalized dutles may
pivot upon the following sensitive human factors: technical
backwardness, severe conflicts, lack of adequate supplies and
equipment, loss of confidence, all of which are typical

problems and require different emphasis and action.

The College President

Historical Background of the Office and Title

Modern concepts of the college president emerge from a

long and diverse historical development. Both the name and

h6Appleby, op. cit., p. U5.

h7E. P. Learned, "Problems of a New Executive,"
Harvard Business Review, 27:362-372, May 19L49. .
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the service Intimate the inheritance and survival of many
academic forces, methods, and conditions.

In America the title, college president, was first
conferred on Mr. Henry Dunster, in the year 1640, by the
magistrates and elders of Massachusetts for Harvard College.
President Dunster set both a positive and a negative prece-
dent 1In that he was the first president elected and the first
one discharged. For more than three centuries "president" has
been the title of the top executive officer of colleges in
the United States. There have, however, been other titles
used in designating the head of institutlons of learning; for
instance, rector, chancellor, and provost.

Historically, the college president in the United
States has been a preacher; among the earlier colleges there
was seldom an exception to this policy. This was but natural
since the paramount purpose for establishing the early col-
leges was to provide for an educated ministry. This trend
prevalled for more than two centurles 1n all colleges and 1is
sti1ll practiced in most church-related colleges. In state
and independent colleges today the college president is seldom
a m:lnist:er.“"8 The college dean or prominent professor 1s

likely to be the cholce of the board of trustees for president

uaRobert C. Cook, Trustees and Presidents of American
Colleges and Universities. ashville: McQulddy
Frinting Compeany, 1955), PP. 9-227.
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when a vacancy occurs in independent institutions of learn-
ing. In recent years, however, a few lawyers, physicilans,
military leaders, and occasionally business executives have
been appointed as college presidents.

There seems to exlst in the minds of some people today
the idea that earlier college presidents were better educated
than modern college presidents. According to Donovanhg, who
made a study of two hundred biographies and autobiographies
of college presidents, some of whom presided over Institu-
tions as far back as the seventeenth century, this concept
cannot be substantiated. It 1s belleved that a great deal
depends on what estimate one has of an educated man.

Historical job analysls of the college president. The

college president of the eighteenth and nineteenth centuries
assumed command of the college, displayed hils ability and
energy as a leader and demanded the respect of the students
and the general public. One of the major problems of earlier
college presidents was that of enforcing discipline. This
may have been the result of rigid and severe rules covering
the conduct of students. The internal administration of the
college seemed to be only a small part of the president's
work. Hi1s over-all dutles 1ncluded the instruction of the

senlor class; his teaching load alone would be regarded today

h9Donovan, op, elt«, P. LO.
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as the equivalent of a full load carried by a professor in a
modern college. Another chore which fell heavily upon the
shoulders of the president was the conducting of daily chapel
exercises. The president was comptroller, superintendent of
bulldings and grounds, and the college's public relations man.
What a man! Such a person today wouldlmost likely be referred
to as a dictator especially since hils authority was rarely,
if ever, challenged and seldom resented. The president,
faculty, and students of former years apparently had never
heard of democracy in administration.

It 1s amazing how many things the presidents in former
years did and how well they did them. They did not delegate
for there was no one to whom to delegate. There may be some
question whether earlier presidents would have known how to
delegate authority, for that technique had not been developed.

Because the modern president has learned the art of
delegation, the office of the president has multiplied 1its
service and efficiency. "The modern college president has
employed the techniques of business and industry; he 1s more
of an executive, less of a preacher and teacher."so This is
the greatest difference the writer has discovered between

the college president of earlier periods and the college

president of today.

501p1d., p. L.
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The traditional college president had a venerable

appearance and was much older when appointed than most col-
lege presidents are today at the time of their appointment.
Earller presidents were nearly all bearded gentlemen dressed
in the cloth of the ministry. They were set apart by their
dress and the lay public had no diffieulty in 1dentifying
them. The college president of today has no particular dis-

tinguishing marks or peculiar characteristics.

Significant Characteristics of College Presidents

There was a time when the head of an 1lnstitution of
higher education was chosen largely on the basis of scholar-
ship and pilety. In more recent decades, 1t appears that he
has been selected acecording to such criteria as public promi-
nence (not necessarily in scholarship), administrative abili-
ty, managerial competence, and fund-raising genius.51 It 1s
undeniable that there are some good reasons why these quali-
ties are necessary for a college president, but 1t seems that
it 1s too frequently forgotten that he 1s the head of a
faculty of speclalists in various branches of knowledge. Ac-
cording to President Goodrich C. Hhites2 of Emory University,

the fundamental function of the college president 1s the

51w. W. Brickman, "The College President's Basic Func-
tion," School and Society, 83:65, February 18, 1956.

52G00drich C. White, "The Function of the College
President," talk made before the Association of American Col-
leges at Loulsville, Kentucky, January 10, 1956,
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ralsing of the educational level of his institution. Dr.
White advised that the college president should spend less
time with fund raising and publicity experts, investment coun-
selors, statisticlans and business analysts, architects and
engineers. It was further intimated that there 1s no real
need for a college president, school superintendent, or any
other type of educational executive to attempt to be a facto-
tum. Boards of trustees who expect and demand such service
are 1ll-advised and unrealistic. Once the college president
concentrates on educational matters the standards of higher
education will no doubt be raised.

Physical attributes: age, health, family. Obviously,

the presidency makes many demands of physical endurance. The
position calls for vigor and resilience. Coffey53 set forfh
the truism that the president should not only be physically
strong but disposed to preserve his health for the best 1in-
terest of his official position.

Maturity of outlook and fruitful experlence are very
important; therefore, the desirable age range 1s from thirty-
five to fifty years but the 1deal age 1s between thirty-eight

to fifty years. Optimlism and ability to think and work

53w. C. Coffey, "Criteria Helpful in Selecting a Presi-
dent for a Church-Related College," Association American Col-
leges Bulletin, 18:353-356, Summer 1353.
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successfully under rapldly changing conditlons is important.

Hughessu expressed an opinion that much would be gained by
fixing the age of retirement of presidents definitely at
sixty-five. While usually the executive 1s as intelligent
and hils judgment 1s as good at sixty-five as at fifty, his
vigor and eagerness to hunt for trouble and straighten 1t out
i1s always far less. If retirement 1s definitely fixed at
sixty-five the trustees will feel free, a year or two before
the time of retirement of the president, to begin a search
for his successor.

Since the president's home 1s usually located on the
college campus, his family should be one of his outstanding
assets. His wife should be capable, in thorough sympathy
with his duties and ever ready to do her share in promoting
faculty and student activities.55 Intellectual flexibility
is an important characteristic of a college px_'esident.56
Emerson boldly said, "Why should you keep your head over your

shoulder? Suppose you should contradict yourself: what then?

Shprank L. McVey and Raymohd M. Hughes, Problems of
College and University Administration (Ames: The Iowa State
College Press, 1952), p. Lb.

55Coffey, op. cit., p. 354.

56Daniel L. Marsh, "Imperative in a College President,"
Association American Colleges Bulletin, 37:7-12, March 1951.
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A foolish consistency 1s the hobgoblin of little mlnds
. « « «"5T Tt 1s importent for the president to get guiding
ideals and principles clearly in mind and then to make every
word and every act consistent with these 1deals and princi-
ples.

A board of trustees should never be embarrassed by the
1limits of the president's education. College presidents have
usually represented great scholars and familiarity wilth ac-
cumulated knowledge of the world. Abllity to think clearly,
to speak forcefully and to write effectively are qualifi-
catlions which greatly enhance the president's prestige and
influence. A president must personalize hils college. He
cannot fulfill this requirement unless he can use his mother
tongue with precision and fluency. Always his greatest
eloquence will be his sincerity. A quality which 1s sug-
gested by resourcefulness, initlative, and practicality 1s
an essentlial quality for the administration of a college.

It seems that practical memory 1s a good thing for a
president to have. Successful presidents appear to often
look backward while travellng forward. With a foresight made
sure by a practical memory of the past, he willl not be taken

unawares by current conditions.

57Ralph Waldo Emerson, "Self Reliance," Essays
(First Series; Boston: Houghton Mifflin Company, 1903), Pp.

L3.
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Since the college president must work with academic
people, 1t 1s vastly helpful 1i1f he has the professional train-
ing that makes him thoroughly familiar with the traditions
and the basic professional attitudes of teachers. The doc-
toral degree, therefore, 1s desirable but not wholly essen-
tial.58 It seems that 1t would help the president 1f he were
a critical student of higher educatlion with keen understanding
of modern educational trends.

The college president needs to be a man of charm with
an attractive and powerful personality.59

Spiritual qualities end virtues. Marsh6o discussed

what he felt to be imperatives in a college president. The
discussion was summarized as follows:

1. Patlence, the power to hang on perseveringly and
uncompromisingly for the fulfillment of a plan or purpose;
the power to endure with fortitude tne harrowing tribulations
of 1life, 1s an 1ndispensable qualification of a college presi-
dent. Eliot61 listed patience as the first virtue.

2. Slngleness of purpose 1s a requisite for a good

college president.

SBCoffey, op.cit., p. 354.
59Donovan, op. cit., p. 41.
60Marsh, op. cit., p. 7.
6lg110t, op. cit., P. T79.
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3. Loyalty 1s the keystone in the arch of.a presi-
dent's influence. It 1s the bedrock upon which his reputa-
tion 1s built.

4. Physical, intellectual, and moral courage 1s an
essential quality. The real test of courage i1s not in some
occasional exploit; 1t 1s to be found in long-continued para-
lyzing discouragements and defeats.

5. Honesty 1s a characteristic of the successful col-
lege president. Nothing can so dilute and render worthless a
president's influence as susplicion concerning the unimpeach-
ableness of his character.

6. Fairness 1s a quality without which no man can
long endure 1n the college presidency. One necessary rule
for the president to follow 1s the Golden Rule.

7. Sympathy 1s a necessary quality in the fiber of a
president. He must have feelers on hils senses in order to be
adequately tactful.

8. A sense of humor or a sense of proportion produces
perspective, 1t saves from shame and pretense, and 1s a shock
absorber for many unpleasant places. Its mellowing influence
takes the aclid out of tense situations.

9. A philosophy of life that glves poise.

The Job of the College Presidency

The chief executive officer of an institution of higher

learning 1is 1ts single most important staff member. The
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actions of the president extend far beyond the physical en-

virons of the college campus. His deeds are often used as
examples and words quoted and re-quoted.

W. H. Cowley,62

one-time President of Hamilton College,
described his concept of the present college president. He
dramatically portrayed him as one of the most burdened,
harassed, most put-upon people in American l1life; he is a
hewer of wood, a dray horse, a galley slave, a bellhop, a
hock, and a nursemaild all wrapped up in one. He may seem to
be the top brass of a college, but actually he spends most of
his time polishing other people's brass.

The growing complexity of the president's job 1s noted
by Cowley.63 The average college president must deal with a
greater range of problems and a wider variety of kinds of
people than perhaps any other executive. He 1s expected to
be an educator, a business man, an impressive speaker, an
effective writer, a money-raiser, a politician, a giver-of-

dinners, a charmer-at-receptions, a learned commentator on

62William Harold Cowley, "What Should a College Presi-
dent Be?" Bulletin of the Texas.Technological College, L:9-

23, August ISL9.

63y1111am Harold Cowle , "The Government and Adminis-

Yy
tration of Higher Education: Whence and Whither," Journal of
the American Association of Collegiate Registrars, p. 406,

July 1947.
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public affairs, a compromiser, and popular with students,
alumni, and the general public.

The late President Walter Jessup, of the State Uni-
versity of Iowa, once gave thls facetious description of the
ideal college president:

All things to all men--who will charm the prospec-
tive donor, delight students with youthfulness,
demonstrate wisdom and experience to lead the facul-
ty to make decisions with unanimity, be religious

enough to sult the fundamentalist but suffigﬁently
worldly not to outrage the bibulous alumni.

C. W. Eliot65 wrote of the college president's assign-
ments and outlined the scope of activities as follows: The
president 1s the chilef executive officer of the college, but
he should also be an inspiring leader and seer. He should be
the presiding officer of the trustees, a member ex-officlo of
any supervisory board and presiding officer of every faculty
within the college. The presldent's further obligation, ac-
cording to Ellot, 1s to name all committees.

Hughes66 pointed to the complexities surrounding the
college presidency and stated that no complete 1list of his

duties can be made. The president 1s the chief servant of

6hDonovan, op. cit., p. 46.

650. W. Eliot, University Administration (New York:
Houghton Mifflin Company, 1908), p. 28.

66Raymond M. Hughes, A Manual for Trustees of Colleges
andrgpiversities (Ames: The Iowa State College Press, I9§§F,
P. .
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all and it 1s his duty to see that the institution is oper-
ated in conformity to the policles fixed by the board.

The detall accompanyling the president's job may be
11lustrated by the fact that the head of one 1lnstitution of
higher learning found that during the first several months of
one year there was a monthly average of fifteen hundred in-
dividual letters, reports, forms, and other written material
requiring his personal attention.67 The fact that he had to
devote hils personal attention to approximately sixty differ-
ent written 1tems each working day i1n addition to his other
activities points up the volume of work surrounding the head
of the college. This huge physical volume of work could im-
ply that too much detailed material comes to the personal at-
tention of the college president and that this materilal could
hinder him from devoting sufficient time and thought to truly
significant 1ssues.

The duties typically assumed by, or assigned to, the
college president may be considered in terms of the following
areas of operations: (1) the internal administration of the
college; (2) public relations and fund-raising activities; and,

(3) the internal and external function of leadership.

6THarold Furst, "An Inquiry into University Organi-
zation and Administration" (Unpublished Ph. D. thesis, Stan-
ford University, 1954), p. 21k.
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The internal administration of the college. As the

chilef administrative officer of the college the president is
charged with the major responsibility of executing the poli-
cles which have been approved by the governing board. Dun-
ham68 indicated that good administration in the execution of
policies involves the following: (1) leadership; (2) careful
organization; (3) keeping accurate records; (4) carefully
timed action; and (5) methods of supervision to assure not
only that decisions will be properly, punctually, and effi-
clently carried out, but also that policies will be con-
stantly reappraised.

Barnard69 stated the 1ideas previously listed in differ-
ent terms and described the essential executive functions as
follows: (1) to provide an adequate system of communication;
(2) to promote the securing of essential efforts; and (3) to
formulate and define purposes.

Perhaps the most useful statement of the executive
assignment may be found in Holden's’9 report. He described
the general management or administrative function as the ac-

tive planning, direction, coordination, and control of the

63w. B. Dunham, "The Theory and Practice of Administra-
tion," Harvard Business Review, 1lL:}j01l, Summer 1936.

69¢c. I. Barnard, Functions of the Executive (Cambridge:
Harvard University Press, 1938), P. 217.

70Paul Holden, L. Fish, and H. Smith, Top Management
Organization and Control (Palo Alto: Stanford %nIversIEy

Press, 1941), p. 20.
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business as a whole, within the scope of the basic policliles
established and authority delegated by the controlling board.
Among the functlons which appear to fall logically within the
concern of general management are as follows: (1) mainten-
ance of a sound and effective plan of company organization,
wilth functions, responsibilities, and 1limits of authority de-
fined and properly allocated; (2) maintenance of fully quali-
fied personnel in all management positions; (3) farsighted
planning and clarification of general objectives; (L) mainten-
ance of effectlive systems of control over such general activi-
ties as capital expenditures, operating expenditures and re-
sults, manpower, wages, production, and prices; (5) review and
approval of major appropriations, budgets, appointments, and
salary changes as provided under these systems above the
limits delegated by 1t to divisional executives; (6) determi-
nation of general operating policies; (7) recommendations to
the board of matters requiring its action; (8) general co-
ordination of major operating plans; and (9) appraisal of
divisional or departmental performance and results.

The functlons previously described are those common to
senior level executives in all types of organizations where
as Barnard puts it, ". . . cooperation among men is conscilous,

deliberate, purposeful."71

TlBarnard, op. cit., p. 1lh.
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In addition to these dutles which the college presi-
dent has in common with all other top executives, he must
assume certaln responsibilities peculiar to the educational
institution 1tself. Particular note should be made of the
special relationship which exists between the college presi-
dent and the faculty, a relationship quite dissimilar to that
which exists between the corporate executive and his employees.
Greater democracy in administration i1s a changing conception
of the function of the presidency. The malntenance of good
morale 1s a major problem. In the final analysis the presi-
dent 1s the key man in the diplomatic service of the insti-
tution.

In an autoblography entitled, An Educational Odyssey,
72

Henry Nelson Snyder, who was for forty years President of
Wofford College, sald that hls outstanding achlevement as
president was keeping the faculty in good humor with one
another.

After his retirement from Yale, President Hadley,73
reminiscing on his twenty-two years as a college president,

was Inclined to think that the most exhausting task of the

president was that of helping his faculty members pull

T2Henry Nelson Snyder, An Educational QOdyssey (Nash-
ville: The Abingdon-Cokesbury Press, 1947), P. 227.

73Donovan, op. cit., p. 49.
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together instead of separately.

Henry Noble McCracken,7h former president of Vassar,

in his book entitled, The Hickory Limb, stated that he never

succeeded in eliminating faculty tensions; ", . . some folks

simply do not like others." 1In his final considerations, he
concluded that tension 1s inherent in intellectual life when
workers live too much to themselves.

Experience confirms the judgments of these educational
statesmen. It takes a conslderable amount of time to keep a
faculty working together as a team, and without teamwork a
college cannot make progress.

Lowell75 stated that the professors in a college are
not the subordinates of the president but they are his col-
leagues. Therefore, any analogy drawn from business and in-
dustry bearing upon the relation of the president to the
teachers 1s liable to be grossly misleading and should be
avolded. A president, though not in position to command,
must be the leader 1i1f he has a pattern to carry out.

. W. Eliot76 recognized the president's constant duty

as supervision. The danger to an all-inclusive supervisory

7hHenry Noble McCracken, The Hickory Limb (New York:
Scribner, 1950), p. 22.

75A. Lawrence Lowell, What A Universlity President Has
Learned (New York: The Macmillen Company, 19308), p. 45.

76E110t, op. cit., pp. 235-238.
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function was recognized, however, he wrote that the presi-
dent of a college should never exercise an autocratic or one-
man power; he should be an inventing and animating force, but
never a ruler or autocrat.

H. L. Donovan77, President Emeritus of the University
of Kentucky, stated that after twenty-eight years as a col-
lege president he could render his best service on the campus
working with the faculty and students. It 1s not good for a
college when 1ts leader 1s a suit-case president.

W. W. Brickman's78 inclination was that the desirable
administrator 1s one who, competent in educational gquestions,
recognizes expertness in his faculty and asslstants and makes
maximum and optimum use of thelr abilitles toward the advance-
ment of the educational progran.

Public relations and fund-raising activities. The

second area of operatlions for a college pregident leads into
the broad field of public relations which includes fund-
ralsing. In a large measure it is the president's inter-
preting the college to the service areas which pfovides the
basls for assessing his total competence by those not d41i-
rectly associated with the college he represents.

Because the college deals with a large number of

different publics the task of establishing and maintaining

77 Donovan, op. cit., p. L5.
78Brickman, op. cit., p. 65.
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cordial relations with the different groups assumes staggering
proportions. The time devoted to this activity by the col-
lege president 1s often all out of proportion to the impor-
tance of this function 1n relation to the major purpose of the
institution. Yet the need for support by all of the col-
lege's different publics 1s manifest. Perhaps more judiclous
planning might help to resolve the dilemma encountered at

this point.

Of the on-campus groups, the students and faculty make
up the major publics. One observes room for improving the
relations with these groups. Donovan79 expressed that the
alert executive serves 1in the éapacity of chief publicity man
best 1f he 1ndoctrinates every employee of the college from
the janitor to the chalirman of the board of trustees with his
responsibilities as a medium for good public relations. A
crochety campus policeman, a cranky, rude secretary, a dis-
gruntled, cantankerous professor, or a pompous, concelted ad-
ministrator can destroy more good-will for a college in a day
than a public relatlons man can build up in many days.
Throughout history there has been a consciousness of the need
of good-will for higher education, but there 1s evidence that
this consciousness 1s more acute than at any time in the past.

Of the off-campus groups having relations with the col-
lege, the alumni typlcally represent both the most Important

79Donovan, op. cit., p. 48.
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and the most vocal. Furstao suggested that the president
should channel most of his relationships with this group
through the organized assoclation of alumni.

The other groups of major importance to the college
are parents, and for state-supported colleges, the legisla-
ture. In the case of the former, most of the contacts are
made on a personal basis and i1t appears that little can be
done to effectively relieve the president of this burden. 1In
the latter case, the relations are commonly handled through
the institution's legislative representative with the presi-
dent's involvement being held to a minimum. This part of the
president's public relatlions program might well be expanded.

It'should not be overlooked that any contact made by
the president outside of the institution's official family
represents a part of his public relations program and on this
basis must be approached cautiously. It 1s particularly im-
portant that the president confine his public speaking to
matters directly related to higher education or to the insti-
tution he represents. The president should not spearhead a
movement completely unrelated to the higher education move-
ment and neither should he permit himself to be led into
making statements on matters clearly outside of an educator's

fleld of interest and competence. He should participate

8OF‘urst, op. cit., p. 218.
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actively 1n matters relating to the higher education movement
and eschew almost all other movements.

