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Abstract: Corporate boards of directors provide a framework for successfully managing an organization. 
Memberships on corporate boards of directors are predominated by men. Worldwide, women face significant 
challenges in gaining access to the boardroom and leadership of prestigious committees on the board. While a 
significant amount of research has been carried out on the traits of senior managers, little has been done on the 
board of directors. The main question to be considered in our research pertains to the characteristics of women and 
men on corporate boards (WOCBs and MOCBs). These characteristics will be discussed along with implications 
and recommendations for increasing the representation of women on boards.  

Keywords: characteristics, women, corporate broads, trends, recommendations 

INTRODUCTION 

This paper has three main sections. This first section, the Introduction, provides a brief background of 
boards of directors and information on the first women on corporate boards (WOCBs). The second 
section, entitled The Characteristics of Women and Men on Corporate Boards over a 15-Year Period, 
1999 to 2014, reports the results of T-tests and Chi-square analyses of the characteristics of women and 
men on boards using the S&P 1500 data from the Institutional Shareholder Services (ISS) directors’ 
database over a period of 15 years, from 1999 to 2014. The results of all comparisons are presented with 
significance levels and include discussions. Finally, in the third section, the Recommendations and 
Conclusions, provides recommendations for improving the representation of women on corporate boards. 

Background 

The concept of having a board of directors to oversee and guide corporate management originated in the 
United States (USA) with the first general incorporation act, i.e., New York’s 1811 Act (Gevurtz, 2004). 
According to this Act, the board of directors is voted on by the shareholders of the corporation and 
therefore has a fiduciary responsibility directly to them. The responsibilities of the Board are to establish 
the vision, mission, and values; set strategy and structure; delegate to management; exercise 
accountability to shareholders; and be responsible to relevant stakeholders. (Bernardi, Bosco, & Vassill, 
2006; Fairfax, 2005; Hinkin & Tracey, 2010; Johnson, Schnatterly, & Hill, 2013) 

Boards of directors provide the broad framework for organizational policies and conditions from which an 
organization operates and functions (Claringbould & Knoppers, 2007). Establishing the vision, mission 
and values is often considered to be the same. In reality, they define the values that will dictate the goals 
and policies and will guide the organization’s decision making. The board sets the strategy and structure. 
The board’s setting the strategy for an entity helps it to define the opportunities it will pursue now and in 
the future, while the board’s setting the structure defines how decisions are to be made. Setting the 
strategy and structure are the purview of the board; however, the board delegates the implementation of 
the strategy to management. Thereafter, the board’s primary role is to monitor and assess how 
management is progressing on the strategic goals and objectives. Also, the board is accountable to 
shareholders. As such it is responsible for communicating the progress of any strategic implementations 
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to the shareholders. These communications are a primary tool for providing the appropriate information 
and details that are needed to make their decisions on their future investments. 

The First Women on Boards 

The board of directors in the United States has been primarily a “man's club." The first woman was 
appointed to a board 1900 when Clara Abbott, wife of the founder Wallace Abbott, served on the board of 
Abbott Laboratories for two terms (Heminway, 2014; Larcker & Tayan, 2013). The first term was from 
1900 to 1908 and the second term was much longer, from 1911 to 1924, but technically at that time 
Abbott Laboratories was not a publicly traded corporation. If we are only considering public corporations, 
the first woman director was Lettie Pate Whitehead who sat on the board of the Coca-Cola Corporation in 
1934 (Fairfax, 2006; Larcker & Tayan, 2013; Smallman, 2013).  Regardless of this technicality, a long 
time passed before a woman was appointed to a board. About 123 years passed from the time the first law 
was established in the United States in 1811 to the time the first woman sat on a board of directors of a 
publicly traded corporation in 1934.  

There has been some progress in the numbers of women serving on corporate boards since then. 
However, most would say that the representation of WOCBs still falls short when compared to population 
statistics and female participation in the workforce. The World Bank’s Population 2015 survey shows that 
the population percentage of men to women is slightly more than 50 percent. Specifically, women 
represent 49.6 percent of the world population and 34 percent of the non-agricultural worldwide 
workforce (Population Reference Bureau, 2015; United Nations, 2015). Given these statistics, it is 
surprising that the percentage of women on boards of directors in the USA has not reached 25 percent.  

	
THE CHARACTERISTICS OF WOMEN AND MEN ON CORPORATE BOARDS OVER 
A 15-YEAR PERIOD, 1999 TO 2014 

Appointment to a company board often epitomizes reaching the pinnacle of a management career. 
However, very few women are appointed to such boards. Some may attribute this solely to the widely 
publicized "glass ceiling." But, the very low representation of women on company boards requires further 
examination and attention (Burgess & Tharenou, 2002). Our study, which is intended to identify the 
current trends in the characteristics of women and men on corporate boards, used the ISS, Institutional 
Shareholder Services, S&P 1500 database of directors. 

This section presents the comparison results concerning the characteristics of female and male directors 
over a period of 15 years. Counting back from and including 2014, data were collected for 2014, 2009, 
2005 and 1999. The year 1999 is the base year for theses comparisons. Two tests were used to measure 
the independence between variables. A Pearson two-tailed T-test analysis was used on the numeric 
variables and a Chi-Square test was applied to the categorical variables.  

Firstly, these tests were used to reveal the significant differences in the female directors’ and separately 
the male directors’ characteristics in a base year with data from the three additional years. The three 
additional years were in 5-year intervals, i.e., precisely five years after the base year [1999-2004], 10 
years [1999-2009] and 15 years [1999-2014]. This enabled us to determine the direction of the changes 
and if there were significant differences in the resulting means. Secondly, using the same years, 1999, 
2004, 2009 and 2014, analyses were also carried out to compare female directors’ means with male 
directors’ means on each variable for each year. This enabled us to identify any significant differences 
between female and male characteristics in each of the following specific years, 1999, 2004, 2009, 2014.  
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The director characteristics were gathered from the ISS Director’s database. The characteristics to be 
considered include the demographics of women and men on corporate boards (Age and Tenure), the 
percent of women and men who are executive and non-executive directors (Independence), the job titles 
of executive women and men on boards (Employment), and the financial expertise, voting power, and 
attendance of board members. Also, we studied the women and men directors’ service on key committees 
(Committees), the number of outside boards the female versus the male directors sit on (Additional 
Boards), and the ethnic diversity of board members (Ethnicity). Explorations into these characteristics 
will be descriptive. Tables will show the results and discussion will be provided with implications from 
the extant literature.  

The Age and Tenure of Board Members 

Burgess and Tharenou (2002) identified four characteristics that profile women serving as corporate 
board members. Those four are age, children, marital status, and education. Using age as the first 
demographic, they found that the age of women directors was between 50 and 59 and that they were 
younger than their male counterparts. Simpson, Carter and D’Souza (2010) found in a study of 13,000 
board members from 2003-2007 that women were approximately four years younger than males. In an 
empirical study by Horvath and Spirollari (2014), for the period 2005-2009 on a randomly selected set of 
136 S&P firms showed the average age of board members was 60 years old. The current study shows 
similar results to these previous studies.  

This current study shows that both women and men on S&P 1500 boards are becoming significantly and 
consistently older over time. Male directors, on average, are older than female directors by about four 
years. The comparison of females and males on age is significantly different at the p<.01 level. The 
comparison of male means and separately female means during the 15-year period are also significant for 
2009 and 2014 at the p<.01 level and 2004 at the p<.05 level.  

The implications for age are mixed. Clearly, few board members are in their thirties, and most are in their 
late fifties and above. Being more mature in life has its advantages and disadvantages. Some studies show 
that higher average ages for directors have a negative impact on firm’s performance. Horvath and 
Spirollari (2012) also state that younger executives have a more positive impact on firm performance; and 
this could be attributed to their willingness to bear more risk as well as to undertake major structural 
changes.  

TABLE 1: AGE AND TENURE OF BOARD MEMBERS 
	

	

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1493 1538 1731 2190
Female 54.6 55.3 * 58.6 ** 60.4 **
N. Obs. Male 15927 12282 11802 11383
Male 59.1 60.1 ** 62.5 ** 64.0 **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1407 1419 1675 2049
Female 6.6 6.7 7.2 ** 7.7 **
N. Obs. Male 15131 11662 11416 10942
Male 9.0 9.2 9.4 ** 10.1 **
Sig (Female)-(Male) ** ** ** **

Director’s Age     
(Years)

Director's 
Tenure    

(Years or 
Terms)

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10
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In addition to age, we examined director tenure. While female directors are younger than male directors, 
their board tenure is shorter. The average board tenure for females was 6.6 years in 1999. No significant 
change was noted in 2004 when their tenure was 6.7 terms. By 2014, their board tenure was an average of 
7.7 years on the board. Since 1999, women’s tenure has increased; but at a much slower rate than the men 
on S&P 1500 boards. 

Male directors’ tenure has increased consistently and significantly over the years. The direction has been 
positive with a significance level of p<.01 in 2009 and 2014 when compared with 1999. These figures 
reveal that males consistently have two to three more years of service on corporate boards compared with 
females.  

Independence 

In the wake of corporate scandals and excesses, improving the effectiveness of boards of directors is an 
imperative in the United States (Colaco, Myers, & Nitkin, 2011).  In 2002 the passage of Sarbanes-Oxley 
(SOX) signaled the importance of protecting investors from any fraudulent accounting activities by 
corporations. Moreover, the SOX Act mandated strict reforms to improve financial disclosures from 
corporations and prevent accounting fraud. Through its disclosure rules, it encouraged greater levels of 
board independence. When comparing female and male directors, female directors are more often 
independent or non-executive directors (NEDs).  

Indeed, the current research shows that in 1999, 82.64 percent of female directors were independent, and 
that figure continued to increase in 2009 to 90.53 percent and in 2014 to 92.88 percent, all at p<.01. At 
the same time, the percent of female executive board members declined from 6.97 percent in 1999 to 4.98 
percent in 2014. This indicates the influence of Sarbanes-Oxley on a positive note. However, it also 
reveals a nearly nonexistent pipeline of internal candidates for board roles. It shows that there is only a 
small number of women who are among the top executive ranks in corporate America. Reports by 
Catalyst, 2020 Women on Boards, the World Economic Forum, and other such organizations show this 
relatively low representation of women on corporate boards, which is partially explained by the low 
numbers in the pipeline, i.e., in senior leadership roles. This continues to drive corporate governance 
research on gender diversity in the senior management ranks and on boards. Both are squarely on the 
agenda. Increasing research in this area lowers the wall of privacy accorded CEOs and corporate boards 
to gain the data and advance the understanding of board performance, structure, and dynamics vis-à-vis 
firm performance.  

When comparing females and males, the current research shows that both women and men on corporate 
boards have progressively become more independent over the years. In 1999 the average rate of 
independence was 82.64 percent for women and 58.78 percent for men. By 2014, it was 92.88 for women 
and 78.70 percent for men. This confirms that men tend to come on to boards through their executive 
roles in corporate America. Their primary employment roles are shown in the following job titles: CEO, 
followed by president and then chair of the board.  See Table 3. 

This proclivity is also observed when looking at the linked directors on boards. Linked directors are 
neither executives of the firm (insiders) or independent directors (outsiders). They are linked with the 
organization in a material way. Therefore, they are not fully independent. The current research results 
show that the percentage of linked directors has significantly declined for females and males over time. In 
1999, 10.39 percent of the female directors were linked and in 2014 only 2.15 percent were linked. 
Likewise, in 1999 nearly 18 percent of the male directors were linked (17.96 percent); but in 2014 a much 
smaller percentage was linked (5.13 percent).   

	



Characteristics of Women on Corporate Boards   Fall 2016, 5 
 

When comparing the differences between the genders, it is evident that men on boards are more often 
Linked, even up to twice the percentage of women on boards. The movement today would be toward 
more definitive independence instead of being Linked. Thus the Linked numbers for men and women 
board members have decreased significantly.   

TABLE 2: INDEPENDENT, EXECUTIVE, AND LINKED DIRECTORS 
	

	
	
Employment of Board Members 

Many executives admit that talent acquisition and retention are critical ingredients for business success. 
This is true for the workforce and also true for the board of directors. Boards of directors want to appoint 
board members who can carry out their roles, tasks, and responsibilities to the satisfaction of multiple 
stakeholders, primarily the direct investors. Moreover, they often need board members who are well-
qualified. The aspiration is that each person appointed to the board would add to the bench strength of the 
board. This requires not only education; but also experience in different functional areas and on the latest 
methods with the latest business intelligence; on various projects; at top levels; in various functional 
areas; and in geographic locations (global, domestic, and multi-cultural contexts). Their employment 
reflects the dimensions of their work experience. It speaks to their experience at senior levels in the 
organization and the nature of their experience from which a more accurate determination of their 
preparedness for a board role may be ascertained.  

In studying the employment of board members over the 15-year period, we gathered data on the executive 
(inside) board members. This is presented in Table 3. It is evident that there is a downward swing in the 
percentages coming from all employment categories (chief to vice president). This is based on the 
reported job titles of the executive directors.  

When we investigated these job titles for the female executive directors over the years, there is a 
consistently significant decline in women holding the specified job titles. The same is experienced with 
the comparison of males over the 15-year period. Here we see that there is a sharp and statistically 
significant decline at the p<.01 level in nearly all cases. For example, 8.84 percent of the executive 
women sitting on the board held the Chair title in 1999 and only 1.19 percent held the same title in 2014. 

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1492 1538 1731 2190
Female 82.64% 88.10% ** 90.53% ** 92.88% **
N. Obs. Male 15916 12282 11796 11374
Male 58.78% 68.39% ** 76.03% ** 78.70% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1492 1538 1731 2190
Female 6.97% 5.01% * 5.72% 4.98%
N. Obs. Male 15916 12282 11796 11374
Male 23.26% 19.28% ** 16.91% ** 16.18% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1492 1538 1731 2190
Female 10.39% 6.89% ** 3.76% ** 2.15% **
N. Obs. Male 15916 12282 11796 11374
Male 17.96% 12.33% ** 7.06% ** 5.13% **
Sig (Female)-(Male) ** ** ** **

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10

Independent

Executive

Linked
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There was a similar decline among executive males on boards of directors, with the sharpest change 
occurring in 2009. Specifically, in 1999 nearly 27 (26.40) percent of the executive men on corporate 
boards (MOCBs) held the Chair job title. By 2009 it was 12.83 percent and by 2014, 6.75 percent, all at 
the p.01 level of significance. This decline was not as abrupt for the women on boards. Their results show 
a decline of roughly five percentage points between 1999 and 2009 for the same job title. Instead, their 
more abrupt change occurred with the CEO job title, where they were at 17.28 percent in 1999 and 2.92 
percent in 2014, p<.01. This overall decline is in keeping with the goal to have greater proportions of 
independent directors serving on the boards. In most cases, females experience less sharp declines 
because more of them come onto boards as independent, or non-executive directors.  

When females are compared with males, the results reveal that there are consistent and significant 
differences in the employment positions held by executive MOCBs. The MOCBs held the top senior 
positions such as CEO and Chair of the board significantly more frequently that the executive WOCBs. 
Also the men held the COO position more often than the women directors. On the other hand, the 
executive women on boards tended to hold positions such as executive vice president, senior vice 
president, and vice president more often than the males. Their holding the title of president shifted in 
2004 to more MOCBs having that title, and this continued to 2014 with more MOCBs holding the title of 
president compared with the executive WOCBs. 

These statistics indicate the positive shift in having a majority of executive directors to having a majority 
of independent directors on corporate boards as the frequency of these executive directors’ job titles 
decreased significantly by 2014. Data were not collected on the job titles of independent women and men 
on corporate boards. Nevertheless, the decrease in the existence of these job titles for executive board 
members implies that there was an increase in independent board members. 

Financial Expertise, Holdings, and Attendance of Board Members 

Over the years, particular practices are commonly listed among the best practices or are commonly 
considered important attributes of effective boards. High levels of attendance at board meetings is 
synonymous with effective board meetings. Also directors’ level of ownership in the business reduces 
potential conflicts of interest and to some extent potentially some unethical behaviors. The financial 
expertise of the board members helps in strategic planning and implementations. Thus, the financial 
expertise variable indicates whether the company identified the director as financial expert. The “directors 
hold less than 1 percent” variable indicates the percent of the company's voting power controlled by this 
director is less than 1 percent. With this in view, best practice dictates that directors maintain a 
meaningful level of share ownership by a certain time after appointment to better align their interests with 
those of shareholders. The attendance variable indicates whether the director attended less than 75% of 
the total board and committee meetings held during the last fiscal year.  

