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ABSTRACT

An examination of the relationship between business acumen and chief human
resource officers’ (CHROs) effectiveness has been missing from the practitioner and
academic literatures. To remedy this deficiency, elements of the SHRM HR Competency
Model, the ATD Competency Model, and the HR Competency Model were used to frame,
theorize, and test propositions in this study of the relationship between business acumen
and CHRO effectiveness in institutions of higher education.
To this end, a survey, was employed to elicit responses from a sample of chief
human resources officers responsible for leading and managing the HR function at
institutions of higher education. To ensure proper representation of CHRO responses
across the different types of institutions, proportional stratified sampling was used. The
resulting survey data were analyzed using descriptive, correlational, and inferential
statistics to examine propositions describing the relationship between business acumen and
CHRO effectiveness.
Descriptive statistical analysis showed: (a) CHROs possess a mix of business
acumen skills, (b) CHROs vary in the extent to which they possess business acumen, and
(c) CHRO effectiveness levels vary from not effective to effective. Correlational statistical
analysis revealed CHRO effectiveness was significantly correlated with business acumen.
Furthermore, inferential statistical analysis indicated the mix of business acumen skills did
not differ significantly across effective CHROs employed at non-profit and for-profit
institutions of higher education.
Key Words: business acumen, effectiveness, chief human resource officers (CHROs),
institutions of higher education
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CHAPTER 1
INTRODUCTION

Business executives have long voiced their discontent and struggles with human
resource (HR) executives - often citing their lack of business acumen and their inability to
understand the strategic relationship between effective human resource management
(HRM) and core business functions (Cappelli, 2015; Charan, Barton, & Carey, 2015;
Charan, 2014). Interestingly, business executives have not been the only ones to express
dissatisfaction with HR executives. In recent years, HR researchers have also criticized HR
executives for not speaking the language of business and for lacking business acumen
competence (Charan, 2014; McCann, 2009, Hammonds, 2006).
As an HR executive, no criticism has stung more than the criticism leveled at HR
executives (chief human resource officers) by HR researchers in the following three
articles: “It’s Time to Split HR” (Charan, 2014); “Memo to CFOs: Don’t Trust HR”
(McCann, 2009); and “Why We Hate HR” (Hammonds, 2006). I found the claims made in
these articles – that HR executives lack the necessary business know-how to effectively
lead and manage the HR function – to be at odds with my personal experience as an HR
executive. Naturally, a visceral reaction to these articles is what prompted this researcher
to further investigate the claims made in the aforementioned articles.
Background
Business acumen is defined as “the ability to understand and apply information with
which to contribute to an organization’s strategic plan” (Cohen, 2015, p. 209). According
to Strobel, Kurtessis, Cohen, and Alonzo (2015), business acumen is the primary
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competence needed to understand an organization’s strategy, the key drivers of
organizational success, and the interrelationships among the different functions in the
organization. Skills associated with and/or subsumed by business acumen include
financial, strategic, leadership, and communication (Cohen, 2016; Currence, 2015; Strobel
et al., 2015; Director, 2013; Garey, 2011; Berman & Knight, 2008; Gargiulo et al., 2006).
HR professionals who are highly proficient in business acumen “understand the industry,
the business and competitive environment within which their organization operates; make
the business case for HR management as it relates to efficient and effective organizational
functioning; use organizational metrics to make decisions and are able to express the value
of their work in relation to their organization’s bottom-line” (Strobel et al., 2015, pp. 3940).
Do most HR executives (chief human resource officers) really lack business
acumen? A review of scholarly and professional HR management literature revealed
researchers are divided on the topic. On the one hand, there are researchers who argue chief
human resource officers (CHROs) lack business acumen competence and therefore must
acquire, develop, and/or possess business acumen if they are going to effectively lead and
manage the HR function (Storey, Wright, & Ulrich, 2019b; Ulrich et al., 2017; Cohen,
2016; Concurrence, 2016; Cohen, 2015; Strobel et al., 2015). On the other hand, there are
researchers who suggest CHROs demonstrate the necessary level of business acumen
competence to effectively lead and manage the HR function (Savitz, 2014; Director, 2013;
Waber, 2013; Boudreau & Jesuthasan, 2011; Cascio & Boudreau, 2011; McConnell, 2011;
Fitz-Enz, 2010; Lawler, 2008; Becker, Huselid, & Ulrich, 2001). They point to the fact that
CHROs who effectively lead and manage the HR function routinely exhibit strategic
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agility, business knowledge, systems thinking, economic awareness, knowledge of finance
and accounting, knowledge of technology, knowledge of marketing, and knowledge of
business operations (all sub-competencies subsumed by business acumen) when they:
•

measure the return on investment (ROI) of human capital (Fitz-Enz, 2009).

•

leverage human resources to achieve sustainable growth (Savitz, 2013; Weiss,
2013).

•

cost and audit the HR function (Cascio & Boudreau, 2011; McConnell, 2011;
Cascio, 2000).

•

build organizational capabilities (Ulrich et al., 2017; Ulrich, Younger, Brockbank,
& Ulrich, 2012; Ulrich, Brockbank, Johnson, Sandholtz, & Younger, 2008).

•

and apply advanced analytics to HR management decisions (Sesil, 2014; Waber,
2013; Fitz-Enz, 2010).
It is worth noting, the business sector in which a CHRO operates plays a vital role

in the perception of whether they exhibit business acumen competence. For example,
CHROs in corporate America are generally viewed as having higher levels of business
acumen competence given that more research has been conducted on activities they
perform that require some level of business acumen competence, such as: building
organizational capabilities, delivering results, and linking people, strategy, and
performance (Storey et al., 2019; Ulrich et al., 2017). In sharp contrast to corporate
CHROs, CHROs in higher education are consistently perceived as lacking business
acumen competence (Delgado, 2017). For the most part, CHROs in higher education are
“perceived as functional executives competent in managing tactical HR activities but
limited in their ability to think strategically” (Delgado, 2017, p. 1); and limited in their
knowledge of finance, accounting, and institutional operations (The Higher Education
Workplace, 2014; Hignite, 2012). Not surprising, corporate CHROs are viewed as being
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more effective than academic CHROs since more studies have been conducted that
associate their effectiveness with some level of business acumen competence.
Statement of the Problem
Business acumen as it relates to CHROs in higher education has garnered minimal
scholarly attention in the literature. The need to study the impact business acumen has on
CHRO effectiveness has never been greater as CHROs in higher education are “playing
more extensive and varied roles supporting and maintaining physical, financial,
informational, and a host of other resources at institutions of higher education” (Brault &
Beckwith, 2003, p. 3).
Purpose of the Study
Although multiple HR studies have examined the impact HR competencies have
on the effectiveness and performance of HR professionals, no known study has examined
the impact business acumen has on the effectiveness of academic CHROs. Consequently,
this study (employing a pilot study) filled a gap in the literature and examined the impact
business acumen has on the effectiveness of CHROs responsible for leading and managing
the HR function in higher education. More specifically, this study examined the
relationship between business acumen and CHRO effectiveness. For all intents and
purposes, effectiveness was operationally defined as the degree to which CHROs
successfully produce desired results. Examples of desired results taken from the literature
include: “optimizing both individual and organizational performance; building
organizational capabilities; delivering results; linking people, strategy, and performance;
promoting positive change in people, departmental teams, and organizations; and
establishing and standardizing organizational practices” (Delgado, 2017, p. 5).
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Significance of the Study
From a research standpoint, this study: (a) addressed and filled a gap in human
resource management and higher education management literature, (b) contributed to the
question of whether business acumen has an impact on the effectiveness of CHROs
responsible for leading and managing the HR function in higher education - this is of
particular interest, “as non-academic functional executives (i.e., chief human resource
officers, chief administration officers, chief information officers, etc.) in higher education
have historically been perceived as ineffective non-academic functional executives by the
academic community” (Delgado, 2017, p. 1), and (c) was the first of its kind to examine
and document the impact business acumen has on the effectiveness of CHROs responsible
for leading and managing the HR function in higher education.
From a practice standpoint, the results and tools developed for this study have the
potential to inform and influence decision-makers at institutions of higher education. The
Business Acumen and Effectiveness Index and Matrix which were created to assess the
business acumen competence and effectiveness levels of chief human resource officers will
be made readily available to institutions of higher education and decision-makers who
desire to use the index to identify and select prospective CHROs who show promise of
effectiveness and demonstrate advanced to expert level business acumen competence
during the employment selection process.
Conceptual Frameworks
To properly frame this study, elements of three well established conceptual
frameworks were utilized: the SHRM HR Competency Model developed by the Society for
Human Resource Management in 2011 (Figure 1.1); the HR Competency Model developed
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by Dave Ulrich, David Kryscynski, Mike Ulrich, and Wayne Brockbank in 2017 (Figure
1.2); and the ATD Competency Model originally developed in 2004 and last updated in
2013 by the Association for Talent Development (formerly the American Society of
Training and Development – see Figure 1.3). All three frameworks suggest HR
professionals (HR executives included) must acquire, develop and/or possess business
acumen in order to understand the strategic relationship between effective HR management
and core business functions; understand business operations and functions within the
organization; make the business case for HR management as it relates to efficient and
effective organizational functioning; and understand organizational metrics and their
correlation to business success (Ulrich et al., 2017; Currence, 2016; Strobel et al., 2015;
Sesil, 2014; Waber, 2013; Fitz-Enz, 2010).

Figure 1.1. SHRM HR Competency Model.
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Figure 1.2. HR Competency Model

Figure 1.3. ATD Competency Model
Research Question and Propositions
The following research question guided the study: What impact does business
acumen have on the effectiveness of chief human resource officers who are responsible for
leading and managing the HR function in higher education? Since the central research
7

question assumed CHROs possess business acumen and are effective at leading and
managing the HR function in higher education; five corresponding propositions were
postulated to the address the assumptions.
Propositions Related to Business Acumen Skills
Proposition 1a: Chief human resource officers (CHROs) responsible for leading and
managing the HR function in higher education institutions possess a mix of business
acumen skills (i.e., financial, strategic, leadership, communication).
Recent research suggests, HR professionals who possess business acumen
competence effectively and routinely: link HR strategy to business strategy (strategic
skills) (Storey et al., 2019a; Ulrich et al., 2017; Huselid, Beatty, & Becker, 2005; Becker,
Huselid, & Ulrich, 2001); ensure effective communication throughout the organization
(communication skills) (Cohen, 2016); understand the most effective and efficient ways to
accomplish tasks within the parameters of organizational hierarchy, processes, systems,
and policies (leadership skills) (Strobel et al., 2015; Cohen 2016); and at the most
fundamental level, understand how their organization makes money and how their
decisions and behaviors impact the organization’s financial performance (financial skills)
(Director, 2013, Garey, 2011; Berman & Knight, 2008).
Proposition 1b: Chief human resource officers (CHROs) responsible for leading and
managing the HR function in higher education institutions vary in the extent to which they
possess business acumen (i.e., basic, intermediate, advanced, and expert).
According to Cohen (2016), Strobel et al. (2015) and the Society for Human
Resource Management (2014), there are four different HR career levels: early, mid, senior,
and executive. An early-level HR professional is characterized as having either novice or
basic business acumen competence. Early-level HR professionals demonstrate basic
knowledge of business lines and products and services; gather, assemble, and report HR

8

metrics, key performance indicators; possess operational/processing expertise for
assigning tasks; develop basic knowledge of HR metrics; identify inefficiencies and
provide process improvement recommendations; develop basic knowledge of competitor
organizations; develop familiarity with business terms and acronyms; and develop
knowledge and understanding of value of cost benefit analysis (Cohen, 2016; Strobel et al.
2015: SHRM, 2014).
A mid-level HR professional is characterized as having intermediate business
acumen competence (Cohen, 2016; Strobel et al. 2015; SHRM, 2014). Mid-level HR
professionals maintain functional knowledge of organizational business units; utilize
appropriate business terms to communicate; develop skill building business cases for HR
projects and initiatives; maintain knowledge of HR and business metrics; develop HR
marketing messages to both internal and external audiences; manage project and initiative
budgets; manage process improvement initiatives; define critical activities in terms of value
added; and develop the ability to apply the principles of finance, accounting, economics,
sales, and technology to solve business problems (Cohen, 2016; Strobel et al. 2015; SHRM,
2014).
A senior-level HR professional is characterized as having advanced business
acumen competence (Cohen, 2016; Strobel et al. 2015; SHRM, 2014). Senior-level HR
professionals evaluate all proposed business cases for HR projects and initiatives; maintain
advanced knowledge of key industry and organizational metrics; align HR strategy, goals,
and objectives to overall business strategy; develop HR business strategies to drive key
business results; demonstrate fluency in the language of business administration;
communicate organizational impact of metrics; determine goals, plans, and budget
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requirements; use business and HR metrics to make business decisions; ensure all HR
projects have ROI that adds to organizational value; and builds business cases for HR
projects and initiatives (Cohen, 2016; Strobel et al. 2015; SHRM, 2014).
An executive-level HR professional is characterized as having expert business
acumen competence (Cohen, 2016; Strobel et al. 2015; SHRM, 2014). Executive-level HR
professionals benchmark the competition; communicate direction; develop HR business
strategies to drive key business results; evaluate critical activities in terms of added-value;
maintain expert knowledge of key industry and organizational metrics; serve as strategic
contributors to organizational decision-making regarding fiscal, product/service lines,
operations, human capital, and technological areas; define strategy for managing talent
within the confines of the labor market; assess risk of business initiatives; align HR
strategy, goals, objectives to business strategy; demonstrate fluency in the language of
business administration, and examine all organizational problems with a sense for
integrating HR solutions designed to maximize ROI, profit, revenue, and strategic
effectiveness (Cohen, 2016; Strobel et al. 2015, SHRM, 2014).
Propositions Related to Business Acumen and CHRO Effectiveness
Proposition 2a: Chief human resource officers’ (CHROs) effectiveness at leading and
managing the HR function in higher education institutions varies from effective to not
effective.
Seeking to determine whether a significant difference exists between the
competencies effective CHROs possess and master to effectively lead and manage the HR
function and the competencies less effective CHROs possess and master, Delgado (2017)
found CHROs’ effectiveness in leading and managing the HR function in higher education
varied from not effective to effective. Effective CHROs differed significantly from less
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effective CHROs in terms of the competencies they possessed and mastered (Delgado,
2017). Since business acumen is a competency, the researcher anticipated CHRO
effectiveness in this study would vary from not effective to effective.
Proposition 2b: A significant relationship exists between business acumen and chief
human resource officers’ effectiveness.
Studies conducted by Ulrich et al. (2017), Strobel et al. (2015), Cohen (2015),
Director (2013), Ulrich et al. (2012), Garey (2011), Ulrich et al. (2008), and Berman &
Knight (2008) have all found a significant relationship between CHRO effectiveness and
the level of business acumen competence HR professionals possess. Readers should be
mindful though, that the aforementioned scholars used other terms to refer to business
acumen in their studies: business knowledge, business literacy, business know-how,
business intelligence, and business ally competence.
Proposition 2c: The mix of business acumen skills for effective chief human resource
officers employed at non-profit higher education institutions are different than those of
chief human resource officers (CHROs) employed at for-profit higher education
institutions.
The primary purpose of for-profit institutions is to make money (O’Malley, 2012).
For-profit colleges have investors they must answer to, and these investors expect to make
a profit - this means for-profit institutions operate with profitability as their chief
imperative (O’Malley, 2012). This, in turn, requires for-profit institutions to be managed
as corporate businesses. Bok (2013), Ginsberg (2011), and Rhoades (1998) all hint at the
notion that there are differences in the business skills executives employed in non-profit
and for-profit institutions use.
Definition of Constructs
Business Acumen – the ability to understand and apply information to contribute to the
organization’s strategic plan (Cohen, 2017; Cohen, 2015; Strobel et al., 2015).
11

Chief Human Resource Officer (CHRO) – the top-ranking HR professional responsible for
leading and managing the HR department at an organization or institution (Delgado, 2017;
Steadham, 2006).
Competencies – an individual’s knowledge, skills, abilities, and personal traits that result
in performance excellence or strategic advantage (Ulrich, Younger, Brockbank, & Ulrich,
2012; Ulrich, Brockbank, Johnson, Sandholtz, & Younger, 2008).
Effectiveness – the degree to which an individual is successful producing a desired result.
Examples of desired results include the following: optimizing both individual and
organizational performance; building organizational capabilities; delivering results;
linking people, strategy, and performance; promoting positive change in people,
departmental teams, and organization; and establishing and standardizing organizational
practices (Storey, Wright, & Ulrich, 2019a; Wright & Stewart, 2011; Sosik & Jong, 2010).
Functional Executives – executives who administer the business operations of a business
organization (i.e., Chief Financial Officer, Chief HR Officer, Chief Operating Officer,
etc.).
HR Function – the label given to the managerial specialty of human resource management
(Randhawa, 2009).
Human Resources (HR) – term used to refer to five different subjects: the HR profession,
the HR department, HR practices, HR professionals, and HR issues (Ulrich et al., 2008).
Institutions of Higher Education – all institutions identified and listed by the Carnegie
Classification of Institutions of Higher Education as accredited, degree-granting colleges
and universities. The five categories of institutions are: Associate’s Colleges,
Baccalaureate Colleges, Master’s Colleges and Universities, Doctoral-Granting
Universities, and Special-Focus Institutions (CFAT, 2015).
Leading – communicating, motivating, inspiring, and encouraging others toward the
achievement of organizational goals (Kinicki & Williams, 2019).
Managing – having administrative control and authority (Kinicki and Williams, 2019).
Summary
This chapter was organized into seven sections: background, statement of the
problem, purpose of the study, significance of the study, conceptual frameworks, research
question and propositions, and definition of terms. The “background” section described
business acumen and its relation to chief human resource officers (CHROs). The
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“statement of the problem” section identified why there was a need to study the impact
business acumen has on CHRO effectiveness. The “purpose of the study” section described
the reason for undertaking the study. The “significance of the study” section described how
study findings will impact human resources and higher education management
research/practice. The “research question and propositions” section outlined the question
and propositions that guided and shaped the study. And lastly, the “definition of constructs”
section identified and defined common constructs used throughout the study.
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CHAPTER 2
LITERATURE REVIEW

This chapter presents a review of the literature related to the two corresponding
constructs of the study – chief human resource officers’ effectiveness and business acumen.
The chapter is divided into four sections. Section one provides a brief overview of the
construct of effectiveness. Section two reviews the literature related to CHRO effectiveness
- special attention is paid to how CHRO effectiveness has been measured in HR
management and higher education management literature. Section three provides an
overview of the construct of acumen. And section four, reviews the literature related to
business acumen. In particular, section four reviews the multiple definitions, general
beliefs, antecedents, and consequences of business acumen.
The Construct of Effectiveness
Generally speaking, the term “effectiveness” is defined as “the power to produce a
desired result” (Wilson, Wnuk, Silvander, & Gorschek, 2018). As a construct, effectiveness
has been researched and defined across multiple disciplines (Kinicki & Williams, 2019;
Ravenscroft, Luhanga, & King, 2017; Chen & Li, 2013; Mitchell, 2013; Spilker-Attig &
Brettel, 2010; Ulrich et al., 2008). In business alone, effectiveness has been defined in
several business fields, including the following: organizational behavior, marketing,
management, human resources, finance, and leadership (Table 2.1). Throughout the
literature, various models of effectiveness have been proposed (Ravenscroft, Luhanga, &
King, 2017; Mitchell, 2013). The most common method used in the literature to measure
the construct of effectiveness has been Likert-scale items. In the fields of human resource
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Table 2.1
The Construct of Effectiveness

Discipline

Author(s) &
Year

Construct
Definition

Construct
Measure

Data
Source

Finance
(financial
effectiveness)

Ma, & Lin
(2016)

Achieving highly
efficient financial
outcomes.

Likert-Scale Items

Financial
Effectiveness
Framework
(Survey)

Organizational
Behavior
(social
effectiveness)

Ferris,
Perrewe, &
Douglas
(2002)

Ability to effectively
read, understand, and
control social
interaction.