An Important aspect of the public relations program
relates to the fund-ralsing activitles of the college. The
president should appropriately lead the campaign, but this
does not mean that he must personally conduct the entire
campalgn. Whether the fund drive 1s aimed at a specilal group,
like the alumni or the legislature, the pattern should be the
same.

While an institution can never be completely removed
from the fund-raising process his role should be kept to a
minimum else the job of a college president will develop more
and more into that of a fund-raiser with corresponding re-
duction of time and abllity to be devoted to the most impor-
tant of his three functions, namely, that of providing edu-
cational leadership. In 1951, Henry J. Long spent two days
on each campus of each of the forty colleges visited while
interviewing 350 college administrators. Mr. Long found that
the general concept of the college president was that he was
a money-raiser.81

The internal and external function of leadership. In

the final analysis, 1t seems that the college president 1is

expected to furnish his college and the nation with inspiration

8lHenry J. Long, "Why College Presidents?" Association
American Colleges Bulletin, 37:379-382, October 1951.
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and educational leadership. This task of the president 1s
performed outside of the area bounded by administrative prin-
ciples. In the position of insplirer and leader the president
creates the conditions so that all who come 1n contact with
him will see the vision of a more civilized world with edu-
cation winning the race with catastrophe.

The unique position occupled by a president of a col-
lege brings to the holder a prestige level which he can at-
taln under no other set of circumstances. The words he
utters as a college president take on added importance. It
is the president, above all others, who should be leading the
community toward a broader understanding of the aims and
goals of higher educatlion; he 1s in the best position to turn
aside the barks and scoffs sometimes directed at the college.
It 1s of special importance in the light of today's political
climate where academic freedom is constantly unde; inquiry,
that the inspiration for higher achlevement be given to the
scholars, students, and, in fact, the world. Only the presi-
dent of the college 1s fitted for thils task. Brickman82
stated that once the college president concentrates on edu-
cational matters, the standards of higher education will be
raised.

The weight of the leadership function 1s so great 1t
is surprising that so little attention 1s pald to 1t 1in the

82Brickman, op. cit., p. 65.
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process of selecting a college president! At a second glance,
this situation becomes easier to understand when one realizes
that the academic concept of leadership typlcally relates to
pre-eminence. That 1s, one 1s often described as being a
leader in his field when in reallity the speaker refers to the
pre-eminent positlon occupied by the partlicular person under
consideration. The emphasis upon pre-eminence 1s carried over
by the faculty 1n its relations with the governing board
during the process of selecting a president. As a result,

the desirable qualities of potential leadership, vision, and
administrative abllity are often minimized 1n the selection
process.

The literature indicates that a college should not
select as 1ts president one who presents only a sound admin-
istrative background as his qualification. Some educators
feel that recent appolintments of military leaders to positions
of top leadership in colleges 1s a manifestation of the idea
of trailned administrators carried to i1ts ultimate coneclusion.
Such a series of appointments appears to overlook the signifi-
cant role played by the followers in any situation of leader-
ship.83 A president, in order to be an effective leader,

must understand fully the context within which he will operate

83R0ger W. Holmes, "Faculty Participation in Selecting
a College President," American Association University
Professors Bulletin, L3:598-60l, December 1957.
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and have the support of those whom he 1s to lead. A presi-
dent who cannot lead and therefore must direct and drive can-
not long be effective 1In thls important academic position.

The indicatlions are clear that an area for more frult-
ful research would be more inquiries into the backgrounds of
college presidents. Such studles would present to future se-
lection committees more bases upon which they might build
their own search.

It has been the history of higher education in this
country to have pressures exerted on 1t periodically by
individuals or groups who wish to control its unique freedom
of thought and the teaching of 1ts professors. These attacks
occur more frequently today than in the earlier history.

This 1s probably because propaganda 1s now recognized as a
powerful weapon in influencing public opinion and gaining
power. In the case of church-related colleges, attacks fre-
quently come from eccleslastical bodies, bishops, and re-
ligious organizations. Public colleges more frequently
suffer these pressures from politicians. Recently, "witch-
hunters" have attacked professors in both public and private
Iinstitutions. The brunt of these attacks falls upon the
president, for he 1s the front man at the entrance of the
college. He must, with dignity, squelch perennial attackers
and refuse any demand that would jeopardize or compromise

his college. If worst comes to worst, he must go to the
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public for vindicatlon, and i1f he 1s aggressive enough he will
win his fight. The president who does not have some fights is
usually a poor administrator.eh

One of the major problems facing a college president 1s
in the allocation of his own time to the different functions
assigned to, or assumed by him. Sammartino85 says that the
problem of arranging a time schedule has not yet been solved
by many academic administrators. The key to the solutilon,
thus far overlooked, relates to the administrator being avail-
able for conversgtion and consultatlion as distinct from being
avallable for supervislon. It 1s entirely proper that in a
college the staff have access to the president but it 1is
quite 1inappropriate for the same staff members to look to the
president for direct supervision.

Lowell86

pointed out that the president can divest
himself of much of the supervisory responsibility by dele-
gating all but the authority to coordinate to his functional
assistants. Just as the governing board delegates operational

authority to him, so should he delegate this authority to his

subordinates.

8,"'Donovan, op. cit., p. 47.

8SPet:er Sammartino, The President of a Small College
(Rutherford: Fairleigh Dickinson College Press, 1954), p. 28.

86L0wel11l, op. cit., p. 20.
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The College Governing Board

Primarily on the basis of the legal position 1t occu-
ples, the activitles of a college governing board are of ut-
most importance in the development of an institution of
higher learning. Its actions can be for good or evil. Nega-
tive contributions by governing boards to American higher edu-
cation can be reduced and held to a minimum only through the
careful selection and appointment of able and conscientilous
men to the boards.

The character of the governing board is de termined by
the character of the individuals appointed to the board.

From his own experience, C. W. Eliot87 described the success-
ful type of board member as one highly educated, public-
spirited, business or professional man, who takes a strong
interest in educational and social problems, and belleves in
higher education as the source of enlightenment and progress
for all stages of educatlon. Good judgment 1s one of the
most important qualities in the make-up of a board member.

The task of finding men who meet these specifications
and who would be wllling to serve as board members would ap-

pear to be formidable. Hugh3388

pointed out, however, that
enlisting these men into the service 1s not too difficult be-

cause they also recognlze that no public trust today 1s more

87E110t, op. cit., p. 2.
88Hughes, op. cit., p. 162.
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important than the trusteeship of the American college and no
service 1s more rewarding.

Lowell89 anticipated some of the pressures which are
brought to bear in connection with the make-up of governing
boards. He sounded a note of warning by saying that experts
should not be members of a non-professional body that super-
vises experts.

Another factor affecting the quality of the board's
activities 1s the actual size of the board. E. C. Elliott9°
noted extreme differences 1n the sizes of many college boards.
While the 1deal size has not yet been determlined, the con-
sensus of opinions iIn the literature seems to favor a board

1

with fewer than ten members.? El10t92 stated that the best

number of members for a college governing board 1s seven.
Hughesg3 suggested that probably the i1deal board would have
seven to twelve members. Defarrarigu wrote that a small board

from five to nine members 1s preferable.

89A. L. Lowell, A War with Academic Traditions in
America (Cambridge: Harvard Universlty Press, 193L), p. 286.

998, ¢. Elliott, "The Board of Control," in Higher Edu-
cation in America edited by R. A. Kent (New York: Ginn and
Company, 1930), p. 610.

9lFurst, op. cit., p. 202.

92Eliot, OPl Cdbey Psi3.

93Hughes, op. eit., p. 8.

9hRoy J. Deferrari, College Organization and Adminlstra-
tioné(Washington: Catholic Unlversity of Amerlica Press, 19L47),
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To the degree Amerlcan instlitutions of higher education
follow the organizational pattern of American business, the
college's governing board will be composed of either seven or
nine members.¥
It 1s Interesting to observe that implicit 1In the estab-

lishment of the optimum size of a governing board 1s the note
that diségreement is bound to follow and therefore an odd
number must be set. This approach overlooks two important
facts. In the first place, there 1s no substantilal basis to
assume that 1f the board 1s composed of reasonable men they
will not come to an agreement on broad 1ssues after studying
all the facts. In the second place, if there 1s to be dis-
agreement, 1t 1s short-sighted to have one vote determine the
course of action because the 1ssues with which the board
should properly concern 1tself are too important to be de-
clded by a single vote. Were the board composed of an even
number of persons, any disagreement would be resolved on the
basis of more than a bare majority. Purthermore, the appoint-
ment of an even number to the board carrles with 1t an as-

sumption that there will be agreement rather than dlsagree-

ment, and this positive approach could bring mutual results

¥The findings of the National Industrlal Conference
Board survey of 254 manufacturing companies indicated a bi-
modal distribution with 19 per cent favoring a seven-man
board and 16 per cent favoring a nine-man board. The entire
report 1s contained 1n The Corporate Directorship, National
Industrial Conference Board, Inc., New York, 1953.
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in the college. It 1s felt that the board sets the pattern
for the total relationships within the institution. If the
board sets an example of harmonious relationships, it may
well be expected that this Influence will infiltrate, to some
degree, through all other levels of the college.

In determining the optimum size of a board one 1s faced
with two conflicting viewpoints. The first asserts that the
board's function 1s mainly administrative, and that the
board's organization should aim toward furthering this func-
tion. The second acknowledges the importance of the adminis-
trative function but at the same time takes the stand that a
role of greater 1lmportance 1s that of bringing wider support
to the institution. The former encourages the establishment
of a small board. The latter view calls for the creation of
a large board.

Accompanying the selection of large boards should be
the appointment of a small number of 1ts members to an execu-
tive committee empowered to act for the general board. In
order for the board's decision to be fully effectuated there
should be but one administrative officer responsible to the
board and that should be the chief officer.95 As a control

device the board should insure that 1t provides explicitly

for the opportunity of appralsing all persons who make up the

95Furst, op. cit., p. 205.
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senlor administrative officers. The appearance of adminis-
trative officers before the board would be at the discretion
of either the board or the president. An accepted practice
calls for the appearance of these officers at the time
matters relating to thelr own fleld of speclalty are to be
discussed.

To be completely effective the board must meet with
sufficient frequency to be able to cope successfully with all
‘'matters appropriate to 1ts level of operation. Hughes96
stated that the i1deal board should meet from four to ten
times a year. E. C. Ell10tt?7 wrote that the assignment of
work to the special care of a committee 1s provocative of two
of the weaknesses of boards of control as they are presently
organized. In the first place, the general board ceases to
function consistently as a whole with the 1lnevitable result
that too great reliance comes to be placed upon a small sec-
tion of the membership of the board. Secondly, industrious
and ambitious committees are often responsible for the fall-
ure of many boards of control to observe the all-important
difference between those things which belong to the govern-
ment of the college and those which fall in the province of

administration.

96Hughes, op. cit., p. 8.
9TEl1110tt, op. cit., p. 619.
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Hughes98 suggested that the 1deal board should main-
tain committees on finance, bulldings, educatlion and faculty.
E. C. E1110tt%99 wrote that there 1s rarely a reason for more
than four permanent committees, such as finance, physical
plant, educational policy, and faculty-student relations.

The duties of the board are clear. The board has the
ultimate responsibility for the effective utilization of the
resources, human, physical, and financial which are available
to the college. The board serves best by participating in
the policy-making process, adding the assurance of securing
most effective operations and guiding the long-range edu-
cational, research, and financial plans of the college.
Holdenl00 pointed out that 1n business meetings the board
establishes policies, handles major financial matters, se-
lects the officers and sets thelr salaries, and takes care of
other matters of similar character. It receives reports from
the management on operations since the last meeting, passes
Jjudgment as to whether, 1n view of the circumstances, the
results are satisfactory. Thls statement of functions need
not be confined to a business enterprise as 1t represents the

essence of the governling board's function in a college.

98Hughes, op. cit., p. 8.
99E11i0tt, op. cit., p. 619.

100Holden, op. cit., p. 17.
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Hugh03101 spelled out the functions of the board in more de-
tall. In addition to determining the policies of the college,
three functlions of the trustees which are usually fixed in
the laws governing the college are as follows: (1) the
trustees hold title to all property and are the custodians of
all property; (2) the trustees are responsible for the ap-
pointment of the chief executive officer of the college; and
(3) the trustees constitute the final court of appeal for
complalinants.

102 said that the board should formulate, record,

Hughes
and from time to time modify policles and hold the president
responsible for administering the policies that are set up by
the board. Lubbersl®3 took 1ssue with Hughes'! statement and
sald that the board of trustees should not initlate any
policy but should take leglslatlive actlon on policies that

are proposed by the college community.

Chapter Summary

Chapter II reviewed the literature to show what con-

ceptions of the executlve were expressed. The chapter

101lpyghes, op. cit., p. 12.
1021p14., p. 43.

1031, 7. Lubbers, College Organization and Administra-
tion (Evanston: Northwestern University School of Education,

1532), p. Sh.
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contains an overview of three areas, namely; (1) the execu-
tive in industry; (2) the college president; and (3) the
college governing board.

The executive and the college president were traced
through the years and an historical view indicated that 1deas
surrounding the top leader have always been powerful forces.
Ever-changing and broadening concepts of the top leader ac-
celerated the evolution of leadership as a medium of service.
As a result, the new concept of the top leader seems to have
shifted to a more professionalized leadership. It seemed
that the 1deas that were held about the nature of the key
leader and his method of functioning determined to a great
degree the practices of selection. It 1s believed that the
new concept accentuates the need for advanced procedures for
identifying and evaluating potential executives and the need
for systematlic patterns to help 1nsure effective selection.

Attention was given to qualifications to be desired
in the executive. Significant characteristics, as portrayed
in literature, were also presented. Many opinions were ex-
pressed as to specific qualifications and characteristics
but there was evidence of disagreement in the area as to the
importance of some factors. Good health, outstanding 1in-
tellectual qualities, pleasing personality traits, and
extenslive experlence seemed to be prerequisites to successful

executive leadership. The literature seemed to establish
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that the effectlve executive must possess sharply differing
abllities and the know-how to assume many roles.

The importance of the executive'!s job was recognized
but there seemed to be few studies whiéh attempted to anal-
yze top jobs. Perhaps more studles which reveal detalled
specifications for top Jjobs would be profitable.

Chapter II concluded with a look at the college
governing board. It was observed that the character of the
board of control 1s determined by the character of the in-

dividuals appointed to the board.



CHAPTER III

TOP EXECUTIVE SELECTION IN INDUSTRY

Introduction

The preceding chapter reviewed the literature and
traced the development of concepts of top leaders. It 1s be-
lieved that the various points of view that were revealed in
the literature are related to the function of selection.

Chapter III proposes to examine, analyze, and apprailse
four formal programs of selection which are found 1n industry
in an attempt to present a view of the basic patterns of
executive selection. The programs of selection which are in-
cluded in this chapter are experiments in selection which are
now belng conducted in the followlng corporations: General
Electric Company, Radlo Corporation of America, Union Carbide
Nuclear Company, and Sears Roebuck Company. The programs of
selectlon were chosen because of the following reasons:

(1) each of the programs have formalized procedures which
focus attention on top-level leadership selection; (2) each
of the programs employ a varlety of devices to identify and
to evaluate potential executives; (3) the programs are being
used by foremost companles in thelr respective fields; and
(4) the programs were selected because they represented more

than a decade's experience 1n top-level leadership evaluation
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and selection. The four programs of selection were developed
by companies which ranked fifth, twenty-third, and twenty-
ninth among the five hundred largest 1ndustrial corporations,
as to sales and profits, in the United States in 1957.

The main purpose of this chapter 1is to give an
abridged account of the four programs of selection and to at-
tempt to point up prominent patterns of executive selection
in Industry which may enable the writer to indicate basic
patterns of selection which appear to be of value 1n organ-
izing a formal program of selection that may be used when se-
lecting a college president. The programs of selection which
are presented in this study do not have 1dentical patterns
neither do they fit a pre-arranged plan of the study. No at-
tempt 1s made to indicate what 1s bellieved to be the best se-
lection practices, policles, or over-all programs. This study
simply proposes that an insight into the backgrounds, scopes,
tools, objJectives, methods, and processes of selection con-
tained in the formal programs will be of value in the develop-
ment of a basic framework of pllot patterns for effective top
leadership selection 1n higher education.

Data on the formal programs of .selection were collected
through: (1) a review of available literature relative to
this area; (2) personal interviews with industrial managers
and specialists in personnel; (3) documentary materials; and

(4) through correspondence with chief personnel officers of
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the four programs of selection who supplied materials about
thelr respective programs.

The planned programs of selection which are supported
by experimentatlion appear to offer the most deslrable basis
for developing a framework of pllot patterns for the selection
of college presidents. The four programs considered in this
investigation have been in use for a decade or more. It is
felt, therefore, that the patterns of selection rest upon a
basis of tested understandings.

An overview of the four programs of leadership se-
lection Indicates that the sponsoring industries have taken
noticeable iInterest in executive leadership selection and are
now carrylng on experimentation in this area. The growth and
diversification of the four corporations who are using the
formal programs of top leadership selection 1s self-evident
and the corporations concede that the progress 1s related to
the amount and quality of top leadership selection efforts.

An assumption was made in Chapter I that 1s basic to
thlis phase of the discussion. The assumption stated that
findings related to executlve selection in Industry were valid
evidence for determining patterns for the selection of col-
lege presidents. The application of this belief would re-
quire that a description of organized progrems of selectlon
that were cited should emphasize general patterns of selec-

tion rather than a mere listing of specific and unrelated
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activitlies. An analysis of the programs of selectlion and a
synthesis of the findlngs should assist in integrating the
patterns into a framework of pllot patterns and should help

in relating the basic patterns to essentlial elements within
the over-all selection process. Although it 1s not a primary
purpose of thils study, 1t 1s believed that the formal programs
of selection will focus attentlon on the fact that delicate
human relationships are a major factor in effecting a program
of selection. PFurther, 1t 1s belleved that formal programs

of selection will involve principles that are basic to the

democratic way of 1life.

A Guide to Selection Methods

The four programs of selectlion indicate that the fleld
of selection methods 1s a complex one. It 1s the intent of
this section to provide guldance over a course where non-
professional people may easlly lose their way. The methods
of selection are included in this treatment because: (1) an
analysis of the assumptions underlying the me thods seems to
indicate a degree of soundness; (2) the methods have been
found useful in occupational fields; or (3) the methods have
been found to be desirable on the basis of informal evalua-
tion of results or a quantitative determination of the cor-
relation between Job performance and ratings on the method

used. Unfortunately, very few of the selection methods have
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fully conformed to the standards of° an adequate validation
study. Thils section, therefore, willl attempt to be a guide
to a few of the common methods and 1s not to be understood to
be a compendium to be followed.

It is felt that obtalning empirical evidence of the
value of a selection method 1s the surest way to progress.
The employment of selectlion methods based largely on informal
opinion, it 1s believed, broadens the way for the continued
recurrence of predominant fads and fashlions in selection.

The formal programs of selection in 1ndustry indicate that
many aspects of selection thrive in an atmosphere of experi-
mentation. The use of unvalidated practices, according to
the four programs of selection have been perpetuated no
longer than more advanced methods and procedures could be
discovered.

The programs of selection indicate that certain methods
and techniques of selection are useful for assessing knowledge,
intellectual abilities, and personality characteristics but
that the selection decision should not be based solely upon
results acquired in this manner. The specialists 1n person-
nel who are connected with the formal programs point up that
because of the intermingling of the desirable qualities, the
measurement of any one of these areas results in the indirect
measurement of the other. For example, 1t has been contended

that a high rating during an intensive interview .which
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involved the use of the critical incident technique indicates
intelligence, tralning, insights, philosophical theory, and
such characteristics as persistence, good work habits, and
the motivation to master a complex field.

No attempt will be made here to relate specific
methods of selection to particular qualifications which are
discussed in Chapter II.

A Point of View Regarding Selectlon Devices

It i1s not to be understood that the following section
represents an exhaustive 1index of selection devices. The de-
vices for selection are discussed because they appear to be
used in the four formal programs of selection which were
chosen for this study.

Numerous measuring devices for selectlon purposes can
be found in the programs of selection but their use and value
have not been completely validated. The selectlion devices
may be helpful by giving clues but there seems to be little
assurance that the conclusions of any single device can have
practical value. The structure of the programs of selection
indicate that top leadership positions vary in duties and
that varlous patterns of performance emerge. It appears that
there are so many variables and uncertaln conditions to be
considered that a careful exploration of the success of any

one device may produce more skepticism than real confidence.
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This 1s not intended to mean, however, that tests and other
selection devices should be avoided i1f they can be applied
experimentally and the results of their application followed

up.

A Revlew and Analysis of Selection Devices

No attempt has been made to relate any of the selection
devices to a particular executive selection program. An at-
tempt has been made to define the usefulness of each method
so that persons interested in the development of a particular
program can themselves determine what methods are relevant and
appropriate in the particular enviromment in which the methods

will be used.