When we investigated these three variables over a 15-year period, we found that the financial expertise of 
females is on the rise. In 2009 nearly 20 percent (19.64 percent) of the WOCBs in the S&P 1500 evidence 
financial expertise. That climbed to 22.65 percent in 2014. Likewise, the financial expertise of MOCBs 
was 21.28 percent in 2009 and in 2014 it was 22.70 percent. In addition, the percent of directors holding 
less than one percent has increased over the years. The largest increase occurred with MOCBs. It was 
84.63 percent in 1999 and 90.40 percent in 2014. Although MOCBs have made greater progress on this 
effectiveness metric, the WOCBs’ show that a much higher percentage, 97.22 percent of them hold less 
than one percent. 
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TABLE 3: EMPLOYMENT OF EXECUTIVE DIRECTORS ON THE BOARD 

	

	
	
	
	

Level Variables
Female & Male 

Directors
1999 (1) 

Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Females 1493 1538 1731 2190
Females 8.84% 6.50% * 3.29% ** 1.19% **
N. Obs. Males 15927 12282 11802 11383
Males 26.40% 21.13% ** 12.83% ** 6.75% **
Sig (Female)-(Male) ** ** ** **
N or N. Obs. Female 1493 1538 1731 2190
Female 1.54% 0.98% 0.46% ** 0.14% **
N or N. Obs. Male 15927 12282 11802 11383
Male 3.20% 2.17% ** 1.17% ** 0.63% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female 17.28% 14.56% * 5.95% ** 2.92% **
N. Obs. Male 15927 12282 11802 11383
Male 27.65% 24.90% ** 17.68% ** 11.68% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female 2.01% 3.12% † 1.68% 0.18% **
N. Obs. Male 15927 12282 11802 11383
Male 2.12% 2.22% 1.68% ** 0.39% **
Sig (Female)-(Male) *
N. Obs. Female 1493 1538 1731 2190
Female 2.14% 1.82% 0.81% ** 0.32% **
N. Obs. Male 15927 12282 11802 11383
Male 3.81% 2.51% ** 1.55% ** 0.70% **
Sig (Female)-(Male) ** † * *
N or N. Obs. Female 1493 1538 1731 2190
Female 28.67% 13.72% ** 7.11% ** 2.01% **
N or N. Obs. Male 15927 12282 11802 11383
Male 26.70% 18.34% ** 13.16% ** 8.54% **
Sig (Female)-(Male) ** ** **
N or N. Obs. Female 1493 1538 1731 2190
Female 4.56% 4.42% 1.68% ** 0.32% **
N or N. Obs. Male 15927 12282 11802 11383
Male 3.82% 2.65% ** 1.58% ** 0.37% **
Sig (Female)-(Male) **
N or N. Obs. Female 1493 1538 1731 2190
Female 4.42% 4.42% 1.85% ** 0% **
N or N. Obs. Male 15927 12282 11802 11383
Male 2.07% 1.48% ** 0.90% ** 0.12% **
Sig (Female)-(Male) ** ** **
N or N. Obs. Female 1493 1538 1731 2190
Female 5.56% 2.34% ** 0.64% ** 0% **
N or N. Obs. Male 15927 12282 11802 11383
Male 1.70% 0.98% ** 0.42% ** 0.08% **
Sig (Female)-(Male) ** **

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10

Chair (Board of 
Directors)

EVP

Vice-Chair

VP

Senior VP

CHAIR

CFO

COO

CHIEF

PRESIDENT

VICE 
PRESIDENT

CEO

President
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TABLE 4:  FINANCIAL EXPERTISE, DIRECTOR OWNERSHIP LEVEL AND 

MEETING ATTENDANCE 
	

	
	

Most would agree that the lack of attendance at board and committee meetings can have an impact on 
morale and productivity. When WOCBs and MOCBs are compared, they are nearly the same in their 
attendance practices. Only a few of them, .55 percent in the case of women and .52 percent in the case of 
men (both being less than one percent) attend less than 75 percent of board meetings. 

Committees of Board Members 

Boards carry out their roles and responsibilities through their board structure. Their board structure is 
comprised of committees. The committee involvement of the board members signals their responsibilities 
and powers on the boards. Their positions are mainly through their committee memberships and 
committee chair roles.  

There are a few key committees on a typical board of directors. These include the audit committee, 
compensation committee, nominating committee and the governance committee. Taken from any 
standard committee function, the audit committee reviews financial statements; evaluates issues relating 
to the review of financial statements by its independent auditors, accounting procedures and controls, and 
appoints independent accountants. The compensation committee reviews and approves executive 
compensation and provides input into setting directors’ fees and remuneration. The nominating committee 
identifies individuals qualified to become board members and recommends to the board persons to be 
nominated for election as directors. The governance committee considers and makes recommendations to 
the board concerning the appropriate size, function and needs of the board. This committee also handles 
other governance issues (ISS, 2016).  

Concurrent with steady increases in the overall participation of women on corporate boards, women are 
increasing their presence on these key board committees (Dalton & Dalton, 2010). The results of Table 5 
reveal that WOCBs have maintained a high presence on the nominating committee with 30.68 percent in 

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1493 1538 1731 2190
Female N.A. N.A.  19.64% ** 22.65% **
N. Obs. Male 15927 12282 11802 11383
Male N.A. N.A.  21.28% ** 22.70% **
Sig (Female)-(Male)
N. Obs. Female 1493 1538 1731 2190
Female 92.77% 95.71% ** 96.25% ** 97.22% **
N. Obs. Male 15927 12282 11802 11383
Male 84.63% 86.33% ** 88.20% ** 90.40% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female 2.41% 1.04% ** 0.52% ** 0.55% **
N. Obs. Male 15927 12282 11802 11383
Male 2.90% 1.25% ** 0.89% ** 0.52% **
Sig (Female)-(Male)

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10

Financial 
Expertise

Directors hold 
less than 1 

percent

Attended less 
than 75 percent 

of the Board 
Meetings
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1999, 45.64 percent in 2004, 48.18 percent in 2009 and 46.12 percent in 2014.  Also, they more 
consistently chair the corporate governance committee. In 2014 nearly 46 percent (45.71 percent) of the 
females on boards were governance committee members. This is up from 17.55 percent in 1999. It is 
about the same average percentage reported in 2004 (44.67 percent) and slightly down from 2009 (48.07 
percent). While more men chair the audit committee, an average of about 44 (44.34) percent are members 
of that committee. Likewise, the compensation committee is more often chaired by MOCBs; however, a 
good percentage, averaging above 40 percent [35.57 percent in 1999, 40.38 percent in 2004; 43.44 
percent in 2009 and 42.92 percent in 2014] of the WOCBs are members of the compensation committee.  

As can be seen from these results, women's leadership and participation on key board committees have 
improved in parallel with increases in their board memberships. These increases are particularly 
noteworthy in the post Sarbanes-Oxley (SOX) period. Such trends suggest the continued progress of 
women in taking on prominent positions in the corporate governance landscape (Dalton & Dalton, 2010). 

Service on Other Corporate Boards: Additional Boards 

Table 6 indicates the average number of additional boards the female and male directors sit on. It shows 
that female and male directors are consistently sitting in fewer additional boards. Particularly, these 
differences have been significant for females after the 10- and 15-year span with a p<.05 in 2009 and a 
p<.01 in 2014. Within all the comparisons for males, 1999-2004, 1999-2009, and 1999-2014, men have 
consistently sat on a significantly smaller number of boards.  

Since women have an overall lower representation on corporate boards, Table 6 seems to indicate that 
they are potentially in greater demand for being invited to serve on multiple boards. Thus, there is a 
significant difference in their numbers for each of the years over the 15-year period. Serving on multiple 
boards may results in the director being quite busy and spread thin. So far the averages as exhibited in 
Table 6 is marginal. While women, on average, serve on more additional boards that men, their additional 
number of boards are likely to hover around 1 to 2 additional boards with the vast majority serving on 1 
additional boards and a few, zero additional boards.  

Minority Representation on Boards 

The majority of women on boards and the majority of men on boards are Caucasian, 86.37 percent for 
WOCBs in 2014 and 91.31 percent for MOCBs in the same year. Having said this, Caucasian directors 
are significantly and consistently reducing their numbers on S&P boards. This can be seen in Table 7 for 
MOCBs after the three time periods (i.e., 5, 10 and 15 years) at the p<.01 level. Female Caucasian 
directors’ representation, however, does not follow such a strong downward trend. The results only 
showed a significant decrease in a 5-year span, i.e., from 1999 to 2004, and a marginal upward movement 
to 84.38 percent in 2009 and 86.37 percent in 2014.  

The number of male ethnic minorities is significantly and consistently increasing over time. This was 
mainly driven by increases among Hispanic and Asian males, with African American males maintaining 
their lead. From 6.11 percent in 1999, the means for minority males on boards climbed to 7.69 percent in 
2004, 8.03 percent in 2009 and then 8.66 percent in 2014, at p<.01. Particularly, Asian (at .62 percent in 
1999 and 2.95 percent in 2014) and Hispanic male directors (at 1.28 percent in 1999 and 1.98 percent in 
2014) are significantly and progressively increasing their representation on corporate boards. Similar 
trends are not observed for female ethnic minority directors, with the exception of Asian females, who 
experienced an increased presence on boards in 2014 compared with 1999. These upward trends are also 
not observed among African American male directors. Nevertheless, while African American male 
directors have experience declines, their declines have not been significant. They still are the minority 
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males with the largest representation on boards (at 3.74 percent in 2014). However, when compared with 
Asian female directors (at 3.66 percent), their lead is marginal. 

 
Table 5:  Committees 

	

	
	

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1493 1538 1731 2190
Female 30.68% 45.64% ** 48.18% ** 46.12% **
N. Obs. Male 15927 12282 11802 11383
Male 24.49% 37.62% ** 40.04% ** 40.29% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female 4.76% N.A. 10.11% ** 10.96% **
N. Obs. Male 15927 12282 11802 11383
Male 4.38% N.A. 9.60% ** 10.17% **
Sig (Female)-(Male)
N. Obs. Female 1493 1538 1731 2190
Female 35.57% 40.38% ** 43.44% ** 42.92% **
N. Obs. Male 15927 12282 11802 11383
Male 36.69% 37.65% † 40.02% ** 40.15% **
Sig (Female)-(Male) * ** *
N. Obs. Female 1493 1538 1731 2190
Female 3.42% 6.11% ** 8.15% ** 8.54% **
N. Obs. Male 15927 12282 11802 11383
Male 7.63% 9.67% ** 10.59% ** 10.92% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female 48.56% 43.30% ** 43.44% ** 44.34% *
N. Obs. Male 15927 12282 11802 11383
Male 36.45% 39.34% ** 40.59% ** 40.32% **
Sig (Female)-(Male) ** ** * **
N. Obs. Female 1493 1538 1731 2190
Female 6.03% 5.92% 7.68% † 9.54% **
N. Obs. Male 15927 12282 11802 11383
Male 6.15% 10.18% ** 10.84% ** 10.58% **
Sig (Female)-(Male) ** **
N. Obs. Female 1493 1538 1731 2190
Female 17.55% 44.67% ** 48.07% ** 45.71% **
N. Obs. Male 15927 12282 11802 11383
Male 10.74% 35.78% ** 39.37% ** 39.78% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1493 1538 1731 2190
Female N.A. N.A.  38.13% ** 34.80% **
N. Obs. Male 15927 12282 11802 11383
Male N.A. N.A.  9.41% ** 10.09% **
Sig (Female)-(Male)

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10
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Chair
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Committee 
Member

Corporate 
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TABLE 6:  SITTING ON ADDITIONAL BOARDS 
	

	
	
	

TABLE7: ETHNIC BACKGROUNDS OF BOARDS MEMBERS 
	

	
	

African American women on boards represent the majority of minority WOCBs over the 15-year period. 
Their numbers have decreased; but not significantly. Asian males have achieved consistently significant 
and positive gains at the three comparison points [2004 at 1.42 percent, 2009 at 2.43 percent, and 2014 at 
2.95 percent] over the 15-year period at p<.01. In addition, Asian females have experienced significant 

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1488 1538 1731 2190
Female 1.05 0.99 0.95 * 0.94 **
N. Obs. Male 15927 12282 11802 11383
Male 0.93 0.82 ** 0.84 ** 0.80 **
Sig (Female)-(Male) ** ** ** **

Additional 
Directorships 
(Number of)

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10

Variables
Female & Male 

Directors 1999 (1) Base Year 2004 (2) Sig (1-2) 2009 (3) Sig (1-3) 2014 (4) Sig(1-4)

N. Obs. Female 1102 1087  1394 1889
Female 86.43% 83.17% * 84.38% 86.37%
N. Obs. Male 12466 9805 10923 11371
Male 93.88% 92.31% ** 91.95% ** 91.31% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1275 1307 1652 2187
Female 13.57% 16.76% * 15.56% 13.58%
N. Obs. Male 12466 9805 10923 11371
Male 6.11% 7.69% ** 8.03% ** 8.66% **
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1275 1307 1652 2187
Female 9.49% 11.40% 9.87% 7.96%
N. Obs. Male 12466 9805 10923 11371
Male 4.22% 4.62% 3.88% 3.74% †
Sig (Female)-(Male) ** ** ** **
N. Obs. Female 1275 1307 1652 2187
Female 1.88% 2.68% 2.97% † 3.66% **
N. Obs. Male 12466 9805 10923 11371
Male 0.62% 1.42% ** 2.43% ** 2.95% **
Sig (Female)-(Male) ** ** †
N. Obs. Female 1275 1307 1652 2187
Female 2.20% 2.68% 2.72% 1.97%
N. Obs. Male 12466 9805 10923 11371
Male 1.28% 1.65% * 1.72% ** 1.98% **
Sig (Female)-(Male) ** ** **

Note:  The t-tests significance levels are **p<.01; *p<.05; †p<.10

Caucasian

Minority   
(Totals for AA, 

A, and H)

Hispanic (H)

Asian (A)

African 
American    

(AA)
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gains in 2014 (at 3.66 percent, p<.01) when compared to their base year, 1999, results (1.88 percent). 
Hispanic males have also experience significant gains; but at a slower rate. 

Investors and stakeholders will continue to put pressure on corporations to diversify their boards. The 
thought is that such diversity will yield better monitoring, decision making, and access to valuable, 
otherwise unattainable resources. Such is expected to result in higher levels of firm performance and lead 
to a sustainable competitive advantage for organizations. 

RECOMMENDATIONS AND CONCLUSIONS 

There has been a continuous call for more gender diversity on corporate board of directors. Women now 
hold 20.2 percent of corporate board seats among Fortune 500 companies, up from 18.7 percent in 2013 
and 17.2 percent in 2009 (Heidrick & Struggles, 2016). Simpson, Carter, and D'Souza (2010) indicated 
that given the increased awareness of the importance of good corporate governance, the ability to find 
competent directors is very important to the success of a corporation. Women, who are relatively few on 
corporate boards, may provide a uniquely qualified source of talent to enable corporations to increase 
value for shareholders and benefit other constituencies of the firm. There are some recommendations that 
may increase the representation of women in the boardroom. These are listed below and divided by what 
can be done by governments, large corporations, citizens, non-profits, small firms, and women.   

What Governments Might Consider Doing – 
 
Legislative or regulatory actions 

Quotas which have been set in other countries may be considered for the United States. Also the 
Securities and Exchange Commission (SEC) requires disclosure regarding board membership. This 
action, according to Wilson (2014), has been a catalyst in improving board membership of women.  

What Large Corporations Can Do --  
	
Educate board members as to the positive effects of women serving on boards.   

Women bring different backgrounds, attributes and perspectives to the board. Getting their perspectives 
can be essential to running a successful enterprise. The fact that women make significant buying decisions 
at work and in their households combined is evidence that they might have a perspective or perspectives 
that are noteworthy and beneficial to business. 

Set the increase of women on boards as a priority with deliverables from the CEO and 
the board chair 
 
Prepare women to serve by training and mentoring women to be board members. 

It should be partly the responsibility of the Fortune 500 corporations to design and implement training 
and mentoring experiences in a board preparatory program for women and minorities to prepare them [a 
pipeline] for appointments to corporate boards. 
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What Citizens Can Do – 
	
Elect more women to political office  

• Adams	(2015)	findings	showed	that	the	representation	of	women	in	other	key	national	
institutions,	such	as	politics,	positively	affects	the	appointment	of	female	directors	on	
boards.	

	
What Non-Profit Organizations Can Do – 
	
Collaborate with other non-profit organizations  

This collaboration should result in building an executive leadership program that works across the non-
profit context with at least one of the measures of success being gaining a board appointment after the 
program. 

What Small Firms Can Do – 
	
Incentivize and increase the number of women serving on boards of small firms 

Research indicates that the larger the organization, the more likely there will be women board members. 
According to Wilson (2014), the support from small firms in closing the gender gap on boards is very 
small if not nil. In his research only 4 percent of the S&P 500 did not have a female director, while over 
50 percent of the smaller companies in his sample did not have a female director.  

What Women Can Do – 
 
Women should take a pro-active approach to preparing themselves for board roles. 

McGregor (2013) provides a range of activities relevant for a proactive approach including “documenting 
achievements, participating in ongoing professional director development or training, corresponding with 
Board chairpersons, attending shareholder meetings, and networking and forming alliances. 

Strategically plan and execute networking opportunities 

• Networking opportunities are important in the appointment process to the board and then getting 
on important committees within a board of directors. 

• As stated by Disbrow (2014), networking is essential to being a strong leader. Research shows 
that females, do not, as a whole have as appropriate or strong networks as their male counterparts. 
Research suggests that unless women are part of influential networks and know how to use these 
networks to promote their careers, there will be little impact on advancement to the board.  

• Burgess and Tharenou (2002) indicated that women must develop strong networks and alliances 
that will support their promotion as directors. Accordingly, they indicate that networking has 
become a lot more necessary due to the explosion of social media.  

In summary, women are on par with men regarding their ability to lead. Both men and women need 
opportunities to build their leadership capacity to serve on boards of directors and to contribute to the 
success of large and small enterprises in the United States. Boards should not be private "men's clubs." 
Rather boards should be vibrant, inclusive groups of diverse directors who can contribute their human 
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capital and bring their key resources to an enterprise to make it more relevant, successful, ethical, socially 
responsible, innovative, and profitable. This present research reveals the descriptive characteristics of 
women and men on boards over a 15-year period and indicates what can be done to increase the number 
of women on corporate boards. In so doing, it emphasizes the importance of multiple stakeholders being 
simultaneously engaged in increasing and sustaining the number of women on boards.   
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It’s Time for Baby Boomer Small Business Owners  
to Retire: Or is it? 
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Abstract: This paper describes baby boomer small business owner succession as it relates to retirement from the 
perspective of the baby boomer business owner and society.  Small businesses are key contributors to the U.S. 
economy and workforce.  As society anticipates the retirement of the single largest part of the U.S. population, the 
“boomers,” many small business owners of that generation have, themselves, anticipated retirement. However, few 
business owners have prepared for retirement with a succession plan. Even in their 60s, many small business 
owners are delaying their retirement. This paper challenges conventional retirement norms and addresses the 
phenomenon of retirement through literature. Baby boomer small business owner resistance to succession planning 
and retirement may not be resistance, per se, but recognition of the complexities created by both baby boomer small 
business owners and society in addressing this issue.   !