N/A

N/A

Marketing
(advertising
effectiveness)

Spilker-Attig
& Brettel
(2010)

The measure of how
effective a given
marketer’s go to
market strategy meets
the goal of
maximizing their
spending to achieve
positive results.

Data set
comprising daily
advertising and
order data.

Website Analysis

Management
(managerial
effectiveness)

Kinicki &
Williams
(2019)

Achieving results,
making the right
decisions, and
achieving
organizational goals.

N/A

N/A

Human Resources
(HR effectiveness)

Ulrich et al.
(2008)

Degree to which HR
professionals
successfully produce
desired results.

Likert-Scale Items

HRCS Survey

Leadership
(leadership
effectiveness)

Chen & Li
(2013)

Achieving results,
goals, and objectives.

Likert Scale Items

Survey (591
employees from
various profitable
organizations in
two major Chinese
societies)

management and finance, researchers have used the HRCS (human resource competency
study) and FEF (financial effectiveness framework) models as sources of data (Ulrich et
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al., 2008). And in marketing, researchers have used website analysis as a source of data to
measure effectiveness (Spilker-Attig & Brettel, 2010).
CHRO Effectiveness in HR Management Literature
To gain a better understanding of what CHROs do, where they spend their time,
how they spend their time, and what value they create for the organization, noteworthy
attempts have been made by both HR scholars and HR practitioners to measure the
effectiveness of CHROs (Ulrich et al., 2017; Wright & Stewart, 2011; Strobel et al., 2015;
Ulrich & Brockbank, 2005; Schuler & Jackson, 2000; Conner & Ulrich, 1996; Eichinger
& Ulrich, 1994; Schuler, 1990). Table 2.2 represents a list of the most influential and
comprehensive studies that have examined the effectiveness of HR leaders. The studies in
the list examined the roles and competencies HR leaders call upon to effectively lead and
manage the HR function.
Human Resource Competency Study. The most extensive and influential study to
date that has examined the effectiveness of HR professionals (amongst them HR leaders)
has been the human resource competency study (HRCS). Developed by Ulrich and
Brockbank (1987) in cooperation with the Society for Human Resource Management, the
University of Michigan Ross Business School, and the Global Consulting Alliance
(Delgado, 2017; Steadham, 2006) – all four contributed to the study and the definition of
competencies. HRCS was designed to identify the competencies HR leaders must possess
and master to be effective on the job. Since 1987, seven rounds of data have been collected
– the most recent in 2016 (Ulrich et al., 2017). The first round of data identified three
categories of competencies HR leaders must possess to be effective on the job: business
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Table 2.2
Studies that have Researched the Effectiveness of HR Leaders in Management Literature

Year

Author(s)

1987,
1992,
1997,
2002,
2008,
2012, &
2016

Ulrich &
Brockbank

1989

Independent
Construct

Dependent
Construct

Target
Population

Study

Competencies

Effectiveness

HR Leaders/
Professionals

HRCS

Lawson/SHRM

Competencies

Effectiveness

HR Leaders

SHRM

1990

Schuler

Roles

Effectiveness

HR Leaders

Schuler

1994

Eichinger &
Ulrich

Competencies

Effectiveness

HR Executives

HRPS

2005

Ulrich &
Brockbank

Roles

Effectiveness

HR Leaders

Ulrich

2011

Strobel et al.

Competencies

Effectiveness
Success

HR Leaders/
Professionals

SHRM
HR

2011

Wright &
Stewart

Roles

Effectiveness

CHROs

Wright

knowledge, functional expertise, and change management. Business knowledge refers to
“the extent to which an HR professional understands the financial, strategic, and
technological capabilities of an organization” (Ulrich et al., 1989, p. 315-316). Functional
expertise refers to “the extent to which an HR professional delivers high quality practices”
(Ulrich et al., 1989, p. 316). Change management “the extent to which an HR professional
is able to increase an organization’s capability for change through problem-solving,
relationship influence, innovation, transformation, and role influence” (Ulrich et al., 1989,
p. 316). According to Ulrich et al. (1989) the three competency domains reflect the changes
occurring within the HR field at the time.
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The second round of data identified four competency domains: business
knowledge, functional expertise, change management, and personal credibility. In this
second version of the Human Resource Competency Study (HRCS), credibility emerged
as an important competency. Credibility was defined as someone’s ability to “work well
with senior leaders, communicate with excellence, and deliver results with integrity”
(Ulrich et al., 2012, p. 46-47).
The third round of data identified five competency domains: business knowledge,
functional expertise, change management, personal credibility, and cultural management.
Cultural management addressed an “organization’s collective knowledge, thought patters,
and integrated actions” (Ulrich et al., 2012, p. 47). The fourth round of data identified five
competency domains: business knowledge, functional expertise, HR technology, personal
credibility, and strategic contribution. This version of the study saw the emergence of two
new competency domains: strategic contribution and HR technology (Ulrich et al., 2012;
Ulrich et al., 2008, Ulrich & Brockbank, 2005). The strategic competency domain
consisted of HR leaders “identifying important information from the business environment,
amplifying that information across the organization, providing the tools that unify the
organization around key market information, and reducing the presence of the types of less
important information that frequently block attention to more critical market information”
(Ulrich, et al., 2012, p. 48). The HR technology competency domain consisted of HR
leaders/professionals “leveraging technology to organize business knowledge into more
usable formats” (Ulrich, et al., 2012, p. 48).
The fifth round of data of the HRCS, identified six competency domains: strategic
architect, culture and change agent, talent manager, business ally, operational executor, and

18

credible activist. Ulrich et al. (2008) noted that HR leaders who master the strategy
architect competency domain “recognize business trends and their impact on the business,
forecast potential obstacles to success, facilitate the process of gaining strategic clarity, and
contribute to the building of the overall strategy by linking the internal organization to
external customer expectation” (p. 35). HR leaders who master the culture and change
steward domain “coach managers on how their actions reflect and drive culture, weave
cultural standards into HR practices and processes, and make culture real to employees”
(Ulrich et al., 2008, p. 35). HR leaders who master the talent manager competency domain
“ensure that the organization’s means of talent management and organization capabilities
are aligned with customer requirements and strategy” (Ulrich et al., 2008, p. 35). HR
leaders who master the business ally competency domain “contribute to the success of an
organization by knowing the social context or setting in which their organization operates,
knowing how their organization makes money and who their customers are, and by having
a good understanding of the goals of other organizational departments (Ulrich et al., 2008,
p. 36). HR leaders who master the operational executor competency domain “ensure the
operational aspects of managing people and the organization; and ensure that basic needs
are efficiently dealt with through technology, shared services, and/or outsourcing (Ulrich
et al., 2008, p. 36). HR leaders who master the credible activist competency domain are
respected, admired, listened to, and offer a point of view, take a position, and challenge
organizational assumptions (Ulrich et al., 2008, p. 34).
The sixth round of data of the HRCS identified six competency domains: credible
activist, strategic positioner, capability builder, change champion, human resource
innovator & integrator, and technology proponent. Credible activists “do what they
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promise, have effective interpersonal skills, build personal relationships of trust through
business acumen, have a point of view of both HR and organizational activities, and are
committed to building their profession” (Ulrich et al., 2012, p. 51). Strategic positioners
“understand the global business context that bear on their business and are able to translate
these trends into business implications” (Ulrich et al., 2012, p. 52). Capability builders
“create, audit, and orchestrate an effective and sound organization by helping define and
build its organizational capabilities” (Ulrich et al., 2012, p. 52). Technology proponents
“use social networking as a relationship building tool, improve efficiency of HR systems
through technology, and leverage social media for their business” (Ulrich et al., 2012, p.
53-54). HR innovators and integrators “innovate and integrate HR practices into unified
solutions to solve future business problems (Ulrich et al., 2012, p. 53). And finally, HR
champion “develop their organization’s capacity for change, build the case for change, and
overcome resistance to change” (Ulrich et al., 2012, p. 53).
In the latest round of data collection, the human resource competency study
identified nine competencies: strategic positioner, credible activist, paradox navigator,
culture and change champion, human capital curator, total rewards steward, technology
and media integrator, analytics designer and interpreter, and compliance manager. Strategic
positioners “position a business to win in its market” (Ulrich et al., 2017, p. 34). Credible
activists “build relationships of trust by having a proactive point of view” (Ulrich et al.,
2017, p. 34). Paradox navigators “manage tensions inherent in making change happen”
(Ulrich et al., 2017, p. 34). Culture and change champions “make change happen and to
weave change initiatives into culture change” (Ulrich et al., 2017, p. 34). Human capital
curators “manage the flow of talent by developing people and leaders, driving individual
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performance, and building technical talent” (Ulrich et al., 2017, p. 34). Total rewards
stewards “manage employee well-being through financial and nonfinancial rewards”
(Ulrich et al., 2017, p. 34). Technology and media integrators “use technology and social
media to drive high-performing organizations” (Ulrich et al., 2017, p. 35). Analytics
designers and interpreters “use analytics to improve decision making” (Ulrich et al., 2017,
p. 35). Compliance managers “manage the processes related to compliance by following
regulatory guidelines” (Ulrich et al., 2017, p. 35).
Lawson/SHRM Study. In 1989, the Society for Human Resource Management
(SHRM) commissioned a research study with the purpose of documenting the
competencies instrumental to the success of top HR executives (Lawson, 1989; Lawson &
Limbrick, 1996). The Senior-Level HR Competency Model defined and described the
competencies required of superior performing HR executives (Lawson, 1989; Lawson &
Limbrick, 1996). The study found superior performing HR leaders possess the following
five competencies domains: goal and action management, functional and organizational
leadership, influence management, business knowledge, and HR technical proficiency
(Delgado, 2017, p. 51).
Human resource executives who display the goal and action management
competency “are decisive, proactive, and are oriented towards organizational efficiency”
(Lawson & Limbrick, 1996, p. 79). The HR executives who display the functional and
organizational leadership competency “lead through a vision, demonstrate integrity,
develop others, and have discernible group management skills” (Lawson & Limbrick,
1996, p. 79). Human resource executives who display influence management competency
“build coalitions, demonstrate exceptional communication and negotiation skills, and
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behave objectively” (Lawson & Limbrick, 1996, p. 79). The HR executives who display
the business knowledge competency are “strategically focused and are aware of the
organization’s financial condition” (Lawson & Limbrick, 1996, p. 79). The HR executives
who display the human resource technical proficiency competency “demonstrate expertise
in HR planning, training and development, employee and labor relations, compensation
and benefits, personnel research, organizational development, and HRIS” (Lawson &
Limbrick, 1996; Lawson, 1989, P. 79).
Schuler Study. As the 1980s gave way to the 1990s, researchers were not only
looking at competencies but also roles to determine the effectiveness of HR leaders. In
1990, while examining HR roles that add value to organizations, Schuler (1990) found six
roles that lead to HR leader effectiveness: businessperson, shaper of change, consultant to
the organization, strategy formulator and implementor, talent manager, and asset manager
and cost controller. In the role of businessperson, HR leaders “articulate and reinforce
management’s expectations” (Schuler, 1990, p. 58). In the role of shaper of change, human
resource (HR) leaders “participate on teams with outside consultants to discuss change;
establishes mission, sets goals, and discusses change processes” (Schuler, 1990, p. 58). In
the role of consultant, HR leaders “consult with internal staff, volunteers in professional
associations, and coach performance evaluators” (Schuler, 1990, p. 58). In the role of
strategy formulator, HR leaders “articulate the implications of strategies in strategy
planning sessions” (Schuler, 1990, p. 58). In the role of talent manager, HR leaders “talk
to line managers, attend conferences to develop a network, and attend seminars on
succession planning” (Schuler, 1990, p. 58); and in the role of asset manager, HR leaders
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“take finance and accounting courses and learn the accounting procedures of their
organization” (Schuler, 1990, p. 58).
HRPS Study. In response to requests from its members the Human Resource
Planning Society (HRPS) tasked Bob Eichinger and Dave Ulrich in 1994 to investigate the
critical competencies HR executives would need in the future. Eichinger & Ulrich (1995)
found global operating skills, business and financial skills, critical thinking and problemsolving skills, ability to use technology, deep HR technology savvy, change management
skills, and organizational effectiveness as critical competencies required of HR executives
in the future. As reported by Eichinger and Ulrich (1995) must master:
•

global operating skills, meaning they must learn to do business in non-native
environments, with individuals of different backgrounds and perspectives, and with
products and services used in different ways (p. 36).

•

the business – they should be able to read and explain every line of an annual report,
describe financial results and goals to investors, and represent the firm to outside
stakeholders (p. 36).

•

Technology – they need to be ahead of the information curve and learn to leverage
information for business results (p. 36)

•

change management – they need to contribute to strategy, the vision, and critical
thinking (p. 36).

•

critical thinking – meaning they must not only know best practices, but also the
theoretical underpinnings of those practices. They must be able to articulate a
theory about why some HR practices will work and others will not (p. 36).

•

Organizational effectiveness – they need to create models of organization that
assess and improve organizational effectiveness (p. 36).
Ulrich and Brockbank HR Roles Study. According to Cohen (2015), not only do

Ulrich and Brockbank have the distinction of undertaking and developing the most
influential HR competency study to examine the effectiveness of HR professionals, but
they also have the distinction of presenting an HR roles typology which identified five
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major roles HR leaders perform to be effective and add value to their organizations. The
five major roles that allow HR leaders to be more effective and thus add value to the
organization include: the role of employee advocate, the role of human capital developer,
the role of functional expert, the role of strategic partner, and the role of leader (Ulrich &
Brockbank, 2005).
As reported by Ulrich and Brockbank (2005), HR leaders who embrace the
employee advocate role “listen to employees, understand their concerns, and empathize
with them, while at the same time communicating to them what is required to be successful
in the organization” (Ulrich & Brockbank, 2005, p. 201). Human resource (HR) leaders
who embrace the human capital developer role “develop the workforce; help employees
unlearn old skills and master new ones; they invest resources to shape employees for the
future; and they ensure the right people are in the right positions” (Ulrich & Brockbank,
2005, p. 205). HR leaders who embrace the functional expert role “act with insight, and
have knowledge of the HR field (i.e., HR theory, HR practices, HR activities, laws,
regulations, and so forth.); and they find ways to upgrade the HR function” (Ulrich &
Brockbank, 2005, p. 208). Human resource leaders who embrace the strategic partner role
“are business literate. They partner with line managers to help them reach their goals; they
formulate winning strategies; they execute strategy by aligning HR systems to help
accomplish the organization’s vision and mission; and they ensure the right people
participate in strategy decisions” (Ulrich & Brockbank, 2005, p. 212). The HR leaders who
embrace the HR leader role “establish an agenda for the HR function; they set clear goals
and objectives for the department; they play an active role in corporate governance; and
they raise and monitor issues of corporate ethics” (Ulrich & Brockbank, 2005, 215).
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Wright CHRO Roles Study. In the wake of Ulrich and Brockbank’s 2005 HR roles
typology, Wright (2010) developed a roles typology which focused on chief human
resource officers. Wright’s typology proved to be different in that it suggested “top-ranking
HR individuals (CHROs) play seven roles in order to meet the strategic demands that make
the job of CHRO both critical and extremely difficult and thus, makes them more effective”
(Delgado, 2017, p. 33). The seven roles that comprise the Wright typology include: the role
of strategic advisor, the role of executive coach, the role of Board liaison, the role of talent
architect, the role of HR leader, the role of workforce sensor, and the role of firm
representative.
•

Strategic advisors focus on the formulation and implementation of an
organization’s strategy (Wright & Stewart, 2011, p. 41).

•

Executive coaches counsel or coach executive team members (Wright & Stewart,
2011, p. 41).

•

Board liaisons prepare board meetings, phone calls with executive team members,
and attend board meetings (Wright & Stewart, 2011, p. 42).

•

Talent architects focus on building and identifying the human capital critical to the
present and future of the organization (Wright & Stewart, 2011, p. 42).

•

HR leader work with the HR team on the development, design, and delivery of HR
services (Wright & Stewart, 2011, p. 42).

•

Workforce sensors – identifies and addresses workforce morale issues and concerns
(Wright & Stewart, 2011, p.42).

•

Firm representatives lobby or speak to external stakeholders (Wright & Stewart,
2011, p. 42).
It is worth noting, Wright and Stewart (2011) did not believe all roles allow CHROs

to have the same type of impact on the organization. However, Wright and Stewart (2011)
did find that when CHROs simultaneously play the roles of strategic advisor, executive
coach, talent architect and Board liaison – CHROs have a more positive impact on the
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organization. Consequently, Wright and Stewart (2011) concluded that CHROs who
coordinate and integrate various roles optimize individual and organizational effectiveness
and thus add value to the organization.
SHRM HR Competency Study. In 2011, the Society for Human Resource
Management (SHRM) commissioned the SHRM HR Competency study. SHRM found HR
leaders must not only possess but also master the following competency domains to be
successful and effective and the job:
•

HR expertise – the ability to apply the principles and practices of human resource
management to contribute to the success of the business (Strobel et al., 2015, p.23).

•

Relationship Management – the ability to manage interactions to provide service
and to support the organization (Strobel et al., 2015, p. 59).
Consultation – the ability to provide guidance to organizational stakeholders
(Strobel et al., 2015, p. 49).

•
•

Leadership and Navigation – the ability to direct and contribute to initiatives and
processes within the organization (Strobel et al., 2015, p. 65).

•

Communication – the ability to effectively exchange with stakeholders (Strobel et
al., 2015, p. 73).

•

Global and Cultural Effectiveness – the ability to value and consider the
perspectives and backgrounds of all parties (Strobel et al., 2015, 79).

•

Ethical Practice – the ability to support and uphold the values of the organization
while mitigating risk (Strobel et al., 2015, p. 29).

•

Critical Evaluation – the ability to interpret information to make business decisions
and recommendations (Strobel et al., 2015, p. 43).

•

Business Acumen – the ability to understand and apply information to contribute
to the organization’s strategic plan (Strobel et al., 2015, p. 37).
CHRO Effectiveness in Higher Education Management Literature
The study of effectiveness while not foreign to higher education management

literature, has been studied minimally when it comes to academic CHROs. Presently, two
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studies have examined and measured the effectiveness of chief human resource officers in
higher education (Table 2.3). The first study conducted by Steadham (2006) examined the
effectiveness of CHROs in Texas public community colleges. The second and most recent
study was conducted by Delgado (2017) and it examined the effectiveness of chief human
Table 2.3
Studies that have Researched the Effectiveness of HR Leaders in Higher Education
Literature

Year

Author(s)

Independent Variable

Dependent
Variable

Target Population

2006

Steadham

Competencies

Effectiveness

CHROs in Texas
Public Community
Colleges

2017

Delgado

Roles,
Competencies, &
Leadership Styles

Effectiveness

CHROs in Higher
Education
(Associate’s
Colleges,
Baccalaureate
Colleges, Master’s
Colleges/Universities,
Doctoral-Granting
Universities &
Special Focus
Institutions)

Study

Steadham
Study

Delgado
Study

resource officers in associate’s colleges, baccalaureate colleges, master’s colleges and
universities, doctoral-granting universities, and special focus institutions.
Steadham Study. Steadham’s 2006 study examined the perceptions of CHROs and
chief executive officers (CEOs - College Presidents) regarding the effectiveness of
CHROs. Using a census study, which included responses from 50 Texas public community
college CHROs and 50 Texas public community college presidents – Steadham found four
competency domains led to CHRO strategic contribution and effectiveness: culture
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management, change management, strategic decision-making, and market-driven
connectivity. Steadham (2006) also found CHROs had an inflated sense of competency in
strategic management competency factors when compared to the perceptions of college
presidents. The study had significant implications for both the human resource profession
and community college administration. The results were used to improve policies and
practices with respect to recruiting, compensation systems, training and development,
strategic planning, and executive teamwork in community colleges (Steadham, 2006).
Delgado Study. The purpose of Delgado’s 2017 study was to examine and measure
the effectiveness of chief human resource officers in higher education by looking at the
roles, competencies, and leadership styles CHROs in higher education call upon to
effectively lead the HR function. Descriptive statistical analysis “revealed CHROs in
higher education: a) play four roles to effectively lead and manage the HR function: HR
Leader, workforce sensor, talent architect, and strategic advisor; b) master six
competencies to effectively lead and manage the HR function: credible activist, strategic
positioner, capability builder, technology proponent, HR innovator/integrator, and change
champion; and c) adopt three leadership styles to effectively lead and manage the HR
function: transformational style, contingent reward style, and active management-byexception style” (Delgado, 2017, p. iv). Correlational statistical analysis “revealed all roles,
all competencies, and all leadership styles called upon by CHROs to effectively lead and
manage the HR function were significantly associated with indicators of CHRO
effectiveness” (Delgado, 2017, p. iv). Inferential statistical analysis “revealed effective
CHROs differed significantly from less effective CHROs in terms of the roles,
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competencies, and leadership styles they call upon to effectively lead and manage the HR
function” (Delgado, 2017, p. iv).
Findings from the study fell very much in line with previous HR research which
found effective CHROs play multiple roles, possess, and master several competency
domains, and adopt leadership styles that are both transformational and transactional in
nature to lead and manage the HR function (Delgado, 2017). Overall conclusion of the
study was that CHROs in higher education are effective at leading and managing the HR
function when they call upon the roles, competencies, and leadership styles associated with
effectiveness in the HR literature (Delgado, 2017).
In summary, when HR leaders (CHROs) play several roles, master multiple
competencies, and adopt certain leadership styles they are able to deliver results; optimize
individual performance; optimize organizational performance; link people, strategy, and
performance; build organizational capabilities; and promote positive change in people,
teams, and the organization – which leads to CHRO effectiveness which in turn leads to
organizational added value (Figure 2.1) (Delgado, 2017; Ulrich et al., 2017; Strobel et al.,
2015; Wright & Stewart, 2011; Steadham, 2006; Ulrich & Brockbank, 2005).