Biographical Information Blank

The Biégraphical Information Blank 1s a written docu-
ment which asks specific questions about the background of
the prospective candidate. It was originally developed for
use in industry but it was later adopted by the military
forces which found it to be one of the most useful selection
devices. The questionnalire seems to be a direct measure of
Interests and an indirect measure of personality. The items
concentrate on those parts of the family, work, school, and
soclal environment which are related to the formation of

personality. The Blographical Information Blank has high
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value generally because of 1ts intrinsic validity and because
it measures in a more simple way characteristics either not
measured or which are measured expensively by other devices.
Its defect 1s the conslderable research needed to valldate it
for particular jobs in particular organizations. Guillford

and Comprey1

concluded that blographical data seemed to have
limited promise for the selection of school administrators.
It has been pointed out that The Blographical Information
Blank 1s a potentially dangerous selectlion method because it
may tend to perpetuate stereotypes by emphasizing what 1s,
rather than what needs to be. Nevertheless, because of 1its
basic value, despite the involvement of much time and expense

of preparation, 1t appears to be a significant part of a

thorough executlve program of selection.

Measures of Interest and Personality

In view of the wide varlety of qualifications dis-
cussed 1n the previous chapter, measures of interest and
personality can play important roles 1n executive selection.

The Agency Organization, Personnel, and Pollicy Test.

The Agency Organization, Personnel, and Policy Test 1s a

written test in multiple-choice form. It contains simple,

17, P. Guilford and Andrew L. Comprey, "Prediction of
Proficiency of Administrative Personnel from Personal-
History Data," Educational and Psychological Measurement,
8:281-295, Autumn 1948.
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factual 1tems dealing with the organizational structure, key

personnel and administrative policles of a given organization
and 1s structured in such a way that the questions avoid
technicalities which require special training in order to
answer them. Because of 1ts deliberate arrangement, the hypo-
thesls proposes that the test measures interest primarily in
the components of administration yet its nature prohibits 1its
use as an instrument for recruitment outside the given
organization. Uhrbrock? discussed the basis for constructing
the test and Indicated that specilal forms were needed for
each company. The questions should be framed in accordance
with the desired level of selection with due caution observed
in regard to the preparation of questions on policy so as to
avold delving into areas relating to personal welfare and
speclal Interests 1nstigated by the desire to protect petty
individual rights and professional development or reputation.
Soclal psychologists have demonstrated that facts are re-
membered that support attitudes. The hypothesis of this test
1s correlated with the assumption that information 1s obtailned

and retained in direct relationship to interests. Mandell

2Richard Uhrbrock, "Item Analysis: The Basis for
Constructing a Test for Forecasting Supervisory Ability,"
Personnel Journal, 12:141-154, January 25, 1933.
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and Adk1n33 discovered, after studylng employees in two Fed-
eral agencles, that The Agency Organization, Personnel, and
Policy Test was a promising measure for selecting adminis-
trators from among techniclians. It appears that the assump-
tions underlying this selectlion device must be understood in
order to obtaln the full value of the test.

Allport-Vernon Study of Values. The Allport-Vernon

Study of Values provides scores on theoretical, economic,
political, soclal, sesthetic, and religious scales. The rela-
tive simplicity of administration and scoring indicate the
plausibility of including 1t in executive selection programs.
It should always be remembered that no one pattern of scores
is desirable for all top positions. Thurstone's large study
of the Allport-Vernon in Federal administrativé work obtailned
significant results with the theoretical, economic, and

soclal scales, the social scale being by far the most sig-
nificant.

Strong Vocational Interest Blank. The Strong Vo-

cational Interest Blank 1s the most widely used and best
known of all methods for measuring interests. It would seem
that Strong's one basic finding, the undesirability of a very
high level of interests in a professional or technical fileld,

3Milton M. Mandell and Dorothy C. Adkins, "The Validity
of Written Tests for the Selection of Administrative Personnel,"
Educational. and Psychological Measurement, 6:293-312, Autumn

15k6.
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is so important that, despite the length, 1ts use 1s justi-
fled 1n those cases where quality of results, rather than
quickness or cheapness of methods 1s the primary objective.
Knauftu found that the Interest Blank showed promise for

selectlon on two groups of managers.

Personality Inventorles

There are meager published data which indicate di-
rectly that these inventorles are valid for executive se-
lection. There seems to be no doubt that the factors they
attempt to measure are related to top leadership success, but
concluslve evidence of thelr ability to measure these factors
in a valid way 1s not avallable.

Written questionnaires. One method of measuring per-

sonality involves the use of a written questionnaire form
which asks direct questions concerning the behavior, the prob-
lems, the likes and dislikes of the individual. The answers
are summarized into scores on several aspects of personality.
The Bernreuter Personality Inventory, The Minnesota Multi-
phasic, The California Psychological Inventory, The Guilford,
The Humm-Wadsworth, The Thurstone Temperament Schedule, and
The Jurgensen are all well known tests. Critics of these

inventories have decried written questionnaires as follows:

4g. B. Knauft, "Vocational Interests and Managerical
Success," Journal of Applied Psychology, 35:160-163, June

1951.
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(1) candidates are misled by ambiguous questions; (2) answers
given may be 1ncorrect because of consclous or unconsclous
attempts to present the best possible picture; (3) the cate-
gories used for describing the scores are not psychologically
meaningful as 1ndicated by the low relationships between
different lnventorles on the same or related categories; and
(4) the scoring keys used are not representative of normal
individuals because the keys appear to be based on psychotilc
and highly neurotic individuals.5 Jensen and Rotter6 con-
cluded from a value study of thirteen psychological tests
that findings indicated that such methods were invalid for
selecting officer candidates.

Supervisory Attitudes Test. The Supervisory Attitudes

Test 1s related to personality inventories and to projective
techniques. The test 1s composed of a number of items which
attempt.to elicit responses to the following code: strongly
agree, agree, undeclided or uncertailn, disagree, or strongly

disagree. Mandell7 described this test in detaill and

5william H. Whyte, "The Fallacles of Personality
Testing," Fortune, 50:117-121, 204-208, April 195k.

6M11ton B. Jensen and Julian B. Rotter, "The Value of
Thirteen Psychological Tests in Officer Candidate Screening,"
Journal of Applied Psychology, 31:315, June 1947. !

TM11ton M. Mandell, "Supervisor's Attitudes and Job
Performance," Personnel, 26:182-183, June 1949.
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indicated that the supervisory attitudes test can contribute
to effective selection.

Projective techniques. The wide development and use of

projective techniques 1s an interesting trend in the field of
personality evaluatlion. The clinical psychologlsts consider
these techniques as indispensable tools in the study of per-
sonality. In consldering the ink blots of the Rorschach Test,
the pictures of The Thematic Apperception Test, or the be-
ginnings of sentences in the incomplete sentences test, the
basic technique 1s to present an unstructured or ambiguous
problem to the individual. The Rorschach and The Thematic
Apperception Test stimulate oral response to what 1s seen and
to what has oécurred. The incomplete sentences test attempts
to capture what first comes into the mind. Because the situ-
ation that 1s presented 1s ambiguous in meaning, it 1s assumed
that what the person sees or says reflects his personal
problems, his needs, attitudes, worries, and anxleties. It

1s belleved that these techniques obtaln interesting infor-
mation yet they seem to have been applied to counseling rather
than to selecting leaders. Although they have been applied to
selection in relatively limited groups, their real value 1s
unproved, and also because of the expense of these methods as
compared with other devices, their value would have to be
apprecliable to compensate for theilr cost when used in edu-
cational selection programs where operational funds are al-

ready limited.



8L
The Oral Interview

A primary assumption underlying this method of selec-
tion seems to be that before a candidate 1s employed the em-
ployee should see him and observe his actions. Most employ-
ment agencles consider any selection program which does not
include a personal interyiew inadequate on prima facle grounds.

Arguments for and against the personal 1interview. It

1s to be noted that basic problems arise from the fact that
the interview, when poorly conducted, involves the making of .
unwarranted inferences from limited data which are obtained
In an artificlal situation by incompetent observers. Control
of each of these four deflciencles 1s the road to progress in
improving the interview. Basing his statement on extensive
observation of the interview method as actually conducted in
American industry, Bradshaw8 sald that the selecting process
in most companies consists of measuring applicants against
vague, unformulated standards. As he observed, the interview
was largely unplanned and conducted by persons with little
knowledge or practice in the interview technique. As a re-
sult of a review and keen analysis of avallable studies of the

interview, Wagner9 concluded: (1) confusion exists as to what

8F. F. Bradshaw, Developing Men for Controllership
(Boston: Graduate School of Business AdmInIstratlon, Harvard

University, 1950), pp. 4l-42.

9Ralph Wagner, "The Employment Interview: A Critical
Summary," Personnel Psychology, 2:42-43, Spring 1949.
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can and cannot be accomplished by the interview; (2) research
on the interview method i1s needed; (3) the interview remains
popular as a selection procedure despite i1ts questionable re-
liability; (4) an interview should be conducted according to
a standardized form; (5) the validity and reliability of the
interview may be highly specific both to the situation and to
the interviewer; (6) there seem to be two trends in the pre-
vailing attitude toward the interview: (a) factors which were
formerly measured in the interview can be more adequately
handled by other means, and (b) the interview can be valid 1if
all information which can be obtalned on the candidate 1s
taken into consideration and weighed properly. This pessimis-
tic viewpoint 1s primarily based on the interview as 1t is
generally conducted. There may be some 1nherent disadvantages
to the personal interview, resulting from its brief duration
and artificial character, nevertheless, there are many ad-
vantages that can be realized by better planning and organi-
zation, improved training of raters, a clear understanding
based on careful research of what can and cannot be measured

10 The main value of the interview for execu-

in an interview.
tive selection at the present time seems to be its usefulness

in giving the applicant information about the job and working

1°s. H. Newman, J. M. Bobbit, D. C. Cameron, "The Re-
liability of the Interview Method in an Officer Candidate
Evaluation Program," American Psychologist, 1:103-109, April

1946.
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conditions and it affords the employer an opportunity to
evaluate the candidate's verbal fluency, hls sense of humor,
his soclal acceptability and his reasons for interest in the
particular type of work offered. It would appear that some
type of oral interview, individual or group, is the most popu-
lar selection device. At the same time because the process
1s essentlally subjective, 1t represents the greatest problem
in attempts at improvement. In any case, the interview 1s an
indispensable part of the selectlon program, providing as 1t
does an opportunity for seeing the whole person in actlon.
How high a validity can be obtalned, 1f every possible im-

provement 1s made, still remalins to be determined.

Evaluation of Actual Behavior

Evaluating personallty characteristics 1s always a
difficult task because of an inherent weakness embodied in
two basic disadvantages, namely, (1) they are artificial in
character in that they Jjudge the person away from his natural
habitat, office, home, friends, or colleagues; (2) since the
evaluation 1s of a brief duration, they are subject to
momentary changes that may be unrepresentative of the indi-
vidual. These observatlons could indicate that 1t 1s highly
probable that the feat of obtalning correct information on a
person's actual behavior in various situations and evaluating
this information properly 1is the most desirable of all

me thods of personality evaluation.
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The qualificatlions investigation. This procedure in-

volves obtaining from present and former employees, colleagues,
and other appropriate people, thelr description and evaluation
of the behavior and performance of the candidate belng con-
sidered for the executlive position. This 1s accomplished by
personal interview. While few validation data are avallable,
the assumptions behind the qualifications investigation seem
to justify it as a sound method for the evaluation of the per-
sonality characteristics described earlier in this study.
Williams and Leavittll indicated that ratings by colleagues
were found to be the most valid among all methods surveyed

for predicting combat leadership abllity. Binghaml2

described
the advantages of cumulative records for the purpose of
identifying future executive leadership from among employees
if specific Instances of unusual behavior indicative of abili-
ties sought would be notlced and consistently recorded in a

central office. Brycel3 observed that eminent men make

enemlies, and give thelr enemles more assallable points than

1lStanley B. Williams and Harold J. Leavitt, "Group
Opinion as a Prediction of Military Leadership," Journal of
Consulting Psychology, 11:283-291, November-December 19L7.

12ya1ter Van Dyke Bingham, Administrative Abllity, Its
Discovery and Development (Washington: Society for Personnel
Administration, 1939), p. 72.

13James Bryce, The American Commonwealth (New York:
Macmillan Company, 1931, p. 78.
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obscure men. Perhaps thls explains the frequency with which
undistinguished people are selected for executive jJjobs. How

to resolve thls paradox 1s a concern of this study.

Testas of Abllity, Knowledge, and Judgment

Tests of mental ability have been discounted by many
research studies as a sound basis for the selection of top
leaders. Intelligence tests appear to be more objectlonable
devices for senior executive selection. The administrative
judgment test, a multiple-choice instrument, attempts to
measure broad understandings of the processes of administra-
tion and has been validated in a number of studies.lh A
modified form of this test could be interjected into the in-

dividual or group interview.

An Examination and Analysis of Four Formal

Programs of Selection

The formal programs of selection which receive treat-
ment in thils section of the study were developed in industry
by the following corporations: General Electric, Radio
Corporation of America, Union Carbide Nuclear Company, and
Sears Roebuck Company. A premise which 1s fundamental to each

program of selection 1s that the program of selection must be

ll"Plilton M. Mandell, "The Administrative Judgment Test,"
Journal of Applied Psychology, 3k4:145-147, June 1950.
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so structured as to implement a basic operational philosophy.
The programs reveal definite procedures which are followed in
making selections. The objective of each program 1is to in-
sure that top positions in the companies will be filled effec-
tively and efficiently.

Data dealt with in this sectlion of the study were ac-
quired through: (1) correspondence with personnel officers
in the central office of each respective corporation whose
program of selection was used in this investigation; (2) from
available literature which dealt with the programs of se-
lection; and (3) from documentary materials.

On the evidence presented, it 1s believed that general-
izations may be made about patterns of selection as they are
revealed in the selected programs. The four programs of se-
lection were chosen somewhat arbitrarily, therefore, various
tenets of the programs overlap. The selection practices re-
veal deflinite broad patterns. They also reflect the indi-
viduality of problems and approaches that might be expected

of a diversified group of blg companles.

The General Electric Selection Program

The General Electric Company 1s a large, diversified
company operating under a managerial phllosophy of decentrali-
zation. This point of view places much of the lower-echelon

decision making as & responsibllity of the managers of the
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company's various decentralized components.15 It has been
pointed up that the glant company recognizes the Iimportance
of a planned over-all method of selecting key men. It 1s
felt that the concern 1s clearly 1llustrated 1n the program
of selectlion. General Electric has 1ndicated that the company
views the top leader as a complex focal point in the manage-
ment team. It appears that the philosophy of the company's
central office has infiltrated throughout each segment of the
company. The over-all program of selection and scheme of
promotion seem to have been contributing factors to the
achievements of the company. It 1s also contended that the
program of selectlon contributes to job satisfaction and
morale.

The attempt to elimlinate costly pitfalls in top manage-
ment selectlion gave birth to the Comprehensive General Elec-
tric Selection Program. Initlal aspects of the work on the
selection program were conducted by a group-problem-solving
team representing the central service staff, personnel
managers from operating components and consultants from the
Industrial Division of The Psychological Corporation. After
intensive iﬁvestigations, a structured plan was designed to
employ validated principles of selectlion 1n a systematic,

effective manner.

15Tetter from F. E. Baker, Manager, Public and Employee
Relations Personnel Development and Administration Service of
General Electric Company, New York, to Dr. John W. Gilllland
and R. Leonard Carroll, dated July 23, 1958.
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The comprehensive General Electric Selectlon Program
consists of four basic steps: (1) accurately determine job
specifications; (2) carefully and clearly identify potential
candidates; (3) evaluate the candidates; and (l) make the
selection decision. A prime objective was to promote a plan
that could be understood by anyone selecting an individual
for a top position. Another concern was to more nearly in-
sure that the important task of top selection be performed ac-
cording to a_recommended pattern. It was discovered that the
preoccupation of the average line manager with immedlate oper-
ating detalls hindered the function of effective selection,
therefore, the job of top selection was delegated to the per-
sonnel group who would have sufficient time to develop neces-
sary details and where chosen individuals could be adequately
trailned to perform the task of selection efficlently and
effectively.

An examination of the dimensions of the General Elec-
tric Selection Program reveals a uniform procedure for the se-
lection of key personnel in a serles of steps that could be
adapted to various selection situations.

Determine job specifications. One of the most fre-

quented pitfalls for committees entrusted with selection 1s to
employ a top leader before an analysis has been made of the
Job which 1s to be performed. One of General Electric's

basic tools in selection 1s a simple and abbreviated form
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which arranges the basic requirements of a specific job and
data which appear essential for selecting the candidate who
can best perform the tasks.

Identify potential candidates. General Electric at-

tempts to predict the future needs of the company in order
that adequate time may be devoted to the careful screening of
potential candidates. Extensive cumulative files on the
prospective candidates reduce the complexity of the selection
detalls. Qualifications of prospective executives may be re-
vealed in a relatively brief time. The General Electric
Program of Selection employs the following methods of nomi-
nating potential candidates for future consideration: (1)
managers may make recommendatiops from the unit at large;

(2) the present kej person may make nominations; (3) other
top members of the management team may make nominations; and
(4) candidates may be self-nominated. By centering the
process of identifying candidateé in the central personnel
department a complete list of qualified prospects may be de-
veloped and adequate consideration may be given to all candi-
dates. The process also helps in eliminating the hesltancy
to cross organizational lines. '

Evaluate the candidates. Data regarding each

nominee's abilitles may be gathered from the following

sources:

l. The personnel records. A complete personnel
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folder is maintalned. The complete records are not to be
copied when evaluating a candidate. All that 1s necessary 1is
a summarization of significant information in the form of a
note. If the evaluator discovers revealing data that is
pertinent to the case and which 1s not called for on the form,
a notation of such information 1s made on the report.

2. References. The reference check may reveal impor-
tant clues even 1if 1t 1is difficult to obtain factual infor-
mation from former employees.

3. Job performance. Performance on the job may be
checked through interviews with former superiors and col-
leagues.

4. Psychological tests. General Electric employs
tests in an attempt to evaluate ability to fulfill job
specifications. Data from tests are not substitutes for other
me asures of evaluation but 1t 1s felt that the test results
add meaningfully to iInformation that 1s gained through other
soufces.

5. The 1ntensi§e interview. The final phase of evalu-
ation centers around an intensive interview with the candi-
date. This interview 1s very impressive and may last for two
~ hours. On some occasions the interviews may be held in a
series and are generally felt to be pleasant experiences.

The results of the interviews are summarized on appropriate

checklists. The evaluator records the data on a profile
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comparison chart. Once the information 1s collected and re-
corded the screening process 1s accelerated.

Making the selection decision. From the assembled

data the person or group who 1s to make the selection pro-
ceeds to select the most impressive candidate. After the ac-
tual selection has been made the evaluation study 1s reviewed
with each of the candidates. Finally constructlve suggestions
are made 1n an attempt to avoid losing the good prospect. An
effort 1s also made to strengthen principal areas of weakness
In the candidate with the hope that the candidate may de-

velop into a future leader.

Top Leadership Selection at Union Carbide Nuclear Company

| During recent years, the Union Carbide Nuclear Company
of Oak Ridge, Tennessee, a division of Union Carbide and
Carbon Corporation of New York, has been particularly con-
cerned with the efficlent utilization of manpower. The ur-
gency and scope of the selection problems of the Oak'Ridge
Plant provided an opportunity to do experimentation on the
effectiveness of many of the personnel procedures which had
been tradlitional with the function of selection 1n industry.
A few studles that were conducted under the auspices of Union
Carbide Nuclear Company confirmed the effectiveness of some
selectlion devices and raised doubts about others.

The development of accurate job definitions. A sig-

nificant outcome of the research dealing with leadership
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selection was the increased realization that the development
of accurate job definitions must precede all other types of
personnel 1nquiries. It appeared necessary to know 1n precise
behavioral terms what an individual. was supposed to be doing
and in what specific ways he may succeed or fail. Without
this understanding, 1t became obvlious that 1t was I1mpossible
to evaluate effectively an individual for a leadership posi-
tion and thus difficult to make a wise selectlon.

The underlining of thls need led to the development of
more advanced techniques for defining job requlirements. Ab-
breviated critical job requirements, those that seemed cruclal
in the sense that they had frequently been observed to make
the difference between success and fallure in a glven ac-
tivity, were developed. An efficlent method for determining
these critical requirements was first developed by John C.
Flanagan which was called the critical incident technique.

The critical incldent technique. Thils technique tends

to substitute data for iImpressions and opinions. It provides
a relatively precise and comprehensive definition of effec-
tiveness on a job 1In terms of what people actually do on the
jJob. The critical incidents are things employees do, as re-
ported by qualified reporters, which were especlally effec-
tive or 1neffective 1n accomplishing important parts of their

Jjobs.
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According to a study conducted by W. J. Wilcock, Jr.16
the critical incident rating technique at Union Carbide
Nuclear Company 1s a modification of the check 1list method.
The method 1s based on the i1dea that success or failure in an
activity 1s simply a series of actlons leading to observed re-
sults and that personal tralts essentlal for appralsal may be
observed 1n job performance. This technique has been em-
ployed in the constructlon of a rating method. The 1ncidents
are grouped into job performance categorles relating to in-
terest and attitude. The factors provide a basis for an ap-
praisal form. The rater 1is asked to review the check 1list of
critical incidents and indicate any significant behavior in
the performance of the ratee which was observed during the

rating perilod.
A modified critical Incildent technique. Unilon Carbide

Nuclear modified the critical incident technique by adding
one step. Having systematically reviewed a wide range of
observed behavior in the past performance, the rater then
evaluates the employee on each of the major areas of job per-
formance using a simple classification, such as, very effec-
tive, satisfactory, and unsatisfactory scheme. Extremes of

performance are used in critical incidents work because their

16y, J. Wilcock, "Rellability and Relevance of a Modi-
fied Critical Incident Evaluation System" (Unpublished
Master's theslis, Department of Industrial Management, The Uni-
versity of Tennessee, May 1958).
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consequences seem important for rating purposes and because
they are more easlily recalled by the rater than are average
behaviors.