Keywords: Baby boomers, small business, small business owners, succession, retirement 

INTRODUCTION 

Small businesses are significant to the U.S. economy on several fronts. In fact, small businesses represent 
over 99% of all U.S businesses and account for 64% of new job creation (SBA, 2015).  Additionally, the 
28.4 million small businesses also employ 56 million people in private sector jobs (SBA, 2015).  Many of 
these vital businesses of the U.S. economy are led by baby boomers (U.S. Census Bureau, 2007; 
Lichtenstein, 2014).  

THE BABY BOOMER IMPACT 

Baby boomers, those born between 1946 and 1964, account for over 76 million people in the United 
States (Colby & Ortman, 2014). This “boom” in population can be traced back to the period after the end 
of WWII and the mid-1960s when post-war fertility rates were higher than any decade before or after the 
“baby boom” period (Adams-Price, Turner, & Warren, 2015).  While generations to come are anticipated 
to be larger, there is no doubt that the baby boomer generation has played, and continues to play, an 
important role in shaping the economy and society as we know it (Hayutin, Beals, & Borges, 2013). 

Impact on the workforce.   

This generation, simply due to its size, has been a significant part of the U.S. labor force. The Bureau of 
Labor Statistics (2015a) projects that the median age of the workforce will continue to increase as it has 
for the past few decades.  However, as the workforce ages and baby boomers are expected to retire, the 
labor force participation rate is projected to continue dropping from its current 62.9% through the next 
decade (Bureau of Labor Statistics, 2015a).  This increase in the aging population, coupled with the 
anticipated “boom” in retirements, leaves an impending labor shortage for the U.S. to address. While 
baby boomers cannot take all of the responsibility for the shortage, their absence will be evident. 

!  
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Impact of retirement.  

Adding “insult to injury,” the labor shortage concerns are exacerbated by the fact that many of the leaders 
of the workforce, particularly small businesses, are baby boomers who are expected to retire shortly. 
According to the Current Population Survey (CPS), the median age of CEOs in the U.S. is 52.5 years 
(Bureau of Labor Statistics, 2015b).  This continued retirement rate is expected to continue to 2029 when 
more than 1 in 5 Americans will be age 65 or older (Ortman, Velkoff, & Hogan, 2014). With many baby 
boomer CEOs expected to leave their businesses in the upcoming years, the impact of their anticipated, 
collective retirements on the U.S. economy is unknown but it is disconcerting.  At minimum, their 
expected departure from the workforce is anticipated to have an effect on labor supply and institutional 
knowledge drain (Dychtwald, Erickson, & Morison, 2004; GAO, 2005).  

DELAYING SUCCESSION PLANNING AND RETIREMENT 

With the evidence that the population is aging and retirement is looming for millions of people, planning 
for such departure from the workforce would seem, to many, a prudent and obvious measure to take.  
Likewise, it seems logical that baby boomer small business owners would plan for their succession and 
anticipated retirement. The data suggest otherwise. As critical as small businesses are to the economy and 
labor force, more than 70% do not have succession plans (Eddleston, Kellermanns, Floyd, Crittenden, & 
Crittenden, 2013; Parkhurst 2013). In fact, despite knowing the key role a CEO plays, most small 
business owners leave their business legacy to chance (Chambers, 2014).          

There are many reasons small business owners have for not doing succession planning.  Literature 
suggests possible reasons for the lack of succession planning such as “financial and legal, family and 
organizational and other barriers to business succession planning” (Ip & Jacobs, 2006, p. 330).  Other 
identified barriers to small business succession planning are the perceived lack of successor candidates, 
lack of resources, time demands, resistance to leaving, company politics, monetary consideration and 
characteristics of the owner (Chambers, 2014; Ip & Jacobs, 2006).   

Similar to the reasons for not doing succession planning, reasons for delaying retirement vary. However, 
one reason—a concern over financial security—is prominent (Adams-Price et al., 2015; Ellis, 2014; 
Gurley-Calvez, Kapinos & Bruce, 2012; Rinn, 2014).  The impact of the 2008 Recession negatively 
impacted the financial security and savings of retirement plans.  Baby boomers and those near retirement 
had the most to lose.  

In addition, small business owners in particular are “significantly less likely than employees to have 
pension or retirement plans” (Gurley-Calvez et al., 2012, p.5).  Changes to social security and other 
benefits that were once considered “entitlements” of retirement are no longer guaranteed.  For many, an 
obvious and necessary solution aid was to delay retirement which could provide additional years of 
income and retirement savings for them (Bajtelsmit & Rappaport, 2015, p.79). . “Since working longer is 
the key to a secure retirement, the labor force activity of people in their 50s and 60s is critical” (Munnel, 
2015, p.1).  From this standpoint, it isn’t difficult to understand why a baby boomer small business owner 
may want to delay succession and retirement.   

Whatever the reason, baby boomer business owners are not leaving their businesses. The anticipated 
retirement age of small business owners is 72.6 years compared to 68.4 years among non-self-employed 
people (Gurley-Calvez et al., 2012; Rinn, 2014).  The age at which small business owners are retiring is 
rising, not dropping.  An alternate lens through which to examine this phenomenon of delayed retirement 
may be the concept of retirement itself and the societal expectations and norms around it.   
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THE RETIREMENT PHENOMENON  

Retirement is defined as “the act of ending your working or professional career” (”Retirement,” n.d.).  
Purcell (2010) defines retirement with “reference to two characteristics; non participation in the paid labor 
force and receipt of income from pensions, Social Security, and other retirement plans” (p.70). The truth 
be told, retirement is a relatively new phenomenon. “For most of history, people worked until they 
dropped. It was only during the Great Depression that, desperate to make room in the workforce for 
young workers, government unions and employers institutionalized retirement programs as we know 
them today” (Dychtwald et al., 2004, p.54).   

During the 1930’s era, Social Security was introduced and the retirement age was set at 65. Given that 
“actuarial life expectancy was 66 ½ [in 1935] that allowed for 45 years of work and 1½ years of 
retirement” (Ellis, 2014, p.6).  Fast forward to the 21st century. Today, the life expectancy at birth is 78.8 
years (Xu, Murphy, Kochanek, & Bastian, 2016). Baby boomers can expect to live well into their 80s.  
“Nearly 30 years have been added to average life expectancy in a single century” (Carstensen, 
Rosenberger, Smith, & Modrek, 2015, p.1).   

In spite of the remarkable achievement of greater life expectancy, the age limits required to reap the 
benefits of social security, Medicare, and retirement plans have increased only slightly (Purcell, 2010). 
What was once one or two years of retirement has now grown to 20 or more years. This leaves a sizeable 
gap of potentially many years between retirement and end of life to both enjoy and be able to afford the 
cost of those additional retirement years.  Yet, with this understanding, there seems to be only slow 
acknowledgement and consideration of the idea that baby boomers may be a desired and viable part of the 
economy well past the age of 65.   

SOCIETAL PERCEPTIONS OF BABY BOOMERS 

Laura Robbins (2015) commissioned research through the FrameWorks Institute to study the American 
public’s understanding of aging.  Eight organizations in the field of aging (AARP, the American 
Federation for Aging Research, the American Geriatrics Society, the American Society on Aging, 
Grantmakers in Aging, the Gerontological Society of America, the National Council on Aging, and the 
National Hispanic Council on Aging) collaboratively researched this issue (Lindland, Fond, Haydon, & 
Kendall-Taylor, 2015).  The results showed “three (mis) perceptions about older adults’ capabilities 
(more accurately, the lack thereof), the role of older adults in the broader society, and the concern of 
culpability” (Robbins, 2015, p.19).  Aging is associated with “decline” or “deterioration” and the 
perception that “older adults can no longer learn new information as well as are seen as ‘elderly’, ‘other’ 
and ‘compartmentalized from society” (Robbins, 2015, p. 19).  The idea of culpability was identified in 
the FrameWorks study.  Here, the perception held by the public about older people was one of individual 
accountability for their circumstances and that their lives are simply results of choices they have made 
and they are reaping the consequences or rewards for their choices (Robbins, 2015, p. 20).    

Contrary to public opinion, experts from the study as well as from the Boston Center for Retirement 
Research and the Stanford Center on Longevity view older adults as critical to society and well positioned 
to contribute in meaningful ways. In other words, baby boomers are living longer than any previous 
generation in history, they are vital to the U.S. economy, and they want to contribute actively in society. 
(Carstensen et al., 2015; Hayutin et al., 2013; Lindland et al., 2015; Robbins, 2015).  It seems that a “core 
belief about aging in America appears to be at the root of ageist rhetoric, action and attitudes” (Robbins, 
2015, p.17).    
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In spite of broadly held societal perceptions, baby boomer business owners continue to lead their 
businesses. The fact that small businesses, which are critical to the U.S. economy and labor force, have 
baby boomer owners who wish to delay their retirement could be, in theory, beneficial to both.      

CONCLUSION 

Small businesses are critical to the economy.  They make up a large number of the businesses in the U.S., 
are responsible for new job creation and employ large number of people. Small business owners are 
critical to the success of the small business. No recurring event in the life of an organization is more 
critical than the transfer of power and authority from the incumbent CEO to a successor (Drucker, 2001). 
Therefore, given their relative importance, small business owners should not take their decision to leave 
the business lightly.   

Baby boomer small business owners tend to work to an older age and “exhibit different patterns of 
preparation for retirement than their wage and salary counterparts” (Gurley-Calvez, et al., 2012, p. 9).  
Some of these different patterns include extending the retirement age out past societal norms and 
expectations.  While increased life expectancy should make this extension to retirement more acceptable, 
there are misperceptions of an aging workforce that impact the acceptance of extending retirement age.  
In addition, there are often real economic reasons for small business owners to delay retirement due to the 
financial needs and lifestyle desires they wish to have for the growing number of years they may be in 
retirement.   

Even with the potential benefits to the economy and to business owners for delayed retirement, the 
significant lack of preparation and planning for their eventual retirement is puzzling and of concern.  
Additional review into this area is warranted as to not be in a position where the issue of retirement and 
succession of small business owners is simply postponed for more years only to leave the owners and 
society in a dire straits some years from now.  

For now, there may be room to embrace the delay in the retirement of small business baby boomer 
owners. Perhaps it is time to question the assumptions about retirement and concede the possibility that 
the concept of retirement is simply a myth, a created concept, tied to an actuarial calculation, which 
society has embraced with little question.  With their relative importance to the U.S., the additional 
benefits of allowing and encouraging small business owners to continue contributing to the economy and 
workforce may outweigh norms of retirement age expectations.  

This additional time gives small business owners, employers, employees, and society as a whole, more 
time to plan and adjust to the inevitable changes in the workforce. This furthers the necessity of small 
businesses to solidify their succession planning efforts, to ensure that small businesses continue to be a 
vital part of the economy for decades to come.    
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Abstract: The purpose of this manuscript is to identify and define some the key power dynamics often facilitating or 
inhibiting organizational success.  It is composed of qualitative and experiential research based on fifteen years of 
corporate business experience and graduate-level coursework.  It is a conceptual paper based on one person’s 
experience; therefore, the leading limitation is generalizability, but is overcome by research based on references.  
Analysis demonstrates that of the five power dynamics, coercive power is inherently the most detrimental to an 
organization.   While some of the five recognized power dynamics require positional power, two can be exemplified 
at any level within an organization.  Referent and expert power dynamics can be demonstrated in formal or informal 
organizations and simply stated, are based on earned respect and demonstrated knowledge and experience in a 
given field of study.  Examples, insight and significance into the various power dynamics are explained, including 
the potential impact on organizations. 
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INTRODUCTION 

Power is the potential that one has over another person or group(s).  In general, the one with the power 
has control over something the other person or group may desire.  Leadership and power are compatible 
and complementary but not synonymous or interdependent. In the late 1950s, John R. P. French and 
Bertram Raven, two social psychologists, concluded that there are five power dynamics – referent, 
legitimate, expert, reward and coercive (French and Raven, 1959).  Simply stated, coercive power is the 
ability to penalize others, while reward power is the ability to incentivize and compensate.  Expert power 
is based on one’s knowledge in a given field based on education and/or experience.  Legitimate/positional 
power is authority (or power) based on a given hierarchical structure or formal status within an 
organization or culture. Referent/personal power is based on acquired respect and veneration one has 
gained over time.   

Bolman and Deal (203-4) include additional power dynamics.  They agree on position power (legitimate), 
control of rewards (reward), coercive power, information and expertise (expert), but they include others 
and break down our definition of referent into multiple categories.  These categories include reputation, 
personal power, alliances and networks, access and control of agendas, and framing: control of meaning 
and symbols. 

The power dynamic of “reputation builds on expertise. …(states that) opportunities and influence flow to 
people with strong reputations, like the Hollywood superstars whose presence in a new film sells tickets” 
(Bolman and Deal, 2008, 203).   Personal power is defined as “individuals who are attractive and socially 
adept – because of charisma, energy, stamina, political smarts, gift of gab, vision, or some other 
characteristic – are imbued with power independent of other sources” (203).  An additional power 
dynamic is through building alliances and networks.  When these types of alliances and networks 
materialize, it is usually based on one’s ability to satisfy goals based on the relationships built in a given 
organization.  Once a strong network is established in a given organization, the organizer may become a 
valuable resource even though they may be reliant on making decisions and act as an unofficial 
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representative of some groups or point of view.  Access and control of agendas allows varying political 
circles to be present in meetings to not only have face time, but also time on agendas to share ideas and 
input.  Possessing social, or a network-type power, may lead to more actions and proactive behavior, 
whereas lacking power may lead to inhibition (Keltner, Gruenfeld, & Anderson, Psychol Rev 110: 265-
284, 2003) (Smith, Jost & Vijay, 2008). The last power dynamic is framing: control of meaning and 
symbols.  Here, “elites and opinion leaders often have substantial ability to shape meaning and articulate 
myths that express identity, beliefs and values,” promoting “meaning and hope” (Bolman and Deal 2008, 
204).  The intent of these “additional” power dynamics was developed to explain the “power gap” 
between those who demonstrate legitimate power but are incapable of motivating others and thus must 
use other forms to achieve the necessary objectives.  For purposes of this manuscript, the focus will 
remain on the standard five power dynamics – coercive, reward, expert, legitimate and referent. 

THE POWER DYNAMICS 
 
Coercive Power 

Coercive power has been used in organizations throughout history.  Managers who had the legitimate 
authority to negatively impact others by use of their position too often took advantage of it.  Examples of 
coercive power often includes: not approving vacation time, publicly reprimanding employees (warranted 
or unwarranted), termination and withholding critical information.  Moreover, it could be assumed that 
those managers may have had managerial styles with characteristics similar to those of Douglas 
McGregor’s Theory X (Bolman and Deal 125) – a theory that presumed that most people did not enjoy 
work and needed to be specifically directed in order to meet organizational objectives.  As a consequence, 
many of these managers with Theory X characteristics threatened punishment in their effort to motivate 
employees.  Whether working at a Fortune 10 organization or a mom and pop shop, the capability for this 
power to exist is dependent on the character of the person and culture of the organization.  In general, the 
larger the organization, the more likely for there to be stricter controls around a manager’s behavior and 
for the organization’s core values to be exemplified by managers because of the established norming that 
continues to evolve with longevity.  To create an environment that discourages this type of power in a 
significantly smaller-scale organization, provide guiding principles but do not dictate behavior (Pratto, 
Pearson, Lee and Saguy 182).  Regardless of the size of the organization, coercive activity should not be 
acceptable.   This power often greatly inhibits an organization’s success.   

Reward Power 

Reward power has also been used throughout history and has not only proved effective but up to a point, 
motivational.  The ability “to give or withhold rewards based on performance is a major source of power 
that allows managers to have a highly motivated workforce” (Jones and George 333).  Examples of 
exercising reward power include the percentage allotted for a given bonus or pay raise, granting comp 
time, expressing praise and appreciation for hard work verbally or in writing, publically or privately.  
Good managers know whether it is appropriate to provide intrinsic or extrinsic rewards, depending on the 
associate and situation.  Both “coercive power and reward power are …counterparts of each other.  If you 
can remove something positive of value from another or inflict something of negative value, you have 
coercive power over that person.  If you can give someone something of positive value or remove 
something of negative value, you have reward power over that person” (Robbins and Judge 452).  
McGregor’s Theory Y can be exemplified here as well.  This theory states that managers generally 
believe people enjoy work and want to succeed in their roles.  Managers with this mindset are more likely 
to empower their employees.  Empowerment is often a major form of leadership that can be motivational 
and create a positive work environment.  Many managers use reward power, but it is often reflective of 
the size of the organization.  The smaller the organization, in general (with the assumption being lower 
revenue dollars), the lower the manager’s ability to distribute significant pay raises.  The larger the 
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organization (with the assumption of a greater workforce and higher revenue dollars), in general, the 
manager can provide a more substantial distribution of pay or allotment of bonuses.  Therefore, it can be 
assumed that, in general, extrinsic rewards such as these often come in greater packages from larger 
organizations. However, any organization can reward its associates through praise, recognition, 
competitive benefits and time away from work.  This power dynamic can significantly facilitate an 
organization’s success.   

