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EXECUTIVE SUMMARY

The academic departmeat is the base unit of universities and
colleges, “the central building block . . . of the American uni-
versity” (Trow 1977). While departments fragment and divide
the faculty of an institution of higher education, they also
provide a useful structure for the day-to-day activities that
shape faculty members’ attitudes, behaviors, and per-
forrnances.

The metaphor of a block of wood held in a vise for shaping
seems appropriate to describe the situation of an academic
chair. The chair is squeezed between the demands of upper
administration and institutional expectations on the one side
and the expectations of faculty, staff, and students on the
other, with both attempting to influence and shape the chair.
The chair is caught in the middle, required to provide the
most sophisticated leadership and statesmanship to avoid
being crushed by these two opposing forces.

The purpose of The Department Chair is to glean from
the research insights about the chairs or heads of academic
departments who are caught in the middle. The literature
docuraents that chairs of academic departments in the 1990s
will be expected to perform in an increasingly complex,
diverse, and changing environment, with ever-increasing
expectations from the institution and the faculty. The follow-
ing issues, discussed in The Department Chair, are most often
raised as needing atiention: (1) roles and responsibilities
of chairs, (2) the chair as leader, (3) the political influences
on the chair and the use of power, (4) the chair’s respon-
sibility for evaluation and development of faculty, (5) the
influence of institutional type and specific discipline on the
chair, and (6) challenges facing chairs in the 1990s and
bevond.

What Are the Roles and Responsibilities of Chairs?
Numerous studies have been conducted on the tasks, activ-
ities, roles, and responsibilities of departmental chairs, but
despite researchers’ ability to identify tasks and job-related
duties, the chair's role continues to be ambiguous, unclear

in terms of authority, and unable to be classified as faculty

or administrator—all of which contribute to a high level of
stress. Thus, the chair must leam to cope readily with the
demands of being in the middle, with responsibilities to both
faculty and administration.

The Department Chair
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What Are the Requirements for Leadership?

Institutions of higher education differ from many organiza-
tions, requiring leadership to be a more shared phenomenon
than in most profit-focused enterprises. The concept of faculty
ownership is basic to academic institutions; thus, departmen-
tal leadership requires greater emphasis on empowering activ-
jties than in many other types of organizations. The chair,

in concert with faculty, must develop a vision beyond the
immediate tasks and employ strategies that develop the facul-
tv's commitment to that vision. While chairs have opportu-
nities to exercise leadership in a number of different settings,
including faculty meetings, offices and laboratories, the total
institution, and the disciplinary community, the requirements
of leadership vary depending on the department’s stage of
development, the specific management function, the academic
discipline, and the chair’s own style of leadership. The chair
must ensure thar an effective data base exists for informed
decision making, try to understand the use and dynamics

of the politics of the institution, use faculty members’ strengths
to develop quality, and create an environment where faculty
can strengthen their own professional status through the
achievement of a shered vision.

How Can the Chair Effectively Use

Political Influence and Power?

A number of internal and external constituencies—faculty,
upper-level administration, the institution’s governing body,
legislative bodies, accrediting bodies, other external agencies
and groups--influence decision making in the department.
Institutions of higher education are. to a large extent, open
political systems. Chairs draw upon two primary sources of
power: the authority outlined in formal job descriptions and
the informal influence of personal characteristics, expertise,
and ability to capitalize on opportunity. Chairs must under-
stard the political forces and processes of the institution and
must skillfully mzneuver groups and coalitions to achieve

the autonomy and cornitrol necessary to develop a strong
department. Chairs must skillfully use certain strategies (called
push, pull, persuasion, preventative, and preparatory strategies
in the literature) and tactics (impression management. agenda
setting, networking, and negotiation) to manage an effective
department.
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PAFullToxt Provided by ERIC

What Is the Chair’s Role in Faculty
Evaluation and Development?

The quality of the program of an academic department is
largely determined by the quality and performance of the
faculty. Evaluation, the process of making judgments about
performance, is one of the most powerful opportunities for
developing quality available to a chair.

For a chair to evaluate faculty effectively, the reasons for
the evaluation and the techniques to be employed must be
clear to the chair, the dean, and the faculty. Procedures to
evaluate faculty can provide focus, clarify expectations for
work, give direction to faculty members’ efforts, and define
the need for faculty development. What is to be measured,
how it is to be measured, who is to measure, and the indi-
cators of quality must be carefully considered. The chair must
provide that leadership in developing and implementing eval-
uation of the faculty (Braskamp, Brandenburg, and Ory 1984).

A second and equally powerful opportunity to encourage
quality is faculty development—the process of assisting faculty
to grow professionally by gaining an understanding of insti-
tutional expectations, improving performance in teaching
or research, creating a positive work environment, refocusing
or redirecting activities, and helping faculty resolve and deal
with personal issues. Faculty development is a shared respon-
sibility that can be facilitated through a number of activities
and strategies, including orientation sessions, mentoring,
intervention in teaching and research, providing models of
desired behaviors, considering alternz.ive professional career
paths, and assisting faculty in using available resources. such
as employee assistance programs.

What Are the Influences of Institutional

Type and Discipline on the Chair?

The roles and respensibilities of and expectations for the chair
are all influenced by the type of institution and by differences
in methodology and body of knowledge of specific academic
disciplines. The chair must recognize how institutional type,
history, and culture, morlel of governance, and discipline

can influence what is expected of him or her, in turn deter-
mining the most effective strategies to use. Chairs should take
advantage of opportunities for professional development
through programs offered by a number of organizations, insti-
tutions, and professional associations.

The Department Chair
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What Does the Future Hold?

Institutions of higher education face a number of challenges
in the remainder of the 1990s and beyond: quality, diversity
and gender, recruitment and retention of faculty, funding

for professional development, faculty workloads, evaluation,
minority students, and ethics. These challenges have no quick
fixes, and they can be met and dealt with only through the
combined efforts of the entire academic leadership team,
including the chief executive, the academic officer, deans,
chairs, and faculty. The quality of leadership must be im-
proved at al! levels. Chiairs should consider human resources,
the structure of the organization, and political and symbolic
frames of reference in providing leadership to the department.
They must pay attention to upgrading leadership skills
through mentoring, reading, workshops, self-assessment, and
networking. Creating a professional development plan can
assist chairs to identify needs, specify objectives, and design
techniques for assessment.
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FOREWORD

Possibly the most important yet underrated position in a col-
lege or university is the department chair—the person in a
position to have the most effective influence on the faculty
but, for most institutions, the most neglected or least inte-
grated position in the organizational structure.

The department chair is a relatively new position. It was
not until the tum of the century that a few colleges, such as
Harvard, became large enough, or specialized enough, to war-
rant separate units for different academic specialties. When
they did, department faculties would elect one of their own
to represent them to other academic units and the admin-
istration. This person, considered “first among equals,” was
to represent and protect the faculty’s interests, not to be the
first link in the administrative chain of authority. This attitude
toward the primary role of the department chair continues.

In reality, the role of the department chair has changed
dramatically. As institutions grew. so did the administrative
need to have greater leadership and control below the dean.
The logical frontline administrator was the department chair.
While institutions were still small or specialized enough to
have a clear. unifying vision. little conflict occurred. But as
they grew and their sense of vision and purpose became less
distinct. the aspirations of administrators increasingly came
in conflict with those of faculty, External demands further
complicated the role of the department chair.

The uncertainty over the performance of department chairs
continues for three reasons. First is the confusion about role
caused by the way chairs are selected. In many institutions.
department chairs are selected for a finite term of office by
faculty vote. after which they return to the faculty. For the out-
going department chair. this method creates strong loyalties
to the faculty: for the faculty. it creates a chance to clect a per-
son who will give them the least amount of grief; and for the
person elected. the opportunity is often reluctantly accepted
as “my turn in the barrel.” When the chair is an administrative
appointment with tenure, that person’s loyalty is trapped
between what the administration wants and the knowledge
that someday he or she might become a colleague of those

currently supervised. In either case, that link to the faculty
sets up an expectation for the role that could conflict with
the position’s administrative responsibilities.
A second reason for the continued uncertainty can best be
described by the psychological phrase, “learned helplessness.”

The Department Chair
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caused when the faculty and the chair are tenured and the
department has a history of weak leadership. Tenure guaran-
tees a lifetime faculty appointment, which, for the faculty,
often means that they can wait out a disliked chair. If this atti-
tude is part of the institutional culture, the administration
might believe it has little direct influence over the faculty as
long as the faculty performs to a minimal standard. Hence,
both sides are in a state of leamed helplessness—faculty as
they wait out the administration, and administrators who feel
that the existence of tenure prevents direct action.

The third condition is related to adequate training. In con-
trast to organizations that believe their mest important
resource is their employees and that the only way to ensure
top performance is to provide continuous opportunities for
training, most colleges and universities do not value the con-
tinuous training of their professional staff. Training for depart-
ment chairs can be characterized as casual to nonexistent,
oriented only toward understanding administrative proce-
dures, and situational rather than holistic or systematic.

This report by Alan T. Seagren, professor of educational
administration and of curriculum and instruction, John W.
Creswell, professor of educational psychology, and Daniel
W. Wheeler, coordinator of professional and organizational
development, all at the University of Nebraska-Linccln, looks
at department chairs' role as leader and in faculty evaluation
and development, the politics of chairing a department, and
the influence of institutional type and academic discipline.