The critical incident method was selected in the de-
velopment of the selection program at Union Carbide Nuclear
Company because it was belleved to represent the most
promising of all approaches thus far developed in the field
of performance and selection evaluation. Thils approach recog-
nizes that every important desirable and undesirable personal
attribute which 1is necessary as criteria for appraising
leadership 1s exhibited in job performance. The critical
incident technique seems to avoild a major difficulty en-
countered with typical performance appraisal systems. The
tendency to base appraisals on overemphasized, 1solated
occurrences or single desirable or undesirable tralts seem to
be avoided.

A description of the appraisal form. The check list

was employed to review employees job performance. Critical
incidents were obtalned by interviewing exempt employees.
Critical incidents, called job performance statements, make

up the first of three parts of the appraisal form. Part one

of the appraisal form includes such factors as: (1) initi-
ative and attitude; (2) judgment and planning; (3) accepting
responsibility; (4) communication; (5) developing subordinates;

and (6) personnel practices. Part two is a traditional rating
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scale to summarize the appraiser's judgment for each factor.
Part three asks for a written suﬁmary of the strengths and
weaknesses of the candldate and for recommendations for im-
proving performance.

Union Carbide Nuclear Company considers this technique
only as a means to an end, the end belng the intensive inter-
view. The pertinent Information suppllied through the use of
this technique 1s one of the major benefits of the apprailsal

interviews and for plant-wide development programs.

The Selection Program Employed by Radlo Corporation of America

Radio Corporation of America i1s a mammoth company of
great diversity in radio, television, and electronics. A
report17 listed thils large corporation in twenty-ninth place
among America's foremost industrial companies in 1957. Radio
Corporation of America 1s organized into fifteen major oper-
ating units and employs more than elghty thousand persons. Of
this number, approximately seven thousand occupy executive and
managerial positions.18

Radlo Corporation of America incorporates into 1its

basic philosophy the proposition that most potential leaders

17Editor, "The Fortune Directory," Fortune, 58:131-150,
July 1958.

lBM. Joseph Dooher and Elizabeth Marting, Selectlon of
Management Personnel (Vol. 1; New York: American Management
Association, Inc., 1957), p. 291. '
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can be stimulated positively to prepare for greater responsi-
bilities; therefore, a fundamental employment policy Insists
that present employees should receive first consideration for
promotional opportunities before outside candidates are
sought.

The over-all selectlion program was inaugurated in 1951
as a Management Development Program with the specific purpose
of developing and maintalning an effective leadership team.
Since the 1nception of the selectlion procedure the company re-
ports that the efforts have been most successful and 1its
effectiveness has 1ncreased. The fundamental premise has been
substantiated by the fact that in 1956 only 10 per cent of
top management was recruited.

The Radio Corporation of America's selectlon process
may be categorized into two broad functions; namely, (1) col-
lection of data; and (2) the interview and final selection
decision. Whenever a vacancy develops 1n a top position the
person ?esponsible for selectlion seeks the services of the
Management Development Offlce. The flrst endeavor 1s to
establish the qualifications that are desired in the candidate
and to consider carefully the job description. Following the
initlal conference, a specification form 1s prepared which
describes the 1deal person for the position. At this point

qualified employees are suggested as possible candidates.

Collection of data. Consideration i1s given to promota-

billity records which are contained 1n the central flles of the
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corporation's Management Developmént Office. The files con-
tain cumulative records of employees who have been evaluated
as potentlal leaders. The next step in the collection of data
involves a manpower inventory summary which supplies an ap-
praisal of each candidate. After all necessary data have been
collected the personnel representative prepares two summariles:
(1) summary of background data; and (2) comparison of candi-
dates to man specifications. This materlal provides a basis
for the discussion of each candldate's weak and strong points.
The summaries are not construed to be recommendations but they
are thought of as important data in the selectlon process.

Interviews and the flnal decision. When the person who

1s responsible for the selection function indicates the de-
sire for an iInterview the Management Development Office
assists in making the desired candidate avallable. The order
of procedure within the corporation 1s as follows: (1)
avallability of the prospect must be established; (2) inter-
views must be completed; (3) the prospect's transfer must be
approved; and (4) the selector makes a jog offer. If there
are no prospects within the framework of the corporation who
are consldered to be sultable for the job, the corporation's
Personnel Employment Office assists In the task of finding a
suitable person as follows: (1) application form; (2) medical
examination; (3) investigation of background; (l4) when ap-

propriate, a battery of psychological tests are administered
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to the prospect; and (5) a number of interviews are conducted.
After the selection decision is made one of the company's
chief concerns 1s the continuous appraisal, developmsnt,

utilization, and professional growth of the individual.

The Selection Program of Sears Roebuck Company

Sears Roebuck Company started as a one-man mail-order
operation in 1886. 1In 1955 the company employed one hundred
ninety thousand persons of whom eleven thousand were classi-
fled as executives. The Sears Roebuck Company 1s managed
with a high degree of decentralization, consequently the
program of executlve selection and placement at strategic
points 1s very important. The National Personnel Department
recrults properly qualified leadership using as a guide-line
a systematic promotion plan from within the organization.
Outstanding among 1ts contributions in the selection area are
research findings on qualities which are important to execu-
tive success and the development of an appropriate battery
of psychological tests.

The selection program is based upon psychological

testing. The management of the Sears Company believes that
executive jobs require a high degree of human flexibility.

L. L. Thurstone was employed to build and evaluate test in-
struments that would sharpen Sears' ability in the selection
function. Extensive experimentation resulted in a battery of

six tests that would attempt to measure the following factors
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in prospective top leaders: mental ability, personality,
personal values, and vocational Interests. The battery of
tests requires approximately four hours to complete; neverthe-
less, the tests have been administered to twenty thousand
candidates who were being considered for upgrading in 1955.

Sears maintains that psychological tests are a source
of confusion in industry only when they are misunderstood.

The chief personnel officers of Sears Roebuck maintain that
Sears' improved ability to select top management can be at-
tributed directly to the use of the battery of tests. The
success of this unique method of executive selection may be
due to the highly comparable units throughout the organiza-
tion whose key jobs are much the same.

General administrative executive characteristics deter-
mined through the Sears testing program include: mental
ability, sociability, administrative skill, stability and
predictability, drive and sense of personal competitiveness,
and breadth of interests and leadership tralits. It 1is to be
noted that after work experience these characteristics are
very apparent but a prized art 1s to be able to determine them
early and accurately 1n order to avoid costly selections.

Executive selection and placement. To meet the needs

of the company, special emphasis has been placed on a system-
atic plan of promotion from within. The National Reserve Group

Program identifies promising employees and trains them to
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assume more responsible positions. This procedure has proven
to be a business stimulant and a morale bullder among em-
ployees. Generally, the Reserve Group Program may be out-
lined briefly as follows: (1) estimate executive needs;

(2) determine sources from which the talent is to be re-
cruited; (3) select potential executives; (l4) educate prospec-
tive candidates; and (5) control the executive inventory.

An attempt 1s made to project estimates of executive
needs for many months in advance. Every effort is made to
locate the desired leadership within the framework of the
organization. The selection of candidates requires the judg-
ment of managers, appraisal of general ability, and findings
revealed by the Executive Battery of Psychological Tests.

The National Personnel Department cooperates with territorial
offices 1n making decisions regarding senior, top-level
positions. Advanced leadership training usually includes an
organized program of on-the-job training. An effective organ-
ized control system maintains an adequate balance between the
number of people moving up and the possible number of top
vacancies to be filled. Working in accord with the structured
program of selection, Sears Roebuck Company feels that it ful-
£ills the responsibility of meeting the serious function of

executive selection.
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A Critique of the Four Programs of Selection

The data which was presented previously in thils chap-
ter Indicate that it 1s possible to make certain generall-
zations about the formal programs of selection. A common
thread runs throughout each program of selection in that all
programs support formalized procedures and focus attention on
top-level leadership selection. To this degree, the programs
of selectlion are consistent in a general manner. It 1s to be
noted that each program is unique and demonstrates different
approaches to selection. The data indlcate that the programs
are highly structured and follow formal steps in their de-
velopment. To this extent, the programs are consistent as
individual programs. Two of the programs of selection 1llus-
trate practically the same form almost throughout. One of
the programs of selection i1s built directly uwpon a testing
program. Much of the literature disagrees with this tech-
nique as a valld method of selecting leadership, however, the
company pralses the battery of tests and uses them as an in-
service training program. One of the companles uses a modi-
filed critical incident technique. It appears that the latest
findings in literature favor thils approach, however, the per-
sonnel speclalists in the fileld indicate that they question
the practicabllity and value of the critical incident tech-
nique for selection purposes. It seems that all of the

programs rely heavily upon the intensive interview as a
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selection technique. It is felt that one of the strong
features of one of the particular programs of selection 1s
the use of the interview. It 1s reported that this company
arranges interviews in such a way that the prospect 1s ac-
tually sold on the position long before the process of se-
lection 1s completed.

The programs usé a variety of methods to screen the
candidates after the prospective executives have been identi-
fied. In this specific area the programs of selectlon are
not consistent as a group. Each company uses different de-
vices which are felt to serve their purposes better. One of
the companies employed a specialist in the area of testing to
develop a battery of tests for the company's specific pur-
poses. This particular company announced fhat the tests could
be used successfully throughout 1ts various branches because
of the similarity of positions throughout the organization.
Two of the companies use tests to supplement the other
sources of iInformation. The two companies make it clear that
decisions are not made from test results. It was stated
previously that as a group the companies were not consistent
in using the same selection devices as a group. It 1s to be
noted that as individual companies the programs are consistent
to the extent that the programs employ the same devices in

each situation and in all localities.
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Three of the programs of selection agree thoroughly in
that top leadershilp selection 1is achieved by promotion from
within the organization. This position i1s strengthened by
the fact that each program sponsors a tralning program. Many
of the speclalists iIn the field stated that actual experi-
ence on the job 1s essentlal. One program of selection seemed
to make selections on the basis of securing the best possible
person for the job regardless of the source of recruitment.
The writer detected resentment of this practice from one lower-
level leader in this company. The person indicated that the
employees became dissatisfied when a new top-man was brought
into the system when some felt that one from the inside should
have been chosen. None of the progrems indicated that the
companies favored pirating leaders or advancement by nepotism.

All of the programs of selection were simllar in the
area of collecting data on potential candidates. Each pro-
gram indicated the possibility of using the services of the
company's central personnel offices whenever they were
needed.-

Because of diversification the corporations center
the function of decision making in the area where the opening
occurs. All of the programs indicate group participation in
the function of evaluation but the decision making i1s the
responsibility of the person who 1s in charge of operations.

It 1i1s interesting to note that three of the programs of
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selection review the results of the evaluation with the can-
didates after the decision 1s made.

It 1s evident that the patterns of selection overlap
in the four programs that were reported in this study. The
practices that were described, while falling into definite
broad patterns, reflect the individuality of problems and
approaches that might be expected of a diversified group of
companies. It 1s felt that the programs of selection involve
systematic procedures and an intelligent approach to the
problem of top leadership selection. The formal programs are
based on the idea that the better known the exact require-
ments of the job to be filled are, and the more that 1s known
about the qualifications of each candidate for the job, the
better equipped the selectors will be to make a wise se-

lection decision.

Strengths Observed in the Formal Programs of Selection

1. The four formal programs of selection are positive
approaches to leadership selection.

2. The formal programs of selectlion provide a system-
atic procedure for surveying human resources for selection
purposes.

3. The formal programs stress advance planning which
enables top leadership needs to be estimated more accurately.
This factor holds more advantages: (a) potential candidates

may be screened and evaluated 1n advance of vacancles;
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(b) advance planning promotes morale of the candidates. The
advance planning technique avoilds the direct assoclation be-
tween the evaluatlon process and the candidate's success or
fallure in their quest for advancement; and (c) advance plan-
ning permits a wider field of selectlion. Careful observation
may reveal the presence of capable people who might otherwise
be overlooked.

4. The four programs of selection embrace a thorough
program of evaluation for each candidate. Pressure for an
immedlate decision may be detrimental to the selection process.

5. The formal programs of selection make 1t possible
to consider more objectively the qualifications of each
candidate in relation to all possible types of job oppor-
tunities.

6. The elements in the programs of selection help
potentlal executives fit themselves for future advancement.
Shortcomings that would possibly handicap a candidate in a
top-level job are discovered. The process provides the
opportunity for assistance to be given to help correct the
shortcomings before they contribute to the candidate's faill-
ure.

7. The four programs of selectlion seem to lay a
foundatlion for a sound selection. The organized steps of
procedure seem to eliminate many of the initlial mistakes

which may lead to later errors in the function of selection.
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8. The programs of selection promote participation of
different groups in the process of selecting a leader.

9. The formal programs of selectlon save time.

Weaknesses Observed in the Formal Programs of Selection

1. The methods of selectlon which are employed in the
| programs of selection have not fully conformed to the stand-
ards of adequate validation studles.

2. There 1s some evidence that the programs of selec-
tion overlook the contribution of lower-level employees in
the selection of top-level leaders.

3. A well formulated program of selection may be
poorly administered. It seems that there could be a tendency
to give preference to candidates who are best known to the
group doing the selecting.

4. The costs of the selection program could get out of
hand.

5. The formal programs of selectlion do not rule out
the possibility of evaluators and selectors using hunches and
relying on opihions. The programs do not eliminate the full
force of outside pressures. |

6. Even with a careful formulation of procedures the
problems involved in evaluating human behavior are great,
therefore, results must usually be reported in terms of

probabilities which may be far from certainties.
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7. The programs of selection appear to stress techni-
cal abllity above other leadership trailts.
8. The formal programs of selection appear to favor.
seniority regardless of the candldate's leadership abilities.
9. A disadvantage seems to be the infrequency with
which orgenizational lines are crossed in the search for a

top leader.

Chapter Summary

Chapter III presented an overview of four formal pro-
grams of selection and an abridged account of each.program.
The formal programs of selection that were treated in this
chapter are as follows: The General Electric Selection Pro-
gram, The Union Carblde Nuclear Company's Program for Se-
lecting Leaders, Sears Roebuck Selection Program, and the
Program of Selection of Radio Corporation of America. A
critique of the four programs of selection was presented and
indicated that there may be areas which may need further care-
ful study. It 1s to be noted that each program of selection
was unique yet there seemed to be a similar element running
throughout each program of selection. The uniqueness of each
program indicated the necessity for organizations to struc-
ture individualized programs which are designed to assist in

meeting specific goals.
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Inasmuch as the four programs of selection employed
various selection devices, some of the most common devices
were analyzed with documented criticisms which related to
particular factors.

From the four programs of selectlion an effort was made
to 1dentify certaln basic patterns for executive selection.
The i1dentification and appralsal of the basic patterns of se-

lection are presented in Chapter IV of this study.



CHAPTER IV

IDENTIFICATION AND APPRAISAL OF SIGNIFICANT
PATTERNS OF TOP EXECUTIVE SELECTION

Introduction

Chapter IV attempts to 1dentify and appraise basic
patterns of executlve selectlion which appear to emerge from
the four formal programs of selection. The four programs of
selection were examined and analyzed in Chapter III.

In order to identify the basic patterns of selection,
the writer took the following steps: (1) reviewed available
literature relating to the four programs of selection; (2)
interviewed speclalists who are presently concerned with the
function of selection. The interviews were conducted in
order to discover the patterns which were thought to be basic
by people now 1in personnel and to find clues for 1identifying
patterns of selection; (3) examined documentary materials and
up-to-date materials which were secured from the corporations
who sponsor the formal programs of selection; (l) held con-
ferences with members of the writer's Advisory Committee;

(5) held conferences with members of the staff in the Depart-
ment of Industrlal Management in the College of Buslness Ad-
ministration, University of Tennessee. Conferences were held

with members of the staff in the Department of Industrial
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Education, College of Education, University of Tennessee; (6)
the writer corresponded with personnel officers who are con-
nected with the corporations which sponsor the programs of se-
lection; and (7) made visits to personnel offices in industry
to confer with management and to observe at first hand some
programs of selectlon. An important source of information was
found in the materials which were supplied by the companies.
Some of the materials contalned data which revealed latest
developments 1n the programs of selection. The 1lnterviews
with industrial managers and personnel officers were also

stimulating and revealing experiences.

Identification of Significant Patterns of

Executlive Selection in Industry

It 1s felt that the people who are entrusted with the
functlon of selection are seeking additional information
about procedures of selection. The broad patterns which are
revealed in the four programs of selection should be interest-
ing and informative to these people.

Five general areas and twenty-four basic patterns of
selectlon seemed to emerge from the four formal programs of
selection. It 1s belleved that the patterns contaln elements
which are basic to the framework of an inclusive and effec-

tive program of top executlive selection.
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The twenty-four basic patterns of selection which were
identified from the formal programs are arranged under flve

general headings as follows:

I. Policy in Regard to Executive Selection

Pattern 1. Those entrusted with the selection function
should review and analyze regularly and critically thelr per-
sonal beliefs about selection practices.

Pattern 2. Executive selection should be promotion
from within the organization.

Pattern 3. The best person for executive leadershilp
should be selected regardless of the source of recruitment.

Pattern L. Puture executive needs should be antici-
pated and plans to fi1ll such posts should be made by con-
sidering executive potential when appointing lower-level em-

ployees.

II. Determine Comprehensive Specifications for the Job which

1s to be PFilled

Pattern 5. A simple yet exact set of specifications
for the job to be filled should be prepared.
Pattern 6. The qualifications desired in the candidate

should be agreed on and described in detail.

ITI. Identifying Possible Candidates

Pattern 7. Applications which are filed voluntarilly by

an aspiring candidate for an executlve position may be a way
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of identifying top leadership.
Pattern 8. The recommendation of the incumBent execu-
tive may 1dentify potential executives.
Pattern 9. Key personnel within the organization
should participate in i1dentifying potentlal executives.

Pattern 10. Buslness contacts with key personnel in

related operations may assist in 1dentifying prospective execu-
tives.

Pattern 11. Utilizing the services of professional

consul tants may be a means of identifying potential execu-
tives.

Pattern 12. Advertising vacancles in journals may

disclose potential executives.

IV. Evaluating the Candidates

Pattern 13. A review of personal records may be a

source of information for evaluating the candidates.

Pattern 1lli. Work-performance reports may reveal clues

for evaluating candidates.

Pattern 15. The personal reference check may be a

method for evaluating prospective executives.

Pattern 16. The intensive interview, which is a

method of probing orally into specific areas with the candl-
date, may reveal information useful for evaluation.

Pattern 17. Especlally designed written tests may be

useful devices for evaluating executive leadership.
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Pattern 18. The attempt to determine what people do

In a stress problematic situation, based on the idea that 1if
the candidate 1s placed in theoretical critical incidents
during an interview that his responses will indicate to ob-
servers his potential executive capacity, may be a technique
for evaluating executive candldates.

Pattern 19. Work experience in another executive

position may be a determining factor in evaluating a prospec-

tive executive.

Pattern 20. Education and/or formal training may be

a determining factor in evaluating executive candidates.

Pattern 21. Physical health, mannerisms, appearance,

and soclal adjustment may be determining factors in evaluating

candidates.

V. Making the Selection Decision

Pattern 22. The selection decision should be made with

group participation.
Pattern 23. The selection decision should be made by

those performing the evaluation.

Pattern 2li. The evaluation function should be re-

viewed with each candidate considered.

It 1s not the intent of this study to propose that the
five general areas and the twenty-four basic patterns of se-
lection are either exhaustive or conclusive. It 1s main-

tained, however, that after more than a quarter of a century



117
of serious industrial researeh, experimentation, and actual
practice the general deslign of patterns should be important.
The basic patterns have been arranged into a framework and
it 1s belleved that the patterns enhance the possibility of
intelligent top leadership selection. It 1s to be observed
that the framework of basic patterns of selection were identi-
fied in formal programs of selection which have been tested
in iIndustry and which are now in vogue 1n industry. To this
degree and in this maenner the patterns of selection have
established recognition and acceptance. No attempt was made
to relate the literature 1n the general area of leadershilp
selection to the framework of basic patterns.

It 1s submitted that the framework of basic selection
patterns, as indicated in this study, would help to bring the
performance of the selection function 1n higher education
nearer an intelligent and orderly process than do many of the

practices which appear to be often employed.