Expert Power 

Expert power is based on specific experience(s), job knowledge and/or educational background.  This 
power is not dependent on one’s position in an organization.  With this power dynamic, “expertise has 
become one of the most powerful sources of influence as the world has become more technologically 
oriented.  As jobs become more specialized, we become increasingly dependent on experts to achieve 
goals” (Robbins and Judge 453).  These respected positions include web developers, those who create 
patches to solve for computer viruses, as well as doctors, lawyers, tax accountants, to name a few.  Expert 
power can be found throughout organizations.  For example, a finance manager needs to understand the 
impact of financial forecasts when they make adjustments to proposals or close gaps in other areas in the 
organization; marketing teams may need to understand that the bigger the campaign, the more sales will 
increase and ensure that the organization is scalable to accommodate these increases; front-line managers 
need to understand the impact of hiring and terminating employees and should obtain additional expertise 
from human resource managers; and quality audit managers need to establish and ensure the highest 
quality products and services are developed and distributed to customers to maintain competitive 
advantages, reputation, but at the same time  balance quality with cost using a cost benefit analysis.  
When used well and for organizational purposes this expert power dynamic will often add value to any 
organization and may become a catalyst for facilitating the organization’s future success. 

Legitimate Power 

Legitimate power is directly related to the position held in a given organizational structure.  Authority 
over others is granted by span of control allotted to a given manager.  Examples of this power generally 
include the ability to hire and terminate employees, assign roles, delegate special projects, perform 
performance appraisals and provide professional guidance.  These power dynamics often include reward, 
coercive and other power dynamics, but because managers often have the authority to provide positive or 
negative value over another’s position within the organization it becomes incumbent upon them to 
determine when which type of power is both practical and effective.  The misuse of coercive power or the 
devaluing of positive opportunities with frivolous examples tends to prove detrimental.  This power, and 
those who hold it, is inherent to any formal organization.  It is imperative for organizations to hire 
executives with characteristics of those that align with the organization’s core values and verify that they 
are in-fact aligned, because, and unfortunately, some managers may take advantage of this positional 
power and without a whistleblower, it may be difficult to detect.  To create an environment where this 
behavior is not acceptable, executives must ensure that there is an open door policy and regular 360-
degree performance evaluations performed on a regular basis.  This not only can create a culture of trust, 
but a healthy atmosphere that promotes organizational values, while growing and developing its 
workforce, are as important as the product or service the organization provides.  Legitimate or positional 
power is a required element for any organization to function, but has also been many organizations 
downfall when the wrong people are in the wrong positions doing the wrong things.   

Referent Power 

Referent or personal power is often “more informal than the other kind of powers.  Referent power is a 
function of the personal characteristics of a leader; it is the power that comes from subordinates’ and 
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coworkers’ respect, admiration and loyalty” (Jones and George 335).  In general, these people often desire 
to work with, please, or in some way align themselves with the person with the referent power.  This idea 
may be one of rationalizations about the phenomenon for “why celebrities are paid millions of dollars to 
endorse products in commercials.  Marketing research shows that people such as LeBron James and Tom 
Brady have the power to influence your choice of athletic shoes and credit cards” (Robbins and Judge 
453).  If a non-celebrity delivered the exact same sales pitch, the expected outcome could be drastically 
different.  Whether or not one is in a formal leadership position, referent power is often illustrated through 
“their charismatic dynamism, likeability and emotional effect” (453).    This power can be found 
throughout almost any organization, or group, regardless of the size of the group, organization, company, 
or position of the person.  For those looking to increase their hierarchical position within an organization 
without having legitimate power, referent power can be displayed, demonstrating they have the ability to 
lead and can begin to showcase tangible results.   Referent power can often motivate a workforce to create 
a culture that helps facilitate an organization’s success.   

CONCLUSION  

Robbins and Judge (2009) categorizes the five power dynamics into two groups – formal power and 
personal power.  Formal bases of power include legitimate, reward and coercive; personal power includes 
expert and referent power dynamics.  Their “research suggests pretty clearly that the personal sources of 
power are (often) most effective.  Both expert and referent power are positively related to employees’ 
satisfaction with supervision, their organizational commitment, and their performance, whereas reward 
and legitimate power seem to be unrelated to these outcomes.  Moreover, one source of formal power – 
coercive power – actually can backfire in that it is negatively related to employee satisfaction and 
commitment” (Robbins and Judge 453).  These power dynamics will always exist.  Good leaders and 
managers should reflect on the dynamic they most often use and ensure it has a positive impact and 
facilitates success for the organizations and its culture. 

There is no right or wrong power dynamic, as each could potentially prove valuable in the right situation.  
In general, most people don’t react favorably when under a structure demonstrating coercive power, but 
in some situations (perhaps military scenarios), it may substantiate actions contributing to desired 
outcomes.  In corporate settings, the other 4 power dynamics have demonstrated to successful, and often 
proving motivational, enabling people, projects and organizations to be fruitful. 
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Abstract: In many higher educational institutions, one of the faculty requirements is to engage in continuous professional 
development. Faculty expectations may also include various student development activities. However, the impact of faculty 
and student development has not been emphasized in previous research, even though it has been noted to contribute to 
enhancing academic learning and performance.  This study examines the perceptions of faculty at several Midwestern 
higher educational institutions by collecting data through surveys on the importance of faculty and student development in 
faculty evaluation decisions. The findings are used to make recommendations for administrators, faculty, and future 
research related to policy and practice on faculty promotion decisions. 

INTRODUCTION 

The roles and expectations of faculty vary by the type of higher educational institution and by its specific 
mission. The ability for thousands of American higher educational institutions to pursue unique and varied 
missions has long been considered a hallmark of the performance evaluation process (Eaton, 2009). This variety 
leads to differences in the specific responsibilities assigned to and expected of the faculty.  Ongoing faculty 
responsibilities usually include teaching, research, and service engagement that are beneficial for the faculty’s 
discipline and the institution, where the ratio of each of these may depend on the type of institutional priorities 
and practices. In addition, faculty responsibilities include faculty professional development and student 
development. 

Differences in standards and practices may also exist according to the type of faculty position, such as tenure 
and non-tenured faculty, private or public institution, union or non-union faculty, accreditation agency 
standards, administrative priorities, faculty contracts, and appointment terms. In a student-centered  learning 
environment, one of the roles of faculty is to help maximize student growth and potential. Faculty may often be 
required to participate in academic advising and career guidance to assist students explore and identify realistic 
life, educational, career and personal goals, and develop plans to realize those goals. Student development and 
advising consist of providing information about academic program options, developing course plans and course 
selection alternatives to help match the student’s interests, career goals, skills, and desirable learning outcomes. 

Faculty responsibilities often include serving as role models to students and the community. In most higher 
educational institutions, faculty are required to maintain high professional standards, ethical behavior, service to 
the campus and community, the profession and academia, and engage in continuous professional development. 
In order to maintain subject matter expertise in the discipline, faculty must actively participate in professional 
workshops, present papers at conferences, serve on committees, and engage in curriculum development, 
institutional outcomes assessment, and accreditation reviews.   

Becker and Gerhart (1996) note for an effective faculty performance evaluation system, it is necessary to 
develop consistent, equitable, and fair performance standards and evaluation procedures. The focus in faculty 
evaluation must be on identifying the criteria to be used in performance evaluations to assure providing a clear 
guideline of the appraisal process. 
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Professional Development 

Professional development for faculty may be viewed as a wide range of activities that may focus on faculty 
reflection and professional growth. Faculty need to demonstrate that they can keep growing professionally in 
their respected fields. Opportunities for academic leave, sabbatical, research funding, and travel support to 
attend professional meetings are examples of faculty professional development. Institutional support for faculty 
development is necessary to achieve faculty commitment and productivity. Roca-Puig, Beltran-Matin, Escrig-
Tena, and Bou-Llusar (2005) found positive relationship between commitment to employees and performance. 
By providing support for faculty development, institutions can improve loyalty among the faculty and focus on 
certain priorities to improve teaching, curriculum development, and student learning by promoting initiatives for 
new programs, study abroad and international exchange opportunities. 

To improve teaching, faculty development in the 1970s focused on behavioral theories, in the 1980s the focus 
was on cognitive theories, and in the 1990s the focus was on social learning theories (Wilkerson & Irby, 1998). 
According to Wilkerson and Irby (1998): 

Faculty development is an essential tool for improving the educational vitality of academic institutions through 
attention to the competencies needed by individual teachers, and to the institutional policies required to promote 
academic excellence (387). 

Wilkerson and Irby (1998) recommend a thorough faculty development program that enables faculty to acquire 
new knowledge, skills, and abilities (KSAs) to promote academic excellence and that the faculty development 
be linked to the performance evaluation process. According to Sorcinelli and Austin (1992), professional 
development of faculty should be a requirement for faculty promotions. There are connections between faculty 
professional development and effective teaching (Park, 1996; Hendricson, et. al., 2007). In Wilkerson and Irby 
(1998), Irby stated, “the goal of faculty development is to empower faculty members to excel in their role as 
educators and in so doing, to create organizations that encourage and reward continual learning (393).” A 
faculty development goal of excelling as educators will produce institutions where continuous learning will be 
encouraged and supported (Wilkerson & Irby, 1998). 

Steinart, Mann,  Centeno, Dolmans, Spencer, Gelula, & Prideaux (2006) note it is a realistic expectation that 
faculty development will “result in improved teaching performance and better outcomes for students” (498).  
Centra (1978) suggests that increasing faculty skills and competence in directing students’ learning is 
accomplished through a faculty professional development plan that is linked to promotion which is consistent 
with Ullian and Stritter’s (1997) organizational strategies for fostering teaching success. Park (1996) notes that 
good teaching requires that faculty communicate their knowledge via active learning to diverse populations, and 
continue to gain knowledge in their subject area through professional development opportunities and research.  

DeVito, Freeze, & Pore (2013) discuss the value of cases and computer-based simulations as teaching methods 
in international business studies. Professional development workshops on case teaching and active learning 
methods help faculty bring real-world experiences to the classroom to apply concepts for decision-making and 
problem solving. Institutions that inform faculty of teaching enhancement workshops and professional 
development opportunities such as teaching-oriented conferences and institutional initiatives can foster a more 
engaged teaching and student learning environment (Konyu-Fogel & Grossnickle, 2013). 

Student Development 

Research has documented that faculty are spending more time in preparing for teaching, research, and grant 
writing than in the past and that this trend may be deficient in promoting effective student development. In 
addition, faculty may not be rewarded for their student engagement efforts (O’Meara & Braskamp, 2005). Many 
institutions now recognize multiple forms of scholarship in which faculty engagement with students is beginning 
to count more, but research requirements continue to increase at faster rate than other expectations which 
requires that faculty simultaneously do better in everything they do (O’Meara & Braskamp, 2005). O’Meara and 
Braskamp (2005) recommend six changes to increase faculty engagement with students to enhance student 
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learning and development: (1) Change the reward and performance evaluation  system to include activities 
critical to student growth, (2) create flexibility in faculty goals, (3) reward advising and mentoring more, (4) 
develop faculty professional development programs that promote student growth and development, (5) align the 
institution’s mission with the faculty reward system, and (6) create affiliations between new and senior faculty 
as well as faculty and academic affairs. Faculty has a major role in developing student success by assisting and 
guiding students with their academic and career plans (Baker & Griffin, 2010). 

Faculty are expected to spend time on student advising, which often includes not only academic program 
advising and planning but meeting with student clubs, organizing internships, speaking engagements, consulting 
projects and community service in their local community. This is an important area because some of the 
research examines equity issues related to the faculty’s role in student development activities (Porter, 2011).  

Academic advising should help students select and review their academic programs. Faculty should assist 
students selecting the appropriate courses in their academic programs. Faculty can be instrumental in providing 
guidance for students in career planning and preparation. Faculty should be prepared to help students explore 
alternative courses of action including the identification of academic alternatives and the consideration of 
alternative careers in line with the students’ abilities and interests.  

The process of student development is ongoing and multifaceted. It should be more than a one-time conference 
with a student, and it is more than signing a course request form. Effective student development can only be 
achieved through on-going interaction between the student and faculty, therefore the role of faculty in student 
development is instrumental to student success (Konyu-Fogel & Grossnickle, 2013).  

The impact of faculty on student development has not been emphasized in previous research, even though it has 
been noted to contribute to enhancing academic learning. Student comments on teaching evaluations often 
indicate how faculty assisted students in understanding a particular subject. Colbeck et al. (2001) examine what 
encourages students to stay in engineering and science programs. The study investigates how classroom 
practices contribute to female and male undergraduates' positive perceptions of themselves as students and as 
future professionals.  

An improved understanding of the link between teaching practices and students' self-perceptions may guide 
efforts to increase learning and persistence. Research is needed on student development related to the role of 
faculty in sponsoring student clubs, inviting guest lecturers, advising student projects, case study competitions, 
research papers, and assisting with professional student organizations, internships, student leadership 
opportunities, and career guidance.  

METHODOLOGY 

The purpose of the research was to explore the perceptions of faculty on professional and student development 
relative to faculty promotion decisions. The inquiry focused on three main research questions: 1) What is the 
perceived importance of faculty professional and student development in current faculty performance 
evaluations?  2) What is the preferred importance of professional and student development in faculty 
performance evaluations?  3) What are differences in faculty perceptions of what is used and preferred for 
evaluating professional and student development in faculty performance? 

Instrument  

The research instrument used in this study was the “Survey of Departmental Practices in Evaluating Faculty 
Performance” developed by Wallingford, Konyu-Fogel, and DuBois (2014), hereafter referred to as the 2014 
survey. The paper survey was administered to a random sample of business faculty at several Midwestern 
universities representing both public and private higher educational institutions of various sizes.  

The 2014 survey had high reliability and strong statistical significance on all items (Wallingford, Konyu-Fogel, 
and DuBois, 2014).  The research instrument asked respondents to rate their perceptions on the current 
importance and preferred importance of faculty professional and student development relative to faculty 
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promotion using a Likert scale of 0 through 4, where 0 = not available or not applicable, 1= not a factor, 2= 
minor factor, 3 = major factor, 4 = extremely critical factor.  

This research extends a previous study performed in 2014 by analyzing the sub-component questions related to 
faculty professional and student development. The statements listed in these two sections of the 2014 survey 
were first used by Centra’s (1977) researching faculty performance evaluation processes. In the 1977 study, 
Centra surveyed academic department heads and department chairs at research-level, doctoral-granting, and 
comprehensive institutions on the factors they believed to be most important in the faculty evaluation process.   

The 2014 survey solicited data against these same major categories, however sought input from faculty rather 
than administrators. The two sections of the 2014 survey that were applied to this research include: (1) faculty 
professional development and (2) student growth and development. The statements listed under each section are 
considered ‘elements of evaluation’ or the criteria that survey respondents noted as counts and should count in 
faculty performance evaluation. See these sections of the 2014 survey in Appendix A. Only these sections of the 
2014 survey, e.g., faculty professional development and student development are studied, analyzed, and 
discussed in this paper. 

Sample and Data Collection  

A random sample of business faculty at various Midwestern universities was used to collect data by 
administering the “Survey of Departmental Practices in Evaluating Faculty Performance” developed by 
Wallingford, Konyu-Fogel, and DuBois (2014).  The paper survey was provided to faculty at four-year public 
and private universities and colleges in the upper Midwest region of the USA. Fifty-one (N=51) faculty from a 
variety of disciplines and academic departments completed the paper survey. 

Data Analysis  

Data were analyzed to distinguish faculty perceptions on the level of importance of faculty and student 
development in how these count and should count in faculty performance evaluations. The responses were 
analyzed using the Statistical Package for the Social Sciences (SPSS®) software. Each element of the evaluation 
in the survey was rated on a five-point scale ranging from 0 through 4 point ratings. Descriptive statistics were 
used to analyze the results by the frequency of responses. 

Data analysis is presented in the Results section through exhibits and line graphs, showing both the average 
weight given to each general criterion and the average weight given to the different elements of evaluation that 
compose the general criterion. We also present the percentage (frequency) distribution of the factors that 
currently are used as well as the percentage (frequency) distribution of the preferred importance indicated by 
respondents on each survey criterion by the response type: 1 = not a factor, 2= minor factor, 3= major factor, 
4= extremely critical factor. 

RESULTS 

Results of the 2014 survey were analyzed to look specifically at differences in the perceptions of the current 
importance placed on each item included as criterion of professional development and student development 
activities in faculty performance evaluations against the perception of how important these same activities are 
preferred in importance in faculty performance evaluations. As part of this analysis, the N was adjusted by each 
specific sub-category to include only valid responses to each question (See Appendix B and Appendix C).  

Evidence of Continuing Preparation and Study 

The 2014 survey asked faculty to rate their perceptions on the current importance of a variety of professional 
development activities, as well as the level of importance they believed should be afforded to these same 
activities in the faculty evaluation process. Table 1 presents the average weight given to the current and 
preferred importance of (a) evidence of continuing preparation and study, (b) remaining current in one’s 
discipline, (c) participating in seminars, workshops, and continuing education courses, (d) attending professional 
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meetings and conferences, (e) structured courses of study, and (f)  participation in the accreditation process as 
elements of the faculty professional development activities as part of the faculty performance evaluation 
process. 