The conditions that contribute to the confusion and inef-
fectiveness of department chairs can be corrected without
affecting the basic value of academic freedom. One proposed
solution is to remove the departmental structure. Doing so
might temporarily have a positive effect, but unless the fun-
damental conditions that contribute to the current confusion
about roles and to the state of learned helplessness are cor-
rected, these conditions will likely persist, regardless of orga-
nizational structure. This report will help institutions, schools,
and departments better understand the position of the depart-
ment chair and consequently provide a foundation for future
action.

Jonathan D. Fife
Series Editor, Professor of Higher Education Administration,
and Director, ERIC Clearinghouse on Higher Education

Q
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ROLES AND RESPONSIBILITIES OF THE CHAIR

Academic chairs! occupy a pivotal positicn in the organization
of higher education. An estimated 80 percent of all university
decisions are made at the departmental level (Roach 1976),
and the position of department chair is the most common
entry point into the hierarchy of academic administration
(McDade 1987). “An institution can run for a long time with
an inept president but not for long with inept chairpersons™
(Peltason 1984, p. xi). As administrators responsible for eval-
uating and rewarding staff, chairs promote or inhibit the
advancement of individual careers. As advocates for faculty,
they serve as important communication links between aca-
demic units and the administrative hierarchy of colleges and
universities. As colleagues of faculty and staff in the depart-
ment, they understand the daily frustrations and concerns of
individuals employed in higher education institutions. The
chair remains the only official on campus who attempts to
“interpret the department to the administration and the
administration to the faculty” (Booth 1982, p. 4), otherwise
referred to as the “swivel effect” (Caplow and McGee 1965),
in which the chair is in the middle between allegiance to fac-
ulty and to the administration and the institution.

Much of the literature over the past 40 years has focused
on understanding the distinctive role of the academic chair
and the special challenges it brings to individuals in that role.
This section first analyzes the academic structure in which
chairs work, explores the role of the department chair and
the international body of literature about chairing that has
developed in the last four decades, and presents different per-
ceptions of the role of chairs from scholars, chairs themselves,
faculty in departments, and academic deans to whom chairs
report. It concludes with a focus on conflict, transitions, and
stress for chairs.

The Departmental Structure
As midlevel leaders in the academy, academic chairs hold aca-
demic or programmatic positions in units called college “divi-

1. Reflecting the various types of schuols and international custonts, “leaders”
of departments hold different tites. Out of respect for gender. nuny studies
wxday use the term “chairperson™ or its abbreviated version, “chair,” for the
leader of a department rather than the cardier “chairman.” On some cam
puses, particularly in Australia and in Commonwealth countries. the mdividual
is known s a “head.” signifying a permanent position with administrative
appointment, Occasionally, the individual is called a “department executive
officer.” This monograph uses the term “chair™ for the most part.

The Department Chair
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LLINTS

sions,” “colloquia,” or, most frequently, “departments.”
Because the departmental structure is the most popular in
colleges and universities, it is important to understand its evo-
lution: and the arguments both for and against its existence.
Academic departments in the United States date back to
the 19th century (McHenry and Associates 1977). In the late
19th century, it became impossible for one tutor to teach a
single class in all subjects (Anderson 1976). The emergence
of new fields of study, the influence of professors trained in
Germany, and the increasing specialization of education at
the graduate level all contributed to the development of the
current departmental structure in U.S. colleges and univer-
sities. The structure now consists of an academic unit led by
an individual (the chair or head) comprised of faculty and
support staff who engage in the multifaceted activities of an
institution, such as providing courses for students, enhancing
and developing scholarly knowledge, and providing service
to the campus and the communities external to the institution.
The departmental structure, comprised of courses, programs
of study, faculty, students, and support staff, has withstood
many challenges and critics. The Confidence Crisis, for exam-
ple, contends that academic departments inhibit the growth
of new fields of knowledge, help isolate professors, and nar-
row courses and research in specialized areas (Dressel, John-
son, and Marcus 1971). Another author 2-gues that depart-
ments thwart interdisciplinary efforts, resulting in faculty
members’ resistance to change in the curricula, requirements,
and instructional practices (Corson 1975). Advocates for
departments, however, suggest that they represent a vital
organizational structure on campus. Faculty develop, preserve,
and transmit knowledge through the departmental structure.
Departments provide a “home" for faculty and students, serv-
ing as the nexus for close interaction with a minimum of mis-
understanding and superfluous effort among themselves and
providing an understandable and workable status system
within which a faculty member can be oriented. professionally
evaluated, and developed (Anderson 1976; Creswell et al.
1990). “It is at the department level that the real institutional
business gets conducted™ (Bennett 1983, p. 1).

The Importance of Chairing a Department
Chairs are important in the overall academic leadership team
on campus that includes staff personnel, deans, vice presi-
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dents or provosts, and chief executive officers. As early as
1942, the chair was characterized as the “key position” in a
department and in the institution (Jennerich 1981). The first
thorough study of department chairs was conducted in 1958
by surveying department chairs at 33 private liberal arts col-
leges (Jennerich 1981). An editorial in The Journal of Higher
Education noted that “no one plays a larger part in determin-
ing the character of higher educational institutions than the
department chairman” (Patton 1961, p. 459).

Department chairs make up possibly the largest adminis-
trative group in US. colleges and universities (Norton 1980).
In 1981, the American Council on Education estimated that
nearly 80,000 department chairs were involved in higher edu-
cation (Scott 1981). Though the overall demographic structure
of higher education institutions has changed since 1981, the
number of changes might actually have grown in the last
decade. In addition to the sizable number of midlevel admin-
istrators, one in three faculty serves in the post at some point
during his or her career (Scott 1981).

The importance of chairing a department revolves around
three highly interrelated factors. First, chairs have “daily con-
tact” with administrators, faculty, and students (Weinberg
1984). In the administrative hierarchy of an institution, chairs
oversee the department’s daily operations. Chairs have been
called the “single most important link™ in the campus struc-
ture between administrators, faculty, programs, and students
(Waltzer 1975, p. 5). This link se.ves as a conduit through
which the intentions of top maragement flow down and infor-
mation flows up. As such, chaits often serve as negotiators
between departmental goals (rzilecting institutional priorities)
ar.d individual goals.

Second, chairs are important dezision makers.

Part of the uniqueness of the academic governance struc-
ture of a bigher education institution is that the power for
decision making lies at the bottom rather than at the top,
that is, with the faculty rather than the academic officer.
The faculty, either formally or through practice, makes deci-
sions on curriculum structure, program offerings, biring,
promotion, and tenure, and, therefore, good leadership is
imperative. This leadership is assigned to the program or
department chair (Fife 1982, foreword).

The Department Chair
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And third, on most campuses the chair has the authority
over matters important to the faculty and staff: curriculum,
budget, faculty hiring, and evaluation (Bennett 1983; Carroll
1990). The chair is the “custodian of academic standards,”
charged with monitoring the departmental or divisional cur-
riculum, seeing that course assignments are made judiciously
and that individual faculty members’ talents are aligned with
instructional needs, promating racial and gender balance in
the faculty, encouraging cortinued personal and professional
growth, and attesting to the adequacy of instruction and
research (Bennett and Figuli 1990).

A chair’s responsibilities have implications for the financial
management of the institution. With fewer resources, the
importance of the chair as the manager of departmental
budgets is expected to increase (Bennett 1982). Chairs must
consider approaches for allocating funds, awarding fair and
equitable salaries, and using monies for incentives (Creswell
et al. 1990), as well as reallocating departmental budgets, con-
vincing staff to reduce their expenditures, negotiating deficits
with senior administrators, and setting long-range fiscal goals
for the unit. Other factors likely to focus attention on chairs
are a high rate of job turnovers, the more precise roles and
functions identified in collective bargaining contracts, and
decreased mobility and morale among faculty and their impli-
caiions for staffing (Bennett 1982).

The recent literature about department chairs helps to
gauge the importance of chairs. The literature about chairing
an academic unit has developed worldwide, especially in the
1980s, and includes doctoral dissertations, journal articles,

a few monographs, and several books, some of which have
been revised more than once (see, e.g., Bennett and Figuli
1990; Creswell et al. 1990 Jennerich 1981; Moses and Roe
1990: Tucker 1992). Several newsletters, in both English and
foreign languages, are available for department chairs.