Significance of Suggested Patterns of Selection

The importance of appointing the right type of in-
dividual to every executive position should be a matter of
deep concern to all who are concerned with the function of
selection. The four programs of exqcutive selection in in-
dustry indicate that the top leader 1s the key man in any

organization. Production and morale of the staff stand in
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proportion to his leadership. The importance of selecting
the right man to an executive position cannot be over-empha-
slzed. This study indicates that when a mistake 1s made in
top leadership selection that the effects of the error cannot
be confined to one person. The mistake affects the entire
group of employees or a college community. The selection mis-
take even affects other jobs and creates personnel problems
because the error throws other relationships out of balance.
Furthermore, an unwise or wrong selection 1s an error which
is difficult to correct.

Large blocks of time and concerted efforts are re-
quired to safeguard the likelihood that the man selected 1s
the best person avallable; nevertheless, there seems to be
no real excuse for not expending the required amount of
money, time, and effort. The directors of the corporations
which use a formal program of selection have stated that a
corporation would not indulge in the expenditure of thousands
of dollars for equipment simply upon the opinion and recom-
mendation of the first salesman. By the same token the se-
lection of a key executlve must not be haphazardly performed.
A single wrong executive selection may cost the organization
thousands of dollars and retard the progress of the group for
years. The selection of a top executive must therefore be a
carefully considered decision made with the full knowledge

of all relevant facts.



119

This study does not imply that a formal program of se-
lection would automatically constitute a fool-proof system.
It 1s maintalned that without a carefully worked out basis
for selection, few boards of trustees would risk turning over
to a subordinate grdup any major portion of such a delicate
Job as selecting an executive. In developing this study ef-
fort has been made to provide a set of yardsticks that will
make 1t possible to delegate certaln of the more time-
consuming aspects of the problem to competent staff people.
By providing a standard procedure, the program of selection
assures that the staff work once assigned can be carried out
more intelligently.

It has been sald that one of the greatest sources of
executive fallures 1s the Friday afternoon appointment.
Choosing top leadership out of desperation appears to be all
too general in colleges. It may be a natural inclination to
leave a selection problem untll 1t becomes critical, yet to
walt until the last minute before considering possible candi-
dates only increases the chances of error 1n selection. 1In
order to insure that the best availlable candidate 1s identi-
fled and a thorough evaluation of each candidate 1s obtalned,
it 1s necessary to do advance planning. The framework of
basic patterns 1ndicate time for screening candlidates as a
means of eliminating many initial mistakes which may lead to

later errors in selection.
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A Description of Each Selection Pattern

The following section of the study presents a brief
descpiption of the basic selection patterns which were identi-
fied from the four formal programs of selection. It 1s hoped
that the suggested patterns of selection in this chapter will
present some clues to the problem of determining the unmet
needs in the executive selection program for college presi-
dents. A closer view of each of the basic patterns 1s there-
fore afforded.

1. Those entrusted with the selection function should

review and analyze regularly and critically their beliefs

about selection practices. The proposal for an honest exami-

nation of personal beliefs suggests that selectors may some-
times view a potential top leader from a blased standpoint.
It 1s contended that blas and pre judice prevent intelligent
recognition of top leadership qualities and 1is conducive to
haphazard and inconsistent selection practices. Emotional at-
titudes towards races or religious faiths may 1limit the
dimensions of effective selection. Various indications in
theory and practice support the 1dea inherent in the previous
statement. An effective program of selection must operate
within a framework of values and beliefs that are subject to
review and revision at all times.

2. Executlve selection should be promotion from within

the organization. This principle of selection is based on the
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premise that potentlal leaders who are already in the organi-
zation can be encouraged to develop theilr talents for the
more efficlent performance of service assignments, thus qualil-
fying them for positions of greater responsibility. Incorpo-
rated Into thlis phllosophy 1s a fundamental employment pollcy
that employees should receive first consideration for promo-
tional opportunities before outside candidates are sought.
This technique seems to involve an assurance that qualified
persons are continually developed for future manpower require-
ments.

3. The best person for executlve leadership should be

selected regardless of the source of recruitment. One of the
important reasons for an executive selectlon program 1s the
attempt to obtaln more extensive competition both in terms of
organlizational breadth and in terms of considering those who
might otherwise be overlooked. During an interview with one
of the representatives of the companies included in this study
it was pointed out that outside competition produced signifi-
cantiy superior applicants. Another iInterview revealed that
the state of morale in the unit 1s a general factor to be con-
sidered. In some cases there seemed to be such bitter rivalry
among employees that the selection of any present employee
would likely lead to bad morale, turnover, and possible ad-
ministrative sabotage. In such instances, outside recrult-

ment seemed necessary. This principle indicates that if an
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outsider 1s selected, he must be definitely better than one
who 1s already employed.

k. Puture executive needs should be anticipated and

plans to fill such posts should be made by considering execu-

tive potential when appointing lower-level employees. This

principle intimates that the surveylng of human resources in
anticipation of future needs can be of great value in a se-
lection program. Problems should not be avoided until they
become critical because walting until the last minute before
considering possible candidates only increases the chances of
error in selection. Advance planning enhances the possibility
of identifying the best avallable candidate and assures a
thorough evaluation of each candidate. Personnel men in in-
dustry seem to be giving more attention to determining future
executive needs. This practice offers several advantages:

(1) this procedure promotes better morale; (2) more capable
candidates may be considered which indicates wider selection;
(3) pressure for an immediate decision 1s often detrimental
to the evaluation process; therefore, this principle allows a
much more thorough evaluation of each potentlial candidate;
and (l4) an evaluation conducted in advance of the opening
makes i1t possible to consider more objectively the qualifi-
cations of each man 1in relation to all possible types of job

opportunities.
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By evaluating candidates before openings occur 1t is
possible to help promising candidates fit themselves for
future openings. Thus i1f a man has certain shortcomings
which might be a handicap to performance in a high level job,
help may be given to correct the shortcomings.

5. A simple yet exact set of specifications for the

job to be filled should be prepared. It 1s necessary that

those entrusted with the selection function develop a set of
specifications covering the requirements of the job to be
filled. A simple yet exact statement of the dimensions and
detalls of the job to be fillled establishes the basis on
which all candidates for this position will be evaluated.
If we accept the proposition that adequate selectlion 1s de-
pendent on job definition, i1t must be recognized that it 1s
intrepid to venture into the area of intelligent selection
when the executlve position cannot be described with suf-
ficlent precision. Both the variability and the common ele-
ments of the Job should be emphasized.

6. The qualifications desired in the candidate should

be agreed on and described in detall. The various abllities

and characterlstics that are felt to be required for a given
position should be agreed on and classified. It appears that
a warning should be given to those who would rush quickly in-
to a firm and rigid description of required qualifications.

The varilable factors constitute real differences with infinite
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permutations and indicate a need for subtlety in analysis far
beyond the usual superficial methods used for determining the
qualifications needed for a particular executive position.
Differences in Jjobs are important and can affect significantly
the desired qualifications.

7. Applications which are filed voluntarily by an

aspiring candidate for an executive position may be a way of

identifying top leadership. The system of self-nomination

has been particularly effective in industry which has ex-
panded rapidly. One advantage of this technique 1s that 1t
indicates a strong motivation on the part of those who nomi-
nate themselves. Those who volunteer will at least havg in-
dicated the desire and the initlative necessary in a good
executive. If a system of self-nomination 1s used precau-
tions must be taken to avold starting a precedent of job
posting.

8. The recommendation of the incumbent executive may

identify pofential executives. This 1s probably one of the

best sources of candidates since the present executlive 1s not
only the one most familiar with the requirements of the
position but also best able to Jjudge the qualifications of
his workers.

9. Key personnel within the organizetion should par-

ticipate in identifying potential executives. An Iimportant

source of candidates 1s from key groups withln the
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organization. Thils may even be a more telling source, if a
man 1s promoted from within the group. It seems that personal
difficulties with former associates who would resent the fact
of gppointment may be avoided thusly and the tenets of a
democratic community may be fostered.

10. Buslness contracts with key personnel 1in related

operations may assist in identifying prospective executlves.

In some cases other industries may have some good prospects
for whom they have no immediate opportunities and the proper
executives at other related operations may be contacted for

suggestions.

11. Utilizing the services of professional consult-

ants may be & means of identifying potentlial executives.

Specialists who search for executives seem to be a new
phenomenon on the industrial scene. The specialists may
solicit men who otherwlise could not be reached and make more
thorough and confident investigations but a chilef disadvan-
tage may be the high cost of such specilalists.

12. Advertising vacencies in Jjournals may disclose

potential executives. Advertisements seem to be consldered

a less productive source in executive recrultment. Some of
the managers interviewed indicated that advertising vacancies
in technical Jjournals had some potential for good.

Having compiled the 1list of potentlal candidates to

be considered, the task 1s then to evaluate each one. The
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procedure as outlined in this chapter 1s designed to tap possi-
ble sources of information which may have some bearing on a
candildate's potential success as an executilve.

13. A review of personnel records may be a source of

information for eveluating the candidates. A first source of

information to be consulted 1s the candidate's personnel rec-
ord. A personnel folder 1s usually avallable for each pros-
pect in the general office and additional information may be
recorded in other units. It 1s possible that the evaluator
may come across information which 1s considered significant
and will need to make notation of such findings, in order to
determine if 1t 1s a clue worth pursuing. Significant infor-

mation should be summarized briefly.

1. Work-performance reports may reveal clues for

evaluating candidates. For a candidate who has been with the

organization for some time, the reputation that has been made
during the tenure of work 1s perhaps the most significant in-
dication of ability. Such Information can be obtalned by
talking to the present supervisor and to other managers for
whom the candidate may have previously worked. It seems that
this data could be obtalned by interview rather than by
written questionnaires.

15, The personal reference check may be a method for

evaluating prospective executives. Another step in the

evaluation process 1s the reference check. This procedure
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will be most useful whenever the candidate is from without
the organization and when the candidate indicates previous
leadership experience in other organizations. Whenever
possible a verbal verification 1s better but letters may se-
cure the desired data.

16. The intensive interview, which 1s a method of

probing orally into specific areas with the candidate, may

reveal information useful for evaluation. The intensive

interview 1s important because it 1s designed to be pene-
trating in nature. It 1s an attempt to obtaln a more
thorough evaluation of the candidate's background, motiva-
tion, attitude, and personality characteristics.

17. Especially designed written tests may be useful

devices for evaluating executive leadership. Some industries

indicate that a few standérd tests may determine the level of
certaln abllities which are difficult to estimate from on-the-
job performance. There seems to be considerable misunder-
standing regarding the use of tests for selection purposes;
however, some buslnesses have used thls technique as an in-
service tralnlng program to great advantage.

18. The attempt to determine what people do in a

stress problematic situation, based on the idea that 1f the

candidate is placed in theoretical critical incidents during

an interview that his responses will indicate to observers

his potential executive capacity, may be a technique for
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evaluating executive candidates. The critical incident tech-

nique 1s a method of measuring an individual's effectiveness
or Ineffectiveness, on the job, through reports by qualifiled
observers describing behavior in significant situations.
Pilot studies highlight the value of this technique in deter-
mining which traits or abilitles actually make the difference
between success and failure in a given activity, and 1n de-
clding which are to be considered essential in screening
candidates for executive positions.

19. Work experience in another executive position may

be a determining factor in evaluating a prospective executive.

The evaluation of work experience 1s 1mpoftant when technical
competence 1s paramount. Major problems in this area arise
in distinguishing between length and quality of experilence
and the need for determining the relative value of the
experience. The details of the candidate's previous work is
of less Interest while experlences might reveal fitness for
executive work. It has been indicated that previous adminis-
trative experience 1s almost indispensable in acquiring all
the characteristics needed for executive success.

20. Bducation and/or formal training may be a deter-

mining factor in evaluating executive candidates. The formal

education and/or training of the individual 1s a highly im-
portant part of the executive selection program. The actual

amount of education may be a matter of record but evidences of
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abllity to handle more responsible work is a matter of prime
concern.

21. Physical health, mannerlisms, appearance, and

soclal adjustment may be determining factors in evaluating

candidates. These factors are important since a ma jor part

of the candidate's activity involves dealing with others,
physical stamina for enduring stress and strain, and speedy
adJustment to new situatlons.

As 1s indicated in this study, the evaluator will not
make the ultimate selection decision for this responsibility
rests with the board of control. The evaluator will have
avallable all relevant material for each candidate. In most
cases all the materlals should not be shown unless more de-
talled iInformation 1s requested by the board. To show all of
the detalled data would perhaps be more confusing than help-
ful. It 1s important that the evaluator be present when the
board reviliews the summary of the evaluation so that explana-
tions may be given in detaill.

Measuring the man against the requlrements of the Jjob
may make final selectlion easier. Even where a proflle may
seem to show that one candidate far exceeds the others, 1t
may be well to carefully re-check requirements for the par-
ticular situation to insure that no element has been over-

looked.
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22. The selection decision should be made with group

participation. The board must take ultimate responsibility

but the closely assoclated personnel must be satisfied and
happy about the selection. The opinions and viewpoints of
people who would be affected by the selection should be taken
into account for the common good of the organization. This
suggests that the assessments are based on adequate infor-
mation and are complete and objective.

23. The selection decision should be made by those

performing the evaluation. The evaluator brings out a clear

pPlcture of the candidates 1n relation to the job require-
ments. Caution should be used not to inject personal
opinions unless requested to do so. The evaluator presents
the findings but the final selection 1s made by the board.

24L. The evaluation function should be reviewed with

each candidate considered. The results of the evaluation

should be discussed with every candidate who 1s aware of the
evaluation. The approach should be constructive and end on
a positive note. It appears more profitable to talk about a
suggested program for improvement than to discuss the candi-

date's short-comings as such.

Analysis and Appraisal of Significant Patterns

of Top Executive Selection

Five general areas and twenty-four basic patterns of
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leadership selection were identified from the four formal pro-
grams of selection. The basic patterns of selectlon were
arranged Into a framework and submitted to a Jury which con-
sisted of industrial managers and speclalists in personnel.
Three members of the jury are prominent leaders in the field
of industrial management, six members of the Jury are leaders
in the area of personnel management, and one member 1s a
leader in the area of supervisory tralning and education.

Each member of the Jury was requested to appraise the
identifled basic patterns of selection as to importance and
practicability. Each member of the jury was asked to assign
a numerical value to each of the twenty-four basic patterns of

selectlon according to the following scale:

Highly desirable - 3 Highly practical -3
Of some value il Of some practicability - 2
Of no value -0 Of no practicability -0

Importance of the Baslic Patterns of Selection According to

the Ratings Assigned to Each Pattern by the Jurors

Table I, pages 132-135, lists each of the basic pat-
terns 1n full and reveals a tabulation of the spread of jury
ratings and a mean rating for each pattern. Each basic pat-
tern could achleve a maximum mean score of 3.0. The table re-
veals that there was close agreement in jury ratings on most
of the basic patterns of selection while there was a conslder-

able difference, relatively, on a few. It seems to be



TABLE I

JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

- 1328

3
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Importance SRR | 6o )
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Statement of Basic Patterns mA| OB | O | Amx
1. Those entrusted with the selection
function should review and analyze
regularly and critically their
beliefs about selection practices. 7 2.7
2. Executive selection should be pro-
motion from within the organization. 9 | 2.9
3. The best person for executive
leadership should be selected re-
gardless of the source of recruit-
8 1]2.6
4. Future executive needs should be
anticipated and plans to fill such
posts should be made by considering
executlve potential when appointing
lower-level employees. : 9 2.9
5. A simple yet exact set of specifi-
cations for the Jjob to be fillled
should be prepared. 7 2.7
6. The qualifications desired in the
candidate should be agreed on and
described 1n detall. 10 3.0
7. Applications which are filed volun-
tarlly by an aspiring candidate
may be a way of identifying top
leadership. 2 1]2.0
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TABLE I (continued)

JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

Importance

Highly
Desirable
Of Some
Value

Of No
Value

Me an
Rating

Statement of Basic Patterns

8. The recommendation of the incumbent

10.

11.

12.

13.

1h.

15.

executive may ldentify potential
executlves.

Key personnel within the organi-
zation should participate in
identifying potential candidates.

Business contacts with key per-
sonnel in related operations may
assist 1n identifying prospective
executilves.

Utilizing the services of pro-
fessional consultants may be a
means of identifylng potential
executlves.

Advertising vacancles in journals
may disclose potential executives.

A review of personnel records may
be a source of information for
evaluating the candldates.

Work-performance reports may re-
veal clues for evaluating candi-
dates.

The personal reference check may
be a method for evaluating
prospective executives,

2.7

2.2

1.8

l.h4

2.5

2.6

2.3
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JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

134

Statement of Basic Patterns

Jmportance

‘Highly
Desirable
Of Some
Value

Of No

Value

Mean
Rating

16. The intensive interview, which is
a method of probing orally into
specific areas with the candidate,
may reveal information useful for
evaluation. 9 i

17.

18.

19.

20.

Especially written tests may be
useful devices for evaluating
executlive leadership. 1 6

The attempt to determine what
people do in a stress problematic
situation, based on the idea that
if the candidate 1s placed in
theoretical critical incidents
during an interview that his
responses will indicate to ob-
servers hils potentlal executive
capaclity, may be a technique for
evaluating executive candidates. 1 6

Work experience 1n another execu-
tive position may be a determining
factor 1n evaluating executive
candidates. ' 7 7

Education and/or formal training
may be a determining factor in
evaluating executive candldates. 5 g

2.9

1.5

1.%

2.7

2.5
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TABLE I (continued)

JURY APPRAISAL OF TWEN1Y-FOUR BASIC
PATTERNS OF SELECTION

()]
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Importance P;E g . -
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Statement of Baslc Patterns A o> |Ob> | =Em
21. Physical health, mannerisms,
appearance, and social adjust-
ment may be determining factors
in evaluating candidates. 10 | . 3.0
22. The selection decision should be
made with group participation. 8 + § 2.6
23. The selection decision should be
made by those performing the
evaluation. 51 4 1 2.3
2l4. The evaluation function should
be reviewed with each candidate
considered. 5 2 3 1.9
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significant that only five basic patterns received a mean
score that was less than 2.0.

Explanations of jury ratings as to lmportance of

patterns. Patterns 1, 5, 9, and 19 received identical
ratings. Seven of the jurors rated these patterns as highly
desirable. The remaining three jurors rated the patterns of
some value. The mean rating earned by these patterns was 2.7.

Patterns 2, 4, and 16 received identical ratings.
Nine of the Jjurors rated these patterns as highly desirable
while one juror rated them of some value. The mean score
earned by these basic patterns of selection was 2.9.

Patterns 3 and 22 received identical ratings. Eight
of the Jjurors assigned these patterns a rating as highly
desirable. One Juror rated the patterns as of some value
while one juror rated the patterns of no value. The mean
score earned by the patterns was 2.6.

Patterns 6 and 21 received identical ratings. Each
of the ten jurors rated these patterns as highly desirable.
The maximum score indicated a mean rating of 3.0.

Pattern 7 was rated highly desirable by two Jjurors,
seven jurors rated the pattern of some value, and one juror
rated the pattern of no value. Pattern seven earned a mean
rating of 2.7.

Patterns 8 and 15 were rated highly desirable by three

Jurors and of some value by seven jurors. The mean ratings
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were 2.3.

Pattern 10 was rated highly desirable'by two jurors
and of some value by eight jurors. The pattern.earned a mean
score of 2.2.

Pattern 11 was rated of some value by nine jurors and
of no value by one juror. The mean rating was 1.8. This
pattern was one of the five patterns which recelved less than
a mean rating of 2.0 in importance.

Pattern 12 was rated lowest in importance of.the en-
tire twenty-four patterns. Seven jurors gave a rating of
some value and three jurors gave a rating of no value.
Pattern 12 earned a mean rating of 1l.k.

Patterns 13 and 20 received identical ratings by the
Jury. Five jurors assigned the patterns a maximum rating of
highly desirable and five Jjurors assigned a rating of some
value. The patterns earned a mean rating of 2.5.

Pattern 1l was rated highly desirable by six jurors
and of some value by the remaining four jurors. The mean
rating was 2.6.

Patterns 17 and 18 received identical ratings by the
Jurors. One juror gave a rating of highly desirable. Six
Jurors gave the patterns a rating of some value. Three
Jurors rated the patterns of no value. These two patterns
recelved the second lowest ratings of the entire group of

patterns. The mean rating earned by these patterns was 1.5.
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Patterns 17 and 18 are two of the five patterns among the en-
tire group which received a mean rating of less than 2.0.

Pattern 22 was rated highly desirable by eight jurors,
of some value by one Jjuror, and of no value by one juror.
The mean rating was 2.6.

Pattern 23 was rated highly desirable by five Jjurors,
of some value by four Jurors, and of no value by one juror.
The pattern earned a mean rating of 2.3.

Pattern 2l was one of the five patterns which received
less than a mean score of 2.0 in importance. Six Jurors
rated this pattern as highly desirable, two jurors rated it
of some value, and three jurors rated the pattern of no value.

The mean rating was 1.9.

Feasibility of the Basic Patterns of Selection According to

the Ratings Assigned to Each Pattern by the Jurors

Table II, pages 139-142, illustrates the spread of
jury ratings as to practicabillity of the patterns of se-
lection. The mean ratings as to feasibillity are also indi-
cated. An analysis of the table also reveals general agree-
ment in ratings by the Jjurors. It appears significant that
only six of the twenty-four basic patterns of selection re-
celved a mean rating of less than 2.0 in feasibility. The
total average rating as to practicability was slightly lower

than the average rating as to importance.
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JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

139

Feasibility

Statement of Basic Patterns

Practica-
bility

Of Some
Of No

Highly
Practical

Practica-
bility
Mean

Rating

1.