TABLE 1. AVERAGE WEIGHT OF THE CURRENT USE AND PREFERRED IMPORTANCE 
OF EACH FACULTY PROFESSIONAL DEVELOPMENT QUESTION CATEGORY 

	 	 	 	 	 	 	 	
Faculty Professional Development Activities 

Current Use 
Importance 

Preferred 
Importance Difference % 

Evidence of continuing preparation and study 3.09 3.53 0.44 12% 
Remaining current in one's discipline 3.20 3.65 0.45 12% 
Participating in seminars, workshops, and 
continuing education courses 3.08 3.20 0.12 4% 
Attending professional meetings and conferences 3.16 3.39 0.23 7% 
Structured courses of study 1.98 2.40 0.42 18% 
Participation in the accreditation process 2.51 2.81 0.30 11% 

 

The overall category of evidence of continuing preparation and study had a weighted average of 3.09 on current 
use of importance and 3.53 on preferred importance. The difference of 0.44 represents a 12% gap between the 
current importance and preferred importance of this activity noted by faculty.  Interestingly, in all categories of 
the faculty professional development, faculty systematically perceived that each factor of demonstrating 
evidence of continuing preparation and study should have more importance than they have currently in faculty 
evaluations. Figure 1 shows the average weight of the current and preferred importance of each category of 
faculty professional development activity. 

Respondents noted remaining current in one’s discipline (3.20), participating in seminars, workshops, and 
continuing education courses (3.08), and attendance at professional meetings and conferences (3.16) as  highest 
on current importance in faculty evaluations. However, faculty indicated that far more consideration should be 
given to these activities than what is currently used in performance evaluations, with ratings of a weighted 
average of 3.65, 3.20 and 3.39 respectively). The most difference (0.45) between current importance and 
preferred importance in faculty evaluations was noted relative to remaining current in one’s discipline, 
accounting for a 12% gap in what is used and should be used in faculty performance evaluations.   

By contrast, respondents believed that participation in a structured course of study (1.98) currently receives 
minimal consideration as part of the process, which also appears to be in line with the respondents’ perceptions 
of its preferred importance (2.40) in faculty performance evaluations.  Importantly however, differences 
between the current and  preferred importance revealed this activity seems to be the most undervalued 
professional development endeavor as part of the review process with an 18% difference (0.42) in what is 
currently used and what faculty noted should be used in performance evaluations.  

The analysis of faculty responses to the survey questions revealed some variety in the number of valid responses 
to each question (Appendix A). Therefore, the data were analyzed further by question and category using an n-
adjusted assessment of the weighted average. Table 2 presents the n-adjusted percentage of the faculty responses 
for each professional development question category as rated by respondents. 

The analysis of the differences between the current level of importance given to the faculty professional 
development activities and the preferred importance of these activities by question and category reveals some 
significant differences. The general category question of demonstrating evidence of continuing preparation and 
study, and the specific sub-category questions regarding remaining current in one’s discipline, participating in 
seminars, workshops, and continuing education courses, and attending professional meetings and conferences, 
were all perceived to be development factors that influenced faculty evaluation decisions. 
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Faculty consistently ranked these as either major factor or extremely critical factor in their perceptions of what 
counts in the current performance evaluation process, where the combined total of these two rankings accounted 
for a total of 84%, 75%, 72%, and 74% respectively of each individual item noted. Significantly however, when 
ranking what they believed should be the importance of these same behaviors, as part of the performance 
evaluation process, the faculty responses in the major factor and extremely critical factor combined accounted 
for 91%, 92%, 82%, and 92% of the same factors noted.  

 

 
FIGURE 1. GRAPHICAL PRESENTATION OF THE AVERAGE WEIGHT OF THE 

CURRENT AND PREFERRED IMPORTANCE OF EACH FACULTY PROFESSIONAL 
DEVELOPMENT QUESTION CATEGORY 

 

Table 2 presents frequency responses on elements of faculty professional development in its current use of 
importance and preferred importance in faculty performance evaluations. 

Based on the data, a combined 66% of the respondents noted that participation in a structured course of study 
was not nor it should be a significant part of the faculty evaluation decision process rating it either as not a 
factor or a minor factor (51%) category. In addition, participation in the accreditation process received the 
widest dispersion across the ranking categories.  
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TABLE 2. FREQUENCY OF RESPONSES ON ELEMENTS OF EVALUATING FACULTY 
PROFESSIONAL DEVELOPMENT IN ITS CURRENT USE OF IMPORTANCE AND 

PREFERRED IMPORTANCE IN FACULTY PERFORMANCE EVALUATIONS 

 

A total of 44% of the respondents noted that accreditation process participation was either not a factor or a 
minor factor influencing the performance evaluation decision process and only a combined 36% of the 
respondents believed that this should be not a factor or a minor factor. Of those who saw participation in 
accreditation as influencing current performance evaluation decisions in a significant way, the majority (39%) 
placed it in currently used as a major factor and 16% rated it as an extremely critical factor.  

However, almost one third (29%) noted that participation in the accreditation process should be an extremely 
critical factor in faculty evaluations, rating it much higher than taking structured courses of study (11%) and 
more close to participation in seminars, workshops and continuing education courses (40%). The difference of 
0.30, a gap of 11%, between the weighted average of current importance and preferred importance of 
participation in accreditation implies that more consideration should be given to this activity in faculty 
evaluations than it is used currently.  

Contributions to Student Growth and Development 

The 2014 survey also asked faculty to rate their perceptions on the current importance of a variety of student 
development activities, as well as the level of importance they believed should be afforded to these same 
activities in faculty performance evaluations. Table 3 shows the average weight given to the current and 
preferred importance of student growth and development activities as elements of the faculty performance 
evaluation process. 

In all categories of student development, faculty systematically perceived that each factor of student growth and 
development activities demonstrated evidence of their participation in assisting students should have more 
importance than they currently do. The most difference between the current importance and preferred 
importance of student growth and development in faculty evaluations was found on student mentoring (0.73), 
contributions to student growth and development (0.66), and providing academic and/or career advising (0.63), 
and serving or advising student clubs, organizations, or societies (0.54). These four activities represent a gap of 
24%, 19%, 18% and 18 % in the level of current and preferred importance in evaluations.   

Faculty noted that the highest level of current importance is related to their role in providing academic and/or 
career advising which carries the most weight (2.88) in the evaluation process, whereas their involvement in 
student mentoring receives the least consideration (2.25). Also apparent in these results is evidence that faculty 
members believe that all of these activities should receive significantly more consideration than they currently 
do, as the differential between the current and perceived importance of almost all of these categories stands 
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close to or over 20%. Figure 2 shows the average weight of the current and preferred importance of each 
category of student growth and development activity in faculty evaluations. The analysis of data reveals that the 
narrowest disparity (0.43, 14%) is on participation in and supervising student-based research or creative 
activities, with respondents rating its current importance weight as 2.65 and the preferred importance weight as 
3.08 in the faculty performance evaluation process.  

 
TABLE 3. AVERAGE WEIGHT OF THE CURRENT AND PREFERRED IMPORTANCE OF 

EACH STUDENT GROWTH AND DEVELOPMENT QUESTION CATEGORY 
 

Student	Growth	and	Development	Activities	
Current	

Importance	
Preferred	
Importance	 Difference	 %	

Contributions	to	student	growth	and	development	 2.84	 3.50	 0.66	 19%	
Providing	academic	and/or	career	advising	 2.88	 3.51	 0.63	 18%	
Participating	in	and	supervising	student	based	research	
	or	creative	activity	 2.65	 3.08	 0.43	 14%	
Serving	or	advising	student	clubs,	organizations,	or		
societies	 2.52	 3.06	 0.54	 18%	
Student	mentoring	 2.25	 2.98	 0.73	 24%	

 

Similarly to the faculty professional development data, the number of valid responses by question revealed some 
variety (Appendix B) in responses. Therefore, further analysis of the data was conducted by question and 
category using an n-adjusted assessment of the weighted average. Table 4 below presents the n-adjusted 
percentage of the faculty responses for each student growth and development question category as rated by 
respondents. The analysis of the differences between the current level of importance given to student growth and 
development activities and the preferred importance of these activities by question and by category reveals a 
wide disparity. 

Whereas a combined 68% of the respondents indicated that, in general, activities associated with contributing to 
student growth and development are currently either a major factor (41%) or an extremely critical factor (27%) 
in faculty evaluation decisions, more than half (57%) noted that these activities should be extremely critical 
factors and about one third (36%) indicated that these should be major factor in faculty performance 
evaluations, showing a total of 93% combined weight of the major and extremely critical factors.  

Further, there is evidence of a wide disparity in several of the specific sub-categories of student growth and 
development. With respect to providing academic and/or career advising, respondents believed that this should 
be treated as a major factor (43%) or an extremely critical factor (55%). Compared to this, however, the current 
importance weight afforded to these activities showed only 29% and 35% respectively. Equally clear from the 
analysis of data is the fact that a combined 33% of the respondents believed that currently, student academic 
and/or career advising is either not considered at all (8%) or given minor factor (25%) as part of the faculty 
evaluation process.  

A wide disparity can be seen in the current importance of faculty participating in and supervising  student-based 
research or creative activity, with 12% reporting this as not a factor and 33% noting it as a minor factor in 
faculty evaluations. At the same time, respondents believe that these activities should be either a major factor 
(55%) or extremely critical factor (27%).  The same pattern holds for the difference between current and 
preferred importance of serving or advising student clubs, organizations, or societies, 12% noting this as not a 
factor and 40% rating this as a minor factor in current importance in the evaluation process. At the same time, 
45% indicated this as a major factor and 33% noted this as extremely critical factor in preferred importance of 
the evaluation process. Overall, faculty respondents believed that their contribution to every student 
development activity noted in the 2014 survey was currently undervalued and should be considered either a 
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major factor or an extremely critical factor as part of the evaluation process and given substantially more 
consideration than was afforded by the current practices.  

FIGURE 2. GRAPHICAL PRESENTATION OF THE AVERAGE WEIGHT OF THE 
CURRENT AND PREFERRED IMPORTANCE OF EACH STUDENT GROWTH AND 

DEVELOPMENT QUESTION CATEGORY 

 
 

TABLE 4. FREQUENCY OF RESPONSES ON ELEMENTS OF EVALUATING STUDENT 
GROWTH AND DEVELOPMENT IN ITS CURRENT USE OF IMPORTANCE AND 

PREFERRED IMPORTANCE IN FACULTY PERFORMANCE EVALUATIONS 
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IMPLICATIONS 

Faculty professional development and student development should be considered carefully in faculty 
performance evaluations. An important finding of this research is that discrepancies were found in the current 
importance and preferred importance of all categories of the faculty professional development and student 
development activities.  Motivation theory holds that individuals are willing to put forth effort toward a goal as 
part of the need satisfaction process (Ramlall, 2004). Additionally, Latham & Pinder (2005) note that as a 
future-oriented, need-satisfying process, motivation not only involves direction, intensity, and persistence but 
also that individuals determine the amount of effort they are willing to allocate toward achieving a goal based on 
the anticipated satisfaction attainment.  

The perceived levels of importance placed on professional development and student development activities may 
be seen to provide insight into the personal goals and motivation of the faculty respondents. Bandura (1991) 
stated that human behavior is purposive and, as a result, it is “regulated by forethought … [such that] people 
form beliefs about what they can do, they anticipate the likely consequences of prospective actions, they set 
goals for themselves,  and they otherwise plan courses of action that are likely to produce desired outcomes” (p. 
248).  

Bandura further notes that self-regulation, as a sub-function of individual motivation, is comprised of both a 
self-diagnostic function and a self-motivation function. In the self-diagnostic function, individuals notice 
patterns in their behavior and then apply self-insight to alter their subsequent behaviors, and in the self-
motivating function, using that diagnostic input individuals are motivated to set goals for themselves. Further, 
goal-setting theory proposes that goals can increase individual performance by their mere existence, even before 
feedback on actual performance is provided or goal attainment is achieved (Latham & Pinder, 2005).  However, 
Bandura (1991) states that individuals “expend little effort on devalued activities … [they] don't care how they 
do in activities that have little or no significance to them” (p. 255).  

In connection with the findings of this research, where substantial differences exist between the institutional and 
personal value of goal-directed faculty efforts, to both continually develop as professionals and provide 
substantive guidance to the students they serve, there may be a negative rather than positive impact on faculty 
motivation. Ramlall (2004), referring to the equity theory of motivation, stated “people develop beliefs about 
what constitutes a fair and equitable return for their contributions …[and] exhibit more effort when they believe 
they will receive a valued reward[s] for task accomplishment” (p. 55-56). If in fact the intellectual capital of 
colleges and universities rests in the “knowledge, skills, and attitudes” of each individual faculty member, then 
that capital is leveraged further when “multiplied by [their collective] willingness to work hard” (Ralmall, 
2004). As a result, a keen awareness on the part of the academic and/or administrative members performing 
faculty evaluations of what faculty members perceive to be their most important activities and functions is 
critical. Therefore, as part of the faculty evaluation process, application of insight from Bandura’s (1991) self-
regulation theory may prove beneficial. The performance evaluation may need to be modified to include an 
inquiry in the functions, roles, and contributions faculty perceive in their own behavior, and the leveraging each 
individual’s self-diagnostic function against those actions and goals that motivate faculty. 

RECOMMENDATIONS  

The findings in this study were limited by the use of a paper survey and the small sample size. In addition, no 
demographic data – on the respondents or their institutions – were collected. To extend the study, future 
research is recommended with a large sample, collecting demographic information on participants and 
institutions and utilizing alternate methods of data collection. Further, research that utilizes an increased number 
of data points along the Likert scale may refine and clarify further the data.  It may prove beneficial to require 
faculty respondents to rank each component behavior in absolute terms in order of importance by asking 
participants to determine what they perceive to be most important and least important relative to each factor 
item. This may not only reveal important self-diagnostic and self-motivational insight into each participant, but 
may also yield additional data on the relative importance of each behavior. Furthermore, subsequent studies may 
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be structured to examine differences between specific academic disciplines, allowing evaluators to increase the 
effectiveness of the faculty evaluation process by making discipline-specific modifications. 

In addition, the use of a more in-depth questionnaire, expanding on Centra (1978) and the 2014 Survey’s initial 
categories, in a follow-up study may allow for the clarification of specific differences between several of the 
current categories. For example, parsing clearly the differences between providing academic and/or career 
advising and student mentoring may yield a greater depth of understanding. This insight into not only the 
activities being undertaken within each umbrella term, but also further insight into the apparent disparity seen in 
the current data could prove beneficial. As a combined 64% rated providing academic and/or career advising as 
either a major factor (29%) or an extremely critical factor (35%) yet only a combined 44% rated student 
mentoring as either a major factor (17%) or an extremely critical factor (27%) in the current evaluation process, 
further exploration of these behaviors is warranted. In addition, separately surveying the academic and/or 
administrative leaders who perform faculty evaluations would help to investigate the activities that they value 
most significantly, providing extremely valuable comparative data.  

As higher education accreditation continues to receive an increased attention, additional quantitative and 
qualitative data from administrators, faculty evaluators, and faculty members on professional and student 
development activities would extend this study with related exploratory qualitative research. In face-to-face, 
personal interviews with selected Higher Learning Commission (HLC) peer reviewers, all of whom were or had 
been faculty members, Saurbier’s (2013) phenomenological study asked participants to describe their 
experiences with the accreditation process, and how their institution valued this participation. The higher 
education accreditation peer reviewers placed a high importance on ongoing professional development nature of 
their involvement in the process, noting the following:  

… [the] experience will add a lot of weight to your career.  … that kind of expertise - if you can keep 
the institution informed, avoid the potholes, that is a high value for you as a professional and the 
institution as their capital, as their talent. (Participant C) 

I add weight to my professional dossier; I add value to my own professional experience.  It’s like a triple 
win.  My home institution wins, the college I visit wins, and myself wins. (Participant I) 

That is part of my professional value.   I’m very proud of it.  That is why it is so important that if you 
want to be a professional in higher education, you have to be a very knowledgeable person to help 
yourself standing out among others.  I think this adds value to my whole professional package. I think 
this [HLC peer reviewer] is part of my professional value. (Participant M) 

Every visit gives me a clue on how I can do a better job. (Participant D) 

I’d say there is also a third agenda for me, and that’s always to learn something. … (Participant J) 

These statements may be seen to support not only the professional development aspects of participation in the 
accreditation process, but also lend qualitative support to the empirical data. In the 2014 Survey, 35% of faculty 
respondents perceived that this activity should be viewed as a major factor and an additional 29% believed 
participation in accreditation process should be viewed as an extremely critical factor in the evaluation process.  
At the same time, however, there were participants in Saurbier’s (2013) study whose comments echoed the 
disparity between the current importance and perceived importance placed on this activity. Respondents to the 
2014 Survey noted the preferred importance that should be placed on participation in accreditation as 20% rated 
this as not a factor and 24% reported this as “it should be a minor factor” in current importance in faculty 
performance evaluations. Specifically, in Saurbier’s (2013) study one participant noted: 

It’s hard to know sometimes - sometimes there is support for it and sometimes there is not.  Depends who you 
talk to.  In administration, they can see you better spending time getting donations – others see it as very 
valuable … (Participant A) 
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FUTURE RESEARCH 

This study may be extended increasing the sample and methods of data collection. Subsequent studies may be 
structured to determine differences between specific academic disciplines, allowing evaluators to increase the 
effectiveness of the faculty evaluation process by making discipline-specific modifications. In addition, the use 
of a more in-depth questionnaire in a follow-up study would allow for the articulation of specific differences 
between several of the current categories. For example, parsing clearly the differences between providing 
academic and/or career advising and student mentoring may yield a greater depth of understanding to not only 
the activities being undertaken within each umbrella term, but also could provide further insight into the 
apparent disparity seen in the current data where a combined 64% rated providing academic and/or career 
advising as either a major factor (29%) or an extremely critical factor (35%) and only a combined 44% rated 
student mentoring as either a major factor (17%) or an extremely critical factor (27%) in the current evaluation 
process. Furthermore, surveying academic and/or administrative leaders who perform faculty evaluations would 
help to investigate the activities that they value most significantly, which would be extremely valuable for 
comparative purposes.  