2. See. e.g. The Department Adrisor. published by Higher Education Exec
utive Publications, Inc.. in affiliation with the American Council on Education,
Center for Leadership Development. Washington, D.C.: The Liopartment Chair.
published by Anker Publishing Company. Boston, Massachusetts; the CSDC
Neusletter, published by Washington State University's Center for the Study

of the Department Chair, supported by the University Council un Educational
Administration; Brookes 1988: Kremer-Hayon and Avi Izhak 1986: Lonsdale
and Bardsley 1984; Schnell 1987; Startup 1976: Watson 1986.
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Studies of the Chair’s Role

In terms of roles and responsibilities, no administrator in the
college and universitv setting has been analyzed as much as
academic chairs. Since 1965, at least 12 studies have attempted
to map those roles and responsibilities (see table 1), address-
ing the “tasks,” “duties,” “responsibilities,” “activities,” and
“roles™ of chairs. When roles were discussed, tasks and duties
were grouped into larger, more encompassing domains (e.g.,
Smart and Elton 1976). The duties, tasks, or responsibilities

in these studies range from a list of 27 (Smart and Elton 1976)
to a list of 98 (Seagren 1978); roles include as few as two
(e.g., Mclaughlin, Montgomery, and Malpass 1975) to as many
as 28 (e.g., Tucker 1984, 1992). A complex role emerges from
these portraits, yet these role typologies seldom build on each
other or provide a definitive list of areas of responsibility.
Indeed, job descriptions, if available, provide little insight into
a chair's roles (Roach 1976). Perhaps the diverse roles and
responsibilities are endemic to the tasks of chairing about
which writers express ambiguity and disagreement. Also
reflected is the emergence of classifications and typologies
from different perspectives: anecdotal accounts from insti-
tutional perspectives (e.g., Waltzer 1975), thoughts from par-
ticipants in workshops (e.g,, Tucker 1984), in-depth case stud-
ies (e.g., Bennett 1983), and empirical analyses (e.g,,
McLaughlin, Montgomery, and Malpass 1975; “Roles of Depart-
ment Chairs™ 1992). From these many role studies emerges

a picture of the roles and responsibilities as constructed by
chairs themselves, by deans and administrative superiors of
chairs, and by faculty.

The chair's job has been characterized as a “militarist” who
uses power, authority, resources, and sanctions to command;
a ‘malcontent” who delegates, defers, decides slowly, and
acts defensivelv; a "masochist” who nags others to get tasks
done; a "mediator” who cajoles, pacifies, rewards, and tends
to complicate matters; a “messiah” who exhorts, inspires, and
shames; and a “mentor” who leads with maturity, wisdom,
and skill (Jacobs 19806). Typologies of a chair’s role involve
administrative leadership, program development, personnel
development, and public relations (see, e.g., Bragg 1981;
Mciaughlin, Montgomery, and Malpass 1975; “Roles of Depart-
ment Chairs™ 1992; Seagren 1978; Seagren and Filan 1992).

A survey of 1,198 chairs at 38 state universities, rating how
much time chairs spent and the enjoyment they received from
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TABLE 1

STUDIES ABOUT THE ROLES AND
RESPONSIBILITIES OF CHAIRS

Aspect of Role/ Specific Roles and
Author Focus Responsibility Examined Responsibilities
Norton 1980 Responsibilities in a college 8 task areas Internal administration. budgetary
of education planning. personne! administration
& communication. cusriculum.
student personnel. personal &
professional development

Bragg 1981 Subroles emphasized by chairs  Faculty-, externally, program-, Recruiting. evaluation. negotiation.
management-oriented enhancement of department’s
image. program development

Jennerich 1981 Competencies of chairs 14 skills and competencies Character integrity. leadership
ability. interpersonal ability. com
munication. decision making.
organization
Tucker 1984. 1992 Diversity of roles 28 passible roles Gevemance of depantment. instruc-
tior . faculty affairs. student affairs.
external communication. budget
& resources. office management,
professional development
Moses & Roe 1990 Headship functions 40 functions Stff & student affairs. professional
development. administration. one's

own academic activities, budget
& resources

“Roles of Depart: Roles Leader. scholar. faculty developer  Elements identified for each role
ment Chairs™ 1992 & manager

Seagren & Filan  Roles. tasks, competencies 18 roles. 32 wasks. 12 competencies E.g. motivator. integrate unit plans,
1992 decisiveness

these roles, found department chairs played three major
roles—academic, administrative, and leadership (Mclaughlin,
Montgomery, and Malpass 1975). The chairs felt most ¢ -
fortable with the academic role, which involved duties asso-
ciated with teaching, advising, conducting and encouraging
research, developing curriculum, and faculty development
and related activities (corroborated by Boice and Myers 1986).
Chairs reported that they spent a'most half of their time teach-
ing, advising, or engaging in research. The administrative role
involved duties within the department: maintaining records,
administering the budget, managing staff employees, and the
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like. Respr.ndents believed that time spent on this role was
bevond their control, and they appeared to derive little enjoy-
ment from it. The leadership role (discussed in greater detail
in the following section) included providing leadership for
departmental faculty and program development. The effort
the chairs spent on this role was related to the size of the
department and to the amount of enjoyment they derived
from it.

Another study, of 39 department heads from nine colleges
within a single major university, examined how chairs leam
their roles through socializing experiences (Bragg 1951). The
study found that chairs tend to emphasize one role more than
others in their work. “Faculty-oriented™ heads described their
primary responsibilities as recruiting, developing, and eval-
uating faculty members, facilitating the work of the f ulty,
and reducing intradepartmental conflict to improve the facul-
ty's morale (see the section titled “The Role of the Chair in
Faculty Evaluation and Development” for more detail). “Exter-
nally oriented™ heads described their primary roles as repre-
senters. brokers, negotiators, and grantsmen. “Management-
oriented™ heads were focused on administrative responsibil-
ities for the academic deparument, and “program-oriented”
heads engaged primarily in program development. The study
fucther identified for each role the chairs’ goals when they
were appointed, their sources of stress, and the importance
of extradepartmental involvement.

Yet another study, in a different tack. explored chairs’ per-
ceptions of their effectiveness to discover roles (“Roles of
Department Chairs™ 1992). In fall 1991, 800 department chairs
in 100 research and doctorate-granting institutions were asked
how effective they felt they were on 26 duties. From those
duties, investigators statistically derived four roles: leader,
scholar, faculty developer, and manager. Next, chairs that
reported their effectiveness in the top quartile were compared
with those reporting in the lower three quartiles in terms of
personal, organizational, positional. and productivity variables
for the four roles. The most effective “scholars™ were most
productive as researchers and experienced significantly less
role conflict than other chairs. Those who felt they were effec:
tive “faculty developers™ were more likely to accept additional
terms as chairs and to be in departments with a greater pro-
portion of nontenured faculty than other chairs. Chairs who
saw themselves as effective “leaders™ also saw themselves as
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effective “managers,” and effective leader-managers were
more inclined to view themselves as faculty and administra-
tors than other chairs.

Recently, the Center for the Study of Higher and Postsec-
ondary Education of the University of Nebraska-Lincoln, the
Maricopa Community College, and the National Academy for
Community College Chairs undertook a national study of
chairs in all two-year colleges in the United States and Canada
(Seagren and Filan 1992). The authors designed questions
to determine the broader roles of chairs, the specific activities
in their work, and the overall competencies required for their
position. An overriding conceptual model directed the design:
a model of department chairs’ careers based on personal char-
acteristics, educational beliefs and values, job dimensions,
job challenges, and response strategies. The roles of chairs
were conceptualized by 18 dimensions resulting from pre-
liminary studies of chairs in four-year schools (Creswell et
al. 1990) and identified role metaphors (Creswell and Brown
1992; Tucker 1984, 1992). Respondents were asked to indicate
the relative importance of 18 roles, such as “motivator” and
“caretaker,” and 32 tasks, which represented a revision of the
54 dimensions (Tucker 1984, 1992) and the 98 tasks (Seagren
1978) identified earlier. The tasks represented specific respon-
sibilities, such as “seek external funding,” “promote affirma-
tive action,” and “integrate unit plans with institutional plans.”
The investigators designed questions to explore chairs’ com-
petencies, using the 12 skills mentioned in the Assessment
Center Project of the National Association of Secondary School
Principals (Wendel and Sybouts 1988) and forming questions
about components of each skill, such as “Problem analysis—
ability to seek out relevant data™ or “Decisiveness—ability
to recognize when a decision is required.” Thus, the Nebraska
Project used three methods to explore the roles, tasks, and
skills of chairs wiinin the population of chairs at two-year
community colleges.

A survey of heads of departments or schools and of staff
in nine universities in Australia (Moses and Roe 1990) con-
tained 40 functions of heads. Heads were asked to respond
on 4 scale for both importance and enjoyment and to indicate
items rated as important but neglected because of the lack
of time. Sixty percent or more of the heads regarded 21 items
as of great importance, which were then grouped into the
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categories of staff and student affairs, professional develop-
ment for staff, administrative items, the chair's own academic
activities, legal activities, and resources. Fifty percent or more
of the heads enjoyed 15 functions, and 20 percent or more
of the heads disliked nine functions. The top four functions
for which heads needed more time were four of the top five
functions that heads enjoyed. In general, the more routine
aspects of administrative and legal affairs and resource allo-
cation were seen as less important than staff and student
affairs and professional development for staff and considerably
less enjoyable than planning one’s own academic activity.

An extensive list of actual activities and tasks organizes 54
duties into eight areas (Tucker 1984, 1992): departmental gov-
ernance (e.g., conduct departmental meetings), instruction
(e.g. schedule classes), faculty affairs (e.g., recruit and select
faculty members), student affairs (e.g., advise students), exter-
nal communication (e.g., improve and maintain the depart-
ment’s image and reputation ), budget and resources (e.g.,
seek outside funding), office management (e.g., monitor
building security and maintenance), and professional devel-
opment (e.g, stimulate faculty research and publication). A
further perspective about how chairs view their role was pro-
vided in an observational study of one chair (the chair of the
Department of Educational Administration and Supervision)
in a major research university (Seedorf and Gmelch 1989).
Observations of this individual identified five dimensions of
work: attendance at scheduled meetings, attendance at
unscheduled meetings, phone calls, tours (leaving the office
to visit with others), and desk work. The study revealed that
scheduled meetings consumed almost half the day (47 per-
cent), followed by unscheduled meetings (22 percent), and
desk work (15 percent). The least amount of time was spent
on tours (9 percent) and phone calls (6 percent).