Those entrusted with the se-

lection function should review
and analyze regularly and :
critically their beliefs about
selection practices. : 5 5

Executive selection should be pro-
motion from within the organi-

The best person for executive
leadership should be selected
regardless of the source of

recruitment. 2 6

Puture executive needs should be
anticipated and plans to fill
such posts should be made by
considering executive potential
when appointing lower-level em-
ployees.

A simple yet exact set of
specifications for the job to be
filled should be prepared. 8 2

The qualifications desired in the
candidate should be agreed on
and described 1n detalil. 6 I

2.5

2.7

1.8

2.6

2.8

2.6
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TABLE II (continued)

JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

Feasibility

Practica-
bility

Of No
Practica-

bility

Highly
Practical
Of Some
Me an
Rating

Statement 6f Basic Patterns

7. Applications which are filed
voluntarily by an aspiring can-
didate may be a way of identi-
fying top leadership. 2 4 i 2.0

8. The recommendation of the in-
cumbent executive may identify
potential executives. L 6 2.4

9. Key personnel within the
organization should partici-
pate in 1ldentifying potentilal
candidates. 8 2 2.8

10. Business contacts with key per-
sonnel 1n related operations
may assist in identifying
prospective executives. Iy 5 1 2.2

11. Utilizing the services of pro-
fessional consultants may be a
means of 1dentifylng potential
executives. 2 5 3 11.6

12. Advertising vacancies in jour-
nals may disclose potential
executives. 1 6 3 |1.5

13. A review of personnel records
may be a source of informa-

tion for evaluating the can-
didates. 3 6 1 2.1
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TABLE II (continued)

JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

Biae | =
Feasibility b gfwﬁ’ SRR -
E QO 1NN O] = Ol g'ﬁ
o o @~ @~ 4
o M ]| 0@
Statement of Basic Patterns b jfoanolomMol Em
1. Work-performance reports may re-
veal clues for evaluating can-
didates. n 6 2.4
15. The personal reference check may
be a method for evaluating
prospective executives. N 6 2.4
16. The intensive interview, which is
a me thod of probing orally into
specific areas with the candi-
date, may reveal information use-
ful for evaluation. 9 1 2.9
17. Especlally written tests may be
useful devices for evaluating
executive leadership. 2 Iy L | 1.4

18. The attempt to determine what
people do 1n a stress problem-
atlic situation, based on the
idea that i1f the candidate 1s
Placed in theoretical critical
incidents during an interview |
that his responses will indi-
cate to observers his potential
executive capacity, may be a |
technique for evaluating execu- |
tive candidates. I i 51| 1.1
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TABLE II (continued)

JURY APPRAISAL OF TWENTY-FOUR BASIC
PATTERNS OF SELECTION

Il

Feasibility

Highly
Practical
Of Some
Practica-
bility

of No
Practica-
bility
Mean
Rating

Statement of Basic Patterns

19. Work experience in another execu-
tive position may be a deter-
mining factor in evaluating execu-
tive candidates. 8 2 2.8

20. Education and/or formal training
may be a determining factor in
evaluating executive candidates. 5 5 2.5

21. Physical health, mannerisms,
appearance, and soclal adjust-
ment may be determining factors
in evaluating candidates. 10 3.0

22. The selection decision should be
made with group participation. 7 2 1 2.5

23. The selectlion decision should be

made by those performing the
evaluation. 5 L 1 2.3

24. The evaluation function should
be reviewed with each candidate
considered. 5 2 i 1.7
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Explanations of jury ratings as to feasibllity of pat-

terns. Patterns 1 and 20 recelved identical ratings by the
Jury. Five Jurors rated the patterns as highly practical and
the remaining five jurors rated the patterns of some practica-
bility. The patterns earned a mean rating of 2.5.

Pattern 2 was rated highly practical by seven Jurors
and of some practicabllity by three Jurors. The mean rating
was 2.7.

Pattern 3 1s the only pattern which dropped under a
rating of 2.0 which was rated above 2.0 in importance. Two
Jurors rated the pattern as highly practical, six Jjurors
rated the pattern of some practicability, and two jurors
rated the pattern of no practicability. The pattern earned
a mean score of 1.8.

Patterns 4 and 6 received identical ratings by the
Jurors. 8Six jurors rated these patterns as highly practical
and four jurbrs rated the patters of some practicability.
The mean score was 2.6.

Patterns 5, 9, and 19 received identical ratings by
the Jjurors. Eight Jurors rated the patterns as highly
practical and two rated the patterns of some practicability.
The mean scofe was 2.8 for each pattern.

Pattern 7 was ratéd highly practical by two Jurors,
of some practicability by seven Jurors, and of no practica-

bility by one Juror. The mean rating for this pattern was

2.0.
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Patterns 8, 14, and 15 received identical ratings by
the Jurors. Four Jurors rated the patterns as highly practi-
cal and six Jurors rated the patterns of some practicability.
The mean rating was 2.4 for each pattern.

Pattern 10 was rated highly practical by four Jurors,
of some practicabllity by five Jurors, and of no practica-
bility by one Jjuror. The mean score was 2.2.

Pattern 11 1s one of the patterns that received a mean
rating of less than 2.0 in feasibility. Two Jurors rated the
pattern as highly practical, five jurors rated the pattern of
some practicability, and three Jjurors rated the pattern of no
practicability. The Jjuror rating indicated a mean rating of
1l.6.

Pattern 12 was rated highly practical by one juror, six
Jurors rated the pattern as of some practicability, and three
Jurors rated the pattern of no practicability. The mean score
was 1.5.

Pattern 13 was rated highly practical by three jurors,
of some practicabllity by six jurors, and of no practicability
by one Jjuror. The mean rating earned by the pattern was 2.1l.

Pattern 16 was rated highly practical by nine jurors
and of some practicabllity by one juror. The mean rating was
2.9.

Pattern 17 is one of the six patterns which fell below

a mean rating of 2.0. Two Jurors rated the pattern as highly
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practical, four jurors rated the pattern as of some practica-
bility, and four jurors rated the pattern of no practica-
bility. The mean score was l.l.

Pattern 18 was rated highly practical by one juror, of
some practicability by four jurors, and of no practicability
by five jurors. The mean rating was l.1l which was the lowest
mean rating of the twenty-four patterns of selection with re-
gard to Jury ratings for iImportance and feasibility.

Pattern 21 was the only pattern to receive a maximum
rating as to feasibility. All ten jurors rated the pattern
as highly practical. The mean rating was 3.0.

Pattern 22 was rated as highly practical by seven
jurors, and of some practicability by two jurors, and of no
practicability by one juror. The mean rating was 2.5.

Pattern 23 was rated highly practical by five Jjurors,
of some practicability by four jurors, and of no practica-
bility by one juror. The mean rating was 2.3.

Pattern 2l4 was one of the six patterns in this group
to recelve less than a mean rating of 2.0 in feasibility.
Five jurors rated the pattern as highly practical, one rated
the pattern of some practicability, and four jJjurors rated
the pattern of no practicability. The mean rating was 1l.7.

Table III, pages 1h6-149, presents a comparison of
the jury ratings as to importance and as to feasibility of

the twenty-four basic patterns of selection. The table
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TABLE III

COMPARISON OF RATINGS BY JURY AS TO IMFORTANCE AND FEASIBILITY
OF TWENTY-FOUR BASIC PATTERNS OF SELECTION

o
Sasrmam

Impor- Feasi- Differ-
Patterns tance bility _.ence

l. Those entrusted with the selec-
tion function should review and
analyze regularly and critically
thelr bellefs about selection
practices. 2.7 2.5 ik

2. Executive selection should be
promotion from within the
organization. 2.9 2.7 o2

3. The best person for executive
leadership should be selected
regardless of the source of
recruitment. 2.6 1.8 .8

k. Puture executive needs should
be anticipated and plans to
£111 such posts should be made
by considering executive
potential when appointing
lower-level employees. 2.9 2.6 .3

5. A simple yet exact set of
speclifications for the job
to be filled should be pre-
pared. 2.7 2.8 .

6. The qualifications desired in
the candidate should be agreed
on and described in detail. 3.0 2.6 A

7. Applications which are filed
voluntarily by an aspiring
candidate may be a way of identi-
fying top leadership. 2.0 2.0 0
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TABLE III (continued)

COMPARISON OF RATINGS BY JURY AS TO IMPORTANCE AND FEASIBILITY

OF TWENTY-FOUR BASIC PATTERNS OF SELECTION

I

e
e ——

Patterns

Impor-
tance

Feasi-
bility

Differ-
ence

10.

11.

12.

13.

14.

15.

The recommendation of the in-
cumbent executive may identify
potential executives.

Key personnel within the
organization should participate
in identifying potentlal candi-
dates.

Business contacts with key per-
sonnel 1n related operations
may assist in identifying
prospective executives.

Utilizing the services of pro-
fessional consultants may be a
means of 1dentifying potentilal
executives.

Advertising vacancles in jour-
nals may disclose potentilal
executives.

A review of personnel records
may be a source of information
for evaluating the candidates.

Work-performance reports may re-

veal clues for evaluating
candidates.

The personal reference check may

be a method for evaluating
prospective executilves.

2.3

2.7

1.8

1.h

2.5

2.6

2.3

2.4

2.8

2.2

1.6

1.5

2.1

2.,

2.4

.1

ek

o1

.1
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COMPARISON OF RATINGS BY JURY AS TO IMPORTANCE AND FEASIBILITY
OF TWENTY-FOUR BASIC YATTERNS OF SELECTION

Impor-
Patte:nl tance

Feasi-
bility

Differ-
.ence

16.

17.

18.

190

20.

2l.

The intensive interview, which

is a method of probing orally in-

to specific areas with the can-

didate, may reveal information

useful for evaluation. 2.9

Especially written tests may be
useful devices for evaluating
executive leadership. 1.5

The attempt to determine what’
people do in stress problematic
situations, based on the 1idea

that 1f the candidate 1s placed

in theoretical critical incidents
during an interview that his

responses wWill indicate to ob-

servers hils potential executive
capaclity, may be a technique for
evaluating executive candidates. 1.5

Work experience in another execu-

tive position may be a deter-

mining factor in evaluating

executlive candidates. 2.7

Education and/or formal training
may be a determining factor 1in
evaluating executive candldates. 2.5

Physical health, mannerisms,
appearance, and social adjust-

ment may be determining factors

in evaluating candidates. 3.0

2.9

1.4

1.1

2.8

2.5

3.0

o1
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TABLE III (continued)

COMPARISON OF RATINGS BY JURY AS TO IMPORTANCE AND FEASIBILITY
OF TWENTY-FOUR BASIC PATTERNS OF SELECTION

Impor- Feasi- Diffé;:
Patterns tance bility ence

22. The selection decision should be
made with group participation. 2.6 2.5 ol

23. The selection decision should be
made by those performing the
evaluation. 2.3 2.3 0

2. The evaluation function should be
reviewed with each candidate
considered. 1.9 1.7 o2
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reveals that patterns 7, 10, 16, 20, 21, and 23 received the
same rating by the jurors as to Importance and as to feasi-
bility. Twelve of the patterns received higher ratings in
importance than in feasibillity. Six patterns received higher
feasibility ratings than ratings in importance. Pattern 3
had the largest difference 1n ratings between importance and
feasibility. This difference could be due to jurors not
understanding the statement or that they actually feel that
it would be better to go outslde the organization to get
qualified leaders.

It seems to be significant that the average rating as
to importance for all patterns was 0.120 plus more than the
over-all feasibility ratings. The jurors did not indicate
any reasons for the slightly lower practicability rating.

It 1s possible that the jurors were influenced to some degree
by the personnel policies and selection patterns of thelr
respective companies. Personal insights and convictions
probably affected the ratings. It does not appear that the
margin between the ratings as to lmportance and as to feasi-
bility 1s great enough to indicate that the basic patterns
are contrary to what 1s being practiced in the field. On the
contrary the ratings may indicate an agreement between 1n-
dustry's theory of selectlion and what 1s actually practiced.

Table IV, page 151, indicates the general range of

ratings when they are based on averages. It appears that



TABLE IV

RANGE OF JURY RATINGS

151

P s—
e

Score -Feasgibility Importance
Lowest 1.1 1.4
Average 2.3 2.4
Highest 3.0 3.0

i
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the table indicates that there was close agreement in most of
the patterns. The low rating received in both categories may
be due to the fact that the Jjurors did not fully understand
the statements; however, the close agreement on the majority
of the ratings, which 1s equally true of the low ratings, seems
to indicate that ratings reveal exactly what the jurors 1in-

tended the ratings to point up.

Chapter Summary

Chapter IV 1dentifled filve general areas and twenty-
four basic patterns of selection from the four formal pro-
grams of selectlon which were chosen from industry. The sig-
nificance of each of the basic patterns was pointed up. The
ratings of the jury were presented and analyzed.

It 1s felt that thls chapter reveals a framework of
important basic patterns of selection. It was 1lnteresting
to observe the close agreement of the ratings of the jurors.

It 1s belleved that the findings in Chapter IV hold
significant implications which may be helpful in organizing
and developing a program of selection.

Important implicatlons which emerge from the findings

of this chapter receive treatment in Chapter V of thils study.



CHAPTER V

IMPLICATIONS FOR THE SELECTION
OF COLLEGE PRESIDENTS

Introduction

The purpose of this study was to investigate four
formal programs of selection which are belng used currently
in industry 1n an attempt to dlscover a basic framework of
patterns of selectlion which may help to insure more effective
selectlon of college presidents. Therefore, the primary pur-
pose of thils study was to investigate the general problem
area suggested by the following questions: What have been
the research findings in industry concerning the selection of
executives?; What implications may findings in programs of
executive éelection employed by industry have for the selec-
tion of college presidents?

The burden of this éhapter is to meaningfully relate
findings from the four formal programs of selection, as in-
dicated previously in this study, to the second problem ares.
The achlevement of this endeavor shall be attempted by pre-
senting what 1s belleved to be 1mportant implications for the

selection of college presidents.
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A Theory of Top Leadershlip Selection

It 1s belleved that the selection of a college presi-
dent, however simple and direct 1ts procedures, can be a mere
manipulation whenever 1t lacks a clear concept of the insti-
tution's purposes. In judging the worth of patterns of top
leadershlp selection for American colleges, it 1s first neces-
sary to ask, "What 1s the organization attempting to achieve
through the function of selection?" It appears that the pat-
terns of selection will be precisély what the people who are
concerned with selection sincerely want them to be. It 1s
believed that concepts of the top leader are fundamental to
the theoretical framework around which a program of executilve

selection 1s developed.

Point of View Important

The point of view taken 1s a major factor in deter-
mining specific implications which may emerge from the findings
from programs of selection in industry. The polnt of view
also determines what kind of selection program will be
structured in given situations. Data from the literature
which deals with the selected programs indicate that basic
beliefs affect selection behavior. It 1s felt that basic
policy inevitably predicts general directions for the func-
tion of selection. Thus the framework of patterns upon which
a selection program 1s based will indicate what elements ap-

pear to be important, the degree of significance, and
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particular implications. It appears that the implications

|
gained from the findings of the four programs of selection
which are discussed in this study would mean one thing to a
board of control whose concept of control pivots an authori-
tative rule and an altogether different thing to trustee
leadership which 1s based on the concept of group-voluntary-

cooperative activity.

Beliefs and Practices Need to be Consistent

Consistency of beliefs and practices i1s a glaring need
in all areas relating to the function of selection. Incon-
sistencles 1n the function of selection are often demonstrated
in the general management of organizations and institutions.
The abllity to harmonize beliefs and actions i1s highly sig-
nificant and should be understood to be an essential pre-
requisite for a positive and unified program of selection.

It 1s to be observed that the four programs of selectlon are
uniquely different, yet, the steps in the selection procedure
are surprisingly constant. The principles underlying the de-
velopment of consistent beliefs and practices appear to be
the logical starting point in the process of organizing and
establishing an orderly program for selecting college presil-

dents.
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Need for Flexibility

The need for flexibility in a formal program of se-
lection 1s a prime conslideration which seems to be clear.

The programs of selectlion which were discussed in Chapter III
indicate that a planned selection program 1s not a rigid sys-
tem which overlooks special situations.. The detalls of the
selectlon process may change as the institutional patterns
under the hand of the educational trustees achleve new and
richer forms.

It 1s believed that the suggested selection patterns
which are proposed in Chapter IV represent baslic positions
for the function of top leadership selection. It 1s felt
that the framework of patterns contalns desirable elements
for the development of an over-all program of selection. The
patterns seem to project a consistent and orderly plan of se-
lection which indicates the dimensions of a functional pro-
gram. If the findlngs from the four formal programs of se-
lection are valid positions, then, they have certain impli-
cations for boards of control when they anticipate making a
selection. The implicatlons are pointed up throughout the

various sections of this chapter.

The Importance of the College President

and Type of Appointment

No task that confronts a board of control 1s more

difficult than the selectlion of a new college president.
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Because of thils belilef, this study attempted to draw out of
four formal programs of selectlion in industry a framework of
selection patterns which may remove some of the uncertainty
with which members of the board approach the task of se-
lection and to make the undertaking a systematic one which
can be approached with some degree of confidence.

The growth and prosperity of the corporations whose
programs of selection were analyzed in this study seem to
demonstrate that when boards choose a top executive they are
forthwith determining the level of excellency at which the
company will operate. The implication may seem to be a simple
and exaggerated one, yet 1t has been veriflied by experience
many times. It 1s believed that a college cannot rise above
the level of 1ts president 1n malntalning standards, in en-
thuslasm for service, or in vision of opportunity. The 1in-
formation that was gleaned from the formal programs of se-
lection indicated that the executive 1s elther a leader and
a stimulus to thg organlzation or he 1s a check.to ambition,
a damper to enthuslasm, and spreads indifference or hope-
lessness through the ranks. One of the jurors for this study
remarked:

On several occasions, I have seen very competent

men who could do wonders as an individual, however,
as a member of a team and as a human belng could not

produce in a satisfactory manner. I am here indi-
cating that the top man of the group could not
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satisfactorily inspire hii subordinates to neces-
sary efforts and results.

It 1s believed that 1f it were possible to insure un-
equivocal leadership in the president's office in each of
America's 1,850 institutions of higher learning, this would
do more than any other one thing to improve American edu-

cation.

Maintaining High-level Efficiency

The programs of selection indicated that there may be
a tendency to fail in advance planning to meet future top
leadership needs. Industry is giving a great deal of at-
tention to organizational planning which 1s designed to deter-

2'stated that due to

mine future executive needs. One juror
the nature of the company's businéés that 1t was imperative
to have an effective management development program. Through
the process of advance planning the job requlirements may be

established falrly accurately. Advance planning in selection

promotes better morale which produces higher efficlency.

lLotter from Harold Rhodes Turner, Vice-President and
General Manager of Manufacturing of the Synthetics Division
of J. P. Stevens Company, State of New York, to R. Leonard
Carroll, dated September 10, 1958.

2Letter from C. R. Krause, Supervisor of Training and
Education in the Atlanta Plant of General Motors Corporation,
Doraville, Georgla, to R. Leonard Carroll, dated August 21,

1958.
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Wider selection, more thorough evaluation of each candidate,
and a more objective consideration of the qualifications of
each candidate are by-products of advance planning for leader-
ship selection. It appears that high-level efficiency of the
college could be maintained if the board of control could
know in advance exactly when the selection problem was to be
faced. Also this practice would provide ample time for an

effective quest for a successor to the college president.

Need for Analysis of President's Job

The corporations whose formal programs of selection
were described in Chapter III have pioneered in the area of
Job analysis. All of the programs of selection that were in-
cluded in this study indicated that the careful analysis of
the job to be filled and the determination of specific abili-
ties needed by the individual to fill the job satisfactorily
are concerns of great significance. The four programs of se-
lection clearly imply that an initial step in an-orderly pro-
gram of selection 1s to determline as accurately as possible
the dimensions and details of the job and to clearly state
the kind of person that 1s desired to fill the position.

The formal programs indicate that a simple and exact
set of specifications for the job to be filled are prepared
by the manager and the evaluator. The specifications become
a yardstick which establishes the basis on which all candi-

dates for the position will be evaluated. Definite
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specifications for the college presidency could be prepared
jointly by the board of control and the faculty. It 1is
possible that no person could qualify under all of the speci-
fications but i1f essentlal qualificatlions could be agreed
upon, the quest for the college president would be simplified

and accelerated.

Implications from the Four Formal Programs of Selection as to

What Kind of Person the Executive Needs To Be

The demands imposed upon top leadership require that
the executive possess specilal qualifications. The four formal
programs of selection indicate that 1f the requirements of
the top Job are translated in terms of the qualifications
that are needed in order to fill the job, the following 1list
of implied requirements may emerge:

Essentials for success in the human relations area.