Figure 2.1. Antecedents and Consequences of CHRO Effectiveness
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The Construct of Acumen
Acumen is defined as “keenness and quickness in understanding and dealing with
a situation” (Currence, 2016, p. 7). As a construct, acumen has been defined and researched
in multiple fields of study including medicine, engineering, education, public
administration, and business (Cohen, 2015; Berman & Knight, 2008; Gargiulo et al., 2006;
Aditya & House, 2002). In the field of business, acumen has been defined and researched
in HR management, training, finance, marketing, and organizational behavior (Table 2.4).
The most common method used to measure the construct of acumen has been Likert-scale
items. The SHRM HR Competency Survey (2015), the ASTD (American Society for
Training & Development) Competency Survey (2006), the Financial Intelligence Index
(2008), and the Interpersonal Acumen Index (2002) have all been used as sources of data
to measure acumen.
Business Acumen in the Field of HR Management
When it comes to business acumen, there is no universally accepted definition or
term used to describe and/or refer to the construct within the human resource management
field. The following terms have all been used to refer to business acumen in human resource
management: business knowledge, business literacy, business know-how, business
intelligence, and business ally competency domain. Regarding definitions, business
acumen has been defined in human resource management literature as:
•

the ability to understand and apply information with which to contribute to the
organization’s strategic plan (Strobel et al., 2015, p. 37).

•

the collection of knowledge, skills, and experiences that transforms into
indispensable strategic partners in our organization (Gargiulo et al., 2006, p. xvii).
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Table 2.4
The Construct of Acumen

Discipline

Author(s) &
Year

Construct
Definition

Construct
Measure

Data
Source

HR Management
(business acumen)

Cohen
(2015)

Ability to understand
and apply information
with which to
contribute to an
organization’s strategic
plan.

Likert-Scale
Items

SHRM HR
Competency
Survey

Finance
(financial acumen)

Berman &
Knight
(2008)

Ability to speak the
language of business
(finance/accounting).

Likert-Scale
Items

Financial
Intelligence Index

Training
(business acumen)

Gargiulo,
Pangarkar,
Kirkwood, &
Bunzel
(2006)

Collection of
knowledge, skills, and
experiences that
transforms trainers into
indispensable strategic
partners in
organizations.

Likert-Scale
Items

ASTD
Competency
Survey

Marketing
(consumer acumen)

McGregor
(2011)

Insightful assessment
of the external
environment.

N/A

N/A

Organizational
Behavior
(interpersonal
acumen)

Aditya &
House
(2002)

Ability to decipher
underlying intentions in
other people’s
behaviors.

Likert-Scale
Items

Interpersonal
Acumen Index

•

having a strong understanding of business so that you can provide the best solution
for the effectiveness – and therefore profitability – of the business (Currence, 2016,
p. 7).

•

seeing the big picture and recognizing that all decisions, no matter how small, can
have an effect on the bottom-line. Requires and understanding of finance, strategy,
and decision-making (Gillin, 2015, p. 2).

•

a keen and agile ability to understand, interpret, and deal with business situations.
It requires gaining expertise across multiple disciplines, integrating lessons learned
from diverse experiences, and then applying that knowledge to make decisions that
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lead to better organizational outcomes (Guenole, Ferrar, & Feinzig, 2017, p. 170171).
•

an understanding of how your company makes money and how your decisions and
behaviors can impact the company’s financial performance (Director, 2013, p. 3).

•

understanding the interconnectedness of all business decisions (Garey, 2011, p. 10).

The commonality amongst these definitions was the ability to understand how the business
makes money and what operations best support the mission, vision, and strategy of the
organization.
General Beliefs About Human Resource Executives Regarding
Business Acumen Competence
There are two widely shared beliefs among researchers and practitioners. The first,
that few (if any) HR executives possess business acumen (Cappelli, 2015; Charan, 2015;
Payne, 2010; Prince, 2008). The second, that HR executives must either acquire, develop,
and/or possess business acumen if they are going to lead and manage their human resource
function effectively and contribute towards the attainment of organizational goals (Storey,
Wright, & Ulrich, 2019a; Ulrich, Kryscynski, Ulrich & Brockbank, 2017; Cohen, 2016;
Concurrence, 2016; Cohen, 2015; Lo, Macky, & Pio, 2015; Strobel, Kurtessis, Cohen, &
Alonzo, 2015; Ulrich & Dulebohn, 2015; Ulrich et al., 2012; Ulrich, Younger, Brockbank,
& Ulrich, 2012; Yeung, Woolcock, & Sullivan, 1996). It is worth noting, most articles
calling for HR executives to acquire, develop, and/or possess business acumen are
prescriptive in nature. Meaning, they suggest HR executives should either acquire, develop,
and/or possess business acumen; however, they do not present any type of empirical
evidence indicating HR executives’ lack of business acumen.
The idea that human resource (HR) executives lack business acumen is born from
two independent studies conducted in 2005 and 2011. The 2005 ASTD (American Society
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for Training & Development) Competency study surveyed HR professionals and found HR
professionals lacked business acumen – interestingly, not all HR professionals surveyed
were HR executives, some were HR generalists, HR technicians, and HR managers. The
2014 SHRM (Society for Human Resource Management) HR Competency Study surveyed
HR professionals as well and found HR professionals lacked business acumen (again, not
all HR professionals surveyed were HR executives). As such, multiple researchers and
practitioners have used the results from these two studies to make the argument that HR
executives lack business acumen.
Human Resource Executives Proficient in Business Acumen (the Few)
According to Strobel et al. (2015), the few HR executives who are highly proficient
in business acumen effectively and routinely: a) demonstrate an understanding of the
strategic relationship between effective HR management and core business functions; b)
demonstrate a capacity for understanding the business operations and functions within the
organization; c) understand the industry and business/competitive environment within
which the organization operates; d) make the business case for HR management as it relates
to efficient and effective organizational functioning; e) understand organizational metrics
and their correlation to business success; f) use organizational resources to learn the
business and operational functions; g) use organizational metrics to make decisions; h)
leverage technology to solve business problems; and i) demonstrate courage and
confidence by suggesting ways in which the organization can thrive and grow through HR
practices and through other business practices. When HR executives demonstrate these
behaviors, they begin to think and act like business owners, focusing on cutting waste and
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not just costs and indirectly helping to create a culture of accountability within the
organization (Cohen, 2016; Currence, 2016; Cohen, 2015; Strobel et al., 2015).
Antecedents and Consequences of Business Acumen
A review of the literature revealed strategic agility, leadership ability, business
knowledge, systems thinking, communication skills, economic awareness, knowledge of
finance and accounting, knowledge of marketing, knowledge of labor markets, and using
organizational and HR metrics were all antecedents of business acumen (Guenole et al.,
2017; Ulrich et al., 2017; Cohen, 2016; Cohen, 2015, Strobel et al., 2016; Director, 2013).
Consequently, a review of the literature also revealed informed decision-making, goal
attainment, organizational success, and competitive advantage were all consequences of
the business acumen construct (Guenole et al., 2017; Ulrich et al., 2017; Cohen, 2016;
Cohen, 2015, Strobel et al., 2016; Director, 2013). Figure 2.2 illustrates the antecedents
and consequences of business acumen – see below.

Figure 2.2. Antecedents and Consequences of CHRO Effectiveness
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Summary
This chapter presented a review of the literature related to the two central constructs
of the study – CHRO effectiveness and business acumen. Notably, the chapter provided an
overview of studies that have examined CHRO effectiveness in the fields of human
resource management and higher education. The chapter also provided an overview of the
construct of business acumen and explored the different definitions, general beliefs,
antecedents, and consequences of business acumen.
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CHAPTER 3
METHODOLOGY

This chapter presents and describes the design, methodology, data collection and
data analysis procedures of this study. The chapter is organized into the following fourteen
sections: purpose of the study, research question and propositions, research design,
population, sampling procedures, constructs of the study, instrumentation, data collection
procedures, data analysis, protection of human subjects, delimitations, and assumptions.
Purpose of the Study
The purpose of this study was twofold: (1) to fill a gap in the human resources (HR)
management literature; and (2) to examine the impact business acumen has on the
effectiveness of CHROs responsible for leading and managing the HR function in higher
education. More accurately, this study examined the relationship between business acumen
and CHRO effectiveness.
Research Question and Propositions
The following research question guided the study: What impact does business
acumen have on the effectiveness of CHROs who are responsible for leading and managing
the HR function in higher education? Since the central research question assumes CHROs
possess some level of business acumen and may be effective at leading and managing the
HR function in higher education; five corresponding propositions were postulated to the
address the aforementioned assumptions:
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Propositions Related to CHRO Business Acumen Skills Competence
Proposition 1a: Chief human resource officers (CHROs) responsible for leading and
managing the HR function in higher education institutions possess a mix of business
acumen skills (financial, strategic, leadership, communication).
Proposition 1b: Chief human resource officers (CHROs) responsible for leading and
managing the HR function in higher education institutions vary in the extent to which they
possess business acumen.
Propositions Related to Business Acumen and CHRO Effectiveness
Proposition 2a: Chief human resource officers’ (CHROs) effectiveness at leading and
managing the HR function in higher education institutions varies from effective to not
effective.
Proposition 2b: A significant relationship exists between chief human resource officers’
(CHROs) business acumen and CHRO effectiveness.
Proposition 2c: The mix of business acumen skills of effective chief human resource
officers (CHROs) employed at non-profit higher educational institutions are different than
those of effective CHROs employed at for-profit higher educational institutions.
Research Design
A non-experimental quantitative survey research design was utilized to collect data
to address the central research question and accompanying propositions. According to
Creswell and Creswell (2018) survey research is the most popular method for collecting
data in the social sciences. Advantages of survey research include: (a) the ability to collect
data from a large number of respondents; (b) the ability to assess statistical relationships
between variables; and (c) the ability to estimate the characteristics (e.g., sociodemographics, attitudes, behaviors, opinions, skills, preferences, and values) of a
population without collecting data from all members of the population (Creswell &
Creswell, 2018, Fowler, 2013; Czaja & Blair, 2005). Disadvantages associated with survey
research include: (a) surveys often do not allow researchers to develop an in-depth
understanding of individual circumstances that may be the root cause of respondent
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behavior; (b) respondents may provide socially desirable responses to questions asked; and
(c) respondents may be reluctant to share sensitive information about themselves and others
(Creswell & Creswell, 2018; Fowler, 2013: Czaja & Blair, 2005). Given the purpose of
this study, survey research was the appropriate method for this study as it allowed the
researcher the ability to assess the statistical relationship between business acumen and
CHRO effectiveness; as well as the ability to estimate demographics, CHRO behaviors and
opinions without collecting data from all 2940 CHROs currently tasked with leading and
managing the HR functions at institutions of higher education.
Population
Chief human resource officers (CHROs) responsible for leading and managing the
HR function at an institution of higher education (e.g., Associate’s Colleges, Baccalaureate
Colleges, Master’s Colleges and Universities, and Doctoral-Granting Universities) served
as the target population. The CHROs tasked with leading and managing the HR function
in higher education are generally responsible for:
•

talent – “ensuring there’s a pipeline of talent to meet the institution’s performance
and institutional objectives” (Delgado, 2017, p. 13).

•

performance management – “establishing effective performance management
systems, establishing clear performance expectations, providing feedback and
ongoing coaching, and effectively linking performance to rewards” (Delgado,
2017, p. 13).

•

training and development – “creating and implementing programs that ensure the
institution has the capabilities to achieve performance objectives, and the skills
needed to compete in a competitive environment” (Delgado, 2017, p. 13).

•

culture – “helping shape the culture of the institution” (Delgado, 2017, p. 13).

•

compensation and benefits – “ensuring compensation and benefits strategy is
aligned with the institution’s strategy, goals, and culture” (Delgado, 2017, p. 14).
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•

executive compensation – “providing leadership in the establishment and
management of executive pay, making programs and practices align with the
interests of management and other key stakeholders of the institution” (Delgado,
2017, p. 14).

•

human resource information systems – “establishing and implementing effective
and efficient use of information systems that enhance productivity throughout the
institution” (Delgado, 2017, p. 14).

•

diversity and inclusion – “leveraging the richness of differences in the workforce
to enhance and enrich both performance and an operating culture that fosters
innovation and high performance” (Delgado, 2017, p. 14).

•

employee relations – “ensuring employees are fully involved and have a strong
emotional connection with their work and the overall goals, objectives, and mission
of the institution” (Delgado, 2017, p. 14).

•

labor relations – “providing leadership and strategy for consultation, collective
bargaining, negotiations, union contract administration, grievance handling,
arbitration, communications, and compliance with applicable labor laws”
(Delgado, 2017, p. 14).

It is worth noting the duties, responsibilities, and job titles of CHROs vary from institution
to institution. The CHRO job titles in higher education settings include: Assistant VP of
HR, Associate VP of HR, VP of HR, Assistant Vice Chancellor of HR, Associate Vice
Chancellor of HR, Vice Chancellor of HR, Executive Director of HR, Director of HR,
Director of Personnel, Associate Dean of HR, and Dean of HR.
Those CHROs responsible for leading and managing the HR function of a
college/university system and CHROs serving at special focus institutions (e.g.,
Theological Seminaries, Bible Colleges, Religious-Based Institutions, Tribal Colleges,
Schools of Art, Music, and Design) were excluded from the population. Currently, there
are 2,940 institutions of higher education (excluding special focus institutions) in the
United States (Table 3.1). As such, there are 2,940 CHROs in higher education institutions
(1 CHRO per college/university).
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Sampling Procedures
Proper representation of CHRO responses was achieved by using proportional
stratified sampling. Advantages associated with proportional stratified sampling include
the following: making inferences within a stratum, using different research methods and
procedures with different strata, analyzing within stratum patterns, and reporting results
from each stratum
Table 3.1
Distribution of Institutions of Higher Education (by Classification Category)

Category

Institutions
Number
Percent

Doctoral-Granting Institutions
Doctoral Universities: Very High Research Activity
Doctoral Universities: High Research Activity
Doctoral/Professional Universities

131
135
152

4.0
4.6
5.2

Master’s Colleges and Universities
Master’s Colleges & Universities: Large Programs
Master’s Colleges & Universities: Medium Programs
Master’s Colleges & Universities: Small Programs

350
196
139

12.0
6.7
4.7

Baccalaureate Colleges
Baccalaureate Colleges: Arts & Science Focus
Baccalaureate Colleges: Diverse Fields
Baccalaureate/Associate’s Colleges: Mixed Baccalaureate/Associate’s
Baccalaureate/Associate’s Colleges: Associate’s Dominant

241
334
151
111

8.2
11.7
5.2
3.8

Associate’s Colleges
Associate’s Colleges: High Transfer-High Traditional
Associate’s Colleges: High Transfer-Mixed Traditional/Nontraditional
Associate’s Colleges: High Transfer-High Nontraditional
Associate’s Colleges: Mixed Transfer/Career & Technical-High Traditional
Associate’s Colleges: Mixed Transfer/Career & Technical-Mixed Traditional/Nontraditional
Associate’s Colleges: Mixed Transfer/Career & Technical-High Nontraditional
Associate’s Colleges: High Career & Technical-High Traditional
Associate’s Colleges: High Career & Technical-Mixed Traditional/Nontraditional
Associate’s Colleges: High Career & Technical-High Nontraditional

122
118
82
123
106
112
138
98
101

4.1
4.0
2.8
4.2
3.6
3.8
4.7
3.3
3.4

2940

100.0

ALL INSTITUTIONS (excluding special focus institutions)
Source: Carnegie Classification (2015)
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separately (Creswell & Creswell, 2018; Creswell, 2014). As is the case with all sampling
procedures, the use of proportional stratified sampling comes with its own share of
disadvantages (Krathwohl, 2009). Proportional stratified sampling requires more
administrative effort than a simple random sample and analyses may be computationally
more complex (Creswell & Creswell, 2018; Krathwohl, 2009).
Seven hundred and eighty-eight CHROs were selected to participate in this study
and from this sample a proportionate number of CHROs were randomly chosen from
among the different types of institutions (e.g., Associate’s Colleges, Baccalaureate
Colleges, Master’s Colleges/Universities, and Doctoral-Granting Universities). To
randomly choose a proportionate number of CHROs from among the different types of
institutions – names of colleges and universities were downloaded from the Carnegie
Classification of Institutions of Higher Education database into a Microsoft Excel
spreadsheet and organized into the different types of institutions. The random numbering
function in Excel was then utilized to extract a proportional number of institutions from
each stratum. Once a proportional number of institutions from each stratum was identified
and selected, the researcher reached out to CHROs from each selected institution and
invited CHROs to participate in the study.
The proportion taken from each stratum was determined by the size of each stratum
(type of institution) in relation to the size of the desired sample - 788 CHROs. Of the 788
CHROs selected to participate in this study – 109 CHROs (788*.138 = 109) were drawn
from Doctoral-Granting Institutions; 185 CHROs (788*.234 = 185) were drawn from
Master’s Colleges and Universities; 228 CHROs (788*.289 = 228) were drawn from
Baccalaureate Colleges; and 267 CHROs (788*.339 = 267) were drawn from Associate’s
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Colleges. The far-right column in Table 3.2 represents a breakdown of the proportion of
CHROs that were selected from each stratum to participate in the study.
Table 3.2
Proportionate Stratified Sampling of Institutions of Higher Education
Number of Institutions
Category

Proportionate Stratified
Sampling

Public

Private
(non-profit)

Private
(profit)

Freq.

%

Freq.