Fewer observations (and certainly fewer studies) focus on
the role of chairs as seen by faculty and administrators to
whom they report. Faculty see chairs largely as advocates and
as dllocating resources to meet their needs. In one study, fac-
ulty stressed the role of chairs as giving encouragement; the
staff wanted department heads to encourage good teaching
and to stimulate research and publication, taking into account
each staff member's special talents and interests (Moses 1984).
A national study of faculty members’ ratings of 458 chairs
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found that faculty wanted chairs oriented toward both struc-
ture (tasks) and relationships (Knight and Holen 19853).

The role of the chair as seen by deans relates primarily to
the dean, the institution, and effective communication (Jeffrey
1985; Warren 1990). From the dean’s perspective, a chair
might have six roles relating to the total organization:

* Conveying to the faculty that the dean is accessible, a
dependable source of information, and a partner with
faculty and staff;

* Relaying information expeditiously to individuals in the
department;

* Promptly and clearly communicating data from the depart-
ment to the dean;

» Communicating to the staff a clear grasp of the institu-
tion's mission and objectives;

+ Planning and periodically assessing objectives for the
department and for individual faculty;

« “Biting the bullet" on difficult decisions and issues rather
than relying solely on the dean (Warren 1990).

Chairs should focus their attention on representing the
department not only to the college, but also to the university,
to the interinstitutional academic scene, and to the public
(Henry 1974). Likewise, chairs need to represent the college
administration to the department, a task “not always popular,
pleasant, or easy” (p. 1). They need to provide analysis,
options, and alternatives in the most important arena: the
selection and advancement of personnel. Chairs shouid not
let their unit drift; they should keep alive questions about
the department’s agenda, especially items related to program
planning and effective performance (Henry 1974).

Conflicts, Ambiguities, and Transitions

The multifaceted roles of chairs are embedded within a larger
context of demands by diverse groups. Not surprisingly, the
literature on chairs speaks to the conflicts and ambiguities

of individuals moving into or holding positions as chairs. The
literature explores five interrelated areas: the multiple expec-
tations of others for chairs, the ambiguous mandate of the
office, the unclear lines of authority, transitional issues of the
role of faculty-chair, and the stresses that accompany the
position.
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Like other administrators or leaders in higher education,
chairs face many demands and expectations from individuals
who have a stake in the operation of an academic unit—cen-
tral administration, faculty, and students among them (Pappas
1989). Students often seek a voice in the number of required
courses and the requirements of majors and degrees, faculty
want to increase requirements, and alumni voice concern over
the laxness of courses (Tucker 1984). College deans, central
administrators, and professional accrediting agencies also seek
a voice. The chair thus becomes a “fulcrum in the balancing
act” (Tucker 1984, p. 6) among these contending forces.

This fulcrum has no clear pivot point, however. Chairs suffer —

from role ambiguity because they have no clear mandate for

their position. They seldom are supplied with clear job de- Chairs, like the
scriptions or clear criteria for performing their jobs. They god]anus,

come to the position without training (Waltzer 1975), though  bgve two

they might have experience in quasi-administrative roles . fm: an

(such as chairing an important departmental committee) administrator
before assuming the responsibilities of a chair (Creswell et nd
al. 1990). Unfortunately, a chair’s experiences before taking a a-f aculty
the position seldom include any formal orientation (see, e.g, member.
Bragg 1981).
Chairs, like the god Janus, have two faces: an administrator
and a faculty member (Gmelch and Burns 1991). The conflicts
for chairs include resolving tensions both horizontally (for
the department) and vertically (for the institution) (Brown
1977). Because chairs must represent both faculty and admin-
istrative perspectives, this in-between status raises questions
about how they sh.ould act and be perceived. Perhaps chairs
should assume one of three views toward their role and
position:

* They are really just another faculty member who happens
temporarily to have additional and somewhat different
duties and who identifies with departmental colleagues
as the real constituency and object of loyalty.

* They have changed in some basic way by becoming an
extension of the college administration and view the
administration as their key constituency.

* They have a representative view of the discipline and
receive the mandate to lead from the discipline itself
instead of from departmental colleagues or administration
(Bennett 1982).
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Though in all probability no single view characterizes all
of the ways chairs behave, these three views represent the
ambiguity in the role of a chair and chairs' use of elaborate
strategies to protect themselves from faculty stake holders.
Chairs express little interest in the position to their faculty
colleagues and develop a litany of disclaimers—statements
that they have only reluctantly accepted the responsibilities,
dismay at being separated from their first loves of teaching
and research, and reluctance to admit that the job is both
enjoyable and honorable (Bennett 1982).

The organizational and individual context in which chairing
occurs affects the ambiguity and strains of the position. As
individuals who are neither “pure faculty nor regular admin-
istration™ (Bennett 1982, p. 54), chairs operate within an
organizational, departmental structure that is based on the
academic model of faculty autonomy in decision making and
peer control over departmental life (Booth 1982). Although
the authority of faculty varies by type of institution (Bimbaum
1988), such authority can cause conflict with the administra-
tive model of efficiency and the top-down paitern of decision
making.

Inherent in the job of chairing a department is the potential
conflict between faculty and administrative views of the
department chair (figure 1). The administrative view (the top
circle) of training, evaluation, feedback, and quality of per-
formance for department chairs is driven by expectations as
defined by the administration and the chair’s perception of
responsibilities. This view could conflict with a faculty
member’s view (the lower circle) of a department chair,
whose expectations in being elected or appointed flow from
the faculty. These expectations in tumn affect the chair's per-
ceptions of responsibilities. From a faculty member's perspec:
tive, training, evaluation, feedback, and quality of perfor-
mance should flow from faculty-defined expectations. Thus,
the administrative view and the faculty view of the chair often
conflict.

Individual professional geals, multiple institutional expec-
tations, an ambiguous mandate, and unclear lines of authority
all apply pressure to individuals upwardly mobile on the
career path to a chair position. The typical career path for a
department chair begins within an academic discipline as a
graduate student, then faculty in the same discipline, moving
up through faculty ranks and eventuaily becoming the depart-
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FIGURE 1
THE DEPARTMENT CHAIR’S DILEMMA
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ment chair (Carroll 1990). Stepping into the role of chair
occurs when faculty are in their middle to upper 40s (i.e., 46
in Carroll 1990 and 48 in Boice and Myers 1986). Chairs serve
for about six years, and 65 percent return to faculty status
immediately after their service (Carroll 1990). Female chairs
are significantly younger than their male counterparts when
they take the position and are more likely to become a depart-
ment chair before receiving full professorship than males
(Carroll 1990).

Whether female or male, individuals assuming the position
of chair experience abrupt changes in their work life, adding
to the strains and stresses of academic life. Facing these
diverse roles is difficult, given the fact that chairs come out
of the ranks of faculty in disciplines that might be far afield
from management or leadership. They change from work that
is solitary (as a faculty member) to more social (as a chair),
from focused activities to fragmented ones, from being auton-
omous to being accountable to others, from being manuscript-
oriented to being memo-oriented, from being private to being
public, from being professional to being conscious of public
relations, from being stable within a discipline and circle of
professional associations to being mobile within the university
structure and among chairs at other universities and colleges,
from requesting resources to being a custodian of and dis-
pensing resources, and from practicing austerity with little
control over one's resources to enjoying more control
(Gmelch 1989).

The transformation to the position of chair undoubtedly
is stressful and presages the stress of the position itself. A
national study of 800 department chairs in research and
doctorate-granting schools (Gmelch 1991) found the leading
stressors to be the time needed for administrative duties, con-
frontations with colleagues, pressures to keep current in one’s
discipline, and job demands’ interfering with personal time.
Having a workload that was too heavy headed the list of lead-
ing stressors (59 percent complained about the problem; see
also Mitchell 1987). Workload in Gmelch’s study was defined
as the desirability to spend time on activities, not the total
number of hours. In fact, chairs and professors worked
approximately the same number of hours per week (56 and
52, respectively), but chairs simply spent time on activities
they did not want to spend time on (completing paperwork,
auending meetings, dealing with rules and regulations).

14

Q

ERIC

PAFullToxt Provided by ERIC

32




To cope with the stresses of being chair, individuals deal
directly with the problems, tum to recreation, avoid problems,
talk to friends, talk about the probiems, and reframe or re-
structure their thinking (Boice and Myers 1986). They are
advised to manage the work environment better by identifying
high payoft activities and developing a more efficient system
for handling paperwork, view rules as boundaries rather than
rigid guidelines, and protect their time to maintain academic
productivity (Gmelch 1991). Although there strategies might
not lighten the burden of an ambiguous role and the strains
accompanying it, they offer useful advice for faculty in tran-
sition to a role as chair as well as for more experienced chairs.
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THE CHAIR’S ROLE AS LEADER

This section identifies specific aspects of the theory and prac-
tice of leadership most relevant to the work of a department
chair and suggests several ways for chairs to acquire and
implement the necessary skills and techniques.