CONCLUSIONS   

This study assessed the importance of faculty professional and student development in faculty performance 
evaluations. The research found that ongoing professional development continues to be a part of faculty 
performance evaluation decisions. These value-added activities help faculty remain current in their field while 
they are able to learn new skills, share best practices in teaching, research, and scholarly activities, and exchange 
knowledge and information by participating in conferences, meetings, seminars, workshops, and continuing 
education courses. Faculty participation in the accreditation process may be desirable. However, this may not be 
as highly valued as some of the other professional development activities used in the performance evaluation 
process. The results indicate a high level of importance faculty place on their role in supporting student growth 
and development through academic advising, career guidance, assisting and supervising student-based research 
and service learning projects, as well as, providing student mentoring and advising student clubs and 
organizations. Student growth and development activities were found to be important factors in faculty 
performance evaluations. Institutions should place more importance on these activities as part of their faculty 
evaluation process as these can improve student learning and increase educational outcomes. 

Additional research is needed on faculty professional and student development as part of the overall evaluation 
process in higher education. Future research may examine additional elements related to faculty professional 
development and student development. Studies may survey various disciplines, increase sample size, and 
compare different types of institutions. Evaluating perceptions of administrators and faculty could further 
expand the research. Furthermore, the instrument may include more levels of ratings and additional items in the 
scale to allow for assessing and analyzing variations in data at multiple levels. 
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Appendix A 
Faculty Professional Developmental Activities 

Valid Responses by Question by Category 
	
Listed	below	are	the	valid	responses,	by	question,	to	inquiries	regarding	faculty	perceptions	on	the	current	
importance	afforded	to	faculty	professional	development	activities	and	the	preferred	level	of	importance	of	
these	activities.	
	
	

	
Perceived	Current	Level	of	Importance	of	Faculty	Professional	Development	Activities	

Valid	Responses	by	Question	by	Category	

Faculty	Professional	Development	Activities	 N	
Not	a	
Factor	

Minor	
Factor	

Major	
Factor	

Extremely	
Critical	
Factor	 N/A	

Evidence	of	continuing	preparation	and	study	 43	 3	 4	 22	 14	 0	

Remaining	current	in	one's	discipline	 51	 3	 10	 12	 26	 0	

Participating	in	seminars,	workshops,	and		
continuing	education	courses	 51	 1	 13	 18	 19	 0	
Attending	professional	meetings	and		
conferences	 51	 1	 12	 16	 22	 0	

Structured	courses	of	study	 50	 16	 17	 11	 4	 2	

Participation	in	the	accreditation	process	 49	 10	 12	 19	 8	 0	
		 		 		 		 		 		 		
		 		 		 	 	 		 		
			

Preferred	Level	of	Importance	of	Faculty	Professional	Development	Activities	
Valid	Responses	by	Question	by	Category	

		 N	
Not	a	
Factor	

Minor	
Factor	

Major	
Factor	

Extremely	
Critical	
Factor	 N/A	

Evidence	of	continuing	preparation	and	study	 43	 1	 3	 11	 28	 0	
Remaining	current	in	one's	discipline	 49	 1	 3	 8	 37	 0	
Participating	in	seminars,	workshops,	and	
continuing	education	courses	 50	 1	 8	 21	 20	 0	
Attending	professional	meetings	and		
conferences	 49	 1	 3	 21	 24	 0	
Structured	courses	of	study	 47	 9	 15	 18	 5	 0	

Participation	in	the	accreditation	process	 48	 6	 11	 17	 14	 0	
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Appendix B 
Student Growth and Development Activities 

Valid Responses by Question by Category 
	
Listed	below	are	the	valid	responses,	by	question,	to	inquiries	regarding	faculty	perceptions	on	the	current	
importance	afforded	to	student	growth	and	development	activities	and	the	preferred	level	of	importance	of	
these	activities.	
	

	
Perceived	Current	Level	of	Importance	of	Student	Growth	and	Development	Activities	

Valid	Responses	by	Question	by	Category	

Student	Growth	and	Development	Activities	 N	
Not	a	
Factor	

Minor	
Factor	

Major	
Factor	

Extremely	
Critical	
Factor	 N/A	

Contributions	to	student	growth	and	
development	 44	 3	 10	 18	 12	 1	

				Providing	academic	and/or	career	advising	 51	 4	 13	 15	 18	 1	

				Participating	in	and	supervising	student-		
				based	research	or	creative	activity	 51	 6	 17	 17	 11	 0	
				Serving	or	advising	student	clubs,					
				organizations,	or	societies	 50	 6	 20	 16	 8	 0	

				Student	mentoring	 51	 11	 21	 10	 8	 1	
		 		 		 		 		 		 		
		 		 		 	 	 		 		
			

Preferred	Level	of	Importance	of	Student	Growth	and	Development	Activities	
Valid	Responses	by	Question	by	Category	

Student	Growth	and	Development	Activities	 N	
Not	a	
Factor	

Minor	
Factor	

Major	
Factor	

Extremely	
Critical	
Factor	 N/A	

Contributions	to	student	growth	and	
development	 42	 0	 3	 15	 24	 0	
				Providing	academic	and/or	career	advising	 49	 1	 0	 21	 27	 0	
				Participating	in	and	supervising	student-		
				based	research	or	creative	activity	 49	 0	 9	 27	 13	 0	
				Serving	or	advising	student	clubs,					
				organizations,	or	societies	 49	 2	 9	 22	 16	 0	
				Student	mentoring	 49	 3	 13	 18	 15	 0	
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Abstract: This paper proposes a conceptual model, explaining the effects of certain reactive or proactive human 
resource management strategies on an organization’s ability to acquire resources. The purpose of this model is to 
demonstrate how, in response to dysfunctional turnover, reactive human resource strategies moderate an 
organization’s ability to acquire resources, while proactive human resource strategies mediate the organization’s 
ability to acquire resources. The model proposes a moderating effect due to the ineffective strategies of an 
organization, such as increasing employee work effort in order to compensate for dysfunctional turnover. On the 
other hand, the model proposes that implementing proactive strategies, such as team work, will mediate the 
organization’s capacity to acquire resources. 

 
INTRODUCTION 

The purpose of this paper is to create a conceptual model which depicts the challenges faced by an 
organization as a result of exercising reactive human resource (HR) strategies. Organizations may find 
this model useful in their preparations to reduce the effects of reactive HR strategies, which are due to a 
dysfunctional turnover event. Current literature does not adequately address the effects of HR strategies 
due to dysfunctional turnover on organizational performance (Kondrasuk, 2004). Dysfunctional turnover 
includes all forms of turnover not controlled by the employer. In addition, the effects of reactive HR 
strategies on organizational operations are explored relative to an organization’s ability to acquire 
resources necessary for operation. Finally, this model includes the mediating role of proactive HR 
management strategies on the firm’s operations relative to dysfunctional turnover.  

REVIEW OF THE LITERATURE 

According to Glebbeek & Bax (2004), it is not sufficient in building theory to describe the antecedent 
turnover; researchers must also measure the variance caused by the independent variable, turnover, on the 
dependent variable, organizational operations. Thus, to address the call for additional research, a study 
was formulated to determine whether employees perceived an association between dysfunctional turnover 
events and HR strategies employed to counter the effects of dysfunctional turnover. 

Hisey (2012) found that, as a result of dysfunctional turnover, employees associated customer complaints 
with certain HR strategies, such as increased level of rework and increased time spent training on 
customer service. Additionally, as a result of dysfunctional turnover, employees perceived that the level 
of customer complaints was associated with the HR strategies of increased level of effort to produce the 
organization’s output, increased work schedule alterations, and increased time spent on employee 
performance training.  

Moreover, employees perceived that, as a result of dysfunctional turnover, change in the number of 
clients served, rate at which the organization gained or lost customers, and change in the quality of the 
organization’s output were all associated with increasing team efforts within the organization (Hisey 
2012). Findings regarding the association of training and team work on organizational performance are 
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consistent with extant literature (Cantarello, Filippini, & Nosella, 2012; Reed et al., 2006; Schein, 1990; 
Sirmon & Hitt, 2003; Vermeeren et al., 2014; Yaacob & Abas, 2011). 

According to Hisey (2012), employees perceived that, as result of dysfunctional turnover, employee 
satisfaction in the work environment was associated with the HR strategy of increasing team efforts. Once 
again, these responses are consistent with past literature on the effects of turnover on organizational 
operations (Evans, 2006; Morrow & McElroy, 2007; Steers & Rhodes, 1978). 

Finally, employees perceived that, due to dysfunctional turnover, the number of late deliveries was 
associated with HR strategies, such as increasing the level of rework and increasing the time spent on 
training employees for customer satisfaction (Hisey 2012). The number of late deliveries was also 
associated with the HR strategies of increased work effort, additional work schedule alterations, and an 
increase in the time spent on employee performance training, and employees perceived that, during a 
dysfunctional turnover event, change in the level of output was associated with the HR strategy increase 
in team efforts. 

In conclusion, employees perceive that, as a result of dysfunctional turnover, an organization will employ 
strategies of additional rework, increased training, increased level of effort, additional work schedule 
alterations, and increased team efforts in order to counter the effects of dysfunctional turnover. All of 
these strategies are additional costs to the organization, affecting the organization’s ability to acquire 
resources necessary for operation. While all of the aforementioned strategies are associated with 
dysfunctional turnover, not all of the strategies were perceived to be positively correlated with the firm’s 
performance. As such, not all strategies mediate an organization’s ability to acquire the resources 
requisite to effectively compete in the market place. Both moderating and mediating effects due to HR 
strategies are presented in the conceptual model.  

CONCEPTUAL MODEL 

Figure 1 depicts the conceptual model for this study. Employers monitor their resources to maintain the 
correct resource mix to serve their markets. The resource mix is comprised of human resources, hard 
assets—such as financial capital, equipment and buildings—and finally, information or knowledge.  

The collection of resources used by the firm to create and distribute the firm’s output is a function of the 
processes inherent in the firm. The input mix and the management of the inputs affect the firm’s 
operational efficiency, and determine the long-term viability of the firm (Conner & Prahalad, 1996). In 
addition, how quickly and efficiently the firm can adapt to the loss of an employee also affects the long-
term viability of the firm (Sirmon & Hitt, 2003). Strategies are employed to alter the input mix and the 
processes that produce the firm’s output. Examples of HR strategies employed by organizations to 
counter the effects of dysfunctional turnover include additional rework, increased training, increased level 
of effort, additional work schedule alterations, and increased team efforts.  

A firm’s capacity to obtain resources is a function of the supply and demand for resources, coupled with 
the firm’s capacity to attract resources. The firm’s capacity to attract resources is a function of the 
strategies it employs to compete against other firms for scarce resources, as shown in the conceptual 
model. Finally, dysfunctional turnover moderates the firm’s ability to acquire resources (Penrose, 1955 & 
1959).  

Turnover is subdivided into functional and dysfunctional turnover (Dalton, Todor, & Krackhardt, 1982). 
Functional turnover may benefit an organization, and typically represents a planned event. Dysfunctional 
turnover may be defined as resignations or any turnover event that is not planned. Dysfunctional turnover 
fluctuates with the vagaries of supply and demand for labor on a macro-economic scale (Hackman & Lee, 
1979). From an organizational perspective, fluctuations in dysfunctional turnover are based on the local 
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job market and employee motivation to remain with or leave their current employer. All functional 
turnover described thus far falls within the optimum rate of labor stability typically managed by the firm’s 
human resource strategies (Abelson & Baysinger, 1984). Thus, a firm will establish strategies leading to 
policies and guidelines to manage the loss and acquisition of all assets, including human assets (Lee, Hsu, 
& Lien, 2006).  

The conceptual model is divided into six primary components. These components are represented in the 
following:  

1. Resources are subdivided into human, non-human (hard assets), and knowledge (Barney,      
1991).  

2. Organizational environment includes the firm’s internal environment; and the external 
environment in which the firm competes (Denison, 1996).  

3. Type of turnover is subdivided into long-term leaves of absence, termination of employment, and 
dysfunctional turnover.  

4. Proactive HR strategies mediate the organization’s ability to acquire resources. Reactive 
strategies, as a result of dysfunctional turnover, moderate the organization’s ability to acquire 
resources. Mediating effects on the organization’s capacity to acquire resources are denoted by 
solid lines, while moderating effects are denoted by dashed lines. 

5. Organizational environment includes the firm’s internal and the external environment in which 
the firm competes (Denison, 1996).  

6. Finally, the organization’s capacity to acquire resources and to remain competitive is the result of 
efficient operations within the constraints of the firm’s external environment, as denoted by the 
solid lines, beginning with the mediating effects of HR strategies to accommodate the effects of 
turnover on organizational performance, then to the effects of the firm’s external environment, 
and culminating in resource acquisition. Conversely, dysfunctional turnover has a moderating 
effect on the firm’s capacity to acquire resources due to reactive HR strategies employed to 
counter the effects of dysfunctional turnover, as denoted by the dashed lines at the bottom of 
Figure 1.  

DISCUSSION 

Hisey (2016) found that, during a dysfunctional turnover event, respondent employees correlated team 
efforts (a proactive HR strategy) positively with the quality of the organization’s output (t= 3.31, p < 
0.005). Conversely, during the same turnover event, respondent employees perceived a negative 
correlation between increased work effort (a reactive HR strategy) and the quality of the organization’s 
output (t= -3.61, p < 0.005).  

These results indicate that a proactive HR strategy, such as team building, is perceived by the employees 
to have a positive effect on the quality of the organization’s output; whereas a reactive HR strategy, such 
as increased work effort, is perceived by the employees to be negatively correlated with the quality of the 
organization’s output. These findings are consistent with the conceptual model in this paper. The team 
based approach is perceived to mediate the quality of the organization’s output. While increased work 
effort is perceived to moderate the quality of the organization’s output.  
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FIGURE 1: CONCEPTUAL MODEL 

 

 

Moreover, employees may also perceive that, in addition to quality, output has also increased. Hisey 
(2016) found that respondent employees perceived a positive correlation between level of output and the 
quality of the organization’s output (t= 5.94, p < 0.005). Finally, increased output, along with a perceived 
increase in quality, may increase the ability of the firm to improve its margin of profit, therefore enabling 
the firm to acquire additional resources with which to compete. 

CONCLUSION 

The conceptual model outlines the effects of reactive HR strategies due to dysfunctional turnover on the 
firm’s operations with resource acquisition as the ultimate goal. Both the conceptual model and past 
studies have shown that a reactive HR strategy, such as increased work effort employed to counter the 
effects of dysfunctional turnover, may moderate the firm’s ability to acquire resources. Conversely, the 
conceptual model indicates that proactive HR strategies such as team building may mediate the firm’s 
ability to acquire resources.  

FUTURE STUDIES 

Future studies should explore the antecedents affecting the firm’s decision to choose a particular HR 
strategy to improve the firm’s performance. These antecedents should include the firm’s level of 
performance before the turnover event, its capacity to acquire resources, the effects of the firm’s internal 
environment on resource acquisition, and the effect that the employee’s past performance had on the 
firm’s operations. Incorporating these antecedents into a performance model will aid managers in 
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choosing a strategy that maximizes organizational efficiencies and reduces the effects of dysfunctional 
turnover on the firm’s operations.  
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ABSTRACT: The process of engaging undergraduate students can be increasingly challenging.  Creating an 
environment of engagement can be particularly daunting among Principles of Management students due to the 
theoretical nature of the materials and the perceived overlap with previous management and business coursework. 
In order to promote internalization and application of management and organizational behavior concepts, a service 
learning course project is assigned.  The following service project not only offers opportunities for experiential 
learning, but also creates ties with community stakeholders.  The learning objectives of the project, as well as the 
details of the instructions for implementation are presented.   Teaching Notes are also provided. 
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INTRODUCTION 

The service learning experiential project described here is part of a business course, Principles of 
Management.  The class covers topics primarily related to the four functions of management: planning, 
leading, organizing, and controlling.  A primary focus of the course is to engage students in understanding 
the practical applications of course concepts.  This experiential service learning project is designed to 
allow students a means of practical application of the four principles while also promoting positive 
experiences in relation to social responsibility and the increasingly important topic of social enterprise 
(Dart, 2004).  

Over the last several decades, an increasingly large number of organizations have adopted some element 
of social impact or service into their mission and vision. While most organizations are aware of the 
impact of the four traditional functions of management via everyday operations, many do not connect 
these principles to social impact or service.  By exposing future organizational leaders to projects that 
bridge this gap, educators may have an early impact on dynamic thinking that connects traditional 
functions of management to service-relevant missions. 

The positive and long lasting impact of service learning on student participants is well researched and 
documented (Avalos et al 1999).  Benefits include both behavioral and value-based elements.  Students 
involved in service during college are more likely to attend graduate school, earn higher level degrees, 
volunteer after college, participate in community action, and be better equipped for diverse work settings 
(Avalos et al., 1999).  Additionally, there is evidence that students who are given service-learning 
opportunities may show better academic performance as a result (Strange, 2004) 

This project has been offered over 11 semesters in sections of Principles of Management courses.  
Feedback from students, as well as from participating organizations, has been used in efforts of continual 
improvement of the relevant projects.  The service project is suitable for Principles of Management 
courses as well as related courses such as Organizational Behavior, Special Topics in Management, and 
Non-Profit Management.  A more involved version of this project may be adapted to graduate level 
courses, particularly applied courses in MBA programs. 