%

94
91
29

37
43
107

0
1
16

131
135
152

4.0
4.6
5.2

32
36
41

4.0
4.6
5.2

214

187

17

418

13.8

109

13.8

162
58
36

169
126
85

19
12
18

350
196
139

12.0
6.7
4.7

95
53
37

12.0
6.7
4.7

256

380
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685

23.4

185

23.4

28
88
44
91

210
202
36
7

3
44
71
13

241
334
151
111

8.2
11.7
5.2
3.8

65
92
41
30

8.2
11.7
5.2
3.8

251

455

131

837

28.9

228

28.9

113
117
80
119
105
111
63
70
74

7
1
2
2
1
0
8
4
3

2
0
0
2
0
1
67
24
24

122
118
82
123
106
112
138
98
101

4.1
4.0
2.8
4.2
3.6
3.8
4.7
3.3
3.4

31
32
22
33
28
30
37
26
27

4.1
4.0
2.8
4.2
3.6
3.8
4.7
3.3
3.4

852

28

120

1000

33.9

267

33.9

1573

1050

317

2940

100.0

788

100.0

Doctoral Granting Institutions
Doctoral Univ: Very High Research Activity
Doctoral Univ: High Research Activity
Doctoral/Professional Univ
Doctoral-Granting Institutions Total
Master’s Colleges and Universities
Master’s Coll. & Univ: Large Programs
Master’s Coll. & Univ: Medium Programs
Master’s Coll. & Univ: Small Programs
Master’s Colleges and Universities Total
Baccalaureate Colleges
Baccalaureate Coll.: Arts & Science Focus
Baccalaureate Coll.: Diverse Fields
Baccalaureate/Associate’s Coll.: Mixed
Baccalaureate/Associate’s Coll.: Associate’s
Baccalaureate Colleges Total
Associate’s Colleges
Assoc. Coll.: High Transfer-High Tradition
Assoc. Coll.: High Transfer-Mixed
Assoc. Coll.: High Transfer-High Nontrad.
Assoc. Coll.: Mixed Trans./C&T High Trad.
Assoc. Coll.: Mixed Trans./C&T Mixed
Assoc. Coll.: Mixed Trans/C&T High Nontrad.
Assoc. Coll.: High C&T – High Traditional
Assoc. Coll.: High C&T - Mixed
Assoc. Coll.: High C&T – High Nontrad.
Associate’s Colleges Total
TOTAL
Source: Carnegie Classification (2015)
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The number of subjects (sample size) needed to address study propositions was
determined by study propositions 2b and 2c – which seeked to: (1) examine the relationship
between two variables (CHRO effectiveness and business acumen); and (2) compare the
means of two dependent variables (effective CHROs employed at non-profit institutions
and effective CHROs employed at for-profit institutions). Since study propositions 1a, 1b,
and 2a were descriptive in nature, a specific sample size was not needed nor required to
address these propositions.
According to Faul, Redfelder, Buchner, and Lang (2009), when testing hypotheses
that examine relationships between variables or look for patterns between two dependent
variables – power analysis can help determine how large a sample size must be to produce
statistically significant results with a given alpha level (e.g., .05), power (e.g., .80), and
effective size (e.g., strength of correlation or size of difference between groups). G*Power
3.1.9.2 was used to determine the number of subjects needed to attain a statistical power
of .80 given three effect sizes (i.e., small, medium, and large) and a two-tailed alpha of .05.
A two-tailed alpha was specified because both propositions did not assume directionality.
For Proposition 2b, assuming a small effect size of .10, 782 participants (subjects) would
be needed; given a medium effect size of .30, only 84 participants would be needed to
attain a statistical power of .80. For Proposition 2c, given an equal number of participants
for the two groups and a small effect size of .20, 788 participants would be needed, but
given a medium effect size of .50, only 128 participants would be needed to attain a
statistical power of .80. Thus, this study assumed a medium effect size for both propositions
and determined between 84 and 128 participants would be needed to attain a statistical
power of .80 given a two-tailed alpha of .05 (Table 3.3).
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Table 3.3
Power Analysis to Assess Propositions 2B & 2C

Propositions

Effect Size

N

Proposition 2B

ρ = .10 (small)
ρ = .30 (medium)
ρ = .50 (large)

782
84
29

Proposition 2C

d = .20 (small)
d = .50 (medium)
d = .70 (large)

788
128
52

Constructs of the Study
The central constructs of this study were CHRO effectiveness and business acumen.
CHRO effectiveness was operationally defined as “the degree to which CHROs
successfully produce desired results” (Delgado, 2017; p. 5). Business acumen was
operationally defined as “the ability to understand and apply information with which to
contribute to an organization’s strategic plan” (Strobel et al., 2015, p. 37).
Instrument
To assess the business acumen and effectiveness of CHROs responsible for leading
and managing the HR function in higher education, the researcher created the Business
Acumen & Effectiveness Index (Appendix A). This index was organized into three sections
containing 57-items. Section one (Table 3.4) contained 40-items and assessed the level of
business acumen competence (e.g., none, basic, intermediate, advanced, or expert) CHROs
possess. Financial skills were assessed with items 7, 8, 13, 14, 15, 24, 25, 33, 36, & 40.
Financial skills were defined as the abilities and behaviors that allow business professionals
to understand the interconnectedness of business decisions (Director, 2013; Garey, 2011;
Berman & Knight, 2008). Financial skills include the following: knowing how to interpret
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financial statements, financial ratios, and internal controls; understanding how the
company makes money; understanding how business decisions impact an organization’s
financial performance; analyzing which choices add value to the organization and which
will weaken it; and determining what return a new initiative must produce to prove it is
worth undertaking (Director, 2013; Garey, 2011; Berman & Knight, 2008).
Strategic skills were assessed with items 4, 10, 11, 17, 18, 19, 23, 28, 29, & 38.
Strategic skills were defined as the abilities and behaviors that allow business professionals
Table 3.4
Index Items Associated with the Business Acumen Competency

Competency

Skill

Item(s)

Business Acumen

Financial

7, 8, 13, 14, 15, 24, 25, 33, 36, 40

Strategic

4, 10, 11, 17, 18, 19, 23, 28, 29, 38

Leadership

2, 3, 5, 12, 21, 26, 31, 34, 35, 39

Communication

1, 6, 9, 16, 20, 22, 27, 30, 32, 37

to think, plan, and implement organizational goals strategically (Ulrich et al., 2017; Ulrich
et al., 2012; Wright el al., 2011). Strategic skills include the following: formulating
actionable and achievable goals; implementing processes to improve organizational
effectiveness; building a sustainable advantage; aligning departmental goals, processes,
and resource allocation with organizational strategy; identifying threats and weaknesses;
and providing human capital information regarding potential business performance issues
(Ulrich et al., 2017; Ulrich et al., 2012; Wright el al., 2011).
Leadership skills were assessed with items 2, 3, 5, 12, 21, 26, 31, 34, 35, & 39.
Leadership skills were defined as the abilities and behaviors that direct and contribute to
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initiatives and processes within an organization (Strobel et al., 2015; Cohen, 2015).
Abilities and behaviors associated with leadership skills include the following:
understanding the most effective and efficient way to accomplish tasks within the
parameters of organizational hierarchy, processes, systems, and policies; fostering
collaboration; developing solutions to overcome potential obstacles to successfully
implement initiatives; leading the organization through adversity; promoting consensus
among organizational stakeholders; and leading organizational change (Strobel et al.,
2015; Cohen, 2015).
Communication skills were assessed with items 1, 6, 9, 16, 20, 22, 27, 30, 32, &
37. Communication skills were defined as the abilities and behaviors used to effectively
exchange information with stakeholders (Strobel et al., 2015; Cohen, 2015).
Communication skills include the following: providing clear, concise information to others
in verbal, written, electronic, and other communication formats; listening actively and
empathetically to the views of others; delivering critical information to all stakeholder;
providing constructive feedback; ensuring effective communication throughout the
organization; helping other consider new perspectives; leading meetings effectively and
efficiently; and effectively utilizing communication technology and social media (Strobel
et al., 2015; Cohen, 2015).
For each item (question) a CHRO answered correctly he/she received one point
(zero points were awarded for incorrect answers). The maximum number of points a CHRO
was able to score in this section was 40 points. The CHROs who scored between 36-40
points were deemed as possessing an expert level of business acumen competence. The
CHROs who scored between 31-35 points were deemed as possessing an advanced level
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of business acumen competence. The CHROs who scored between 26-30 points were
deemed as possessing an intermediate level of business acumen competence. The CHROs
who scored between 21-25 points were deemed as possessing a basic level of business
acumen competence. The CHROs who scored 20 points or less were deemed as possessing
a novice level of business acumen competence.
Section two contained seven items and assessed the effectiveness of CHROs. Items
included in this section were identified in the HR literature as examples of CHRO
effectiveness. Using four options (i.e., Strongly Disagree = 1, Disagree = 2, Agree = 3,
Strongly Agree = 4), CHROs were asked to indicate their level of agreement or
disagreement with items 41-47. Cronbach’s alpha was used to assess the reliability of the
effectiveness measure. According to Nunnally and Bernstein (1994), a measure is
moderately reliable if it is .70 or higher. Cronbach’s alpha for the effectiveness measure in
this study was .92 (Table 3.5).
Table 3.5
Reliability Statistics (Cronbach’s Alpha)

Measure

Cronbach’s Alpha

Number of Items

Effectiveness

.922

7

The measure of effectiveness was deemed reliable – no items suppressed the total
alpha, and no individual items were dropped (Table 3.6). CHROs found to have a mean
score higher than 3.0 were identified as being effective at leading and managing the HR
function at their respective institution. Since the instrument collected self-reported data
from CHROs – the possibility did exist some CHROs stated they were effective at leading
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Table 3.6
Reliability Statistics (Individual Item Totals for Effectiveness)

Effectiveness Item

Scale Mean if
Item Deleted

Scale Variance if
Item Deleted

Corrected Item –
Total Correlation

Cronbach’s Alpha
if Item Deleted

18.30
18.75
18.54
18.36
18.34
18.78
18.55

13.591
11.376
12.187
13.800
13.721
11.530
12.717

.722
.868
.753
.679
.708
.854
.767

.915
.899
.912
.918
.916
.900
.909

Effectiveness 1
Effectiveness 2
Effectiveness 3
Effectiveness 4
Effectiveness 5
Effectiveness 6
Effectiveness 7
Note: No items were deleted.

and managing the HR function when in fact they were not. To minimize the possibility of
this occurring, the researcher included the terms “consistently” and “successfully” in all
items measuring effectiveness. By doing so, not all CHROs would be able to report they
consistently or successfully managed to deliver results; negotiate collective bargaining
agreements; link people, strategy, and performance; optimize institutional practices; build
institutional capabilities; cost collective bargaining agreements; and promote positive
change in people, teams and institution. Case in point, Delgado (2017) measured the
effectiveness of CHROs in higher education and found only forty-four percent of all
CHROs who participated in the study self-reported to being effective at leading and
managing the HR function in higher education. Of the 314 CHROs who participated in the
study, only 139 CHROs self-reported they were effective. Based on this previous study,
the researcher anticipated CHROs would respond to effectiveness survey items openly and
honestly as they did in that study.
Section three contained ten items and was used to collect demographic, HR related,
and institutional data. Data collected in this section was used to compare differences in
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results related to gender, education, level of HR experience, number of years with current
institution, and type of institution.
To minimize response bias (or the tendency of participants to answer in a particular
way) the four skills subsumed by business acumen (i.e., financial, strategic, leadership and
communication skills – section one) and all activities associated with effectiveness (section
two of the survey) were not disclosed in the survey (Fowler, 2013). To discourage
participants from jumping around from one area to another, items were intentionally
grouped by content (i.e., business acumen skills and effectiveness) (Fowler, 2013).
Content Validity. To establish content validity, the researcher field tested the
instrument with a panel of HR experts. Mertens (2019) and Creswell & Creswell (2018)
contend expert panels should consist of three and no more than five experts. Consistent
with the extant literature, the researcher selected three HR executives and two HR
academics/researchers to assess and determine the appropriateness, relevance, and clarity
of the measures (items) contained in the survey. For all intents and purposes,
appropriateness was operationally defined as meeting an acceptable standard (Abdelhamid,
Checchi, Garry, & Warsame, 2019); relevance was operationally defined as the extent to
which items in a survey/questionnaire relate to specific aspects of a construct (Artino,
LaRochelle, Dezee, & Gehlbach, 2014); and clarity was operationally defined as the extent
to which items in a questionnaire are clearly worded (Artino et al., 2014).
Selected panel experts included: (a) a Vice Chancellor of Human Resources
employed in the University of California (UC) system, (b) an Assistant Vice President of
Human Resources employed in the California State University (CSU) system, (c) a Vice
President of Human Resources employed in the California Community College system,
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and (d) two professors of Human Resource Management (Table 3.7). At the time of
selection, all panel experts had more than 20 years working or teaching experience in HR,
were actively involved in furthering the HR field, and had extensive knowledge of the
thematic domain of this study (i.e., business acumen).
Table 3.7
Panel of HR Experts

Type of Expert

Title

Work Exp.
(20+ Years)

Involved in
Furthering HR

Business Acumen
Knowledge

HR Practitioner
(UC System)

Vice Chancellor,
Human Resources

√

√

√

HR Practitioner
(CSU System)

Asst. Vice President,
Human Resources

√

√

√

HR Practitioner
(CA CC System)

Vice President,
Human Resources

√

√

√

HR Academic/
Researcher

Professor, HR MGT

√

√

√

HR Academic/
Researcher

Professor, HR MGT

√

√

√

Panel experts were emailed a contact letter (Appendix B) notifying them they had
been selected to participate in a panel of HR experts. The pre-contact email included the
reason why they were selected to participate in the panel; the purpose and importance of
the study; instructions on how to access the survey; and instructions to review and assess
the appropriateness, relevance, and clarity of items in sections one and two of the index
(Appendix C).
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Panel experts were given a month to review and assess the survey and items
(questions) contained in the survey. Below are the results and changes made to the survey
questionnaire based on the feedback received from the panel:
•

all five panel experts agreed survey items (questions) were appropriate and were
good indicators to use to measure the level of business acumen and effectiveness
CHROs possess.

•

all five panel experts agreed survey items (questions) were relevant and were good
indicators to use to measure the level of business acumen and effectiveness CHROs
possess.

•

four panel experts expressed concern about the clarity of question #1. The panelists
suggested the researcher should provide examples of “HR Initiatives” in the
question.

•

three panel experts expressed concern about the clarity of question #9. The panelists
suggested the researcher should define the term “stakeholders” or provide examples
of stakeholders in the question.

•

all five panel experts expressed concern about the clarity of question #12. The
panelists suggested the researcher should define the term “organizational
capabilities” or provide examples of organizational capabilities in the question.

•

two panel experts expressed concern about the clarity of question #18. The panelists
suggested the researcher should include examples of “core business functions” in
the question.

•

four panel experts expressed concern about the clarity of question #38. The
panelists suggested the researcher should define the term “economic factors” or
provide examples of economic factors in the question.

•

all five panel experts expressed concern about the clarity of question #41. The
panelists suggested the researcher should provide clear examples of what it means
to “deliver results” in the question.

•

all five panel experts expressed concern about the clarity of question #42. The
panelists suggested the researcher should provide examples of what it means to
“optimize individual behavior” in the question.

•

four panel experts expressed concern about the clarity of question #44. The
panelists suggested the researcher should provide examples of what it means to
“optimize institutional capabilities” in the question.
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•

four panel experts expressed concern about the clarity of question #45. The
panelists suggested the researcher should define or provide examples of
“institutional capabilities” in the question.

•

all five panel experts commented the researcher was inconsistent with the use of
the word “institution.” They stated that in some questions the researcher used the
word “organization” and in other questions used the word “institution.
Reliability. According to Mertens (2019) and Creswell & Creswell (2018), the

ultimate goal of good research is to have measures or observations that are consistent and
free from sources of measurement error. The researcher used test-retest reliability to
measure the consistency of results collected using the newly created Business
Acumen/Effectiveness Index. Test-retest reliability is a measure of reliability obtained by
administering the same test twice over a period of time to the same group of individuals
(Sullivan, 2009). The scores from Time 1 and Time 2 can then be correlated in order to
evaluate the test for stability over time (Sullivan, 2009). To establish test-retest reliability,
the researcher administered the same test to the same group of pilot study sample
respondents (N = 27) at two different points in time and then calculated the correlation
between the two sets of results. To be more specific, respondents were tested one month
apart. A two-tailed Pearson correlation procedure was conducted with the total scores. The
total scores taken during the first testing period were significantly correlated with the total
test scores taken in the second testing period, r = .93, p < .001 (Table 3.8). Given test score
totals were significantly correlated, the researcher determined items (measures) in the
Business Acumen/Effectiveness Index were reliable.
Pilot Study
As a precursor to the full-scale study, a pilot study was conducted to: (a) assess the
collection, organizing, and recording of data, (b) estimate the time required to complete the

52

Table 3.8
Test-Retest Reliability (Pearson Correlation)

Total Scores of Each
Time Period

Correlations

Totals of Test 1
(TOT 1)

Pearson Correlation
Sig. (2-tailed)
N

Totals of Test 2
(TOT 2)

Totals of Test 1
(TOT 1)

1
27

Pearson Correlation
Sig. (2-tailed)
N

.930**
.000
27

Totals of Test 2
(TOT 2)

.930**
.000
27
1
27

** Correlation is significant at the 0.01 level (2-tailed).

survey, (c) assess the procedures that would be used to recruit participants, (d) identify
logistical problems associated with proposed methods, and (e) determine what resources
would be needed for a full-scale study. The pilot study did not analyze data related to the
research question and study propositions; instead, it assessed the feasibility of a full-scale
study. For the purpose of this pilot study, the definition of pilot study put forth by Doody
and Doody (2015) was used. Doody and Doody (2015) defined a pilot study as a “small
scale version of a planned study conducted with a small group of participants similar to
those to be recruited later in a larger scale study” (p. 1074).
Pilot Study Results. The researcher employed Qualtrics to distribute and collect data
for the pilot study. Of the seventy-eight CHROs selected to participate in the pilot study
using proportional stratified sampling to ensure proper representation across the different
types of institutions – 27 participants accepted, responded, and completed the survey
questionnaire (response rate = 34.6%). Within hours after the initial email invitation, two
participants completed the survey. Seven participants completed the survey on Day 2, five
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participants completed the survey on Day 3, four completed the survey on Day 4, and four
more participants completed the survey by Day 5 and 6. After Day 7, no surveys were
completed. On Day 15, a follow-up email was sent to participants and within hours two
surveys were completed. Three more surveys were completed between Day 16 and day 18
(Figure 3.1).
RESPONSE RATE CHART
(Pilot Study)
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Figure 3.1. Response Rate Chart
The twenty-seven participants who participated were approximately representative
of the targeted population. CHROs responsible for leading and managing the HR function
at associate’s colleges (e.g., community colleges) in the U.S. represent 51.4% of the
targeted population. As it turned out, twelve of the 27 participants were from associate’s
colleges representing 44.4% of the targeted population for this pilot study (slightly lower
than the targeted 51.4%). CHROs responsible for leading and managing the HR function
at baccalaureate colleges in the U.S. represent 21.5% of the targeted population. In this
pilot study, CHROs responsible for leading and managing the HR function in baccalaureate
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colleges represented 18.5% (5/27 = .18). Again, slightly below the 21.5% that was
anticipated. CHROs responsible for leading and managing the HR function at master’s
colleges/universities in the U.S. represent 19.2% of the targeted population. In this pilot
study, CHROs responsible for leading and managing the HR function at master’s
colleges/universities represented 25.9% (7/27 = .259) – surprisingly higher than
anticipated. And lastly, CHROs responsible for leading and managing the HR function at
doctoral granting institutions in the U.S. represent 7.9%. In this pilot study, CHROs
responsible for leading and managing the HR function represented 11.1% - slightly higher
than anticipated.
The data were organized and recorded by downloading completed surveys from
Qualtrics and exporting them to SPSS 25.0. Prior to exporting the data, the researcher
converted all data items from the survey into numerical codes (Appendix F) and created an
SPSS data file. After exporting the data to SPSS, the researcher inspected and examined
the data for errors and missing data.
On average, it took participants 44.7 minutes to complete the survey questionnaire
(Table 3.9 – next page). Four participants took between 21-30 minutes to complete the
survey. Seven participants took between 31-40 minutes to complete the survey. Seven
participants took between 41-50 minutes to complete the survey. Five participants took
between 51-60 minutes to complete the survey. Three participants took between 61-70
minutes and one participant to 75 minutes to complete the survey. All participants
completed the survey.
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Table 3.9
Average Time to Complete the Survey Questionnaire

Participants

Time Taken to Complete Survey
Questionnaire

Participant 1
Participant 2
Participant 3
Participant 4
Participant 5
Participant 6
Participant 7
Participant 8
Participant 9
Participant 10
Participant 11
Participant 12
Participant 13
Participant 14
Participant 15
Participant 16
Participant 17
Participant 18
Participant 19
Participant 20
Participant 21
Participant 22
Participant 23
Participant 24
Participant 25
Participant 26
Participant 27

39 minutes
66 minutes
57 minutes
33 minutes
45 minutes
41 minutes
29 minutes
51 minutes
27 minutes
33 minutes
75 minutes
36 minutes
25 minutes
42 minutes
53 minutes
49 minutes
55 minutes
61 minutes
45 minutes
24 minutes
31 minutes
43 minutes
56 minutes
63 minutes
38 minutes
36 minutes
55 minutes

Average Time to Complete the Survey Questionnaire

Average Time

44.7 minutes

The data collection procedures used by the researcher and suggested by Temple
University’s Institutional Review Board (IRB) to recruit participants were not as effective
as previously thought - and as a result, the anticipated response rate of 30% was not
achieved. Keeping in line with Temple University IRB recommendations – which strongly
suggested one follow-up email was enough to increase the rate of response – the researcher
only emailed one follow-up email after the initial contact email. The follow-up email
(Appendix E) was sent exactly two weeks from the date of the initial contact email.
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However, one follow-up email was not enough – as evidenced in Figure 3.1. In terms of
the procedures that were used to select CHROs, the criteria used by the researcher proved
to be valid and resulted in a representative mix of participants.
No logistical problems associated with the proposed method for data collection
were encountered. The initial plan was to use Qualtrics to distribute and collect data for the
study and was implemented despite the scattered Internet problems encountered
nationwide due to the pandemic (Covid-19) – none of the participants communicated or
claimed to have had technical issues completing the survey online.
Survey questions proved to be appropriate, relevant, and clear. Participants
responded well to most questions included in the survey. All participants responded to
questions 1-6 (Table 3.10). Twenty-five participants responded to questions 7-8; two
participants skipped the questions. All participants responded to questions 9-13. Twentyfive participants responded to questions 14-15; two participants skipped the questions. All
participants responded to questions 16-23. Twenty-five participants responded to questions
24-25; two participants skipped the questions. All participants responded to questions 2647. Twenty-six participants responded to all demographic questions (DQ1-DQ10); only
one participant chose not to respond to demographic questions.
Lessons Learned from Pilot Study. The researcher realized after collecting,
organizing, and recording data for the pilot study that the sampling procedure used (e.g.,
proportional stratified sampling) to ensure proper representation of CHRO responses
across the different types of institutions was the right procedure to use. Though, the
representation of CHRO responses was not completely representative of the targeted
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Table 3.10
Frequencies and Percentages of Missing Values

Question No.