Leadership and the Chair

A leader is an individual who directs and guides the organi-
zation to its highest levels of achievement (Yukl 1989), and
“leadership” is perhaps the most widely used word in the lit-
erature dealing with the management and administration of
organizations. Much of the discussion and research on lead-
ership come from the application of theories derived from
social psychology and business administration (Bennis and
Nanus 1985; Kotter 1988; Luthans, Hodgetts, and Rosenkrantz
1988; Yukl 1989). :

Numerous acccunts of higher education in the United
States, from the highly critical to the self-congratulatory,
invoke the absence of leadership as the cause of higher
education's perceived ills or the abundance of leadership as
the reason for its apparent successes (Rosovsky 1990). Lit-
erature dealing with the university presidency, in particular,
often stresses the exercise of leadership as the crucial factor
leading to an institution’s success (Cohen and March 1986;
Kerr 1984), but vice presidents and deans are alsc seen as
leaders with key roles in an institution's success (Cameron
and Ulrich 1986; Tucker and Bryan 1988).

Less attention is given to the leadership role of the aca-
demic chair, though its importance has not been denied
{Brown, Scott, and Winner 1987). Only recently has the lit-
erature on leadership in higher education recognized that
the standing of an academic institution in large part is a mea-
sure of the standing of its individual departments (Bennett
and Figuli 1990; Knight and Holen 1985). Little has been
added to the literature focused on leadership by department
chairs since Tucker's Chairing the Academic Department first
appeared more than a decade ago.

More recent accounrs of the role and work of chairs con-
centrate on the range of chairs’ tasks and on the skills needed
for effective implementation (Bennett and Figuli 1990; Cres-
well et al. 1990), emphasizing the administration rather than
the leadership of departments. Beyond a doubt, however, the
chairs of academic departments are key leaders in any suc-
cessful higher education institution, and, without such
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leadership by chairs, no institution can be continvously
successful. The most lauded university president is not an
isolated figure in an organization but a leader of leaders, and,
with the growing complexities of institutional and depart-
mental management, this statement is even more true today
then ever before (Bensimon, Neumann, and Birnbaum 1989;
Birnbaum 1988; Cameron and Ulrich 1986; Rosovsky 1990;
Tucker 1984).

Defining Leadership

What is leadership? Is it possible to apply theories of lead-
ership to the situations and challenges that department chairs
face? To answer these questions, it is first necessary to exam-
ine some current theories of leadership and to test their rel-
evance to higher education institutions. For purposes of this
section, theories of leadership can be divided into three
groups: natural leaders, organizational behavior, and orga-
nizational environment.

The group with the longest tradition of research stems from
the notion that some people are natural leaders. The theory
seeks to define leadership in terms of the behavior or traits
of those who are in positions of leadership (Yukl 1989), often
mentioning qualities like ambition, assertiveness, the ability
to make decisions, adaptability, self-confidence, vision, and
the ability to articulate a vision. The most current research
suggests that, while the existence of certain traits is likely to
increase a leader's effectiveness, no guarantees can be made
(Luthans 1992; Yukl 1989).

Two more sophisticated versions of the theory of traits
emphasize contingency (Vroom 1983) and leaders’ cognitive
ability (Yukl 1989). The former stresses the way in which the
organizational environment impinges on the relationship
between the traits of leadership and the leader's effectiveness.
The latter, cognitive resource theory, is particularly relevant
to higher education institutions. Underlined in cognitive
theory is the need to understand the relationship between
the leader’s qualities and experience and the group’s. For a
high-ability group, a nondirective leader is predicted to be
more effective than a directive or autocratic leader (Bensimon,
Neumann, and Bimbaum 1989; Birnbaum 1988).

The second group of leadership theories emphasizes the
behavior of the group and sees leadership in terms of its effect
on the behavior and perceptions of others. Research in this
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area focuses on a leader’s apparent success or effectiveness

in dealing with others and modifying the behavior of follow-
ers (Gardner 1990). In an organization like a college, where
decision making by a group is often a valued means of sharing
knowledge and perceptions, the leader can play a significant
role in determining the group’s effectiveness. Such a role will
be difficult to achieve, however, if the group is unable to see
the leader as one of its members (Birnbaum 1988; Yukl 1989).

A third group of theories emphasizes organizational envi-
ronment and sees leadership as contingent upon and a
response to appropriate and necessary circumstances. These
theories deemphasize the behavior of leaders and groups,
stressing instead the inportance of the situation and the inter-
action between social, cultural, and political forces, and the
leader and the organization (Yukl 1989). They emphasize the
dynamic aspects of leadership and the need to ensure appro-
priate environmental monitoring. Theories of transformational
leadership describe how a leader guides an organization or
group through a period of change or transformation. The rel-
evance of such theories to department chairs has only just
begun to be determined (Bolman and Deal 1991; Cameron
and Ulrich 1986).

All of these perspectives bear on the department chair’s
role as leader. Indeed, a number of important similarities
draw aspects of the theories together. For example, almost
all theories of leadership stress the importance of the leader’s
developing and maintaining effective relationships within the
group (Kouzes and Posner 1987), for leaders need to know
and understand those with whom they work. The theories
also share a concern with the need for leaders to gather and
use information, both from inside and outside the group, and
to maintain appropriate lines of communication to these sour-
ces of inforrnation. Information enables a leader to determine
relevant factors and to rank alternatives in order of impor-
tance. The importance of the involvement of those affected
in decision making and the need to influence people by moti-
vating them or by winning their support are other common
factors. Thus, leaders need to learn a clearly defined set of
skills or techniques (Fisher 1987; Kouzes and Posner 1987;
Luthans 1992; Yukl 1989). .

The literature on leadership also emphasizes that leaders
have the capacity to articulate a vision or goal for the future
and the tenacity to make that vision a reality, an especially
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important point in transformational theory (Bennis and Nanus
1985; Bolman and Deal 1991; Burns 1978). Vision is the
means by which a chair can create a focus or agenda for the
department’s current and future plans. The chair does not
invent a vision and then attempt to impose it on disbelieving
colleagues; rather, the chair facilitates the debate and discus-
sion through which the department clarifies its options and
becomes aware of its possibilities. The chair then oversees
the strategies by which those fragments of a future are crys-
tallized into a shared set of goals and a plan by which to reach
them (see, e.g., Moxley and Olson 1988).

Research on Leadership in Higher Education

The literature on leadership in higher education is derived
from these more general thecries of leadership, usually
emphasizing the behavior or traits of the leader (Dill and Fui-
lagar 1987). Successful academic leaders, in addition to their
professional credibility, display certain characteristics, such

as vigor, decisiveness, and a willingness to take chances. They
are able to articulate a vision for their institution, thereby
creating a focus and direction for the organization’s efforts.
They are able to persuade others to share their vision and to
join in the task of translating intention into reality (Cameron
and Ulrich 1986; Maxcy 1991).

Recent writings stress that the environmental context of
leadership in colleges and universities varies significantly from
institution to institution (Chaffee and Tiemey 1988). This
approach sees leadership as most successful when the leader
recognizes the type or style of institution and adjusts strategies
of leadership accordingly. For example, a large university with
an essentially bureaucratic structure of governance needs a
style of leadership different from a liberal arts college with
a long tradition of collegial decision making, where the model
of a leader as the “first among equals™ might well be dom-
inant (Bensimon, Neumann, and Birnbaum 1989; Birn-
baum 1988).

Another theme in the literature draws attention to the ways
in which higher education institutions differ from business
and other organizations. The demands on leaders in public
or not-for-profit organizations are exacerbated because public
organizations often have diverse and conflicting goals (Pfeffer
1981), and leaders in higher education work within structures
that are significantly different from those in other organiza-




tions (Vroom 1983). Typologies of management styles in col-
leges stress that the environment of higher education lead-
ership is 2 much more shared phenomenon than in most
enterprises that focus on profit. Indeed, many faculty expect
1o be advised, if not consulted, before the chair makes a major
decision (Bensimon, Neumann, and Bimbaum 1989; McHenry
and Associates 1977, Moomaw 1984).

Equally important, a faculty member might be an interna-
tionally recognized leader in a particular discipline and, as
such, have a leadership role and agenda different from that
of the department chair or even the president. Another faculty
member might exercise a similarly substantial but informal
and nondisciplinary role as leader within the organization.

In such a system, the “official” leaders, from the president
down, operate on the tacit understanding that their legitimate
spheres of authority and power exist side by side with those
of others. The ability of the formal office holders to exercise
leadership depends upon the ongoing support or compliance
of those other leaders and of those others who are being led.
In such a situation, the leadership roles of those in formal
positions of organizational authority could more appropriately
be seen as those who facilitate or empower rather than as
those who control (Bensimon, Neumann, and Bimbaum 1989;
Bimbaum 1988), especially in research universities and elite
liberal arts colleges (Creswell et al. 1990).

How well do these theories fit with the limited research
dealing with leadership and the department chair? As in the
literature on the general issue of leadership in higher edu-
cation. the successful chair’s style or behavior of leadership
is the most commonly discussed topic. Successful chairs have
been described as having good interpersonal communication
skills and as being concemed about others and good listeners.
They are seen as having high academic credibility and are
often chosen on the basis of their achievements in research
and teaching (Creswell et al. 1990).