The experiential service learning project objectives, specifications, and description of deliverables are 
included below.  Teaching Notes are available upon request.   
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PROJECT LEARNING OBJECTIVES 

The project is designed for group sizes of up to four members. The objectives the experiential service 
learning project follow: 

1) To give each student an opportunity to apply each of the four management functions of planning, 
leading, organizing, and controlling in practical scenarios. 

2) To explore creative ways to incorporate management principles into service activities. 

3) To increase understanding of the positive impacts of organizational service on the community. 

4) To allow students an opportunity to create network connections with leadership at non-profits and 
charities. 

5) To promote greater understanding of management principles by allowing student groups present 
their projects along with examples of how they made practical applications of the four functions 
of management to their peers. 

PROJECT DESCRIPTION 

Students form small groups to use the four functions of management to engage in service learning for the 
benefit of a non-profit organization.  Students are given several opportunities for meeting other class 
members during obligatory group-discussion breakout sessions.  After students have met other members 
of the class, they are given an in-class opportunity to interview each other about skills, work styles, and 
schedules.  Then, after learning in class about the tenets of successful teams (synergies, specialization of 
talent, complimentary skill sets, similar work ethics, etc.), students self-select into teams.  Once in teams, 
students are required to engage in group brainstorming to create a list of possible project ideas that they 
can implement for the benefit of their chosen partner organization.  Each group creates an expanded 
summary of their top five ideas, from which they are to choose the best idea for their project.  In the case 
of an insurmountable obstacle to the completion of the top project idea, the group may choose one of the 
remaining four ideas.  

Service learning is defined as “a form of experiential education in which students engage in activities that 
address human and community needs together with structured opportunities for reflection designed to 
achieve desired learning outcomes.” (Jacoby 1996) 

The definition of service learning must be fully executed by each group.  That is, each group must not 
only engage in a service project that directly relates to the relevant course concepts, but also reflect on 
that experience in the form of a presentation that must be prepared and shared with peers.  Through this 
process, the full definition of service learning is integrated into each group’s project. 

PROJECT SPECIFICATIONS 

1) Students will form small teams of no more than 4 persons, then meet to come up with a fundraising 
idea to raise money for a charity of your group’s choice.  You should use the four aspects of management 
(planning, leading, controlling, organizing) to help you to your goal.  Teams should also consider how 
your project relates to the 4 components of an organization (task, people, technology, and structure).  In 
other words, decide what the project task is, how each member of the team contributes (people), and in 
what ways might you use technology or structure to reach your goals.  At the end of the semester, each 
group will need to make a short presentation (10-15 minutes) in which they explain what their group did 
in relation to these components. 
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2) Each group should select a nonprofit organization with which to partner.  Organizations may be any 
size and may cover any size or scope, varying from local to international. The brainstorming process 
should help generate ideas for fundraising activities.  Remember, the more ideas the better - there are no 
bad ideas in a brainstorming session.  Once the group generates the ideas, narrow it down to the best 5 
possibilities.  From these the group will choose one to use as the basis of the action plan.  NOTE: groups 
may find that while generating the action plan, the group realizes another idea would be better; refer back 
on the top 5 list at this point. 

3)  Contact the organization to obtain permission for collaboration.  Team members may also consider 
partnering with the organization to determine optimal fundraising programming.  The activity must, 
however, be a unique contribution. NOTE: groups may not simply participate in an existing fundraiser 
that the organization is already organizing.  Exceptions can only be made if the group develops and 
implements a new activity or program that was not originally planned. 

4) The action plan should follow the four aspects described in the text, including specific steps (how), 
people (who), resources (what), and time period (when).    Ideas should be detailed enough that you could 
give your list to a non-group member and they would be able to implement your project.  

5)  Plan, lead, organize, and control the activity as a group.  In essence, each group shall function as a 
self-managed team as it completes the project.  At this point you should know if your first choice of 
activity/organization is going to work.  If not, go back to your brainstorming ideas and pick another.  
Remember, you have to present on what happened.    You are responsible for all actions you and your 
group decide on.  Make sure that if, for example, your group decides to put on a fundraising event on 
campus, someone in your group needs to be sure to check with the appropriate campus office to reserve 
that space as well as attain permission to use that space.  In other words, just as you would have to do if 
you were organizing a project for your organization, you are responsible for all aspects of planning and 
organizing, including obtaining necessary permissions, etc.   

6) Review, reflect, and document your progress as a team.  You should begin preparing your presentation 
as you complete your project.  As a team, you should keep notes of your activities.  Include those notes as 
the foundation of the topics you will include in your presentation. 

PROJECT DELIVERABLES  

Each team must:  

1)  Prepare a brainstorming summary which outlines at least twenty ideas for projects that could be 
implemented to raise funds or in some way benefit the selected organization. 

2)  Prepare an action plan that outlines which tasks are to be completed by team members.   

3)  Prepare a 10-15 minute PowerPoint or Prezi presentation that explains the fundraising event or activity 
that the group chose to complete.  The Presentation must also incorporate concepts from the text that 
relate to the group’s process and activity experience.  Topics should include at least the four functions of 
management: planning, leading, organizing, and controlling. 
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TEACHING NOTES 
 

General Teaching Notes 
As noted in the manuscript, the service learning project is designed as an integrated practical 
application of class topics and material.  Students are educated on the four major functions of 
management during class through several mediums, including in-class discussions, guest 
speakers, and lectures.  The project is due near the end of the semester so that students have a 
level of familiarity with and understanding of the planning, leading, organizing, and controlling 
functions of management before completing the presentation portion of the project. 
 
Teaching notes for project specifications: 

1) You will form small groups of no more than 4 persons, then meet to come up with a fundraising idea to 
raise money for a charity of your group’s choice.  You should use the four aspects of management 
(planning, leading, controlling, organizing) to help you to your goal.  You should also consider how your 
project relates to the 4 components of an organization (task, people, technology, and structure).  In other 
words, decide what your project task is, how each member of the team contributes (people), and in what 
ways might you use technology or structure to reach your goals.  At the end of the semester, your group 
will need to make a short presentation (10-15 minutes) in which you explain what your group did in 
relation to these components. 

Teaching Note:  Prior to allowing students to self-select into teams, the instructor may implement 
several short team-building and ice-breaker activities which promote new introductions between 
class members. 

2) Each group should select a nonprofit organization with which to partner.  Organizations may be any 
size and may cover any size or scope, varying from local to international. The brainstorming process 
should help you generate ideas for fundraising activities.  Remember, the more ideas the better - there are 
no bad ideas in a brainstorming session.  Once you generate the ideas, narrow it down to the best 5 
possibilities.  From these you can choose one to use as the basis of your action plan.  NOTE: you may 
find that while generating your action plan, you realize you may want to use another idea - you can refer 
back on the top 5 list at this point. 

Teaching Note:  Students typically select their own target organization.  If students have trouble 
finding an organization, the professor may elect to provide contact information for non-profit 
organizations that have expressed interest in working with the university and students. If multiple 
groups want to work with the same non-profit, that is allowed pending approval from the 
organization. 

3)  Contact the organization to obtain permission for collaboration.  Team members may also consider 
partnering with the organization to determine optimal fundraising programming.  The activity must, 
however, be a unique contribution. NOTE: groups may not simply participate in an existing fundraiser 
that the organization is already organizing.  Exceptions can only be made if the group develops and 
implements a new activity or program that was not originally planned. 
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Teaching Note:  Students must create added value for the organization as part of this project.  Simply 
participating in an existing event is not sufficient.  Student focus should be on managing a new and 
creative activity or event that complements their partner organization’s needs and values. 

4) The action plan should follow the four aspects described in the text, including specific steps (how), 
people (who), resources (what), and time period (when).    Ideas should be detailed enough that you could 
give your list to a non-group member and they would be able to implement your project.  

Teaching Note:  The instructor may elect to remind students to document all details of the planning 
process, even those that they consider routine or unimportant.  As the semester progresses and new 
topics are covered in class, students may realize new or additional relevance of past activities in the 
context of the more recent lecture material. 

5)  Plan, lead, organize, and control the activity as a group.  In essence, each group shall function as a 
self-managed team as it completes the project.  At this point you should know if your first choice of 
activity/organization is going to work.  If not, go back to your brainstorming ideas and pick another.  
Remember, you have to present on what happened.    You are responsible for all actions you and your 
group decide on.  Make sure that if, for example, your group decides to put on a fundraising event on 
campus, someone in your group needs to be sure to check with the appropriate campus office to reserve 
that space as well as attain permission to use that space.  In other words, just as you would have to do if 
you were organizing a project for your organization, you are responsible for all aspects of planning and 
organizing, including obtaining necessary permissions, etc.   

Teaching Note:  At this point in the project, it is helpful to emphasize to students the importance of 
relating the service project to the four functions of managing.  Students should be reminded that a 
major component of experiential learning is the process itself.  

6) Review, reflect, and document your progress as a team.  You should begin preparing your presentation 
as you complete your project.  As a team, you should keep notes of your activities.  Include those notes as 
the foundation of the topics you will include in your presentation. 

Teaching Notes:  Students are expected to all participate in the presentation.  The instructor may 
consider emphasizing to students the importance of experience in presenting for successful job 
interviews and job performance.  The instructor may also elect to use certain amounts of class time 
and time outside of class to meet individually with groups to review their presentations and provide 
feedback.  
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Abstract: In this paper, the Degree Audit Reporting System (DARS,) used by the state colleges and universities of 
Minnesota, was analyzed to determine if any changes could be made to improve the general management of the 
system and aid students and advisors in the registration process. The revisions proposed will present a more 
effective and efficient system. 

I. INTRODUCTION 

Improvements to existing college-level automated academic record systems are essential in order to 
increase the effectiveness of the system and efficiency during registration. Automated academic records 
are used by students and advisors to aid the students in determining which classes are still needed in order 
to graduate. Minnesota State Colleges and Universities (MnSCU) use a Degree Audit Reporting System 
(DARS) to provide the students with a list of the classes they have and have not yet taken. However, 
DARS has numerous complications such as poor user readability and a confusing format that makes it 
difficult for students to determine the courses needed to graduate.  Therefore, improvements to DARS 
need to be implemented to better aid the students and advisors during registration and advising.  

To fully identify the requirements needed in an automated academic record system, one must observe the 
systems that are already in use. Linda Carswell, Pete Thomas, Marian Petre, Blaine Price, and Mike 
Richards (1999) published the article “Understanding the 'Electronic' Student: Analysis of Functional 
Requirements for Distributed Education” in which they determine the requirements requested by distance 
education students such as timely updates and electronic copies of forms completed by the students in the 
event of accidental misplacement by the university. They use these requirements as the tools in the 
academic record system developed for Open University, located in the United Kingdom.  

Mahyar Izadi, Ali Kashef, and Ronald Stadt (1996) argue in their article, “Quality in Higher Education: 
Lessons Learned from the Baldrige Award, Deming Prize, and ISO 9000 Registration” that the techniques 
university programs implement to benefit students should be based on Total Quality Management (TQM) 
concepts. A large focus of TQM is exceptional customer service. The article recommends the TQM 
concept in the design of a student registration system in providing what the user desires in the system.  

Due to automated academic record systems still being a fairly new development, only a handful of studies 
have been conducted on how to create the systems, let alone how to improve them. There is little data 
based on what students would like in an academic record system, and what would benefit advisors when 
assisting the students.  

This study conducted at Bemidji State University (BSU) provided students and advisors the opportunity 
to express feedback on the current DARS system and what specific improvements they would like to see. 
The purpose of this study was to find revisions that can be made to DARS in order to more effectively aid 
students in the registration process. These improvements were derived from questionnaires that were 
distributed to the students and advisors at BSU. 
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II. CURRENT SYSTEM 

The current DARS system that is used by MnSCU is shown in Figures 1, 2, and 3. This anonymous 
student is a Business Administration major with a Finance emphasis from BSU. The system shows goal 
areas in liberal education courses that the student has and has not yet completed as well as what classes 
are still needed for the Finance emphasis. These are shown through green checkmarks and red Xs, 
indicating complete and incomplete categories, respectively.   

At the top of the DARS page is a chart displaying the student’s credits and GPA as well as a list of the 
student’s ACT scores. The system then states the requirements for graduation and lists the different goal 
areas for the liberal education courses. If a goal area has not yet been completed, the system provides a 
list of the courses the student must choose from. The same is done for the Business Administration 
degree, with required basic core courses, additional required courses and required electives the student 
must take to complete the degree.  

FIGURE 1. CURRENT DARS SYSTEM: CHART 

!
!!!!

FIGURE 2. CURRENT DARS SYSTEM: ACT SCORES 
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FIGURE 3. CURRENT DARS SYSTEM: GOAL AREAS 

 
 
III. RESEARCH 

The survey design was quantitative and qualitative questionnaires that were sent to students and advisors 
via classrooms, Desire2Learn (D2L), and intercampus mail. According to The Sage Encyclopedia of 
Qualitative Research Methods (2008), quantitative data is “any data that is in numerical form such as 
statistics, percentages, etc.” In contrast, qualitative data has been defined by The Business Dictionary 
(2015) as “data that approximates or characterizes but does not measure.” 

D2L is a learning management system used by MnSCU. It displays a list of the students’ classes, each of 
which are referred to as shells. Each shell contains information for the class such as news, quizzes, 
grades, etc. Both on campus and online classes utilize D2L as professors can easily collect assignments 
from their students over the system and also quickly inform the students of course changes.   

After obtaining each professor's permission, the questionnaires were handed out at the beginning of 
classes for the on campus students. To ensure that the study received a diverse amount of students from 
different majors, one class from all departments offered by BSU were contacted to be included in the 
distribution. The questionnaire was sent out to the advisors through intercampus mail with a return 
address of this study’s faculty advisor's box number. Thirty advisors of Bemidji State University were 
chosen to receive a questionnaire using the =RANDBETWEEN function on Excel to generate the names. 
This function selects inputted data at random. After receiving permission from the Human Subjects 
Committee to conduct this research, the Director of the Center for Extended Learning was contacted to set 
up a D2L shell for online students to take the questionnaire. Eight professors were asked if they would 
allow for this questionnaire to be given in their online classes. Out of the eight, three professors agreed. 

Two questionnaires were created: one with questions pertaining to the students and one to the advisors. 
Questions included ‘rating scales’ to assess the satisfaction level of the users with the current system, 
‘multiple choice’ to determine if specific changes would be beneficial to the users, and ‘additional 
comment’ sections for the respondents to expand their answers further. The Likert scale model was used 
for the rating scales. According to The Business Dictionary (2015), Likert scales are ‘A method of 
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ascribing quantitative value to qualitative data, to make it amenable to statistical analysis... Likert scales 
usually have five potential choices (strongly agree, agree, neutral, disagree, strongly disagree).’  

In accordance with the requirements set by the Human Subjects Committee of Bemidji State University, 
an informed consent form and debriefing statement was created for the students and advisors who chose 
to participate in the study, and attached to the questionnaires.  

For the quantitative portion of the questionnaire, descriptive statistics were used to evaluate the data. This 
allowed for easy review of the results for the rating scale and multiple choice questions of the 
participants. Common themes and patterns were identified between the on campus students, online 
students, and advisors for the qualitative section of the questionnaire to evaluate how useful the current 
DARS system is and what, if any, changes should be made to better aid those who use the system.    

In total, there were 297 on campus students, 9 online students, and 11 advisors who chose to participate in 
this study. There were 13 students who admitted that they had never heard of DARS before receiving the 
questionnaire. The first sets of questions asked on the questionnaires were concerned with how the 
students and advisors viewed DARS. The students were asked if they reviewed DARS before registering 
for classes. Of the on campus students, 89.23%, and 66.67% of the online students said yes. The 
questionnaire then asks a set of rating scale questions having to do with how satisfied the students and 
advisors are with various aspects of DARS, with 1 being ‘Not Satisfied,’ 2 ‘Somewhat Satisfied,’ 3 
‘Neutral,’ 4 ‘Satisfied,’ and 5 ‘Very Satisfied.’  

The first rating scale question asked how satisfied the students and advisors were with the usefulness of 
DARS. It was discovered that 55.89% of on campus students, 66.67% of online students, and 45.45% of 
advisors are ‘Satisfied’ with the usefulness of the current DARS system.  

The second rating scale question asked how satisfied they were with the format of DARS. Of on campus 
students, 38.05%, 44.44% of online students, and 36.36% of advisors are ‘Satisfied’ with the format of 
DARS. 

The third rating scale question asked the students and advisors how satisfied they were with the user-
friendliness of DARS. The data showed that 44.78% of on campus students, 66.67% of online students, 
and 45.45% of advisors are ‘Satisfied’ with the user-friendliness of DARS. 

The questionnaire then asks the participants which of the five words given describe DARS. These five 
words are ‘Organized,’ ‘Cluttered,’ ‘Helpful,’ ‘Confusing,’ and ‘Easy to Read.’ The students and advisors 
were allowed to select all that apply. On campus students, online students, and advisors all selected 
‘Helpful’ as the top word to describe DARS.  Overall, the initial questions gave the impression that no 
changes were needed to the current DARS system. 

However, the questionnaire later asks questions related to potential changes to DARS. A second set of 
rating scales were used in this section and were concerned with how useful the students and advisors find 
existing aspects of DARS as well as changes that could be made. These scales were set up with 1 being 
‘Not Useful,’ 2 ‘Somewhat Useful,’ 3 ‘Neutral,’ 4 ‘Useful,’ and 5 ‘Very Useful.’  

The first question in this second set asked only the students how useful they viewed the charts that can be 
found on the top of the DARS page. Of on campus students, 49.31% think that the charts at the top of the 
DARS page are ‘Useful,’ and 44.44% of online students find them to be ‘Very Useful.’  