The exqcutive must be:

1. Favoraﬁle in appearance and friendly

2. Persuasive and enthusilastic

3. Interested in people; able to deal effectively
with others

k. Mature, emotionally stable, even tempered, and
patient

5. Conscientious, honest, sincere, and discreet

6. Courageous and self-confident
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7. Pair, impartial, and objective
8. Socially sensitive and tactful
9. Versatile
10. Without unfavorable mannerisms

Essentlials for success Iin the administrative area. The

executlive must be:

1. Well educated

2. Intelligent, verbal, and able to deal with numbers
3. Able to remember detalls

4. Able to plan, organize, delegate, and administer
5. Able to make good and prompt decisions
6. Industrious

7. Initiative and resourceful

8. Cost conscious

9. Able to see the big picture

Essentials for success in the job knowledge area. The

executive must have:

ness.

l. Work experience in the operatlion to be performed

2. A good understanding of the processes and prin-
ciples involved in the work to be executed

3. Technical training 1n relevant fields

Other desirable characteristics for over-all effective-

It 1s desirable for the executive to have:
l. Previous executive experience

2. Physical vigor, energy, stamina, and absence of
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disabilities
3. Ambition
li. Interest in the executive job

5. Interest in the company

Implications for Finding a College President

Three of the programs of selection that were included
in thils study supported a systematic promotion plan from
within the organization provided such individuals were proper-
ly qualified for top leadership responsibilities. It appears
obvious that this scheme would indicate that one of the
first places for a selection committee to look when they are
on a quest for a college president 1s among the members of
the college staff. The formal programs point up that an
able person within the organization should not be passed over
in favor of a pérson outside the organization who 1s dis-
tinctly inferior to the former person simply because the
disqualifying faults of the person within the system are com-
pared with the strong points of the person without the organ-
ization.

The tremendous growth of the four corporations which
were considered in this study caused the corporations to be
forced to look outside their ranks for top leadership. It
is to be noted, however, that where the company cannot pro-
duce a person that can be agreed upon for a key position,

the search becomes far more difficult. Interviews with
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several specialists in personnel indicated that where nepotism
or pilrating top leaders 1s practiced that the natural resent-
ment among potential executives from the ranks of the company

negate a great deal of the value the selection may have had.

Faculty Participation in the Selection of the College Presi-
dent

The four programs of selection indicated that much of
the detalls involved in evaluating candidates are delegated
to qualified personnel officers. It is to be noted that only
the evaluation work is delegated and not the final selection
decision. The programs ﬁf selection point out that the prac-
tice of delegating detalled evaluation has the following ad-
vantages: (1) the evaluators may be trained in the tech-
niques of evaluation; (2) the evaluator gains valuable experi-
ence and insights into company problems; and (3) the evalu-
ator may develop valuable contacts. The programs of selection
make it clear that the selection decision i1s the responsi-
bility of the board of control. This procedure which in-
volves staff participation is intended to aid the board of
control and not to remove any authority in making the final
decision.

It seems that happy selection results may be obtained
by having a Jjoint committee of the board of control and the
faculty to nominate candidates for the presidency to the

board of control. The implications of such a procedure
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appear highly amiable. Unfortunately, few boards of control
are able to devote the necessary time to the important de-
talls which are foundational to wise selections. It 1s in-
teresting to note that until now there has been no knowledge
of a formal program of selection by which the board of con-
trol could delegate the more time-consuming aspects of the
task of evaluation to capable people on the college faculty.
The pillot plan suggested in thls study would make it possilble
for the board to delegate the task of gathering the necessary
information regarding the qualificatlions of each candidate
to a few competent members of the board and college faculty,
without eilther sacrificing the board's right to set the
standards of the office or undermining the board's responsi-
bility for final decision. |

The most obvlous advantage of faculty participation
in the selection function 1is increased morale as was indi-
cated in the companie; where thls technique was practiced.
Managers, supervisors, and foremen by working together ac-
complished ends and developed understandings and insights
which none could have achleved alone. The searching powers
of a jJoint-committee could enhance the possibility that presi-
dentlal prospects would be thoroughly and earnestly investi-
gated. The college should benefit not only in the outcome
of the quest and the cholce of the candidate but also in the

confidence with which the selection 1is received, particularly
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by the faculty with whom the new president must work. It
seems that the probability of a successful administration
would be greatly increased.

The General Electric Selection Plan and The Radio
Corporation of America Program of Selection pointed up one
of the most 1lmportant, yet least obvious of the advantages
of the procedure was the Involvement of the staff in the se-
lection function. The Increase in mutual understanding of
participating members and the growth of mutual respect was
noticeable.

Faculty participation iIn selecting the chief executive
may have some disadvantages due to unfavorable attitudes of
non-participating faculty members. Various areas in indus-
try have indicated that jealousy and envy are human condi-
tions which can become sensitive especlally when a few people
are singled out and given powers over the professional lives
of their colleagues. It 1s believed that 1f faculty members
function as representatives 1In a democratic soclety the ele-
ments of participation and cooperation can add a desirable
dimension to the procedure of investigation for selection
purposes upon which colleges can thrive, even as the diversi-

fied corporations have thrived.
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Implications in Regard to the Nature and
Function of Selection

The four formal selection programs are an indication
within themselves that the task of keeping industrial enter-
prises on a high-level of effectiveness 1s not easlly per-
formed. It 1s believed that the previous 1ndication 1is
equally applicsable to the educational enterprise. The self-
ishness or stupidity of a single selector can jeopardize the
most carefully prepared Qelection program. A member of the
jur‘y3 stated that a selector may be exceptional 1n every cate-
gory yet because he practices appointing friends, seemingly
regardless of their ability or character, to jobs which they
did not deserve and could not run 1s destined to experience
fallure. It appears that those who are entrusted with the
functlon of selection have to be sufficiently the leaders to
deal successfully with the forces related to the maintenance
of organizational health and well-being and yet be able to
retaln integrity both as representatives of the enterprise

and as individuals.

The Function of Selection Affects Human Relations
The four programs of selection indicate that relation-

ships of human belngs are affected by all selection decisions.

3Turner, op,. edt.; 'ps 1.
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It appears that the corporations feel that thils simple fact
should never be overlookéd or forgotten. The programs of se-
lection which are sponsored by General Electric, Radio Corpo-
ration of America, and Sears Roebuck Company have as a dis-
tinct part of their programs a review of the evaluation with
each candidate. The review of the evaluation results deal
with the candidate's strong points, a skillful tempering of
weak points, and with making constructive suggestions. In-
difference in the human relations area can make shambles of
the selectlion program. The college community 1s affected
none the less by the conditions of the fleld within which the
members of the group grow and wherein they perform their

services.

The Function of Selection Gains Character Through Participa-

tion and Cooperation

Each of the four programs of selection indicates the
importance of teamwork and group effort in the process of se-
lection. This 1dea 1s not represented in the emergence of
simple sentimentallty in the college. The implication 1n-
volves the recognition that the language of democracy 1s as
empty as 1s the language of any other way of 1life when it has
no meaningful rooting in the relationships of the men who at-
tempt to use i1t. The creation of participation and coopera-

tion in a college 1s a conjoint task, but the board of control
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is In a strategic position to foster democratic insights by

the simple fact of designation.

Principles that Emerge from the Nature and Function of the

Four Programs of Executive Selection

The structure of the formal programs of selectlion in-
dicate that essential principles are galned from insights in-
to the nature and function of top leadership selection. The
principles are critical to the extent that to neglect them 1is
to neglect an opportunity to foster what 1s understood to be
the democratic way of 1life. These principles are:

The principle of intelligence. The essence of a pro-

gram of selection 1s to make 1t possible for intelligence to
do 1ts maximum work in a systematic manner. Many enterprises
have fallen short of greatness because someone falled to
honor this principle. The function of selection 1s enriched
in relationship to the knowledge on the part of those who are
entrusted with the function of selection that intelligence
counts and will be respected. The function of selection 1s
also enriched to the degree that each selector becomes dis-
ciplined in bringing his intelligence to bear significantly
upon the group enterprise.

The principle of participation. The programs of se-

lection appear to provide appropriate ways in which concerned
individuals may express thelr interests and capacities in re-

lation to the function of selection. Information gained
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through personal interviews with personnel specialists and
industrial managers indicated that leadership below the top-
level seems to get thwarted and frustrated when participation
in top leadership is completely denied. The programs which
were considered in this study indicate the importance of pro-
viding responsible participants the opportunity to assist in
bringing a selection effort 1nto'existence. Sensitivity to
this element led some corporations to deliberate experimenta-
tion in selection practices in order that ways might be found
to use varied abilities and at the same time build better
morale. It must be recognized that each institution has 1its
unique characteristics and it must be admitted that no single
pattern of practice will be suitable for all groups. Partici-
pation leads away from the mechanization of human relation-
ships and gains the advantage of pooled intelligence. It 1s
felt that genulne participation occurs only when intelligence
is given the opportunity to shape decisions. Human beings
prize what they create and are loyal to that which 1s repre-
sentative of common values and goals.

The principle of cooperation. The four programs of

selection point up that the constituency of a corporation

need not be made up of opposing forces. Each group may have
specific assignments which may be appropriate to a given role
yet the task of seiection can be approached effectively only

at the level of cooperative effort. The programs of selection



170
in this study do not rest upon chance. The idea of working
together 1s a calculated effort on the part of the corpora-
tion because they must take seriously the repercussion from
the human fleld.

The arrangement of each of the four programs of se-
lection indicate that the observance of the principles that
were previously discussed 1s more than an act of benevolence.
The programs of selectlion appear to foster positive and

unified activities that attempt to achieve a means to an end.

Patterns of Selection Indicate That Differing Ideas Can Be

Pooled

The organization of the four programs of selection en-
courages the pooling of differing 1deas for the purpose of
seeking better ones. Nowhere more than in colleges should we
look forward to advance than when ideas are in conflict. The
early experiences of the programs of selection 1llustrate
that 1f colleges start where they are and not operate as 1if
the sudden insight of a moment will settle the selection
matter, the college can bulld from the considerable experi-

ence of the past and proflt from gains made 1n other aresas.
Implications for Those Entrusted with the
Function of Executive Selection

The four corporations whose selection programs are in-

cluded in this study spend millions of dollars a year 1in their
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efforts to establish and maintain a desirable program of se-
lection which results in good relations with employees. Yet
all the efforts involved in organizing a formal program of
selection, essentlal as they are, will galn 1ittle if the pro-
gram of selection 1s not effectively administered. If those
who are entrusted with the function of selection fail as
leaders of the people, then efforts along other lines cannot
compensate for the deficiency. The careful administration
of a program of selection 1s one of the prime responsibilities

of those who are entrusted with selection.

Leadership in the Function of Selection

The programs of selection indicate that able leader-
ship throughout the planned process of selection 1is essentilal.
It 1s felt that thils fact points up the kind of leadership
the boards of control must give when they are involved 1in the
function of selection. Eventually the educational philosophy
of the college 1s created by the board of control by the ap-
pointments that are made. The college phllosophy 1s empty
until filled with a set of 1deals and values to be achleved.

Those Entrusted with Selection Should Know the Aims and

Purposes of the Organization

The materials that dealt with the development of the
programs of selectlon indicated that General Electric, Radlo

Corporation of America, and Sears Roebuck structured programs
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of selection that would assist in achieving company goals.
Findings in Chapter III imply the appreciation on the part of
selectors for the unique viewpoint of the corporation. It
appears that the selectors view each selection in relation to
the big picture of the company. It 1s necessary, therefore,
for selectors to know the alms and purposes of the organi-
zation. It 1s felt that a pattern of selection 1s signifi-
cant to the extent that members who are entrusted with the
functlon of selection accept the objectives of the institu-
tion and dedicate themselves to the expansion and modification
of these alms and purposes in terms of greater social useful-

ness of the institution.

Formal Programs of Selection Indicate the Need for Continuous

Examination of Bellefs and Methods of Selection

Colleges are among America's most important institu-
tions. The control of these institutions resides in the
board of trustees. Findings in industry point up that the
quality of service rendered by an organization depends to a
great extent on the character of the members of the team of
selectors and for their active concern for the organization
under thelr general direction.

It 1s belleved that no public trust today 1is more im-
portant than the trusteeship of American colleges. To be an
active, useful, and stimulating factor in the 1life of an in-

stitutlon and to operate effectively 1n an ever changing
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soclal scene, the board of control must operate within the
framework of consistent beliefs and tested methods of selec-
tion. Findings of Chapter IV indicate that a finer and more
valuable framework of patterns of selection evolve from re-
views and revisions of existing beliefs and methods of selec-
tion. The findings of selection practices in industry indi-
cate that a selectlon program can be a small, useless, and
perfunctory performance unless the people entrusted with se-
lection critically examine the 1deas of other people and allow
personal 1deas and bellefs to be subjected to critical examina-
tion by others. Each of the four companies referred to in
this study indicated that they embraced selection patterns
only until more validated patterns emerged from the experi-

ments.

Programs of Selection Employ the Method of Intelligence

The four programs of selection point up that a system
of selection 1s a device used only by people and that the
system 1s only as strong as the people who employ it. The
plan of selection 1s developed by experimentation, the pro-
gram 1s defined by the board, data are gathered and inter-
preted by the board, and the flndings are evaluated by the
board. It 1s felt that the programs of selection in 1indus-
try 1ndicate that as selectors expand thelr understanding of

personal beliefs and methods of selecting that the prospect
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of controlling attitudes, blases, and pre judices in the func-
tion increases. It seems that this element should be of
great concern to those entrusted with selection in the col-

lege.

Implications 1n Regard to Basic Policy Formulation

in Area of Executive Selection

The four programs of selection which were presented 1n
Chapter III are evlidence that Industry 1s 1lndicating a con-
cern for the speclal area of executlive selectlion. It is to
be noted that the Ilncreasing concern in this fleld 1s en-
couraging experimentation to improve current selection prac-
tices.

The programs of selection imply that specific programs
of selectlion must be adapted to the particular and peculilar
needs of the organization. Strict adherence to any standard-
1zed set of procedures for selecting executive leadership
could contribute to the undoing of the institution. It 1s
evident that industry points up that there 1s no one right
technique of selection that can be applied to all organiza-

tions and institutions.

Pillot Principles to Gulide Policy Formulation in the Area of

Executive Selection

Basic principles relating to policy formulation as

implied from the programs of selection conducted in industry
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may be summarized briefly as follows:

l. The quest for top leadership should have dimen-
sions as wide as practical.

2. The complexity of the qualifications essential to
executive success must be recognized. Once this recognition
i1s achieved, additional requirements become apparent. A com-
plete description of the job 1n order to determine particular
qualities that the incumbent should possess and the need for
meaningful evaluation methods become evident.

3. The administration of the selection program is im-
portant. The programs indicate that employee morale improved
because of increased confidence in the company when the em-
pPloyees were permitted to apply for vacant positions.

4. It 1s recognized that a diversity of characteris-

tics can add up to successful top leadership performance.

Implications for the Organization and Administration

of a Program of Executive Selection

The programs of selection herein described point up
that no one program of selection could meet the needs of all
institutions. It 1s necessary that the details of a program
of selection be designed for and arranged to meet the specific
needs of each respective system. The political, religious,

and economic framework under which colleges operate 1s not
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the same 1n all localities, therefore, these boundaries may
influence the scope and the slze of the programs of selection.

Chapter I indicated that living with selection mistakes
can be costly. Unfortunately, to err 1n selecting the right
college president 1s not particularly difficult. This may be
due to the natural tendency of selectors to generalize and to
judge a situation largely in terms of 1ts obvious and out-
standing characteristics.

Chapter IV established that certaln common patterns of
selection seem to exist in the organized programs of leader-
ship selection in industry. These basic patterns were set
forth as a pllot framework for an orderly program of selec-
tion. The framework of patterns 1s Intended to serve the pur-
pose of suggesting a broad basis upon which individualized
programs of selection may be erected. It should be noted
that there are many important areas and significant detalls
in the total program of selection that were not within the
scope of thils study. It 1s suggested that the pillot frame-
work of patterns as presented 1n this section may be helpful
as gulde lines when a program of selection 1s being organized.

The 1mportance of the program of selection 1s heightened
when 1t 1s realized that the function of selectlon has a
bearing on any situation in which people live and work to-
gether. Regardless of the optimal development of the pro-

gram of selection, the program represents the highest good
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only as the patterns are skillfully adapted to the needs of
the local situatlon and to the degree to which the patterns
are sensitive to effects produced.

The effective administration of a program of selection
is as Important for the success of the program as the choice
of selectlion methods. A program of selectlon 1s of little
value without the full support of those people who make it a
practical reality. It 1s essential that those who set up
the necessary machinery of the program give evidence of thelr
wholehearted approval and support.

Poor administration of a program of selection may lead
to delays which could arouse antagonism and suspicion within
the circle of the iInstitution. Fallure to keep costs to a
minimum leads to attacks on the program. Failure to communi-
cate methods and results to concerned parties can lead to
sabotage of the program on the part of those people who were
not consulted and informed. The selectlion of a college presi-
dent 1s always an important and sensitive action. For this
reason the administration of an executive selection program
cannot be treated as secondary to 1ts technical phases. The
four programs of selection indicated that both technical and
administrative speclalists need to participate in formulating

the selectlon program.

A Practical Solution

The programs of selection 1ndicate that the effort to
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insure the best possible selection 1s not an easy task. There
is no magic formula which can guarantee a fool-proof decision.
The selection procedure contained in the four formal programs
appear to be a systematic application of the practical and
common-sense approach to the problem of selection. The pro-
grams of selection are based on the simple fact that the
better the exact requirements of the job to be filled are
known and the more that 1s known about the qualifications of
each candidate for the job, the better equipped will be the

selectors to make a wise selection decision.

What an Executive Selection Program Will Do

Each of the four programs of selection enlarge the
fact that a program of leadership selection 1s not a panaceas.
An orderly program of selection alone cannot produce qualified
leadership if there are none among the candidates. The pro-
gram cannot correct deficlencles arising from poorly defined
responsibilities, 1neffectively organized structures, or
correct deficlencies from lack of internship opportunities.
Formal programs of selection cannot provide college presi-
dents who will be able to perform feats of magic if there 1s
an 1nadequate number of employees, if pay 1s low, if recog-
nitlon 1s rare, and equipment 1s poor. The program cannot
guarantee the full use of the president if his talents have

to be spent on enormous amounts of clerical work.
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The formal programs of selection indicate that an
orderly program of top leadershilp selection can aid in the
following: (1) assist the board of control in defining the
type of individual the college needs to fill the presidency;
(2) give the board a detailed evaluation of each candidate;
and (3) identify the candidate whose qualifications come
closest to meeting the requirements of the position.

It should be borne in mind that the purpose of the
selection process 1s not to simply eliminate candidates.
The major aim 1s to give the board of control a clear picture
of the potentialities of each person evaluated. Thus, a by-
product of the program becomes evident. Candidates who are
not exactly right for the presidency may fill the require-
ments for a subsequent executive position. The accumulated
information which the program develops cecould be found useful

in counseling and in making future placements.

Pitfalls to be Avoided as Reflected in Errors of Selection

Practices In Industry

l. Irresponsibility flourishes in situations where
there 1s a hesitancy to establish systematic programé aimed
at 1dentifying candidates with top leadership ability.

2. The impact of the selector's own characteristics
on the qualities he desires 1n others, even though they bear
no real relationship to the job needs.

3. The lack of humility on the part of the evaluators



180
who rely on discursive and superficial interviews or ap-
praisals.

4. The concomitant of the lack of humility 1is an over-
whelming pride in one's judgment of others, with a tendency
to make spot decisions without first getting all the facts.

5. Emphasis on experience in a special type of work
or 1n a particular segment of an organization becomes acute

the higher in management one goes.

A Pive-Step Program of Selection

It i1s to be noted that a program of selection, no
matter how well substantiated, can work to the best advantage
in a given situatlon if it has not been validated for that
situation. This study has attempted to present logical as-
sumptions, supporting data, and a simplified framework of se-
lection patterns. The intensive effort needed to prepare and
to manage a program of selection cannot be expected when the
project 1s handled as a part-time duty. As long as execu-
tive selectlon 1s stymied by a feeling of pessimism, as long
as 1t 1s handled as another lower-level problem, as long as
it 1s based on unproven opinions, it 1s bellieved that the
mistakes which have been so costly in many situations will
continue. It 1s contended that even with the existing state
of knowledge, a systematically organized program will be sub-

stantially better than unorganized efforts.
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The following five-step approach may serve as a gulde
or as a check 1list for the organizastion and administration of
the selection program. It should be noted that the basic
patterns as identiflied in Chapter IV which received less than
an average Jjury rating of 2.0 were deleted from the framework
of quggested patterns.
I. Develop poliecy 1In regard to executive selection
A. Revilew selectlion beliefs and practices con-
stantly
B. Promote leaders from within the organization
if possible
C. Anticipate future executive needs
II. Determine specifications for the presidency
A. Prepare a description of the Job of the
president
B. Develop qualifications that are desired in
fhe president
IITI. Identify possible candidates
A. Applications which are filed voluntarily
B. Recommendatlons of the incumbent
C. Nomination by the group
D. Nominations from outside contacts
IV. BEvaluate the candidates
A. Review personnel records

B. Investigate on-the-job performance
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C. Conduct a reference check-up which includes
biographical data, educatilon and/or training,
and information about physical conditions

D. Conduct intensive interview

V. Make the selection decision
A. With group participation
B. Involve the evaluators in the decision

making

Chapter Summary

Chapter V presented what was believed to be some of
the implications which the four formal programs of leadership
selection, which were analyzed in Chapter III, have for se-
lecting the college president. It was indicated that the
point of view taken 1s a major factor in determining impli-
catlons and the supposed degree of importance and feasibility.
The principles underlying the development of consistent be-
liefs and practices were proposed as the logical starting
point for establishing an orderly program for selecting col-
lege presidents.