The literature also addresses the nature and state of the
department over which the leadership is exercised. Chairs
are advised to ensure as good a match as possible between
the department’s situation and needs and their own behavior
as a leader. Particular strategies of leadership that might be
appropriate and effective in one department might be highly
inappropriate and unsuccessful in another (Groner 1978).
Chairs should also address individual faculty members™ career
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needs, some of whom might be less experienced than others
(Bensimon, Neumann, and Birnbaum 1989).

The chair's ambiguous role is further emphasized. Is the
¢hair the leader representing the faculty to the more senior
administration, or vice versa? Many faculty see their depart-
ment’s leader as the person to blame if things go wrong or
if the budget is cut. Others believe that the chair’s role is to
advance the faculty’s individual self-interests and that the
chair is to be replaced if it does not happen (Bennett 1988;
Falk 1979).

The literature makes little attempt to match the various
duties and responsibitities of the chair with specific strategies
for developing and implementing leadership. The literature
assumes that the administration of a department s its lead-
ership and that the appointment of a chair will automatically
provide 2 leader. But experience indicates that it is not always
the case (Eble 1990a).

Exercising Leadership in the Department
An assumption of this section is that chairs are appointed or
elected on the basis of their capacity to provide leadership

in a disciplinary group, a group that varies in nature from dis-
cipline to discipline and from institution to institution. Lead-
ers’ interests and styles also differ from chair to chair, and the
requirements of leadership vary according to a department’s
current place in its cycle of overall development and its rela-
tion to the model of governance at a particular institution
{Birnbaum 1988).

Some chairs might be called upon to implement academic
leadership of a high order in matiers such as faculty and stu-
dent recruitment, budget and financial planning, decisions
about tenure, faculty development programs, the development
and introduction of new programs, or a major revision of
existing courses or assessment practices. Other chairs might
see administrative leadership as more impor:ant. and still
other chairs might be required to display skills in social,
moral, or ethical leadership under difficult circumstances.
Research into leadership in the University of California system
stresses the importance of planning, resource management,
and evaluation at all levels of institutional leadership (McCor-
kle and Archibald 1982). Increased public scrutiny of higher
education and growing calls for greater accountability em-
phasize the need for leadership from department chairs
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more than ever before (Bennett and Figuli 1990; Creswell
et al. 1990).

What leadership skills do department chairs need, and in
what situations should these skills be used? The most obvious
place for a department chair to exercise leadership is during
faculty meetings. The chair often has control of the agenda
for such meetings and the responsibility for ensuring the pre-
sentation and scrutiny of a variety of facts and opinions. The
chair permits otheis to speak or respond and is ultimately
accountable for preparing and distributing accurate accounts
of what was said and done. Leadership of a faculty meeting
is public, formal, and open to the scrutiny of all participants.
Effective faculty meetings require excellent communication
skills and well-developed strategies for preparation and
follow-through. Skillful dealings with people are necessary
to encourage participation and shared goals as well as to
resolve conflicts (Eble 1990b).

Leadership of an academic department is carried on in
many venues other than a faculty meeting, however. The
chair’s office, for instance, is the site where decisions are
made and implemented daily. Access to information or infor-
mal discussions with faculty or students frequently require
the exercise of the chair’s responsibility and authority to act
S0 48 to overcome a problem or 1o seize an opportunity (Cres-
well et al. 1990).

Chairs also exercise their leadership in many locations
bevond the department. They are responsible to a dean or
academic vice president with whom they coordinate the over-
all leadership of the college or school. They often find a
venue such as a dean’s committee valuable for two additional
reasons: It provides an opportunity for comparing their own
performance and experience against those of other chairs,
and it serves as a forum for the exchange of ideas and infor-
mation about the daily routine of an educational leader. Expe-
rienced chairs can act as mentors for newcomers.

Chairs might also find that the institution and the broader
community see them as the leader and representative of their
discipline or department on every possible issuc. They can
be called upon to speak to a student gathering conceming
a dispute over the status of an individual or an item of assess-
ment. Locul newspapers might contact them for comments
about a development in their discipline or an incident far
away, Thev almost certainly will address outside groups who
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regard them as acknowledged leaders, capable of providing
further leadership to such a gathering.

Developing Skills as a Leader

Much of the research on leadership focuses on a single ques-
tion: How do successful leaders acquire their skills of lead-
ership? Some researchers have continued to argue that leaders
are born, not made, but many organizations, though not many
colleges and universities, spend a large part of their profes-
sional development funds to facilitate the growth and devel-
opment of leaders on their staffs (Fisher 1987). A number of
research centers and institutes have been established to inves-
tigate further the nature and origin of leadership (Clark and
Freeman 1990; Tucker 1984).

The evidence suggests that leaders learn about leadership
in several major ways: through the accumulation of experi-
ence that allows the establishment of a base of knowledge
and precedent; through trial and error in which current lead-
ers’ success is a product of leamed responses and reflection
on earlier similar experiences; through other people whose
performance as leaders provides a continuous source of ideas,
information, and examples; through role models or mentors;
or through education and training, especially in skills asso-
ciated with dealing with people, communication, and strategic
and lateral thinking (Yukl 1989).

The Goal of Departmental Leadership

What is the goal of leaders in higher education? What ends
does the leader of an academic department seek? Most people
wish to see higher education institutions well run, efficient,
and accountable, as pleasant and stimulating places where
one can work and study. Departments that are well led could
be in a stronger position to compete for limited resources,
top-quality students, and new faculty, and successful depart-
ment chairs might be able to seek other positions of lead-
ership at higher organizational levels.

The primary goal of a successful department leader, how-
ever. is to assist faculty and students to develop their disci-
plinary skills and experience to the best of their ability. This
concept, the strengthening or empowering of others, is related
to the long-standing tradition of individual academic auton-
omy, requiring the chair to develop a vision beyond imme-
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diate tasks and challenges toward longer-term aims and
achievements. Such transformational leadership is essential
if higher education is to cope with the challenges it currently
faces (Cameron and Ulrich 1986). The leader’s responsibility
is then to ensure that the work load of each member of the
department is designed to strengthen his or her professional
status through the achievement of the shared vision. Only
through such achievement can the standing of the individual,
the department, the chair, and the institution be seen to have
grown through leadership. Department chairs, arguably

more than any other leader in higher education, are best able
to work with individuals toward these shared goals (Ben-
nett 1988).

Strategies for the Development of Leaders

Little published research relates to the precise ways in which
department chairs exhibit and perform leadership, but the
available evidence suggests some guidelines. A study of the
process of transformational leadership in two higher educa-
tion institutions identifies five steps that such leaders use:
creating a need for change, overcoming resistance to change,
articulating a vision, generating commitment, and implement-
ing the vision (Cameron and Ulrich 1986). Useful for virtually
all chairs is the focus on assisting a department to develop

a clear vision for its future. Such a vision needs to accommo-
date likely realities as well as aspirations and achievable goals.
The vision often originates with the chair but needs to be crys-
wallized through departmental discussion and debate. The
vision should be expressed in terms indicating the faculty’s
ownership of and commitment to its achievement.

A second strategy of leadership that successful chairs have
used is to ensure that effective data bases are available to pro-
vide information necessary for informed decision making,
especially in relation to impending change (Creswell et al.
1990). Professional journals and associations, networks, the
higher education press, employers of graduates, government
papers and reports, the media, alumni, colleagues, and stu-
dents are all potential sources of information that could be
vital in articulating or refining a goal. Many of the notices and
items that reach a chair's desk are of interest and relevance
to all department faculty. Information passed along will pro-
vide faculty with a constant stream of material that can be
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used to enhance their own professional standing and to
strengthen their commitment to the shared vision.

A third strategy of interest to chairs who want to lead their
departments to positions of excellence is an understanding
of the dynamics and politics of the institution. Chairs need
to monitor and observe that broader stage on which the real-
ities of departmental visions will be played out (Minter 1990).
A chair who is constantly rebuffed at the dean’s door will find
faculty support and enthusiasm beginning to wane, however
splendid the vision. (The next section provides additional
information on how a chair might gain skills in working
through the system.)

The research on leadership in other organizations is also
useful, and corporate-based research in particular can provide
useful insights into leadership in higher education (Dill and
Fullagar 1987). “Total quality management” espoused by W.
Edwards Deming (1982) emphasizes the importance of devel-
oping a vision that can be understood and shared by em-
ployees and customers alike. The role of the leader in over-
seeing the implementation of the vision and of monitoring
its progress is also important. Such leaders have been shown
to draw upon their fund of credibility to elicit initial support
and then to strengthen their position through effective and
regular communication with all key personnel (Sherr and Tee-
ter 1991). The revitalization of the Ford Motor Company in
the 1980s, for example, is partly the result of an emphasis on
leaders as agents and facilitators of change rather than as
experts and controllers (Pascale 1990).

Summary

Department chairs in colleges and universities might feel
somewhat distant from the boardrooms and executive suites
of large corporations. But they face challenges of and oppor-
tunities for leadership not unlike those confronting the man-
agers of industry and commerce. They are subject to a similar
range and diversity of internal and external environmental
pressures and are just as stretched between what seems nec-
essary and what is possible.