The second question asks how useful the red Xs/green checkmarks to indicate an incomplete/completed 
category in the current DARS is. Demonstrating that students and advisors find the red Xs and green 
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checkmarks an important aspect of DARS, 46.67% of on campus students find them ‘Useful,’ while 
88.89% of online students and 66.67% of advisors find them ‘Very Useful.’ 

The participants also seemed to enjoy the suggested potential changes, which were covered in the next 
three questions. The first potential change question stated that currently only a class’ course number is 
listed under ‘Classes Needed’ and asked how useful it would be to the students and advisors to, in 
addition, display the entire class title. Of on campus students, 44.81%, and 55.56% of online students 
believe that displaying the entire class title would be ‘Very Useful,’ while 44.44% of advisors think it 
would be ‘Useful.’ 

The second question asked how useful a change in the overall format would be so that there is a greater 
distinction between the different categories of Majors, Minors, General Electives and Programs. This 
change was found to be ‘Useful’ to 47.96% of on campus students and 62.50% of online students. 44.44% 
of advisors were ‘Neutral’ about the change.  

The last potential change question asked the students how useful it would be to display the advisor 
contact information on DARS. Currently DARS offers a link for students to look up their advisor 
information; however, it leads the students to the online directory of all faculty members instead of 
providing them with contact information directly. Of on campus students, 40.00%, and 44.44% of online 
students stated that advisor contact information would be ‘Useful.’ 

If the students have more than one major, emphasis, or concentration, DARS will separate these to 
multiple windows. This does not allow for the students or advisors to view all of the categories in one 
location, but instead forces them to switch between Internet tabs. The questionnaire asked the participants 
if it would beneficial to combine everything onto one DARS page. Of on campus students, 65.42%, 
66.67% of online students, and 66.67% of advisors stated that they would prefer for one DARS page 
versus multiple windows.  

The questionnaire also asks the advisors if they have needed to view the students’ ACT scores that are 
located at the top of the page. Out of the eleven advisors, 45.45% said that they occasionally view these 
scores, and wrote in that it is usually to determine math placement.  

The last section of the quantitative questions asked which of the following forms students would take 
advantage of via DARs or that the advisor would like to have access to during an advising session. The 
forms provided on the questionnaire were ‘On-line Course Work Only Forms,’ ‘Substitute/Transfer 
Equivalency Forms,’ ‘Graduation Planning Forms,’ and ‘Advisor Change Forms.’ It was found that 
students and advisors thought forms available on DARS would be advantageous, with 35.52% of on 
campus students, 42.11% of online students, and 31.82% selecting ‘Graduation Plans’ as the top form to 
include.  

The qualitative portion of the questionnaires include the question ‘What, if anything, would you change in 
the current DARS?’ Most on campus students reiterated that they would prefer DARS to have the entire 
class title displayed for ‘Classes Needed’ versus only the class number. However, there were four 
common themes found for additional changes to DARS not mentioned in the questionnaire.  

The first theme was to let the students know if a class is only offered during a specific semester. On 
campus students wrote that DARS should “add when/if classes are offered for next 2 semesters” and it 
should give “maybe a warning if a class is only offered at a certain time of year.” The second theme was 
for DARS to suggest “what classes the students should take based on class popularity” or “what order is 
best to take them in.” The third theme was to make DARS easier to locate. One student wrote “I wish it 
was displayed differently on e-services. It took me two years to find where it was.” Lastly, the fourth 
theme was to update DARS more frequently. Students wrote that DARS includes classes they do not need 
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to take or ones that are no longer offered. One student suggested that DARS should be “updated right 
after registration so you could see exactly where courses fall.” Upon examining this theme closer, the 
issue of updating would need to be further researched as the problem could have occurred for multiple 
reasons; one being if the students were transferring courses from another institution.  

There were no themes found amongst the online students. Most did not answer the qualitative questions, 
but those who did stated that, like the on campus students, they would prefer for DARS to be easier to 
access.  

As with the online students, there were no common themes within the advisors. This is most likely due to 
the low number of participants in the online and advisor categories. However, the advisors who chose to 
answer the question also stated that DARS needs to be updated more frequently and that it “should 
display what semester the course is offered.” An additional suggested change was for DARS to “indicate 
# credits for each class” for those under the ‘Classes Needed’ section.   

IV. REVISIONS 

Based on the results from the questionnaires, revisions were made to the current DARS in order to present 
a more effective system. To create these changes, Wix.com was utilized. Developed in 2006, Wix.com is 
a drag and drop website building platform that allows its users to create full websites for free. It was 
chosen for its simplicity and user-friendliness. The sample system created is based on a student majoring 
in Business Administration with double emphases in Management and Entrepreneurship, double minoring 
in Management Information Systems and Psychology, and a member of the Honors Program at Bemidji 
State University. This student is referred to as ‘Sample Student.’ 

To separate out the different categories of DARS, a Homepage was created and is shown in Figure 4. The 
Homepage introduces the students to their DARS and allows them to select what set of classes they would 
prefer to view depending on major(s), minor(s), and any programs they are participating in. It also gives 
them the option to view common forms used by the university as well as create their own schedule. These 
options will be discussed more in-depth later in this paper.  

  FIGURE 4. REVISED DARS SYSTEM: HOMEPAGE 
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The Overview page can be seen in Figure 5. This page displays the students’ name and ID at the top. This 
sample system shows the ID as ‘11111111.’ It also provides the students with the name of their advisor 
and includes an image of an envelope that, when clicked, opens Microsoft Outlook and allows the 
students to directly email their advisor. Due to the popularity of the graph in the existing DARS system, 
the revised system includes the graph in the overview. Also on this page is the classification of the 
students, their ACT test scores, and any programs they are a participant of. All of these are currently in 
the existing system.  

	
  FIGURE 5. REVISED DARS SYSTEM: OVERVIEW PAGE  

	

Additionally, on each page of the proposed system, there is a house icon that directs the users back to the 
Homepage and a printer icon that allows the users to print the current page.  

As shown in Figure 6, if the students select the Major(s) button on the Homepage, the system takes them 
to a page that lists the classes in their major and any emphases they may have. On the right of the page, is 
a list of the graduation requirements according to their major. The red Xs and green checkmarks have 
been carried into the current system as students and advisors found them to be useful.  

One of the changes made to the system that was requested widely by students and advisors, was to display 
the entire class title for classes needed instead of only the course number. This makes it easier and more 
efficient for the users to know what classes are still required for graduation. An additional change that 
would be useful, but was not included in this revised system, is to include what semester(s) the courses 
are offered.  

The Minor(s) page opens up to a minor(s) homepage, which can be seen in Figure 7. This is because the 
‘Sample Student’ has two minors. Having different tabs within this DARS page allows for the users to 
view these minors separately or all at once.  

Once the students have selected a minor button, DARS opens to that page but maintains the three buttons 
at the top so that the users can easily switch to a different minor. Seen in Figure 8 and 9, the button that 
has been selected turns from green to gray in order for the users to quickly know which page they are on. 
The graduation requirements for each minor are displayed on the right of the page, just as in the Major(s) 
page.   
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The Honors page is similar to the Major(s) page, where it displays all of the classes the ‘Sample Student’ 
has completed and still needs to take. The graduation requirements for the Honors Program are listed on 
the right hand side of the page. This can be seen in Figure 10.  

 FIGURE 6. REVISED DARS SYSTEM: MAJOR(S) PAGE 
 

 
	

	
	

    FIGURE 7. REVISED DARS SYSTEM: MINOR(S) HOMEPAGE 

	
	

     
 
 
 



Degree Audit Reporting System (DARS)  Fall 2016, 61 
	

 
FIGURE 8. REVISED DARS SYSTEM: MANAGEMENT INFORMATION SYSTEM 

MINOR(S) PAGE 
	

	
	

FIGURE 9. REVISED DARS SYSTEM: PSYCHOLOGY MINOR(S) PAGE 
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FIGURE 10. REVISED DARS SYSTEM: HONORS PAGE 

	

Also available on the Homepage is an icon to select Forms. As seen in Figure 11, popular forms used by 
the students have been included for easy access. These forms include those asked on the questionnaire, 
[On-line] ‘Course Work Only,’ ‘Substitute/Transfer Equivalency,’ ‘Graduation Planning,’ and ‘Advisor 
Change,’ as well as others found to be used frequently such as ‘Arranged Course Request,’ ‘Course Work 
Only,’ ‘Graduation Application Revision,’ and ‘Internship Agreement.’ Upon selecting one of the form 
links, the form opens in a new tab for the users to print and complete.  

 

FIGURE 11. REVISED DARS SYSTEM: FORMS PAGE 

The Create Your Schedule page is an interactive section of DARS that allows for the users to select which 
classes they still need to take and assign those classes to a particular semester using drag n’ drop. The 
Schedule Homepage shown in Figure 12 displays the three tabs that apply to ‘Sample Student:’ Major(s), 
Minor(s), and Honors.  
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FIGURE 12. REVISED DARS SYSTEM: CREATE YOUR SCHEDULE PAGE 

	
	

There is also an option for the students to search the catalog using the class ID or class title. Once a tab 
has been selected or class has been searched for, the list of classes available will be displayed. This can be 
seen in Figure 13 for the Major(s) tab.  

  FIGURE 13. REVISED DARS SYSTEM: MAJOR(S) CLASSES AVAILABLE 

	

The students can then select the class they desire and drag n’ drop it into the semester schedule page they 
plan to take it during. Depicted in Figure 14, the BUAD 4469 Small Business Case Analysis is selected 
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and dragged into the Fall 2015 semester schedule page. The class will then disappear from the list of 
Management and Entrepreneurship Emphasis classes.  

	
   FIGURE 14. REVISED DARS SYSTEM: DRAG N’ DROP 

	
	

Students are able to add as many schedule pages as they need and can select from the dropdown if the 
semester is fall, spring, or summer as well as choose the year. Once they have created a schedule, they 
can save it and come back to view the schedule later. This will improve planning semester schedules for 
registration. It would also be helpful if the semester that the course is offered was able to be displayed 
next to the course title.  

V. CONCLUSION 

In conclusion, students and advisors of Bemidji State University recognize that DARS is a helpful tool 
that has many good qualities but also has the potential for revisions to further improve the system. By 
creating a more streamlined DARS that includes separating out the categories and adding class title 
names, students will be able to more easily view what classes they need to graduate. Additionally, the 
interactive Create Your Schedule component will aid students in planning ahead for future semesters.  

A change that would be beneficial to DARS but was not included in this revised system is the ability to 
display which semester(s) that the classes are available. Also, participants of the study noted that DARS 
needs to be updated more frequently and should be easier to locate on E-Services. These changes would 
be valuable to the users.  

Additionally, further research is necessary on what may be applicable to other state systems. The data 
collected was from a MnSCU school system and the outcome could be different with data used from other 
state schools. Overall, the proposed DARS would create a more effective and efficient system for the 
students and advisors of MnSCU. 



Degree Audit Reporting System (DARS)  Fall 2016, 65 
	

REFERENCES 
	
Carswell, L., Thomas, P., Petre, M., Price, B., & Richards, M. (1999). Understanding the'electronic'student: 

Analysis of functional requirements for distributed education. Journal of Asynchronous Learning 
Networks, 3(1), 7-18.  

Degree Audit Reporting System. Minnesota State Colleges and Universities, 1999. 

Desire2Learn. Minnesota State Colleges and Universities. 1999. 

Given, L. M. (2008). The Sage encyclopedia of qualitative research methods. Los Angeles, CA: Sage Publications. 

Izadi, M., Kashef, A. E., & Stadt, R. W. (1996). Quality in higher education: Lessons learned from the 
Baldrige award, Deming prize, and ISO 9000 registration.  

What is likert scale? Definition and meaning. (n.d.). Retrieved May 01, 2015, from 
http://www.businessdictionary.com/definition/Likert-scale.html 

What is qualitative data? Definition and meaning. (n.d.). Retrieved April 13, 2015, from 
http://www.businessdictionary.com/definition/qualitative-data.html 



JOURNAL OF THE NORTH AMERICAN MANAGEMENT SOCIETY 
GUIDELINES 

 
 
The Journal of the North American Management Society [JNAMS] is the official journal of the North American 
Management Society [NAMS].  JNAMS is a multidisciplinary, online journal of interest to scholars, 
professionals, students, and practitioners in a broad range of management thinking.  The fields of study 
encompasses human resources, industrial relations, general management, organizations, ethics, leadership, 
entrepreneurship, global strategy, nonprofit, and public management.  This is not an exclusive list.  JNAMS is 
an inclusive journal publishing peer-reviewed articles from any discipline that addresses management issues.  
Non-peer-reviewed materials such as essays, research-in-progress, pilot studies, or commentary are also 
published after review for quality and appropriateness.  JNAMS is committed to developing theoretical and 
practical knowledge about management and welcomes the full and equal participation of scholars and 
practitioners alike. 
 
General Information 
 
Submissions should be written in standard American English, following the style outlined in The Publication 
Manual of the American Psychological Association, 5th Edition.  The reference style of all papers should follow APA 
style, except that no line of the reference should be indented; all lines in the references should be flush left. 
 
JNAMS INVITES SUBMISSIONS IN THE FOLLOWING CATEGORIES 
 
Peer-reviewed Articles 
 
Full-length manuscripts are sought on research, theory, or reviews of the literature.  In human resource 
management, manuscripts are sought on topics that encompass compensation and benefits, international HR 
and labor relations, labor and industrial relations, legal issues (EEO, ADA, FLMA, etc.), performance 
appraisal, collective bargaining, recruitment and selection, safety and health, training and career development, 
HRM applications, HR new technologies, and teaching HR.   
 
Under general management, manuscripts are sought on topics that encompass organizational behavior, managing 
quality initiatives, organizational theory, organizational change and development, organizational 
communication and decision making, organizational culture and climate, managing diversity in organizations, 
organizational management applications, managing organizations, emerging organizational forms, and 
teaching management.   
 
Under ethics and management, manuscripts are solicited that address ethics in management in all forms; ethical 
decision-making in relation to suppliers, employees, customers, and investors; in ethics and the law; and 
teaching ethics in the management curriculum.   
 
In nonprofit management, works are invited which address areas of volunteer management, fund development 
management, board and staff selection and training, planning and outcomes assessment, as well as other 
topics related to the realities and challenges in the management of nonprofit organizations. 
 
Under the broad topic of global strategy, manuscripts are invited on the topics of business functions, 
communications, organizational management, distance learning, human resource management, information 
management, industrial/organizations psychology, operational management, and business education. 
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For the broad topic of entrepreneurship, manuscripts are solicited in the topics of theories and models of 
entrepreneurship, identifying and developing entrepreneurs, family-owned businesses, small business 
planning, small business life cycles, innovation and entrepreneurship, corporate 
entrepreneurship/intrapreneurship, entrepreneurship and economic development, new venture finance, 
cyberpreneurship, entrepreneurial applications, and teaching entrepreneurship. 
 
Leadership manuscripts are invited on the topics of leadership and leading, studies of leaders in resl-life 
settings, paradigms of leadership, leadership applications and practice, research methods, cross-cultural 
leadership practices, leadership development, leadership strategy, leadership education and training, leaders as 
change agents, leadership in different contexts, entrepreneurial leadership, and teaching leadership in the 
management curriculum. 
 
The above-listed topics are not all-inclusive; rather, they are suggestive of the fields of study and instruction 
from which manuscripts are invited.  Case studies in any of the topic areas are also invited.  All manuscripts 
submitted for peer-reviewed publication will be reviewed by at least two anonymous reviewers. 
 
Length: No more than twelve (12), single-spaced pages, excluding references and appendices. 
 
Non-peer-reviewed Articles 
 
These articles include: pilot studies, research-in-progress, studies with a small number of subjects, as well as 
essays or commentaries that discuss management studies and management-related experiences based on the 
author’s experience or opinion.  All non-peer-reviewed material will be reviewed by the Editorial Board for 
quality and appropriateness.  Such submissions are not guaranteed publication. 
 
Length: 3,000 to 5,000 words 
 
Letter to the Editor 
 
A letter to the editor should be a direct response to a paper that was recently published in JNAMS.  The 
authors of the paper referred to are given a chance to respond to the letter in the same issue in which the 
letter appears.  Letters may be edited for length and style, and are not guaranteed publication.  Letters are not 
peer reviewed. 
 
Book, Film, or Video Review 
 
These submissions include an evaluation of a recent book, film, or video that assesses its value for JNAMS 
readers.  Scholarly books and videos should be sent to the Journal Editor for consideration.  Any book, film, 
or video on a management studies-related topic will be considered.  Send inquiries about reviewing to the 
Journal Editor. 
 
Length: 500 to 750 words 
 
News and Notes 
 
Unsigned short pieces announcing new publications, programs, resources, and events related to the broad 
field of managment studies will be considered for publication.  The submission should be made to the Journal 
Editor and may not be used in its entirety, but will be used as source material for staff-written items. 
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Calls for Papers 
 
Announcements of management-related calls for papers for conferences, journals, symposia, funding, etc., 
will be published as time and space permit.  Such submissions should be sent to the Journal Editor. 
 
Length: Varies 
 

Submission Information 
 
Authors should a copy of their submission via e-mail, or mail one CD copy, in Microsoft Word or 
WordPerfect.  Authors agree to a copyright transfer that gives JNAMS copyright to the paper once it is 
published.  JNAMS does not consider manuscripts that are simultaneously submitted elsewhere or previously 
published elsewhere. 
 
Contact Information 
 
Submissions transmitted by e-mail should be sent to: julia.teahen@baker.edu 
 
 