N

Missing
n

%

Question No.

N

Missing
n

%

Question 1
Question 2
Question 3
Question 4
Question 5
Question 6
Question 7
Question 8
Question 9
Question 10
Question 11
Question 12
Question 13
Question 14
Question 15
Question 16
Question 17
Question 18
Question 19
Question 20
Question 21
Question 22
Question 23
Question 24
Question 25
Question 26
Question 27
Question 28
Question 29

27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27

0
0
0
0
0
0
2
2
0
0
0
0
0
2
2
0
0
0
0
0
0
0
0
2
2
0
0
0
0

0.0
0.0
0.0
0.0
0.0
0.0
7.4
7.4
0.0
0.0
0.0
0.0
0.0
7.4
7.4
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
7.4
7.4
0.0
0.0
0.0
0.0

Question 30
Question 31
Question 32
Question 33
Question 34
Question 35
Question 36
Question 37
Question 38
Question 39
Question 40
Question 41
Question 42
Question 43
Question 44
Question 45
Question 46
Question 47
DQ 1
DQ 2
DQ 3
DQ 4
DQ 5
DQ 6
DQ 7
DQ 8
DQ 9
DQ 10

27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27
27

0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
0
1
1
1
1
1
1
1
1
1
1

0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
0.0
3.7
3.7
3.7
3.7
3.7
3.7
3.7
3.7
3.7
3.7

Note: DQ = Demographic Questions

population in the pilot study – it was anticipated that once the full-scale study was
conducted the number of CHRO responses would be more representative of CHROs
employed across the different types of institutions of higher education. Unfortunately,
twenty-seven participant responses were not enough to truly measure proper CHRO
representation. Despite this, the researcher was confident proper representation of CHRO
responses would be achieved by using a bigger sample size in the full scale study.
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The pilot study confirmed the researcher overestimated the time required to
complete the survey. The reason why this is so important is because longer surveys have
traditionally had lower response (participation) rates. The researcher was excited to learn
the survey would take less time to complete (in theory this should translate into a higher
response rate for the full-scale study).
The researcher reviewed survey questions 7, 8, 14, 15, 24, & 25, which were left
blank or not attempted by 7.4% of participants (i.e., two participants). The six questions
required participants to have an understanding of financial statements – the researcher did
not change the questions on the survey as he determined participants left the questions
blank because they (participants) possibly did not have a basic understanding of financial
terms/concepts and financial statements.
Modifications Resulting from Pilot Study. The following changes were made to data
collection and data analysis procedures: (a) the time required to complete the survey was
changed from 60 minutes to 45 minutes in the informed consent section of the survey
(Appendix A), the initial participation invitation (Appendix D), and on the first, second,
and third follow-up emails to the initial invitation (Appendices E, F, G); and (b) the data
collection section below, now reflects three follow-up emails to the initial participation
invitation as opposed to the one follow-up email suggested by Temple University’s
Institutional Review Board (IRB).
Data Collection Procedures
All 788 CHROs selected to participate in this study were contacted via email. An
initial participation invitation email (Appendix D) was used to invite and inform selected
CHROs about the purpose and importance of the study. The initial participation invitation
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email also served to inform and assure all participants that their participation would be
voluntary. The initial contact email included the researcher’s contact information and
instructions on how to access and complete the inform consent form and the online survey.
Keeping in line with methodological literature which strongly suggests follow-up
emails provide an effective method for increasing response rate (Mertens, 2019; Creswell
& Creswell, 2018) – the researcher sent out three follow-up emails to all participants.
Follow-up email one (Appendix E) was emailed two weeks from the date of the initial
invitation; follow-up email two (Appendix F) was emailed two weeks after follow-up email
one; and follow-up email three (Appendix G) was emailed out two weeks after follow-up
email two. All three follow-up emails served as reminders to participate in the study; and
included the purpose and importance of the study, a statement indicating participation
would voluntary, assurance from the researcher that all participant information would be
kept confidential, and instructions on how to access and complete the inform consent form
and the online survey.
Data Analysis Procedures
Before any data analysis was conducted using SPSS, the researcher coded
(Appendices H, I, & J) and entered all responses into a data file which he inspected for
errors and missing data. The researcher did not assess the pattern of missing data using
Little’s Missing Completely at Random (MCAR) procedure as previously planned as he
found no evidence of errors or missing values (data). Frequency distributions and valid
percentages were used to analyze and summarize demographic, HR-related, and
institutional data (Table 3.11).
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Table 3.11
Treatment of Sample Data (Descriptive Statistics)

Demographic Question

Study
Item

Data
Type

Characteristic

Demographic Question 1
Demographic Question 2
Demographic Question 3
Demographic Question 4
Demographic Question 5
Demographic Question 6
Demographic Question 7
Demographic Question 8
Demographic Question 9
Demographic Question 10

DQ 1
DQ 2
DQ 3
DQ 4
DQ 5
DQ 6
DQ 7
DQ 8
DQ 9
DQ 10

Nominal
Nominal
Interval
Ordinal
Ordinal
Nominal
Interval
Nominal
Interval
Nominal

Gender Identity
Ethnicity
Age
Level of Education
Type of Institution Employed At
HR Certifications
HR Staff
Job Title
Years Employed in HR Filed
Negotiating CBAs

Treatment

f, %
f, %
f, %
f, %
f, %
f, %
f, %
f, %
f, %
f, %

Given the nature of Propositions 1a, 1b, and 2a - measures of centrality and
variability (i.e., mean, standard deviation) were used to address propositions (Table 3.12).
Proposition 1a proposed CHROs who are responsible for leading and managing the HR
function in higher education institutions possess a mix of business acumen skills (financial,
strategic, leadership, and communication). Proposition 1b proposed CHROs who are
responsible for leading and managing the HR function vary in the extent to which they
possess business acumen. Proposition 2a proposed CHROs’ effectiveness in leading and
managing the HR function in higher education institutions varies from being not effective
to effective.
Pearson’s correlation coefficient was used to address Proposition 2b – which
proposed a significant relationship exists between CHRO business acumen and CHRO
effectiveness (Table 3.13). To address proposition 2c which proposed the mix of business
acumen skills for effective CHROs employed in non-profit versus for-profit institutions of
higher education differ - MANOVA procedures were used. MANOVA procedures were
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Table 3.12
Propositions (Descriptive Statistics)

Propositions
Proposition 1a
Proposition 1b
Proposition 2a

Study Items
1 - 40
1 - 40
41 - 47

Data

DV

IV

Nominal
Nominal
Interval

CHROs
CHROs
CHROs

Business Acumen
Business Acumen
Effectiveness

Treatment
M, SD
M, SD
M, SD

Note: M = Sample Mean. SD = Standard Deviation.

ideal for addressing proposition 2c as they allowed the researcher to compare multivariate
sample means (non-profit vs for-profit) (Kraska, 2010).
Table 3.13
Propositions (Correlational and Inferential Statistics)

Research Question

Study Items

Data

DV

Proposition 2b

1 - 47

Nominal/Interval

Proposition 2c

1 - 47

Nominal/Interval

CHRO
Effectiveness
CHRO
Effectiveness

IV
Business
Acumen
Business
Acumen

Treatment
r
MANOVA

Note: r = Pearson’s Correlation Coefficient. MANOVA = Multivariate Analysis of Variance.

Protection of Human Subjects
In an effort to seek informed consent and to protect the privacy of all participants –
the researcher provided all participants an informed consent form detailing the purpose of
the study and the expected duration of their participation. The informed consent form
included a description of reasonable and foreseeable risks and/or discomforts; a description
of benefits associated with the study; a statement clarifying participation would be
voluntary and that participants would have the right to withdraw from or refuse to answer
any question/item in the study without penalty; a statement describing how records
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identifying them (participants) would be maintained; and the researcher’s contact
information.
Delimitations
The researcher applied two delimitations to this study. Delimitation one,
participation was limited to CHROs currently employed at an institution of higher
education in the U.S. Delimitation two, only CHROs tasked with leading and managing
the HR function at a college or university were invited to participate (CHROs tasked with
leading and managing the HR function at a college or university system and CHROs
employed at Special-Focus Institutions were excluded).
Assumptions
Throughout this study the researcher relied on five assumptions. First, the
researcher assumed CHROs who chose to participate in this study did so willingly. Second,
the researcher assumed CHROs responded to survey items openly, honestly, and with the
understanding that responses would be kept confidential. Third, the researcher assumed the
eligibility criteria that was used to identify participants was appropriate. Four, the
researcher assumed CHROs are effective at leading and managing the HR function. Five,
the researcher assumed CHROs possess at least a basic level of business acumen
competence.
Summary
This chapter presented and described the design, methodology, data collection, and
data analysis procedures of the study. The chapter was organized into the following 12
sections: purpose of the study, research question and propositions, research design,
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population, sampling procedures, constructs of the study, instrumentation, data collection
procedures, data analysis, protection of human subjects, and summary.
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CHAPTER 4
RESULTS

This chapter presents data collected from 223 chief human resource officers
(CHROs) via Qualtrics and research findings from three statistical techniques (i.e.,
descriptive, correlational, and inferential statistics) used to analyze and address study
propositions. The chapter is divided into two sections. Section one provides an analysis
and summary of the sample (participants). Descriptive statistics (i.e., frequency
distributions and percentages) were used in this section to compare differences in results
related to gender, race/ethnicity, age, level of education, years of HR experience, type of
institutions employed at, and type of HR certifications held by participants.
Section two presents an analysis and summary of study propositions. Descriptive
statistics (i.e., range, mean, standard deviation) were used to address propositions 1a, 1b,
and 2a. Correlational statistics (i.e., Pearson’s Correlations) were used to address
Proposition 2b and inferential statistics (MANOVA procedures) were used to test
Proposition 2c.
Descriptive Statistics of the Sample
Of the 788 CHROs who were invited to participate in this study, only 223 CHROs
chose to participate (response rate = 28.6%). All CHROs (n = 223) who chose to participate
in the study responded to Demographic Question 1 (To which gender do you most identify
with?). Thirty-point five percent (30.5%) of all CHROs who responded to this question
identified as male (n = 68); 66.8% identified as female (n = 149); and 1.8% identified as
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non-binary (n = 4). Two CHROs chose the “not listed” option to respond to Demographic
Question 1.
Table 4.1
Descriptive Statistics of the Sample (Gender Identity)

Gender Identity

Male
Female
Non-Binary
Not Listed
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

68
149
4
2
223

30.5
66.8
1.8
0.9
100.0

30.5
97.3
99.1
100.0

The ethnic breakdown of the 223 CHROs who responded to Demographic Question
2 (How do you describe yourself?) was predominantly White (Table 4.2). Fifty-three point
eight percent (53.8%) (n = 120) of all participants identified as White; 18.8% (n = 42)
identified as Black/African-American; 16.1% (n = 36) identified as Hispanic; 8.1% (n =
18) identified as Asian; 1.8% (n = 4) identified as American Indian/Alaska Native; and
0.9% (n = 2) identified as Native Hawaiian/Pacific Islander. One CHRO identified as other.
Table 4.2
Descriptive Statistics of the Sample (Race/Ethnicity)

Race/Ethnicity

American Indian/ Alaska Native
Asian
Black/African American
Hispanic
Native Hawaiian/Pacific Islander
White
Other
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

4
18
42
36
2
120
1
223

1.8
8.1
18.8
16.1
0.9
53.8
0.5
100.0

1.8
9.9
28.7
44.8
45.7
99.5
100.0
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The age breakdown of the 223 CHROs who responded to Demographic Question
3 (What age group best describes you?) was more evenly spread than gender and ethnicity.
CHROs under the age of 30 and over the age of 66 represented 13.0% (n = 29) of the
sample. Eight-point five percent (8.5%) (n = 19) of the sample were between the age of 31
and 35; 23.3% (n = 52) were between the age of 36 and 40; 21.1% (n = 47) were between
the age of 41 and 45; and 30.5% (n = 68) were between the age of 46 and 50.
Table 4.3
Descriptive Statistics of the Sample (Age Group)

Age Group

21-25 years
26-30 years
31-35 years
36-40 years
41-45 years
46-50 years
51-55 years
56-60 years
61years and over
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

0
6
19
52
47
68
0
8
23
223

0.0
2.7
8.5
23.3
21.1
30.5
0.0
3.6
10.3
100.0

0.0
2.7
11.2
34.5
55.6
86.1
86.1
89.7
100.0

Analysis of Demographic Question 4 (What is the highest level of education you
have completed?) revealed 94.6% of all study participants had earned a college degree
(Table 4.4). Eleven-point seven percent (11.7%) (n = 26) reported they earned an
associate’s degree (A.A. or A.S.); 31.8% (n = 71) reported they earned a bachelor’s degree
(B.A. or B.S.); 19.3% (n = 43) a master’s degree (M.A. or M.S.); 18.4% (n = 41) a
professional degree (M.B.A. or J.D.); and 13.4% (n = 30) a doctorate (Ph.D., Ed.D.,
D.B.A.).
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Table 4.4
Descriptive Statistics of the Sample (Level of Education)

Level of Education

High School Diploma
Associate’s Degree
Bachelor’s Degree
Master’s Degree
Professional Degree
Doctoral Degree
Other
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

12
26
71
43
41
30
0
223

5.4
11.7
31.8
19.3
18.4
13.4
0.0
100.0

5.4
17.1
48.9
68.2
86.6
100.0
100.0

Upon further examination, Demographic Question 5 (What type of institution are
you employed at?) revealed 40.8% (n = 91) of all CHROs who responded to this question
reported they were employed at an Associate’s College; 16.6% (n = 37) reported they were
employed at a Bachelor’s College; 20.6% (n = 46) reported they were employed at a
Master’s College/University; and 22% (n = 49) reported they were employed at a DoctoralGranting Institution (Table 4.5).
Table 4.5
Descriptive Statistics of the Sample (Type of Institution Employed At)

Type of Institution

Associate’s College
Baccalaureate College
Master’s College/University
Doctoral-Granting Institution
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

91
37
46
49
223

40.8
16.6
20.6
22.0
100.0

40.8
57.4
78.0
100.0

Fifty-nine point two percent (59.2%) (n = 132) of all CHROs who responded to
Demographic Question 6 (Do you work for a private or public institution?) reported being
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employed at a public non-profit institution; 26.5% (n = 59) reported being employed at a
private non-profit institution; and 14.3% (n = 32) reported being employed at a private forprofit institution (Table 4.6).
Table 4.6
Descriptive Statistics of the Sample (Public vs Private Institution)

Public vs Private Institution

Public Non-Profit
Private Non-Profit
Private For-Profit
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

132
59
32
223

59.2
26.5
14.3
100.0

59.2
85.7
100.0

CHRO responses to Demographic Question 7 (Are you currently responsible for
negotiating a collective bargaining agreement?) revealed 84.3% (n = 188) of all CHROs
were responsible for negotiating a collective bargaining agreement. The remaining 15.7%
(n = 35) of the sample reported they were not involved and/or responsible for negotiating
a collective bargaining agreement (Table 4.7).
Table 4.7
Descriptive Statistics of the Sample (Negotiate Collective Bargaining Contracts)

Negotiate Collective Bargaining
Contracts

Yes
No
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

188
35
223

84.3
15.7
100.0

84.3
100.0

In terms of how many HR staff members CHROs supervise (Demographic
Question 8) – 9.4% (n = 21) reported supervising between one and five HR staff members;
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33.6% (n = 75) reported supervising between six and ten HR staff members; 38.1% (n =
85) reported supervising between 11 and 15 HR staff members, and 18.9% (n = 42)
reported supervising between 16 and 20 HR staff members (Table 4.8). No CHRO reported
supervising more than 21 HR staff members.
Table 4.8
Descriptive Statistics of the Sample (Number of HR Staff Managed)

Number of HR Staff Managed

1-5 staff members
6-10 staff members
11-15 staff members
16-20 staff members
21-25 staff members
26-30 staff members
31-35 staff members
Over 36 staff members
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

21
75
85
42
0
0
0
0
223

9.4
33.6
38.1
18.9
0.0
0.0
0.0
0.0
100.0

9.4
43.0
81.1
100.0

Inspection of Demographic Question 9 (What professional HR certifications have
you earned?) revealed 46.3% (n = 103) of all CHROs reported not holding any type of HR
certification (Table 4.9) – while 53.7% (n = 120) reported earning an HR Certification.
More specifically, 26% (n = 58) reported having earned a PHR (Professional in Human
Resources) or an SPHR (Senior Professional in Human Resources) certification from HRCI
(Human Resources Certification Institute). Twenty-three point eight percent (23.8%) (n =
53) reported having earned a SHRM-CP (Society for Human Resource Management
Certified Professional) or SHRM-SCP (Society for Human Resource Management Senior
Certified Professional) certification from SHRM. Seven CHROs (3.1%) reported having
earned a CCP (Certified Compensation Professional) certification; and two CHROs (0.8%)
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reported they had either earned a CLRP (Certified Labor Relations Professional)
certification or a CPTD (Certified Professional in Talent Development) certification.
Table 4.9
Descriptive Statistics of the Sample (Type of Professional HR Certification Earned)