This section has identified diverse styles of leadership and
roles, and common traits that are likely to be of assistance
and relevance to the chair's tasks. It has demonstrated par-
ticular ways in which the chair, placed in an organization cen-
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tered on disciplinary strengths and allegiances, can win sup-
port and assistance for the pursuit of a shared goal. The prin-
cipal aim of departmental leadership is to enhance academic
excellence through the professional empowerment of all
those faculty and students for whom the chair is responsible.
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POLITICS, POWER, AND THE CHAIR

Colleges and universities are complex, loosely coupled orga-
nizations that are very difficult to manage by traditional cen-
tralist models of management. They are not comparable to
business corporations, which are created to provide goods
and services for profit (Birnbaum 1988). The goals successful
businesses set and attain and the processes they use are usu-
ally clear and can be described precisely.

Universities do not exhibit these characteristics. They serve
clients whose needs are ambiguous, have highly professional
staffs who expect to have a substantial say in decision making
(Mintzberg 1979), and use teaching methods and research
processes that cannot be described precisely—all character-
istic of organizations whose context for work displays a high
degree of uncertainty. This uncertainty provides an environ-
ment in which political behavior is likely to be used to influ-
ence others (Pfeffer, Salanick, and Leblebici 1976), and in pro-
fessional organizations, political activity is 2 much more likely
response to scarce resources and dissensus than in others
(Welsh and Slusher 1986). Throughout the history of higher
education, scarce resources and dissensus have loomed as
major components of the university environment, helping
to ensure that, for department chairs, politics is an inescapable
fact of life.

Colleges and Universities as Political Organizations
None of the theoretical models of organizational decision
making fit perfectly the politically charged, ambiguous envi-
ronment of higher education, but the Political Model (Bald-
ridge 1971b) and the Organized Anarchy Model (Cohen and
March 1986) both provide useful insights into how institutions
work. The Political Model contends that colleges and univer-
sities work as political systems in which the driving force is
to a large extent derived from group dynamics, while the
Organized Anarchy Model is applicable when ambiguous
goals, unclear processes, and fluid participation by the orga-
nization’s members are apparent. The Organized Anarchy
Model focuses on nonpurposive behavior and postulates
almost completely random decision making; the extent to
which it adequately describes college and university decision
making is not clear, and it has been suggested that it applies
only to peripneral decision making in these organizations
(Hardy et al. 1984).
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Applying these two models to colleges and universities sug-
gests that, for purposes of analysis, these organizations can
be seen as political organizations in which conflict is a natural
state (Davies and Morgan 1982; Gessner 1988). Colleges and
universities are organized anarchies to the extent that they
exhibit decision making that is at least to some extent shaped
by ambiguous goals, rewards, and sanctions, and a high de-
gree of authority and autonomy by subordinates. Further, such
organizations are political systems to the extent that they are
sites of ongoing power struggles involving individuals, loose
groupings, and coalitions all seeking to maximize their auton-
omy and control (Bacharach and Lawler 1980; Collins 1975,
1979; Welsh and Slusher 1986).

The state of higher education’s culture is not to suggest that
politics is inherently evil, despite the long and lingering in-
fluence of Machiavelli’s The Prince. Politics as a behavioral
concept is morally neutral, but the tactics of politics can be
misused for immoral purposes if individuals employ inappro-
priateé means to gain desired ends.

Politics of the Organization

Politics provides an avenue, often the only avenue, through
which conflicting opinions within the department can be rec-
onciled. “Organizational politics involves those activities taken
within organizations to acquire, develop, and use power and
other resources to obtain one’s preferred outcomes in a sit-
uation where there is dissensus about choices™ (Pfeffer 1981,
p- 7). Chairs must therefore be politically active and must
make sure that they are seen as employing political processes
that are morally positive, employing acceptable means to gain
beneficial ends (Block 1987; Bolman and Deal 1991; Donni-
thorne 1992).

Because politics is concemed with power, a chair must
quickly learn the sources of power in the department and the
interrelationships that enable those sources to be used effec-
tively. Success in this endeavor could be the crucial factor in
the conduct of a successful administration. The chair of an
academic department is therefore deeply involved in the polit-
ical and power interplays in the department, and a chair who
wishes to employ political skills must acquire the ability to
assess the players and to know precisely the situations under
which political behavior will exert a significant impact on
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departmental planning and management (Bacharach and
Lawler 1980; Block 1987).

The chair's concern with power and politics is by no means
confined to dealing with the behavior of departmental
members. An academic department operates within a two-
layer political environment. The inside layer is the environ-
ment generated by the internal workings of the parent orga-
nization. The second, or outer, layer is the general external
environment in which the whole organization operates—an
environment that is becoming increasingly hostile and has
impacts that could impinge directly on the department or be
felt indirectly through the parent organization (Cameron and
Tschirhart 1992). In terms of the chair’s activities, the rela-
tionships that exist between the department and its environ-
ment are just as important as those that exist within it.

Consideration of the types of power to be found in organi-
zations is useful in the discussion of organizational politics
involving the chair. Two general types of power have been
identified (Bacharach and Lawler 1980): authority, which must
be associated with the chair, and influence, which might not be.

Authoritv is a right, sanctioned by the organization and
assigned to the position. Implied is obedience by subordi-
nates, with the degree of authority circumscribed by the for-
mal position statement. Influence is not fixed on 2n organi-
zational chart, for it is an informal aspect of power that can
be exercised by any of the actors in an organization. Influence
is derived from a number of factors, including personality,
expertise, possession of knowledge. and a capacity to control
opportunities for exploitation.

Consideration of Pfeffer's definition of organizational pol-
itics in terms of the two types of power indicates that inffu-
ence forms the basis on which political batttes must be fought
in a department.

Sources of Power in the Department

Office power

Office or structural power is power conferred on the chair
through capacities arising from the position of the office of
chair in the institutional structure. Being appointed or elected
to the position of chair carries with it the opportunity to apply
coercion or offer rewards, to acquire detailed information
about the operation of the institution and its environment,
and to manipulate the symbols of academe. The chair might
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then use these tools of the position to discharge the major
task of resolving differences of opinion and values among
the departmental subgroups (Scott 1981).

The position of chair exhibits great differences in the nature
of office power attached to it. In some cases, the chair has
a great deal of coercive power arising from the nature and
structure of the institution’s hierarchy. In other cases, the dom-
inant capability conferred might be acquisition and manip-
ulation of knowledge or the ability to control the symbols
of academe in the particular department.

Some chairs might find the conscious exercise of office
power difficult to reconcile with their personal values and
style. Office power, however, is a source of paower that carries
with it a set of mutual obligations and expectations between
faculty and chairs that are major stabilizing factors in the con-
tinual battle of contending views that is always part of depart-
mental life.

Personal cbaracteristics

An individual might have a set of personal characteristics that
will lead to the assumption of leadership of a subgroup. Pos-
sessing these characteristics enables the exercise of “acts of
leading,” which “constitute a form of artistry and may involve
a variety of creative endeavors, including dramatics, design,
and orchestration” (Duke 1986, p. 14).

This particular concept of leadership would seem to be
appropriate for leaders of subgroups in an academic depart-
ment with considerable autonomy, ambiguous processes and
outcomes, and incessant maneuvering for prestige. Depart-
mental cultures provide a well-constructed backdrop to a pow-
erful play of the acts of leading by those individuals whose
personal characteristics provide them with the drive and skills
necessary to assume the role. Chairs are expected to have per-
sonal power, a power that must be earned by gaining the
respect of faculty members and others in the university and
beyond (Tucker 1984, p. 9). A successful chair quickly devel-
ops an effective strategy to gain the maximum possible per-
sonal power.

Expertise

Members of academic departments have many opportunities
to acquire and use specialized knowledge about issues and
the workings of the institution. Use of this knowledge, when
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the time and conditions are favorable, can exert considerable
influence on departmental decision making.

Department members car: learn information about the insti-
tution through many channels: from membership on com-
mittees and senate councils and from external authorities,
including accrediting teams and professional associations.
Chairs are usually in a position to learn this information for-
mally or informally by communicating with the individuals
concerned. Investing time in such inquiries has the potential
to relieve much of the pressure that can be exerted by faculty
expertise.

Opportunity

Opyportunity is not associated with the formal structure of an
organization set out on an organizational chart. Instead, it is
derived from the informal structure. perhaps a separate net-
work of uncharted interrelationships, or from the informal
aspect of formally established positions.

Individuals or groups at any level of authority might find
themselves in. or insert themselves into, a space in the orga-
nization that provides them with a source of knowledge about
individuals and events in the institution. Opportunities then

become available to exert influence through coercion and
possession of knowledge that could disrupt or delay decisions
or activities in the department.

Opportunity is a source of power that exists in almost all
organizations, but it is particularly potent in an academic
department where the outcomes of decisions are ambiguous
and opinions and possible directions widely disparate.

Interest Groups and Coalitions
Individual members of a department, other than the chair.
could exercise a significant degree of power in their own
right, particularly when power is based on expertise and
opportunity. Dominant individuals emerge from time to time,
but personal power is not often used by an individual acting
alone. Instead. individuals often seek to maximize their power
by joining or building one or several interest groups and co-
alitions (Lee and Lawrence 1983).