An important implication for developing a formal pro-
gram of selectlon was belleved to be flexibility_of design.
Continuous review of methods and beliefs upon which the se-

lection program i1s structured were stressed.
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The importance of the college president and the type
of selection was presented in this chapter with pertinent
implications.

The four programs of selection indicated the impor-
tance of the human element as it relates to the nature and
function of selection. The basic principles of intelligence,
participation, and cooperation were polinted out as belng essen-
tial.

It was pointed out in this chapter that those entrusted
with the function of selection hold significant status in
organizing and developing a formal program of selection. The
selectors need to have an understanding of the purposes and
needs of the organization.

It was iIndicated that the organization and adminis-
tration of a program of selection 1s of 1little value if it
does not have the support of the people who make it a prac-
tical reality. The administration of the program of selec-
tion i1s equally as important as the orgenization of the pro-
gram.

Finally, attentlon 1s called to pitfalls in selectilon.
The chapter concludes by presenting a simplified five-step
program of selection which i1s believed to be useful to the
people who are concerned with the selection of a college

president.



CHAPTER VI
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

This study proposed to investigate the problem area
suggested by the following questions: "What have been the re-
search findings in industry concerning the selection of top
executives?" and "What implications may research findings in
industry, éoncerning top executive selection, have for the se-
lection of college presidents?" The dimensions of the in-
vestigation were: (1) to surfey literature in order to de-
velop concepts of the top industrial executive and the col-
lege president; (2) to examine and analyze selected programs
of leadership selection in industry; (3) to identify and ap-
praise significant patterns of executive ‘selectlon emerging
from the findings of four I1ndustrilal programs of selection;
and (ly) to identify implications which the four programs of
selection in 1Industry have for the selection of the college
president.

Whereas validated research in the major problem area
was very limited, it was felt that in order to achleve the
primery purpose of this study and to obtaln the necessary in-
formation that data should be collected through an intensive
examination of the literature relatlive to leadership selec-
tion; reports of personnel speclalists and commissions; docu-

mentary materlials and latest findings secured directly from
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the four companles that are currently experimenting with
formal programs of leadership selectlon; and through personal
interviews with 1ndustrial managers and personnel speclalists.

The research procedure of the study was survey, synthe-
sls, and analysis. The literature deallng with leadership se-
lection was surveyed to discover the nature of the executive.
The synthesis reduced the mass of data to the common proper-
ties of executive leadership which were then stated as con-
cepts of the industrial executive and the college president.
An Investigation of additional literature and an analysis of
the four programs of leadership selection in industry yielded
the approaches, procedures, and basic patterns of leadership
selection in the four programs of selection. An analysis of
the patterns was made with the theoretical concepts of the
executive as gulde lines. Implications for selecting col-
lege presidents were formulated from the patterns of selec-
tion found in industry.

The investigation utlilized the literature on the sub-
Ject of top leadership selection and drew on the other sources
of data as restricted in the limitations of the study. In ad-
dition to the materlal surveyed in the library of The Uni-
versity of Tennessee, other materials, especially that con-
cerning the four programs of selection were secured by corre-
spondence with personnel officers in industry and through
personal interviews with industrial managers and personnel

speclalists.
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Patterns of leadership selection were identified and
then submitted to a jury of ten specialists (for a list of
the jury see Appendix pages 204-206), who appraised each pat-
tern of selection as to lmportance and feasibility.
The present chapter willl be devoted to a summary of
the study along with conclusions and recommendations as in-

dicated by the findings of the study.

Summary

Development of Concepts of Top Executives

A premise underlining the general problem area asserted
that theoretical concepts about the nature of the executive
and his job were of importance to a proper consideration of
top leadership selection. The first endeavor was to trace
definitive concepts of the top leader through the 1literature
and to show that the function of selectlon was related to
these concepts and theories. It 1s felt that the literature
rendered significant indicatlions that top leadership selec-
tion 1s directly related to philosophical points of view and
psychological concepts of the executlive and his job which are
held by those entrusted with the function of selection.

An overview of the literature revealed that ideas sur-

rounding both the 1ndustrial executive and the college presi-

dent evolved through a long and dramatic background. The
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basls of top leadership has shifted from the right to rule or
rule by might to top leadership because of demonstrated
abiiity. Ever-changing and broadening concepts of the leader
of leaders 1indicate the need for an orderly framework of pat-
terns for identifying and evaluating potentlal leaders.

‘Research findings have revealed scores of different
qualifications and characteristics for top leadership. The
findings seem to have established that the successful execu-
tive must possess sharply differing abllitles and the know-
how to effectlvely assume différent roles at the right time.
It 1s to be noted that research has not yet polnted up spe-
cific qualifications that are most important for many of the
top leadership positions and very few studies have actually

explored and analyzed specific top job requirements.

Top Executive Selection Research

A review of the four formal programs of leadership se-
lection reveals that industry has taken a lead in selection
efforts and 1s presently engaging in a large portion of the
experimentation beilng conducted 1n thils strategic area. The
function of selectlon seems to be influenced by several fac-
tors and selection patterns appear to have emerged 1n several
ways. The four well-planned orderly programs of selection
which are supported by sclentific research and experience seem
to offer the best results and thus contain elements that pose

as the most deslrable basis for developing a positive,
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unified, and consistent foundational plan for the effective
selection of college presidents.

Selection methods. The programs of selection indicate

that many aspects of leadership selection thrive in an atmos-
phere of scientific research. Perhaps this accounts for the
indication that in progressive companies the use of unvalil-
dated selection methods have been perpetuated no longer than
scientific methods and procedures could be discovered. It
seems to be clear that obtaining empirical evidence of the
value of any selection methéd is the surest way to progress.
Research efforts related to the four selection programs have
produced a number of indications:

1. Each formal program of selection implements a
basic operational philosophy.

2. The respective programs of selection indicate
broad patterns which contain common elements yet
each reflects individuality of approaches.

3. Each method represents a definite procedure to be
followed in maeking Important selections.

k. The methods reveal a uniform procedure yet allow
for many time-consuming details to be delegated.

5. Each formal program of selection indicated a
structured plan that was designed to employ a set
of validated principles of selection in a system-

atic manner.
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Selection devices. A number of studies based on se-

lection devices can be found in the literature; it 1s to be
noted, however, that their ultimate use and exact value have
not been completely validated. Many of the devices and tests
are still in the experimental stage, therefore, it 1s felt
that the following observation should be made.

1. The conclusions of any single device do not give
complete assurance that the findings have practical use.

2. There are many variables and 1ndefinite conditions
to be considered that may affect real confidence in selection

devices.

Patterns of Executive Selection

The i1dentification and appraisal of patterns of leader-
ship selection were an important part of this study. An
analysis and synthesls of four selected experiments conducted
by industry established the suggested pilot framework of se-
lection patterns. It 1s believed that the general framework
of patterns which were 1dentifled hold some important clues
to the solution of many problems encountered by a board of
trustees when they are on a quest for a college president.
The pilot patterns reflect an orderly procedure of selection
consisting of elements and generalizations which appear to
be basic components in the development of an inclusive pro-
gram of selection. Running throughout the framework of pat-

terns 1s a broad concept of the cooperative group problem-
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solving concept. It 1s belleved that the pilot framework of
patterns allows flexibllity for adaptation to individual situ-
ations in a soclety of changing values. It 1s not the intent
of this study to suggest that the patterns are elther exhaus-
tive or conclusive nor do they constitute a fool-proof sys-
tem of selection. It does visualize that the employment of
the pilot framework may bring the performance of the selec-
tion function in higher education nearer an intelligent,
orderly procedure. It 1s interesting to note that no start-
ling innovations were developed in the study but rather a
core plan designed to effectuate in an effective manner
common patterns which appeared to be employed in the four
industrial experiments 1n selection. To this degree and in
thlis manner the patterns have established recognition and ac-
ceptance.

Five general areas and twenty-four basic patterns of
leadership selection were 1dentified from the sources of in-
quiry and were then submitted to a Jjury of ten 1industrial
managers and personnel speclalists for appraisal purposes.

An analysis of the Jjury ratings indicated a falrly
close agreement of ratings on most of the basic patterns
while a slight difference 1n ratings was indicated on others.
It seems to be significant that there was a general average
of .120 plus difference in importance and feasibility ratings

by Jjurors.
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Implications for the Selection of College Presidents

l. A theory of top leadership selection. (a) point

of view important; (b) belief and practices need to be con-
sistent; and (c) need for flexibility.

2. The importance of the college president and type

of appointment. (a) maintaining high-level efficiency;

(b) need for analysis of president's job; (c) implications
from the four programs of selection as to what kind of person
the executive needs to be; (d) finding a college president;
and (e) faculty participation in the selection of the college
president.

3. The nature and function of selection. (a) the

function of selection affects human relations; (b) the func-
tion of selection gains character through participation and
cooperation; (c) principles that emerge from the nature and
function of the four programs of selection; and (d) patterns
of selection Indicate that differing ideas can be pooled.

L. Those entrusted with selection. (a) leadership

in the function of selection; (b) those entrusted with se-
lection should know the aims and purposes of the organiza-
tion; (c) formal programs of selection indicate the need for
continuous examination of beliefs; and (d) formal programs of
selection employ the method of intelligence.

5. Basic policy formulation. (a) pilot principles to

guide policy formulation.
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6. The organization and administration of a program of

selection. (a) a practical solution; (b) what a selection
program will do; (c) pitfalls to be avoided in selection; and

(d) a five-step program of selection.

Conclusions

The assumptions underlying this study asserted that
executlive selectlon in iIndustry would reveal basic patterns
for the effective selectlon of the college president. Thus
a primary objective of this study was to contribute to the
development of a simplified ordgy of procedure of selection.
Tt was thought that a basic framework of selection patterns
could be developed by examining, analyzing, and apprailsing
four formal programs of selection now in vogue in Industry.
It 1s believed that the findings of the study are significant
from the point of view that the patterns of selection have
been tested by experiments in leadership selection by fore-
most Industrial enterprises. A recapitulation, in the light
of the analysis made, seems to reveal and justify the
following conclusions:

1. The presence of formal selection programs in in-
dustry iIndicates that a problem in selectlion is recognized.

2. The four formal programs of selection are positive
approaches to top leadershilp selection and indicate the appli-

cation of intelligence.
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3. Formal programs of top leadership selectlon have
been conducted largely in 1industry.

. The systematic procedures for surveying human re-
sources indicate that attempts have been made to analyze many
of the variables which determine effective and intelligent
selection.

5. A common thread runs throughout each selection pro-
gram which Indicates basic patterns of selection.

6. Formal selection programs are highly structured
to meet specific needs.

7. Jury ratings on the basic patterns of selection
indicate that the framework of basic patterns may be a sound
basis for selection. To this extent, 1t appears that the
proposition asserted in the underlying assumptions has been

affirmatively demonstrated.

Recommendations

An attempt to achleve the purposes of the study was
indicated through the organization of research procedure
which drew data from four of industry's efforts to improve
its programs of top leadershlip selection. It 1s belleved
that the results of such research 1n industry afford many
significant implications for those entrusted with top leader-

ship selection in colleges.
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From the evidence gathered and from the conclusions

outlined previously, the following recommendations are made:

1.

2.

It appears feasible that extended studies in the
area of top leadership selection could utilize the
findings of this study eand might reveal current
trends in patterns of selection when boards of
control appoint the college president.

It is hoped that the pilot framework of patterns

of selection can be tested by boards of control in
order to determine workability. Such a study

could deal with adapting patterns of selection in-
to specific situations.

Application of the suggested framework of selection
patterns to the role of the educational board of
control in improving selection 1is an implied neces-
sity. Additional research in the area of analyzing
and defining the job of the board and the college
president may provide the implementation needed

to bring about the improvement suggested in the

pPllot framework of selection patterns.
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APPENDIX




List of Members of the Jury

Mr. Harold Rhoades Turner

Mr. Harold Rhoades Turner 1is Vice-President and General
Manager of Manufacturing for the Synthetic Division of J. P.
Stevens Company, Incorporated (twelve plants). Mr. Turner
has been assoclated with the heads of manufacturing in the
forty-five plants of J. P. Stevens Company for the past
thirty-six years and has acquired a wealth of experlence and

knowledge 1in regard to leadership selectilon.

Mr. C. R. Krause

For the past three years, Mr. C. R. Krause has been
Supervisor of Management Training and Leadership Education
for General Motors Corporation at Doraville, Georgla. Prilor
to his present assignment, Mr. Krause was in the Management
Training Section of General Motors Institute for ten years.
During that perlod he was assigned to a number of plants and
divislons of the Corporation to carry on Management Training

and Leadership Development Programs.

Mr. W C. Close

Mr. W. C. Close 1s Personnel Director for Visking
Company which 1s a division of Union Carblde Corporation at
Loudon, Tennessee. Mr. Close has occupled his present

position since the company began operations in East Tennessee.
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Mr. John T. Skipper

Mr. John T. Skipper 1s Industrial Relations Manager
for Bowaters Southern Paper Corporation at Calhoun, Tennessee.
Mr. Skipper has held this position since the company began
operations at Calhoun. Prior to his present affillation he
spent several years in Personnel and Industrial Relations

with other plants in the paper industry.

Mr. H. F. Littleton

Mr. H. F. Littleton 1s Personnel Director for the
Charles H. Bacon Company at Lenoir City, Tennessee. Mr.
Littleton has been successful in this assignment for many

years.

Mr. Jack Andefson

Mr. Jack Anderson 1s presently the General Mamnager
for the Peerless Woolen Mills which 1s a Division of Burling-
ton Industries, Incorporated at Cleveland, Tennessee. Mr.
Anderson has a rich experience in Selecting textlle personnel
having spent more than a quarter of a century in evaluating

and choosing men for leadership positions.

Mr. Fred M. Gragg

Mr. Fred M. Gragg 1s Personnel Manager for Inter-
national Resistance Company, Boone Plant, Boone, North Caro-
lina.  Mr. Gragg has been active in personnel work for many

years and has had wide experience with the program of testing.
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Mr. John G. Truitt

Mr. John G. Truitt, after graduating from Purdue Uni-
versity, became affiliated with North American Aviation.
Mr. Trultt's following assignment, which he presently holds,
was Personnel Manager for Electro-Mechanical Research, In-

corporated at Sarasota, Florida.

Mr. J. H. Canby

Mr. J. H. Canby 1s Personnel Supervisor for E. I.
duPont deNemours Company, Incorporated, Chattanooga Plant,
Chattanooga, Tennessee. Mr. Canby has occupied hls present
position for approximately one year. Prior to his present
assignment, he held several supervisory positions in pro-
duction work which covers a perilod of approximately eighteen

years.

Mr. John E. Charleston

Mr. John E. Charleston became Plant Manager for the
Yale and Towne Manufacturing Company at Lenoir City,
Tennessee, in 1953, Since 1933, Mr. Charleston has had a
wide and varied background relating to the functlon of leader-
ship selection. His experience has emerged through the
assignments of methods engineer, General Plant Foreman,

General Plant Superintendent and General Plant Manager.
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF EXECUTIVE SELECTION PRACTICES

Basic Patterns of Selection as

Indicated 1n Literature and

Practice

ach statement indicates a
pattern of selection, there-
fore, please rate each item.
Add and rate any basic se-
lection pattern which is not
included but in your opinion

should be.)

Idealistic

Practical
Importance Feasibility
o ) ] ]
—~ < @ o
o) o ol @ © o
o E Preri] B o B o~ P
~N]loo]loe |HAP OPPlOPP
S|l =0 JdOoln oA Ol
L) ~ ~ | s © ® —
o 0| | D | ]G e
mA|lop|O> |[HAxjOAM O|10OMA .0

I,

Policy in Regard to
~ Executlve Selection

e.g. .

l. Those entrusted with
the selection function
should review and analyze
regularly and critically
their personal bellefs about
selection practices.

2. BExecutive selection
should be promotion from
within the organization.

3. The best person for
executive leadership should
be selected regardless of
the source of recruitment

. PFuture executive needs
should be anticipated and
plans to fill such posts
should be made by consider-
ing executive potential when
appointing lower-level em-
ployees.

Others:

Comments:
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF EXECUTIVE SELECTION PRACTICES

§§sic Patterns of Selection as
Indicated in Literature and i Idealistic Préactical
Practice Importance Feasibility

ach statement 1indicates a

pattern of selection, there- ® - " i
fore, please rate each item. 4 = - 5 g 2
Add and rate any basic se- Phaol| g Prord| B oH
lection pattern which is not FRLER RN b B ] s
included but in your opinion 5 P F RN A e Sl A
should be.) HQ|os |Oo> [mAjoa ojom o

II. Determine Comprehensive
~ Specifications for the
Job To Be Fllled

e.g.
5. A simple yet exact

set of specifications for

the Job to be filled should

be prepared.
6. The qualifications de-
sired in the candidate should

be agreed on and described in
de tall.

Others:

Comments:

III. Identifying Possible
~Candidates

e.g.
7. Applications which
are flled voluntarily by an

aspiring candldate for an
executlve position may be a
way of identifying top
leadership.

8. The recommendation of
the incumbent executive may
identify potential execu-
tives.
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF EXECUTIVE SELECTION PRACTICES

Basic Patterns of Seiection as
Indicated in Literature and Idealistic Practical
Practice Importance Feesibility

ach statement indicates a

pattern of selection, there- 5 x| - 4

fore, please rate each ltem. h'g g b 3-2 X R &
Add and rate any basic se- 4518 R R e KR
lection pattern which 1s not 0w fr Alwsl  sal” &
included but in your opinion "m" 2 g g ‘S ; Eg—: qo"n:l'z Sp",‘ -

should be.)

9. Key personnel within
the organization should par-
ticipate in 1dentifying
potential executives.

10. Business contacts with
key personnel in related
operations may assist in
identifying prospective
executives.

11. Utllizing the services
of professional consultants
may be a means of 1identi-
fying potentlal candidates.

12. Advertising vacancles
in journals may disclose
potentlial executilves.
Others:

Comments:

IV. Evaluating the Candidates

e.g.

13. A review of personnel
records may be a source of
information for evaluating
the candidates.
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF EXECUTIVE SELECTION PRACTICES

Basic Patterns of Selection as
Indicated 1n Literature and Idealistic Practical
Practice Importance Feasibility

ach statement indicates a

pattern of selection, there- = = A L
fore, please rate each item. o o ol o o o
o
Add and rate any basic se- 5}3 39 SO :;:“; SE B
lection pattern which is not -4 A "33 zg B o™ e = e
ol @] o afl o s 6y B R
included but in your opinion Hal 821 SRR b e bl b

should be.)

1. Work-performance re-
ports may reveal clues for
evaluating candidates.

15. The personal refer-
ence check may be a method
for evaluating prospective
executives.

16. The intensive inter-
view, which 1s a method of
probing orally into spe-
cific areas with the candi-
date, may reveal Information
useful for evaluation.

17. Especlally designed
written tests may be useful
devices for evaluating execu-
tive leadership.

18. The attempt to deter-
mine what people do in a
stress problematic situ-
ation, based on the idea
that if the candidate 1s
placed in theoretical criti-
cal incidents during an
Interview that his responses
willl indicate to observers
his potential executive cap-
acity, may be a technique for
evaluating executive candi-
dates.
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF .EXECUTIVE SELECTION PRACTICES

4

Baslic Patterns of Selection as
Indlicated In Literature and Idealistic Practical
Practice ' Importance Feasibility

(Bach statement indicates a

pattern of selection, there- h o - %

fore, please rate each item. nel 8 W D3 I 1
Add and rate any basic se- -Eﬁ 0.33 ég .B-g 2 égﬂ
lection pattern which is not &ow '~ ~ | e @~ &~
included but in your opinion Al o2l 82 Igd|8éal8dn

should be.)

19. Work experience 1in
another executive position
may be a determining factor
in evaluating a prospective
executive.

20. Education and/or for-
mal training may be a deter-
mining factor in evaluating
executlve candidates.

21. Physical health,
mannerisms, appearance, and
soclal adjustment may be
determining factors in
evaluating candidates.

Others:

Comments:

V. Making the Selection
Decision

e.g.
22. The selection
decision should be made

with group participation.

23. The selection
decision should be made by
those performing the evalu-
ation.
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INSTRUMENT FOR APPRAISAL OF IMPORTANCE AND FEASIBILITY
OF EXECUTIVE SELECTION PRACTICES

Basic Patterns of Selection as

%ndicated in Literature and Idealistic Practical

ractice Importance Feasibilit

(Each statement indicates a z
pattern of selection, there- - 3 - %
fore, please rate each item. e K ol @ o o
Add and rate any basic se- ,5’: §.,, oo Eﬂ 534’? oB P
lection pattern which 1is not AR I B e oA
included but in your opinion e ‘Sg 8; g e Byl o= B

should be.)

2. The evaluation func-
tion should be reviewed with
each candidate considered.

Others:

Commentss
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