Type of HR Certification Earned

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

22
36
30
23
7
1
1
0
103
223

9.9
16.1
13.5
10.3
3.1
0.4
0.4
0.0
46.3
100.0

9.9
26.0
39.5
49.8
52.9
53.3
53.7
53.7
100.0

Professional in HR (PHR)
Senior Professional in Human Resources (SPHR)
SHRM Certified Professional (SHRM-CP)
SHRM Senior Certified Professional (SHRM-SCP)
Certified Compensation Professional (CCP)
Certified Labor Relations Professional (CLRP)
Certified Professional in Talent Development (CPTD)
Certified Performance Technologist (CPT)
None
Total

The HR experience of CHROs was reported in Demographic Question 10 (How
many years have you been employed in the HR field?) and summarized in Table 4.10. Nine
point four percent (n = 21) of all CHROs reported they had been employed in the HR field
less than ten years. Thirty-four point one percent (n = 76) reported they had been employed
in the HR field between 11 and 15 years; 42.7% (n = 95) between 16 and 20 years; and
13.8% (n = 31) reported they had been employed in the HR field for over 21 years.
First Set of Propositions
Proposition 1a proposed chief human resource officers (CHROs) who are
responsible for leading and managing the HR function in higher education institutions
possess a mix of business acumen skills (financial, strategic, leadership, and
communication). Survey results summarized in Table 4.11 revealed that the sample of
CHROs who participated in the study do possess a mix of business acumen skills. CHROs
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Table 4.10
Descriptive Statistics of the Sample (Number of Years Employed in the HR Field)

Number of Years Employed in the HR Field

Less than 10 years
11-15 years
16-20 years
21-25 years
26-30 years
31 years and over
Total

Frequency
(f)

Percent
(%)

Cumulative
Percent (%)

21
76
95
21
9
1
223

9.4
34.1
42.7
9.4
4.0
0.4
100.0

9.4
43.5
86.2
95.6
99.6
100.0

scored highest in terms of communication skills; the mean score was 7.08 (SD = 2.02).
Communication skills were closely followed by leadership skills (M = 6.99, SD = 2.19).
CHROs scored lowest in terms of strategic skills (M = 6.04, SD = 2.61) and financial skills
(M = 6.12, SD = 2.78). Survey results also indicated there was an overall difference
between mean scores, F(3,666) = 17.48, p < .001. Post-hoc comparisons were conducted
to determine which mean scores differed significantly from each other. Alpha was adjusted
because of the six post-hoc comparisons; the comparisons were thus evaluated at .008 (i.e.,
.05/6). The findings revealed that communication scores differed significantly from
strategy (p < .001) and finance (p < .001) scores. Leadership scores also differed
significantly from strategy (p > .001) and finance (p > .001) scores. The proposition was
fully supported (confirmed) as CHROs possess all skills subsumed by business acumen.
Proposition 1b proposed chief human resource officers (CHROs) who are
responsible for leading and managing the HR function in higher education would vary in
the extent to which they possess business acumen. As shown in Table 4.11, CHRO business
acumen scores ranged from four to 40 and the mean score was 26.29 (CHROs did vary in

72

Table 4.11
Descriptive Statistics for Business Acumen Skills (N = 223)

Skills Associated with Business
Acumen

Range

Mean
(M)

Standard Deviation
(SD)

Financial
Strategic
Leadership
Communication

0 to 10
0 to 10
0 to 10
0 to 10

6.12
6.04
6.99
7.09

2.78
2.61
2.19
2.02

4 to 40

26.29

6.85

Business Acumen

the extent to which they possess business acumen. As shown in Table 4.11, CHRO business
acumen scores ranged from four to 40 and the mean score was 26.29 (CHROs did vary
across this mean) (SD = 6.85). Survey results summarized in Table 4.12 reveal 34.1% (n
= 76) of all CHROs possess an intermediate level of business acumen competence; 16.6%
(n =37) possess a novice level of business acumen competence; 22.4% (n = 50) possess a
basic level of business acumen competence; 20.2% (n = 45) possess an advanced level of
business acumen competence; and only 6.7% (n = 15) possess an expert level of business
acumen competence (the five categories of business acumen levels discussed above were
used to identify and determine at what HR career level CHROs are functioning in terms of
business acumen). The proposition was fully supported (confirmed) as CHROs possess
business acumen competence that ranges from no business acumen skills to basic, to
intermediate, to advanced, to expert level.
Second Set of Propositions
Proposition 2a proposed that chief human resource officers’ (CHRO) effectiveness
in leading and managing the HR function in higher education institutions would vary from
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Table 4.12
Frequencies and Percentages for Business Acumen Levels (N = 223)

Business Acumen Levels

Expert Level (36 to 40)
Advanced Level (31 to 35)
Intermediate Level (26 to 30)
Basic Level (21 to 25)
Novice Level (Below 20)

Frequency
(f)

Percentage
(%)

15
45
76
50
37

6.7
20.2
34.1
22.4
16.7

not effective to effective. To measure effectiveness, seven items were used (Table 4.13).
Cronbach’s alpha was then calculated for the effectiveness measure and was determined to
be .92 – well above the acceptable criterion of .70 suggested by Nunnally & Bernstein
(1994). Thus, the measure of effectiveness was found to be reliable.
Table 4.13
Descriptive Statistics for Effectiveness (N = 223)

Activities Associated with
Effectiveness

Delivering Results
Optimizing Individual Behavior
Establishing and Standardizing
Institutional Practices
Optimizing Institutional Practices
Building Institutional Capabilities
Linking People, Strategy, and
Performance
Promoting Positive Change
Mean Effectiveness Score

Range

Mean
(M)

Standard Deviation
(SD)

2 to 4
1 to 4
1 to 4

3.30
2.85
3.07

.59
.85
.81

2 to 4
2 to 4
1 to 4

3.24
3.26
2.82

.58
.58
.84

1 to 4

3.06

.71

1.57 to 4

3.09

.59
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Mean effectiveness scores for all seven items ranged from 1.57 to 4.0; and the mean
score for effectiveness was 3.09 (SD = 0.59). Since this study did not seek to identify
multiple levels of CHRO effectiveness (i.e., moderately effective, extremely effective, etc.)
or multiple levels of CHRO ineffectiveness (i.e., moderately ineffective, extremely
ineffective, etc.) – only two categories were used to distinguish between CHRO
effectiveness and ineffectiveness. As such, CHROs were grouped into two groups: those
who scored below three (not effective) and those who scored above three (effective).
CHROs who received a mean score below three on section two of the Business
Acumen and Effectiveness Index self-reported they did not consistently or successfully
deliver results; link people, strategy, and performance; optimize institutional practices;
build institutional capabilities; cost or negotiate collective bargaining agreements; or
promote positive change in people, teams, and within the institution. CHROs who received
a mean score above three on the other hand, self-reported they consistently and successfully
deliver results; link people, strategy, and performance; optimize institutional practices;
build institutional capabilities; cost or negotiate collective bargaining agreements; and
promote positive change in people, teams, and within the institution. That said, forty-six
point two percent (46.2%) (n = 103) of all CHROs were found to be effective; the remaining
53.8% (n = 120) were found to be not effective (Table 4.14). The proposition was fully
supported (confirmed) as close to half of all CHROs were found to be “effective,” while
the remaining half were found to be “not effective.”
Proposition 2b proposed a significant relationship would exist between business
acumen and CHRO effectiveness. As reported in Table 4.15, the total business acumen
score was significantly correlated with effectiveness, r = .88, p < .001. All four business
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Table 4.14
Levels of CHRO Effectiveness

Level of CHRO effectiveness

Effective
Not Effective

Mean
(M)

Frequency
(f)

Percent
(%)

Above 3.0
Below 3.0

103
120

46.2
53.8

acumen skills were significantly associated with effectiveness. Financial skills were most
highly correlated with effectiveness, r = .69, p < .001. Financial skills were followed by
strategic skills, r = .68, p < .001 and leadership skills, r = .59, p < .001. Communication
skills were least correlated with effectiveness, r = .51, p < .001. The proposition was fully
supported (confirmed) as business acumen was significantly related to effectiveness.
Table 4.15
Pearson Correlations between Business Acumen and Effectiveness (N = 223)

Variables

1
2
3
4
5
6

Effectiveness
Business Acumen
Communication Skills
Leadership Skills
Strategic Skills
Financial Skills

1

2

.88 ***
.51 ***
.59 ***
.68 ***
.69 ***

.54 ***
.68 ***
.78 ***
.80 ***

3

.44 ***
.10
.18 **

4

5

.30 ***
.28 ***

.67 ***

* p < .05. ** p < .01. *** p < .001.

When broken down into categories, the cross-tabulations findings in Table 4.16
revealed that business acumen was significantly related to effectiveness, χ²(4, N = 223) =
210.75, p < .001. The likelihood that any CHRO found to have a novice level of business
acumen competence would be deemed effective was 0%; the likelihood that a CHRO found
to have a basic level of business acumen would be deemed effective was 2%; the likelihood
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that a CHRO found to have an intermediate level of business acumen would be deemed
effective was 63.1%; the likelihood that a CHRO found to have an advanced; and the
likelihood that a CHRO found to have an expert level of business acumen would be deemed
effective was 100%.
Table 4.16
Cross-Tabulation Results for Business Acumen across Effectiveness

Effective
Business Acumen Level
Expert
Advanced
Intermediate
Basic
Novice

Business Acumen Score

n

%

36 - 40
31 - 35
26 - 30
21 - 25
Below 20

15
39
48
1
0

100.0
86.7
63.1
2.0
0.0

Not Effective
n
%
0
6
28
49
37

0.0
13.3
36.8
98.0
100.0

Note: Business acumen was significantly related to effectiveness, χ²(4, N = 223) = 210.75, p < .001.

Proposition 2c proposed that the mix of business acumen skills for effective
CHROs would be different for those employed at non-profit higher education institutions
versus those employed at for-profit higher education institutions. The findings in Table
4.17 revealed that the mix of business acumen skills did not differ significantly across
effective CHROs employed at non-profit and for-profit institutions of higher education,
Wilks’ Λ = .98; F(4, 130) = .62, p = .651, partial η² = .019. The proposition was not
supported (not confirmed) as no major differences were found between the mix of business
acumen skills effective CHROs employed at non-profit and for-profit institutions possess.
Summary
This chapter presented data collected from 223 CHROs via Qualtrics and research
findings from three statistical techniques (i.e., descriptive, correlational, and inferential
statistics) used to analyze and address study propositions. A descriptive statistical analysis
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Table 4.17
Inferential Statistics – Multivariate Analysis of Variance (MANOVA)

Business Acumen

Communication Skills
Leadership Skills
Strategic Skills
Financial Skills

Non-Profit (N = 115)
M
SD

7.80
7.86
7.27
7.54

1.59
1.47
1.75
1.73

For-Profit (N = 20)
M
SD

7.00
8.00
7.45
7.80

1.36
1.49
1.76
2.29

F

Partial η²

.00
.15
.18
1.50

.000
.001
.001
.011

Note: Business acumen did not differ significantly across type of institution, Wilks’ Λ = .98; F(4, 130) = .62,
p = .651, partial η² = .019.

of the sample (participants) revealed more than half of all CHROs were female (66.8%),
White (53.8%), and between 41 and 50 years of age. The descriptive analysis also revealed
that about a third of all CHROs have earned a Bachelor’s degree (31.8%); and close to half
had between 16 to 20 years of HR experience (42.6%).
An analysis of propositions 1a and 1b indicated CHROs who are responsible for
leading and managing the HR function in higher education institutions possess a mix of
business acumen skills and differ in terms of business acumen competence (basic,
intermediate, advanced, or expert). Analysis of propositions 2a, 2b, and 2c revealed: (1)
CHROs’ effectiveness in leading and managing the HR function varies from not effective
to effective, (2) CHRO business acumen scores were significantly correlated with
effectiveness, and (3) the mix of business acumen skills did not differ significantly across
effective CHROs employed at non-profit and for-por profit institutions of higher education.
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CHAPTER 5
DISCUSSION

This chapter summarizes the findings and conclusions drawn from examining the
relationship between business acumen and CHRO effectiveness and puts forth implications
and recommendations for future research. The chapter is organized into the following five
sections: summary of the study, major findings, limitations, contributions, and conclusion.
Summary of the Study
Business acumen as it relates to chief human resource officers (CHROs) in higher
education has garnered minimal scholarly attention in the literature. The need to study the
impact business acumen has on CHRO effectiveness has never been greater as CHROs in
higher education are now “playing more extensive and varied roles supporting and
maintaining physical, financial, informational, and a host of other resources at institutions
of higher education” (Brault & Beckwith, 2003, p. 3). Consequently, this study filled a gap
in the human resources (HR) management literature; and examined the relationship
between business acumen and CHRO effectiveness.
The study was guided by the following research question: What impact does
business acumen have on the effectiveness of CHROs who are responsible for leading and
managing the HR function in higher education? The research question was born from the
constant criticism leveled at HR executives by management researchers who have stated
HR executives lack the necessary business know-how to effectively lead and manage the
HR function. Since the central research question assumes CHROs possess some level of
business acumen and may be effective at leading and managing the HR function in higher
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education; five corresponding propositions were postulated to the address the
aforementioned assumptions:
•

Proposition 1a: Chief human resource officers (CHROs) responsible for leading
and managing the HR function in higher education institutions possess a mix of
business acumen skills (financial, strategic, leadership, communication).

•

Proposition 1b: Chief human resource officers (CHROs) responsible for leading
and managing the HR function in higher education institutions vary in the extent to
which they possess business acumen.

•

Proposition 2a: Chief human resource officers’ (CHROs) effectiveness at leading
and managing the HR function in higher education institutions varies from being
effective to not effective.

•

Proposition 2b: A significant relationship exists between business acumen and
CHRO effectiveness.

•

Proposition 2c: The mix of business acumen skills of effective chief human
resource officers (CHROs) employed at non-profit higher educational institutions
are different than those of effective CHROs employed at for-profit higher
educational institutions.
As a precursor to the full-scale study, a pilot study was conducted to: (a) assess the

collection, organizing, and recording of data, (b) estimate the times required to complete
the survey, (c) assess the procedures that would be used to recruit participants, (d) identify
logistical problems associated with proposed methods, and (e) determine what resources
would be needed for a full-scale study. The pilot study did not analyze data related to the
research question and study propositions; instead, it assessed the feasibility of a full-scale
study.
Elements of the SHRM HR Competency Model (2011), the ATD Competency Model
(2004), and the Human Resource Competency Model (2017) were used to frame, theorize,
and test study propositions. To ensure proper representation of CHRO responses across the
different types of institutions, proportional stratified sampling was used. The relationship
80

between business acumen and CHRO effectiveness and resulting survey data was analyzed
using descriptive, correlational, and inferential statistics.
Major Findings
Given the nature of the study’s propositions, five major findings were revealed. The
first set of findings relate to CHRO business acumen skills and CHRO business acumen
competence levels. The second set of findings provide insight into the relationship between
business acumen and CHRO effectiveness.
First Set of Findings. The study found CHROs who are responsible for leading and
managing the HR function at institutions of higher education possess a mix of business
acumen skills. The results further suggest CHROs who possess a mix of business acumen
skills usually possess two or more skills (i.e., leadership, strategic, financial, and
communication) subsumed by business acumen. CHROs who possess:
•

leadership skills - understand the most effective and efficient ways to accomplish
tasks within the parameters of the institutional hierarchy, processes, systems, and
policies;

•

strategic skills – effectively and routinely link HR strategy to institutional strategy;

•

financial skills – understand how their institution generates money and how their
decisions and behaviors impact their institution’s financial performance;

•

communication skills – effectively communicate with all institutional stakeholders.

The results do not suggest CHROs who possess a mix of business acumen skills possess
business acumen competence but rather that they are in possession of two or more skills
subsumed by business acumen (whether CHROs possess business acumen competence will
be discussed next).
One possible reason that may explain why CHROs possess skills subsumed by
business acumen could be the responsibilities of the CHRO job itself. CHROs who are
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responsible for leading and managing the HR function at institutions of higher education
are often tasked with responsibilities which necessitate the need to develop skills which
are directly associated with business acumen competence. For example, CHROs are tasked
with providing leadership, planning, development, and administration of their institution’s
comprehensive human resources programs; promoting the principles of diversity, equity,
and inclusion; administering and maintaining collective bargaining agreements;
administering the human resources department budget; reviewing and evaluating the
effectiveness of assigned personnel, programs, and services; assuring the development and
implementation of corrective action and institutional improvements; and communicating
institutional policies, goals, and strategies – all these responsibilities can only be
accomplished if an individual consistently and effectively applies, develops, and/or makes
use of strategic, leadership, financial, and communication skills.
Another possible reason that may explain why CHROs possess skills subsumed by
business acumen could be experience. Ninety point six percent of all CHROs who
participated in this study stated they had 10 plus years of HR work experience. It is
possible, CHROs may have developed strategic, leadership, financial, and communication
skills over the years while serving in different HR capacities (as HR Managers, HR
Directors, Executive Director of HR, etc.).
Suffice to say, study findings related to business acumen skills provide a counter
narrative to what has been written about CHROs thus far. Published research suggests most
CHROs lack the necessary business acumen skills to effectively lead and manage the HR
function. Findings from this study have the capacity to encourage current management
researchers to reassess their views on the topic; and also, encourage future HR researchers
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to conduct more in-depth studies that examine the mix of business acumen skills CHROs
possess across different sectors (i.e., business, education, government, healthcare, etc.).
The second major finding of this study shed light on whether CHROs possess
business acumen competence. The study found that among the CHROs who participated
in this study, 83.4% (n = 186) possess some level of business acumen competence. Study
results suggest CHROs who are responsible for leading and managing the HR function at
institutions of higher education possess either a novice, basic, intermediate, advanced, or
expert level of business acumen. CHROs who possess:
•

a novice level of business acumen demonstrate minimal knowledge (almost
insufficient knowledge) of institutional services; organizational and HR metrics,
key performance indicators; and institutional plans, strategies, and plans.
Demonstrate insufficient fluency in the language of business administration (i.e.,
finance, accounting, strategy, leadership, communication).

•

a basic level of business acumen demonstrate basic knowledge of institutional
services; gather, assemble, and report key HR metrics, key performance indicators;
possess operational expertise; develop basic HR metrics; and have basic knowledge
of institutional competitors (Cohen, 2016; Strobel et al., 2015).

•

an intermediate level of business acumen maintain functional knowledge of
institutional business units; utilize appropriate business terms to communicate with
institutional stakeholders; develop skill building business cases for HR projects and
initiatives; maintain knowledge of HR and institutional metrics; manage project and
initiative budgets; manage process improvement initiatives; define critical activities
in terms of value added; and develop the ability to apply the principles of finance,
accounting, economics, sales, and technology to solve institutional problems
(Cohen, 2016; Strobel et al., 2015).

•

an advanced level of business acumen evaluate all proposed business cases for HR
projects and initiatives; maintain advanced knowledge of key industry and
institutional metrics; align HR strategy, goals, and objects to overall institutional
strategy; develop HR business strategies to drive key institutional results;
demonstrate fluency in the language of business administration; communicate
institutional impact of metrics; determine goals, plans, and budget requirements;
use institutional and HR metrics to make HR decisions; ensure all HR projects have
an ROI that adds to institutional value; and builds business cases for HR projects
and initiatives (Cohen, 2016; Strobel et al., 2015).
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•

an expert level of business acumen benchmark the competition; communicate
institutional direction; develop strategies to drive key institutional results; evaluate
critical activities in terms of added-value; maintain expert knowledge of key
industry and institutional metrics; serve as strategic contributors to the institution;
define strategy for maintaining talent within the confines of the labor market; assess
risk of institutional initiatives; align HR strategy, goals, objectives to institutional
strategy; demonstrate fluency in the language of business administration; and
examine all institutional problems with a sense of integrating HR solutions
designed to maximize ROI and strategic effectiveness (Cohen, 2016; Strobel et al.,
2015).

The results do not suggest all CHROs who participated in this study possess business
acumen competence; nor do the results suggest that CHROs who possess business acumen
competence are more effective at leading and managing the HR function (whether there’s
a relationship between business acumen and CHRO effectiveness will be discussed later in
this section).
One possible reason that may explain why the majority of CHROs who participated
in this study possess some level of business acumen could be formal education. Eighty-two
point nine percent (n = 185) of all CHROs who participated in this study reported they had
earned at least a Bachelor’s degree and over 51.1% (n = 113) reported they had earned a
Master’s degree and/or doctoral degree. It is possible that the majority of CHROs who
participated in this study had either studied or been exposed to business acumen skills in
business school both as undergraduate and graduate students.
A second reason that may explain why CHROs possess some level of business
acumen could be the possession professional HR certifications. Fifty-three point seven
percent of all CHROs who participated in the study reported they had earned a human
resources (HR) or HR-related certification from the HR Certification Institute (HRCI), the
Society for Human Resources Management (SHRM), the Association for Talent
Development (ATD), WorldatWork, and/or the Society for industrial and Organizational
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Psychology (SIOP). HR professionals who pursue HR certifications are usually proactive
about their careers. Moreover, attainment of an HR certification proves the certification
holder has the knowledge, experience, and skills to perform a specific job. In the case of
HR certifications, the skills identified by certifying bodies (i.e., HRCI, SHRM, ATD, etc.)
as necessary to acquire the certification are skills subsumed by business acumen.
A third reason that may explain why CHROs possess some level of business
acumen could be the size and type of the institution they are employed at. CHROs who are
employed at larger institutions of higher education are more likely to have access to
professional development opportunities (i.e., workshops, seminars, training sessions,
courses) offered by their institutions that allow them to broaden their skill sets. According
to Cano and Whitfield (2019), more and more institutions of higher education are
encouraging administrators and academic staff to cultivate skills what will help them lead
and manage in the changing higher education landscape. Many of the skills institutions of
higher education are encouraging administrators to attain include: leadership,
communication, strategic, financial, critical evaluation, and relationship management
skills.
A review of scholarly and professional HR management literature affirms
researchers are divided on the topic of CHRO business acumen competence. On the one
hand, there are researchers who argue chief human resource officers (CHROs) lack
business acumen competence and therefore must acquire, develop, and/or possess business
acumen if they are going to effectively lead and manage the HR function (Storey, Wright,
& Ulrich, 2019b; Ulrich et al., 2017; Cohen, 2016; Concurrence, 2016; Cohen, 2015;
Strobel et al., 2015). On the other hand, there are researchers who suggest CHROs possess
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some level of business acumen competence to effectively lead and manage the HR function
(Savitz, 2014; Director, 2013; Waber, 2013; Boudreau & Jesuthasan, 2011; Cascio &
Boudreau, 2011; McConnell, 2011; Fitz-Enz, 2010; Lawler, 2008; Becker, Huselid, &
Ulrich, 2001). They point to the fact that CHROs who effectively lead and manage the HR
function routinely exhibit strategic agility, business knowledge, systems thinking,
economic awareness, knowledge of finance and accounting, knowledge of technology,
knowledge of marketing, and knowledge of business operations (all skills subsumed by
business acumen) when they:
•

measure the return on investment (ROI) of human capital (Fitz-Enz, 2009).

•

leverage human resources to achieve sustainable growth (Savitz, 2013; Weiss,
2013).

•

cost and audit the HR function (Cascio & Boudreau, 2011; McConnell, 2011;
Cascio, 2000).

•

build organizational capabilities (Ulrich et al., 2017; Ulrich, Younger, Brockbank,
& Ulrich, 2012; Ulrich, Brockbank, Johnson, Sandholtz, & Younger, 2008).

•

and apply advanced analytics to HR management decisions (Sesil, 2014; Waber,
2013; Fitz-Enz, 2010).

Put simply, study findings related to business acumen competence reinforce what has been
previously published about CHROs – and that is, that CHROs (not all, but some) possess
some level of business acumen competence. Study findings also refute previous findings
suggesting CHROs lack business acumen competence. The fact this study’s findings
refuted previously published work is not a personal attack, but rather an opportunity to
revisit the topic and reassess what we know about the topic.
Second Set of Findings. The third major finding of this study relates to CHRO
effectiveness. The study found CHRO effectiveness varies from effective to not effective.
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Forty-six point two percent (46.2%, n = 103) of all CHROs who participated in this study
were found to be effective; the remaining 53.8% (n = 120) were found to be not effective.
CHROs who were found to be “effective” consistently and successfully delivered results;
optimized individual behavior; established and standardized institutional practices;
optimized institutional practices; built institutional capabilities; linked people, strategy,
and performance; and promoted positive change in people, teams, and throughout their
institution. CHROs who were found to be “not effective” inconsistently and unsuccessfully
failed to optimize individual behavior; establish and standardize institutional practices; link
people, strategy, and performance; and promote positive change in people, teams, and
throughout their institution.
The results do not suggest CHROs who were found to be “effective” were
extremely effective or moderately effective; nor do the results suggest CHROs who were
found to be “not effective” were extremely ineffective or moderately ineffective. The
results simply suggest CHRO effectiveness varies from effective to not effective. The study
did not measure the different levels of effectiveness (i.e., extremely effective, moderately
effective, etc.) or the different levels of ineffectiveness (i.e., extremely ineffective,
moderately ineffective, etc.).
One possible reason that may explain why CHRO effectiveness varies could be that
CHRO skill sets vary. Perhaps CHROs who were found to be effective were/are in
possession of skills often associated with effectiveness in the literature, such as: strategic,
leadership, financial, communication, relationship management, and critical evaluation
skills; and CHROs who were found not to be effective perhaps lack the skills associated
with effectiveness.
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A second reason that may explain why CHRO effectiveness varies could be
institutional culture. For example, CHROs employed at institutions with a results-oriented
culture may expected to consistently and successfully meet departmental and
organizational goals. Based on the definition of effectiveness that was introduced earlier in
this study, any CHRO who successfully delivers results or successfully meets departmental
and organizational goals can be considered effective. On the other hand, CHROs employed
at institutions where the culture is based on collective individualism – where value is placed
on personal independence and professional freedom – may not be viewed as effective since
collective individualism “exhibits a socially cohesive body in appearance but in actuality
is a loosely aligned confederation of independent thinkers” (Hendrickson, 2013, p. 35).
Again, effectiveness is based on the attainment of departmental and organizational goals
as opposed to individual independence and professional freedom at work.
In 2017, Delgado examined the roles, competencies, and leadership styles CHROs
call upon to effectively lead and manage the HR function in higher education and found
CHROs’ effectiveness at leading and managing the HR function varied from not effective
to effective. According to Delgado (2017), effective CHROs differed significantly from
less effective CHROs in terms of the competencies they possessed, developed, and
mastered. Findings from this study reinforce Delgado’s (2017) previous research which
suggests CHRO effectiveness varies from not effective to effective.
The fourth major finding of this study relates to business acumen and CHRO
effectiveness. The study found business acumen skills were significantly associated with
CHRO effectiveness. Study findings suggest financial skills were most highly correlated
with effectiveness; followed by strategic and leadership skills. Communication skills were
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least correlated with effectiveness. The results, however, do not imply causation. The
results only suggest business acumen and CHRO effectiveness are linearly related and
change together. It is important to remember that simply because there’s a significant
correlation between business acumen skills and CHRO effectiveness, it does not mean that
one is the cause of the other.
There are three possible explanations (reasons) why business acumen skills are
significantly correlated with CHRO effectiveness. One, the correlation between the two
constructs is a remarkable concurrence of events or circumstances without apparent causal
connection. Two, one construct causes the other. Meaning, being in possession of business
acumen skills leads to CHRO effectiveness. Or three, the significant correlation between
business acumen skills and CHRO effectiveness is caused by a third construct – such as:
CHRO experience, education level, HR expertise, the job, and professional developmental
opportunities, etc.
Studies conducted by Ulrich et al. (2017), Strobel et al. (2015), Cohen (2015),
Director (2013), Ulrich et al. (2012), Garey (2011), Ulrich et al. (2008), and Berman &
Knight (2008) all found a significant relationship between effectiveness and business
acumen skills HR professionals possess. Study findings do not refute, but rather reinforce
previously published work on the topic. Moreover, study findings fell very much in line
with previous research which suggests a significant relationships exists between business
acumen skills and effectiveness.
The fifth and final major finding of this study relates to the mix of business acumen
skills between effective CHROs who are employed at non-profit and for-profit institutions
of higher education. The study found the mix of business acumen skills of effective CHROs
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employed at non-profit and for-profit institutions of higher education did not differ
significantly. Study findings suggest effective CHROs employed at non-profit institutions
of higher education are more likely to possess leadership and communications skills;
followed by strategic and financial skills. On the other hand, effective CHROs employed
at for-profit institutions of higher education are more likely to possess leadership and
financial skills; followed strategic and communication skills.
Study results do not suggest all CHROs employed at for-profit institutions of higher
education are in possession of leadership or financial skill; nor do the results suggest all
CHROs employed at non-profit institutions of higher education are in possession of
leadership or communication skills. The results merely suggest which business acumen
skills effective CHROs employed across non-profit and for-profit institutions of higher
education are more likely to possess.
Although the study did not find a significant difference between the mix of business
acumen skills effective CHROs across non-profit and for-profit institutions of higher
education possess – there was a small difference (mind you, insignificant) – and, that is
that effective CHROs employed at for-profit institutions of higher education are more
likely to possess financial skills. One reason that may explain this could be the institution’s
philosophy and culture of hiring CHROs with industry HR experience. The rationale for
for-profit institutions doing so, may be the belief that CHROs with industry HR experience
are more versed with financial statements. The second reason that may explain why
effective CHROs employed at for-profit institutions of higher education are more likely to
possess financial skills may be CHROs’ background. It is not uncommon for for-profit
institutions to hire CHROs from corporate America. Non-profit institutions do so as well,

90

however often times CHROs are pulled from the academic ranks to lead the HR function
(as is the case in community colleges and small liberal arts colleges). So, if CHROs are
pulled from the academic ranks they may not have the business or financial training that
CHROs who have served in corporate America may have.
According to O’Malley (2012) for-profit colleges have investors they must answer
to, and these investors expect to make a profit - this means for-profit institutions operate
with profitability as their chief imperative. This in turn requires for-profit institutions to be
managed as corporate businesses. Bok (2013), Ginsberg (2011), and Rhoades (1998) all
hint at the notion there are difference in the business skills of executives employed in nonprofit versus for-profit institutions. This study found the mix of business acumen skills did
not differ significantly across effective CHROs employed at non-profit and for-profit
institutions of higher education. Study results fell very much in line with previous research
that suggests effective CHROs employed at for-profit institutions would possess higher
levels of financial skills. Though that was the case in this study the difference was minor
(insignificant).
Contributions
From a practice standpoint, the results and tools developed for this study have the
potential to inform and influence decision-makers at institutions of higher education in the
areas of selection, training and development, performance management, and
compensation. The Business Acumen and Effectiveness Index (Appendix A) which was
created to assess the business acumen competence and effectiveness of CHROs will be
made readily available to decision-makers at institutions of higher education who desire to
use the index to: (a) identify and select prospective CHROs who not only possess an
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advanced or expert level of business acumen competence, but also exhibit a high potential
for being effective at leading and managing the HR function (Selection & Placement); (b)
design and develop individualized training programs to help CHROs who possess a novice
(minimal/insufficient) or basic level of

business acumen competence improve their

business acumen skills set (Training & Development); (c) identify, articulate, and link
business acumen skills with CHRO performance standards (Performance Management);
and (d) link CHRO business acumen competence with compensation (Compensation
Administration).
To help decision-makers at institutions of higher education identify and select
CHROs with business acumen competence during the employment selection process - the
researcher created the Business Acumen and Effectiveness Matrix (Figure 5.1). The matrix
summarizes results from the study which suggest:

BUSINESS ACUMEN & EFFECTIVENESS MATRIX
Business Acumen
Level

Business Acumen
Score

Effective

Not Effective

Expert

36-40 points

100.0%

0.0%

Advanced

31-35 points

86.7%

13.3%

Intermediate

26-30 points

63.1%

36.8%

Basic

21-25 points

2.0%

98.0%

Novice

Below 20 points

0.0%

100.0%

Figure 5.1. Business Acumen and Effectiveness Matrix
•

CHROs who score 20 points or less on the Business Acumen and Effectiveness
Index have a novice level of business acumen competence and have a zero percent
chance at being effective on the job.
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•

CHROs who score between 21-25 points on the Business Acumen and
Effectiveness Index have a basic level of business acumen competence and a two
percent chance at being effective on the job.

•

CHROs who score between 26-30 points on the Business Acumen and
Effectiveness Index have an intermediate level of business acumen competence and
a sixty-three point one percent chance at being effective on the job.

•

CHROs who score between 31-35 points on the Business Acumen and
Effectiveness Index will be found to have an advanced level of business acumen
competence and an eighty-six point seven percent chance at being effective on the
job.

•

CHROs who score between 36-40 points on the Business Acumen and
Effectiveness Index will be found to have an expert level of business acumen
competence and a one-hundred percent chance at being effective on the job.

Below is an example of how decision-makers at institutions of higher education can use
the index and matrix during the employment selection process to assess the business
acumen competence of prospective CHROs and forecast which CHRO would most likely
be effective at leading and managing the HR function:
Three prospective CHROs advance through the employment selection process at a local
University and are identified as finalists for the position of Vice President of Human
Resources (Chief Human Resource Officer). The Vice President of Human Resources
position for which the finalists are being considered requires that the job incumbent serve
as a strategic partner and trusted advisor to University senior leaders on all human
resources matters. The job incumbent will direct the Office of Human Resources and
provide strategic and day-to-day oversight for employee and labor relations, staff and
leadership development, compensation and benefits, recruitment and selection,
performance management systems, compliance issues, and HRIS. Moreover, the job
incumbent will be responsible for setting the overall strategic vision for the human
resources department; building a strong foundation to a ensure a progressive business and
service focused approach to recruiting and retaining a diverse population of talent; and
serving as a subject matter expert for the University in all that encompasses human
resources.
To this end, the Hiring Committee must now assess which finalist is most likely to be
effective at leading and managing the HR function. To determine which finalist is most
likely to be effective at leading and managing the HR function - the Hiring Committee
directs the HR department to administer the Business Acumen and Effectiveness Index to
all three finalists. Results from the Business Acumen and Effectiveness Index indicate
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Finalist A received a business acumen score of 28; Finalist B received a business score of
22; and Finalist C received a business acumen score of 34.
Using the Business Acumen Matrix to interpret the results, the Hiring Committee finds:
•

Finalist A who received a business acumen score of 28 possesses an intermediate
level of business acumen competence and has a 63.1% chance at being effective
on the job.

•

Finalist B who received a business acumen score of 22 possesses a basic level of
business acumen competence and 2% chance at being effective on the job.

•

Finalist C who received a business acumen score of 34 possesses an advanced level
of business acumen competence and has an 86.7% chance at being effective on the
job. So, what does this mean?

Equipped with this information, the Hiring Committee can confidently choose Finalist C
to lead and manage the HR function as Finalist C has an 86.7% chance of being effective
on the job. This means there’s a strong probability that Finalist C will be successful at
performing the essential duties and responsibilities that comprise the CHRO job, which
include (but not limited to): leading all core HR areas; driving positive institutional
change; ensuring consistent implementation of HR policies and procedures; determining
employee relations practices necessary to establish a positive employer-employee
relationship; evaluating job design and HR practices; establishing wage and salary
structures, pay policies, and performance appraisal programs; preparing and
administering the HR budget and control expenditures associated with HR; conducting HR
audits; partnering with general counsel and internal audit offices to investigate and resolve
employee complaints, allegations, and employee relations issues; and providing joint
leadership and oversight for professional developmental opportunities for the institution.
Worth noting that even though Finalist C demonstrates an advanced level of business
acumen competence and has an 86.7% chance of being effective on the job, there’s a small
possibility (13.3%) that Finalist C may be ineffective at leading and managing the HR
function as well as unsuccessful at performing the essential duties and responsibilities of
the CHRO job. But when compared to the other two finalists (A & B), Finalist C would be
the appropriate and ideal selection for the Hiring Committee.
Aside from helping decision-makers at institutions of higher education identify and
select prospective CHROs who not only possess an advanced or expert level of business
acumen competence, but also exhibit a high potential for being effective at leading and
managing the HR function – the index and matrix developed for this study can also help
decision-makers at institutions of higher education design and develop individualized
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training programs to help CHROs who possess a novice (minimal/insufficient) or a basic
level of business acumen competence improve their business acumen skill set. For
example:
If a CHRO is found to have a novice level of business acumen competence, that probably
means he/she has insufficient knowledge of finance, strategy, leadership and
organizational communication. Equipped with this knowledge institutional decisionmakers can design and develop specialized training programs that can help CHROs gain
the necessary finance, strategy, leadership, and/or communication knowledge to further
develop and improve their business acumen competence.
Likewise, the index and matrix can be used to identify, articulate, and link business
acumen skills with CHRO performance standards. For example:
Institutional decision-makers can help recently appointed CHROs who have been pulled
from among the academic ranks and tasked them with running the HR function understand
how their business acumen competence ties into their performance; and how their level of
business acumen competence will have an impact on their performance as the head of the
HR function.
Similarly, the index and matrix can be used to link business acumen competence to
CHRO compensation: For example:
A prospective CHRO finalist is found to possess an intermediate level of business acumen
competence and the hiring committee is ready to move forward and job offer the finalist.
Before they do, they must first prepare an employment offer letter which will include
amongst other things the annual compensation they are ready to offer the CHRO finalist.
Equipped with knowledge the finalist’s business acumen competence, the hiring committee
can now link the finalist’s business acumen competence level with his/her compensation
and also determine what pay grade and pay range the finalists will be placed in upon
accepting the job offer.
This study also has the potential to inform and influence current CHROs
responsible for leading and managing the HR function in higher education. CHROs can
assess their levels of business acumen competence and effectiveness. What’s great about
the index is that not only does it measure the business acumen competence of CHROs, but
it can also be used to breakdown business acumen results further and identify which skills
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subsumed by business acumen (i.e., strategic, leadership, financial, and communication
skills) CHROs are deficient in. For example:
A CHRO who receives a business acumen score of 29 may be deemed as possessing an
intermediate level of business acumen – which for all intents and purposes, the CHRO may
be deemed somewhat effective as well. However, upon further examination of individual
business acumen skill scores, it is revealed the CHRO scored above average in terms of
communication skills, average in terms of strategic and leadership skills, and below
average in terms of financial skills.
Equipped with this information the CHRO can take it upon himself/herself to further
develop his strategic and leadership skills and definitely work towards improving his/her
financial skills.
By identifying and improving upon their business acumen skills, CHROs will
develop and reinforce the skills necessary to influence upward (serve as strategic partners)
and lead the HR function effectively. According to Ulrich et al. (2017), Strobel et al.
(2015), Director (2013), Cascio and Boudreau (2011), Fitz-Enz (2010) and Berman and
Knight (2008), CHROs with the ability to influence upward consistently: (a) demonstrate
an understanding of the strategic relationship between effective HR management and core
institutional functions, (b) demonstrate a capacity for understanding the business
operations and functions within the institution, (c) understand the industry and
business/competitive environment within which the institution operates, (d) make the
business case for HR management as it relates to efficient and effective institutional
functioning, (e) understand institutional metrics and their correlation to institutional
success, (f) use institutional resources to learn the business and operational functions, (g)
use institutional metrics to make decisions, (h) leverage technology to solve institutional
problems, and (i) demonstrate courage and confidence by suggesting ways in which the
institution can thrive and grow through HR practices and through other business practices.
Identifying CHROs with the potential to manage the HR function effectively will translate
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into CHROs who measure the return on investment (ROI) of human capital; leverage
human resources to achieve sustainable growth; cost and audit the HR function; build
institutional capabilities; and apply advanced analytics to HR management decisions.
From a research standpoint, this study addressed a gap in HR management and
higher education management literature. As previously stated, the relationship between
business acumen and CHRO effectiveness has garnered minimal scholarly attention. What
little has been written on the topic has mainly been one-sided and prescriptive in nature.
Meaning academics and practitioners alike have taken to writing about the need for
academic CHROs to either acquire, possess, and/or master business acumen without
comprehensively researching whether business acumen has an impact on CHRO
effectiveness. As a result, this study thoroughly researched and documented the
aforementioned business phenomena.
Not only has this study addressed a gap in the literature; it has also bridged the gap
between theory and practice by contributing to the question and discussion of whether
business acumen competence has an impact on the effectiveness of CHROs responsible for
leading and managing the HR function in higher education. This is of particular interest as
non-academic functional executives (i.e., CHROs, CBOs, CIOs, CAO, etc.) in higher
education have historically been perceived as ineffective by the academic community”
(Delgado, 2017, p. 1). Ultimately, the most substantial research contribution of this study
is that it will serve as a foundation for future studies examining the relationship and impact
between business acumen and CHRO effectiveness in higher education.
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Limitations
Although this study provided substantial evidence to support study propositions
and addressed limitations raised during the pilot study – there are four limitations future
research should address to increase the generalizability of results.
One, this study relied solely on CHRO self-reported responses. The possibility that
some CHROs may have reported that they were effective at leading and managing the HR
function when in fact they were not of concern to the researcher. Research conducted by
(Yammarino and Atwater, 1993) suggests age, educational level, gender, income level,
personality, leadership style, and organizational culture are all factors that may influence
the self-perception of business professionals. With that in mind, the researcher tried to
minimize the possibility of CHROs over inflating their self-reported responses by
including clear and concise statements in the Business Acumen/Effectiveness Index. For
example, the researcher included the terms “consistently” and “successfully” in all items
measuring effectiveness. By doing so, not all CHROs would be able to report they
consistently or successfully managed to deliver results; negotiate collective bargaining
agreements; link people, strategy, and performance; optimize institutional practices; build
institutional capabilities; cost collective bargaining agreements; and promote positive
change in people, teams and the institution. Furthermore, the researcher used objective
criteria (i.e., activities, tasks, duties, responsibilities, etc.) identified in HR management
literature to describe and assess effectiveness and business acumen. Nonetheless, the use
of self-reported CHRO responses was a major limitation. Since this study relied on selfreported data from CHROs to examine the relationship between business acumen and
CHRO effectiveness, subsequent studies will be needed to examine the relationship
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between CHRO effectiveness and business acumen skills from other perspectives - such
as, administrators, faculty, and staff members.
Two, this study excluded CHROs responsible for leading and managing the HR
function at special focus institutions (e.g., Theological Seminaries, Bible Colleges,
Religious-Based Institutions, Tribal Colleges, Schools of Art, Music, and Design). To gain
a true picture of the relationship between business acumen and the effectiveness of CHROs
responsible for leading and managing the HR function in higher education a study that
includes CHROS employed at religious-based institutions of higher education is highly
recommended as CHROs employed in religious-based institutions may have a different
mix of business acumen skills that may affect their effectiveness.
Three, this study relied on business acumen skills identified for CHROs in
corporate America. It would be interesting to see if effective CHROs in higher education
use other business acumen skills not identified in the literature. Thus, a qualitative study
that seeks to identify business acumen skills that are specific to CHROs in higher education
would be recommended.
Four, at the time of the study it was unknown if CHROs with minimal business
acumen were employed at institutions that do not call for business acumen as a necessary
and prerequisite skill to lead and manage the HR function. To gain a better understanding
if business acumen is a necessary and prerequisite skill to lead and manage the HR function
at institutions of higher education, a future study that examines which types of institutions
(i.e., non-profit, for-profit) identify business acumen as a necessary and prerequisite skill
CHROs must possess to lead and manage the HR function is highly recommended.
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Conclusion
An examination of the relationship between business acumen and CHRO
effectiveness has been missing from the practitioner and academic literatures. To remedy
this deficiency, this study theorized and tested five propositions that examined the
relationship between business acumen and CHRO effectiveness. To this end, a survey
previously piloted was employed to elicit responses from a sample of chief human resource
officers responsible for leading and managing the HR function at institutions of higher
education.
Survey data was analyzed using descriptive, correlational, and inferential statistics
to examine propositions describing the relationship between business acumen and CHRO
effectiveness. Descriptive statistical analysis revealed: (a) CHROs possess a mix of
business acumen skills, (b) CHROs vary in the extent to which they possess business
acumen, and (c) CHRO effectiveness levels vary from not effective to effective.
Correlational statistical analysis revealed CHRO effectiveness was significantly correlated
with business acumen. And inferential statistical analysis revealed the mix of business
acumen skills did not differ significantly across effective CHROs employed at non-profit
and for profit institutions of higher education.
Overall Conclusion. Business acumen competence has an impact on the
effectiveness of CHROs employed at institutions of higher education - the higher the level
of business acumen competence the higher the likelihood CHROs will be effective at
leading and managing the HR function in higher education.
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APPENDIX B
PANEL OF EXPERTS CONTACT LETTER
02/03/2020
[Participant’s Name]
[Institution]
[Street Address]
[City, State, Zip Code]
[Phone Number]
Subject: Invitation to Participate in an HR Panel of Experts
Dear __________________,
My name is Ruben Delgado, and I am a doctoral student at the Fox School of Business at Temple University.
In partial fulfillment of the requirements for a doctoral degree in business administration, I am conducting a
dissertation research study. The purpose of my proposed study is to examine the impact business acumen has
on the effectiveness of chief human resource officers (CHROs) responsible for leading and managing the HR
function in higher education. More specifically, the study will examine the relationship between business
acumen and CHRO effectiveness. You are being asked to participate in a panel of HR experts because you
are currently an HR executive or HR academic/researcher and you fit the three criteria listed below:
•
•
•

you have more than 20 years’ experience working or teaching in the HR field.
you are actively involved in furthering the HR field.
you have extensive knowledge of the thematic domain of this proposed study (i.e., business acumen).

In order to collect data for my proposed study, I have developed a new survey questionnaire to help me assess
the business acumen skill level and effectiveness of chief human resource officers responsible for leading
and managing the HR function in higher education. However, before I can use the questionnaire, I must first
establish the survey questionnaire is appropriate (valid). I would appreciate your assistance in reviewing and
assessing the appropriateness, relevance, and clarity of the 47 items related to business acumen and CHRO
effectiveness included in the survey questionnaire.
Your voluntary participation in this project will provide useful information on the topic. Your knowledge
and experience in the HR field as an HR executive or HR researcher qualify you as an HR expert. Your
comments and opinions would be highly valued; they will help me re-write some of the items on the
questionnaire. I am very aware of your busy schedule, but your input would be greatly appreciated. Should
you choose to participate as a panel expert, please review and assess the attached survey questionnaire by
March 3, 2020.
You may be assured that your responses will remain completely confidential. For your participation, you will
automatically receive a copy of the final study results. If you have any questions about any aspect of this
study, please contact me at rubendelgado@temple.edu or call me at (310) 948-6066. You may also contact
my faculty advisors, Dr. Stuart Schmidt, and Dr. Daniel Goldberg via email at stuart.schmidt@temple.edu or
daniel.goldberg@temple.edu.
Respectfully,
Ruben Delgado, Ph.D., SPHR, SHRM-SCP, CCP, CPLP, CLRP

123

APPENDIX C
PANEL OF HR EXPERTS SURVEY
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APPENDIX D
INITIAL PARTICIPANT INVITATION

[Date]
[Participant’s Name]
[Title]
[Institution]
[Street Address]
[City, State, Zip Code]
Subject: Invitation to Participate in an HR Study
Dear ____________________,
My name is Ruben Delgado, and I am a doctoral students at the Fox School of Business at Temple University.
In partial fulfillment of the requirements for a DBA (Doctor of Business Administration) degree, I’m
conducting a dissertation research study. You are being asked to participate in this study because you are
currently responsible for leading and managing the HR function at your respective institution.
The purpose of this study is to examine the impact business acumen has on the effectiveness of chief human
resource officers (CHROs) responsible for leading and managing the HR function in higher education. More
specifically, this study will examine the relationship between business acumen and CHRO effectiveness.
Your participation will provide useful information on the topic.
There are minimal risks associated with this study (boredom, mental fatigue, and frustration from having to
fill-out a survey). Your participation will be completely voluntary and there is no compensation in exchange
for your participation. Your decision whether or not to participate will in no way affect your relationship with
your institution. You will have the right to withdraw from the research study at any time without penalty.
You will also have the right to refuse to answer any question(s) for any reason without penalty. Your
responses will be kept confidential. Your individual privacy will be maintained in all publications and/or
presentations resulting from this study.
Should you choose to participate in the study (and I hope you do), you will be asked to complete an online
survey containing 57-items with checklist responses. Your participation is expected to take approximately
45 minutes of your time. By Clicking on the link below, you will be directed to the study:
[URL Link]
If you have any questions or would like additional information about this study, please feel free to contact
me via email at rubendelgado@temple.edu or by phone at 310-948-6066. You may also contact my research
advisors Dr. Stuart Schmidt, Dr. Daniel Goldberg, and Dr. Wayne Williams via email at
stuart.schmidt@temple.edu, daniel.goldberg@temple.edu, or wayne.williams@temple.edu. In anticipation
of your participation, I extend my appreciation to you for your willingness to contribute to this research study.
Respectfully,

Ruben Delgado, PhD, SPHR, SHRM-SCP, CCP, CPLP, CLRP
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APPENDIX E
FIRST FOLLOW-UP EMAIL

[Date]
[Participant’s Name]
[Title]
[Institution]
[Street Address]
[City, State, Zip Code]
Subject: Follow-Up Request to Participate in an HR Study
Dear ____________________,
On _______________, I emailed you an initial request to participate in an in-depth HR research study I’m
currently conducting. As you may recall, the purpose of the study is to examine the impact business acumen
has on the effectiveness of chief human resource officers (CHROs) responsible for leading and managing the
HR function in higher education. More specifically, this study will examine the relationship between business
acumen and CHRO effectiveness.
As an HR executive responsible for leading and managing the HR function at an institution of higher
education, your expertise and experience provides you with the credibility to participate in this study. There
are minimal risks associated with this study (i.e., boredom, fatigue, and/or frustration for having to complete
an online survey). Your participation will be completely voluntary. There will be no compensation in
exchange for your participation. Your decision whether or not to participate will in no way affect your
relationship with your institution. Should you choose to participate in the study, you will have the right to
withdraw from the research study at any time without penalty. You will also have the right to refuse to answer
any question(s) for any reason, without penalty. Your responses will be kept confidential, and your individual
privacy will be maintained in all publications and/or presentations resulting from this study.
Your participation is expected to take 45 minutes of your time. By clicking on the link below, you will be
directed to the study:
[URL Link]
If you have any questions or would like additional information about this study, please feel free to contact
me via email at rubendelgado@temple.edu or by phone at 310-948-6066. You may also contact my research
advisors Dr. Stuart Schmidt, Dr. Daniel Goldberg, and Dr. Wayne Williams via email at
stuart.schmidt@temple.edu, daniel.goldberg@temple.edu, or wayne.williams@temple.edu. In anticipation
of your participation, I extend my appreciation to you for your willingness to contribute to this research study.
Respectfully,
Ruben Delgado, PhD, SPHR, SHRM-SCP, CCP, CPLP, CLRP
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APPENDIX F
SECOND FOLLOW-UP EMAIL

[Date]
[Participant’s Name]
[Title]
[Institution]
[Street Address]
[City, State, Zip Code]
Subject: Follow-Up Request to Participate in an HR Study
Dear ____________________,
On _______________, I emailed you an initial request to participate in an in-depth HR research study I’m
currently conducting. As you may recall, the purpose of the study is to examine the impact business acumen
has on the effectiveness of chief human resource officers (CHROs) responsible for leading and managing the
HR function in higher education. More specifically, this study will examine the relationship between business
acumen and CHRO effectiveness.
As an HR executive responsible for leading and managing the HR function at an institution of higher
education, your expertise and experience provides you with the credibility to participate in this study. There
are minimal risks associated with this study (i.e., boredom, fatigue, and/or frustration for having to complete
an online survey). Your participation will be completely voluntary. There will be no compensation in
exchange for your participation. Your decision whether or not to participate will in no way affect your
relationship with your institution. Should you choose to participate in the study, you will have the right to
withdraw from the research study at any time without penalty. You will also have the right to refuse to answer
any question(s) for any reason, without penalty. Your responses will be kept confidential, and your individual
privacy will be maintained in all publications and/or presentations resulting from this study.
Your participation is expected to take 45 minutes of your time. By clicking on the link below, you will be
directed to the study:
[URL Link]
If you have any questions or would like additional information about this study, please feel free to contact
me via email at rubendelgado@temple.edu or by phone at 310-948-6066. You may also contact my research
advisors Dr. Stuart Schmidt, Dr. Daniel Goldberg, and Dr. Wayne Williams via email at
stuart.schmidt@temple.edu, daniel.goldberg@temple.edu, or wayne.williams@temple.edu. In anticipation
of your participation, I extend my appreciation to you for your willingness to contribute to this research study.
Respectfully,
Ruben Delgado, PhD, SPHR, SHRM-SCP, CCP, CPLP, CLRP
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APPENDIX G
THIRD FOLLOW-UP EMAIL

[Date]
[Participant’s Name]
[Title]
[Institution]
[Street Address]
[City, State, Zip Code]
Subject: Follow-Up Request to Participate in an HR Study
Dear ____________________,
On _______________, I emailed you an initial request to participate in an in-depth HR research study I’m
currently conducting. As you may recall, the purpose of the study is to examine the impact business acumen
has on the effectiveness of chief human resource officers (CHROs) responsible for leading and managing the
HR function in higher education. More specifically, this study will examine the relationship between business
acumen and CHRO effectiveness.
As an HR executive responsible for leading and managing the HR function at an institution of higher
education, your expertise and experience provides you with the credibility to participate in this study. There
are minimal risks associated with this study (i.e., boredom, fatigue, and/or frustration for having to complete
an online survey). Your participation will be completely voluntary. There will be no compensation in
exchange for your participation. Your decision whether or not to participate will in no way affect your
relationship with your institution. Should you choose to participate in the study, you will have the right to
withdraw from the research study at any time without penalty. You will also have the right to refuse to answer
any question(s) for any reason, without penalty. Your responses will be kept confidential, and your individual
privacy will be maintained in all publications and/or presentations resulting from this study.
Your participation is expected to take 45 minutes of your time. By clicking on the link below, you will be
directed to the study:
[URL Link]
If you have any questions or would like additional information about this study, please feel free to contact
me via email at rubendelgado@temple.edu or by phone at 310-948-6066. You may also contact my research
advisors Dr. Stuart Schmidt, Dr. Daniel Goldberg, and Dr. Wayne Williams via email at
stuart.schmidt@temple.edu, daniel.goldberg@temple.edu, or wayne.williams@temple.edu. In anticipation
of your participation, I extend my appreciation to you for your willingness to contribute to this research study.
Respectfully,
Ruben Delgado, PhD, SPHR, SHRM-SCP, CCP, CPLP, CLRP
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APPENDIX H
NUMERICAL CODES FOR BUSINESS ACUMEN ITEMS

Question #

Business Acumen Skill
Measured

Numerical Codes

Question 1

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 2

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 3

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 4

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 5

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 6

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 7

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 8

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 9

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 10

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 11

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 12

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 13

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 14

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 15

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 16

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 17

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 18

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 19

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer
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Question #

Business Acumen Skill
Measured

Numerical Codes

Question 20

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 21

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 22

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 23

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 24

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 25

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 26

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 27

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 28

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 29

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer

Question 30

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 31

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 32

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 33

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 34

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 35

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 36

Financial Skill

0 = Incorrect Answer
1 = Correct Answer

Question 37

Communication Skill

0 = Incorrect Answer
1 = Correct Answer

Question 38

Strategic Skill

0 = Incorrect Answer
1 = Correct Answer
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Question #

Business Acumen Skill
Measured

Numerical Codes

Question 39

Leadership Skill

0 = Incorrect Answer
1 = Correct Answer

Question 40

Financial Skill

0 = Incorrect Answer
1 = Correct Answer
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APPENDIX I
NUMERICAL CODES FOR CHRO EFFECTIVENESS ITEMS

Question #

Activity Associated w/Effectiveness Measured

Numerical Codes

Question 41

Delivering Results

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 42

Optimizing Individual Behavior

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 43

Establishing and Standardizing Institutional Practices

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 44

Optimizing Institutional Practices

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 45

Building Institutional Capabilities

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 46

Linking People, Strategy, and Performance

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

Question 47

Promoting Positive Change in People, Teams, and the
Institution

1 = Strongly Disagree
2 = Disagree
3 = Agree
4 = Strongly Agree

137

APPENDIX J
NUMERICAL CODES FOR DEMOGRAPHIC QUESTIONS

Question #

Type of Demographic Question

Numerical Codes

Demographic
Question 1

Gender Identity

0 = Male
1 = Female
2 = Transgender Male
3 = Transgender Female
4 = Gender Variant
5 = Prefer Not to Answer
6 = Not Listed

Demographic
Question 2

Race/Ethnicity

0 = American Indian or Alaska Native (a person having origins in
any of the original peoples of North America and South America)
1 = Asian (a person having origins in any of the original peoples
of the Far East, Southeast Asia, or the Indian Sub-Continent)
2 = Black or African American (a person having origins in any of
the Black racial groups of Africa – includes Caribbean Islanders)
3 = Hispanic (a person of Cuban, Mexican, Puerto Rican, Central
or South America, or other Spanish culture or origin regardless of
race)
4 = Native Hawaiian or Other Pacific Islander (a person having
origins in any of the original peoples of Hawaii, Guam, Samoa, or
other Pacific Islands)
5 = White (a person having origins in any of the original peoples
of Europe, the Middle East, and North Africa)
6 = Other

Demographic
Question 3

Educational Level

0 = High School Diploma
1 = Associate’s Degree
2 = Bachelor’s Degree
3 = Master’s Degree
4 = Doctoral Degree

Demographic
Question 4

Type of Institution Employed At

0 = Associate’s College
1 = Baccalaureate College
2 = Master’s College/University
3 = Doctoral-Granting University

Demographic
Question 5

Professional HR Certifications

0 = PHR (Professional in Human Resources)
1 = SPHR (Senior Professional HR Professional)
2 = SHRM-CP (SHRM Certified Professional)
3 = SHRM-SCP (SHRM Senior Certified Professional)
4 = CCP (Certified Compensation Professional)
5 = CPLP (Certified Performance and Learning Professional)
6 = CLRP (Certified Labor Relations Professional)
7 = CPT (Certified Performance Technologist)
8 = None
9 = Multiple

Demographic
Question 6

Age Group

0 = 21-25 years
1 = 26-30 years
2 = 31-35 years
3 = 36-40 years
4 = 41-45 years
5 = 46-50 years
6 = 51-55 years
7 = 56-60 years
8 = 61-65 years
9 = 66 years and over
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Question #

Type of Demographic Question

Numerical Codes

Demographic
Question 7

Total Number of HR Staff Managed

0 = 1-5 staff members
1 = 6-10 staff members
2 = 11-15 staff members
3 = 16-20 staff members
4 = 21-25 staff members
5 = 26-30 staff members
6 = 31-35 staff members
7 = 36 staff members or more

Demographic
Question 8

Job Title

0 = Director of Human Resources
1 = Executive Director of Human Resources
2 = Assistant Vice President of Human Resources
3 = Associate Vice President of Human Resources
4 = Vice President of Human Resources
5 = Executive Vice President of Human Resources
6 = Assistant Vice Chancellor of Human Resources
7 = Associate Vice Chancellor of Human Resources
8 = Vice Chancellor of Human Resources
9 = Dean of Human Resources
10 = Chief Human Resource Officer
11= Other

Demographic
Question 9

Number of Years Employed in the HR Field

0 = Less than 10 years
1 = 11-15 years
2 = 16-20 years
3 = 21-25 years
4 = 26-30 years
5 = More than 31 years

Demographic
Question 10

Pay Range

0 = Less than $100,000
1 = $100,001-$150,000
2 = $150,001-$200,000
3 = $200,001-$250,000
4 = $250,001-$300,000
5 = $300,001-$350,000
6 = $350,001-$400,000
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