The existence of a structure of subgroups is not limited to
universities and colleges. All organizations, whatever their
purpose. have such a structure of one kind or another, but
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the nature and structure of the subgroups in an academic
department are determined by whether or not a mutual rec-
ognition develops of a desirable set of outcomes for each of
the issues the department faces.

Interest groups might be single-issue groups or might exist
on the basis of a common response to a series of issues. Co-
alitions are groups in which an ideology has been developed
and bargains have been struck after intense discussion and
consideration. Such arrangements are concerned with more
than one issue and are capable of drawing on and using all
of the influence-type sources of power (Bess 1988).

Chairs have always had to contend with both types of
groups. Interest groups are not difficult to recognize, and their
transient nature allows the chair a significant freedom of
action in dealing with them through incentives, accommo-
dation, and the application of office-based power. An interest
group, however, might be an emergent coalition (Cobb 1986),
and the chair must not ignore its existence or the circumstan-
ces that brought it into being,

Coalitions might present more difficulties for the chair as
agreement among the members has put a set of mutual obli-
gations and expectations in place. A firm basis for tactical plan-
ning and action exists that can develop to a level of sophis-
tication that the chair might find troublesome (Davies and
Morgan 1982).

The Departnrent as a Political Environment
In addition to loosely coupled political organizations, uni-
versities and colleges might also be considered open systems,
as they receive input, apply processes, and produce outputs
while constantly interacting with external environments.
Many individuals, groups, events, and circumstances are
present in the environment, and all of them could affect the
department in a way that necessitates a response. Everyone
in the department is affected to some degree by environmen-
tal factors, but the chair is the key linking the department to
the external environment. The task demands that a successful
chair develop a detailed environmental map to determine
who or what in the external environment can exert pressure
on the department, what the nature of this pressure will be,
and how it can best be accommodated (Bardach 1978; Hearn
and Heydinger 1985).
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Inside environment

A chair's work must be profoundly influenced by the internal
workings of the parent organization. Departments struggle

to increase the degree of influence that they can exert and
the level of prestige that can be acquired as they interact with
the individuals and groups that can shape the direction of
their operation. Trustees, campus executives, academic com-
mittees, resource allocation groups, faculty and student orga-
nizations, and a host of others must be influenced to make
decisions favorable to the department. The chair is thus always
involved in political situations that can have a major impact
on the department.

A department that has developed a significant capacity to
influence other players and groups in the institution’s political
structure has acquired institutional power (Dozier-Hackman
1985). Maintaining an acceptable level of institutional power
isa prime task for the chair. If a chair is not capable of achiev-
ing a workable level of institutional power for the department,
then altemative routes of political representation for the
department and its faculty will rapidly appear. The result will
be the generation of a great deal of internal confusion and
conflict within the department as faculty struggle to protect
their interests in the face of the chair's political failure. Indi-
vidual situations fuel the formation of subgroups that feel
forced to take positions to safeguard the department, and
hostility toward the chair because of the political failure inev-
itably results.

External environment

The department chair is required to represent the department
and the academic discipline in the general community outside
the institution. Political activity is required in the community
and before state and federal governments, depending on the
nature and size of the department (Blocker, Bender, and Mar-
torana 1975). The discipline taught and the degree of auton-
omy that has accrued to the chair based on the department’s
power in the institution are important determinants of the
chair's external political activities.

Community-level politics arises from interactions between
the institution and the local community. They are highly vari-
able, depending on the location and characteristics of the
institution and the nature of the surrounding community. The
chair must become familiar with the functioning of the com-

The Department Chair

51




munity as it interacts with the institution as a whole and with
the department, its discipline, its operation, and its individual
faculty. Each community has its own particular set of reac-
tions, which can range from complete disinterest to fear and
anger, but no matter what form the interaction takes, the
impact can be of crucial importance to the effective operation
of the department, its chair, and its power base.

Communities have political parties, educational authorities,
and local governments, all of which can exert powerful pres-
sures on the way an institution and its individual departments
operate. In addition, a wide range of pressure groups, includ-
ing service clubs, unions, professional associations, chambers
of commerce, and others, can exercise considerable political
clout if an issue falls within their sphere of interest. Commu-
nity groups do not form to remain silent and often respond
with vigor to real or perceived issues that interest them. They
often have the capacity to create situations that have a major
impact on the institution and directly or indirectly on the
department.

Universities are often authorized by state legislation and
must operate within a network of other state legislation and
controls, regardless of their primary mechanism of funding.
Public institutions are much more involved in direct control,
coordination, and resource and program interactions with the
state, but many other state laws and authorities can also exer-
cise a powerful influence on private universities and colleges.

Much of the political interactio." with the state involves
institutional officers higher than the chair, but this fact does
not exempt the chair from state politics. A detailed under-
standing of state officers and legislators and the way they work
and can be influenced is necessary if a chair is to maintain
the department’s position of institutional power within the
university.

The federal government is deeply involved in the politics
of higher education, and there are no signs of its withdrawal.
The government will undoubtedly continue to manipulate
higher education policy as a means of accomplishing national
and international goals and priorities. All sections of the aca-
demic community feel the impact of the federal government's
decision making, and the chair, who in most cases has little
chance of influencing that policy, is often put in the position
of having to implement federally mandated policy or dispense
federal resources in the department. Faculty members might
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have little interest in the widér political scene and see such
changes as vet another external intrusion and erosion of
autonomy.

Selection and Use of Strategies

A chair works in an organization populated by politically
active individuats going about their business in various envi-
ronments that have significant, often very vigorous, and com-
peting components. No matter how strong the chair’s vision
of what can and should be done, he or she has little chance
of achieving it without spending major amounts of time and
effort to develop strategies that can make the vision prevail.
“An agenda is inert without a strategy to make it happen”
{Bolman and Deal 1991, p. 208).

Chairs need to formulate and execute strategies to achieve
their goals, using the tools available to them—their authority
and their capacity to exert influence in the institution and in
its environment. Chairs must set an agenda and become adept
at marshaling support for the strategic goals of that agenda.
They must understand the political nature and the circum-
stances of the situation to construct a strategy that will meet
the demands of each situation.

The range of strategies available is enormous. and their
selection varies according to the chair's timetable, the degree
of resistance expected, and the power of the person or group
that is the target of the strategy. Like most phenomena asso-
ciated with human behavior, it is possible to segment the
spectrum of possibilities into groups that exhibit similar char-
acteristics: for this discussion, push strategies, pull strategies.
persuasion strategies, preventative strategies, and preparatory
strategies (Lee and Lawrence 1985, p. 155).

Push strategies

Push strategies subject target individuals to pressure. Often
the chair can use the power of the office for this purpose, but
other tactics can be used. including withdrawing cooperation,
imposing delays or sfowdowns, using disaffected faculy, and
injecting social activities into the situation. All are stratcgies
that must be emploved with caution, as the outcomes, even
if the chair wins, can create conflict, disaffection, or even
alienation —cffects that could be counterproductive so far as
the chair is concerned.
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Pull strategies

Pull strategies employ incentives. Strategies that motivate
action favorable to the chair’s requirements through the use
of rewards are readily available to the chair. Symbolic rewards
like titles, honors, and desired appointments all fall within

the chair’s authority to disburse or at least to influence
strongly. The impact of pull strategies depends to a large
extent on the chair’s style of leadership. For example, a trans-
actional leader might employ dramatics, design, and orches-
tration to enhance his or her personal appeal and charisma,
assisting the faculty’s empowerment and inspiring personal
commitment, loyalty, and alliances. These outcomes facilitate
considerably the implementation of the chair’s ideas and
direction for the department. Transformational and other types
of leaders might use a range of incentives to support their
particular style as they exercise leadership in various situations.

Persuasion strategies
Drama involves actors who present events by using their skills
of communication and projection to involve, arouse, and per-
suade an audience to believe and behave in the manner the
actors want. Involvement, arousal, and the use of language
are all strategies a chair can use to persuade faculty members
to align themselves with the chair. Skills involving the use
of language to project a sincere, spontaneous, unpremeditated
image and the favorable impressions that can be generated
by dress, gestures, and expressions are not difficult to learn.
Every chair should seriously consider the conscious acqui-
sition of these skills.

Other avenues of persuasion are open to the chair: pre-
paring persuasive papers, lobbying with faculty leaders and
in some cases the media, and garnering support from outside
experts.

Preventative strategies

A politically adept chair has taken control of the department’s
agenda and has worked to understand clearly the political
behavior of departmental members. In this context, control
and knowledge are too's that can be used to prevent a situz
tion's becoming an issue. Directly suppressing information
or using blatant procedural methods to circumvent issues is
a dangerous ploy, but the capacity to control wha gets to
know what and when can be an ine_ortant tactical wol for
the chair.
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Preparatory strategies

An ill-prepared politician soon becomes an ex-politician, and
the same can be said about a department chair. Without a
well-thought-through set of strategies to contain or neutralize
pockets of resistance to the chair’s agenda, a cloud of political
stonewalling, protectiveness of one’s own turf, and counter-
ploys will descend over the department.

A whole range of preparatory strategies is available, some
of them very simple, such as meeting locations and seating
arrangements that place the chair in a favorable position.
Cthers include managing the agenda, preparing position
papers. and presenting options, all of which can be used to
guide discussion along lines acceptable to the chair.

A chair might use any or all of these strategies to bring a
matter to resolution. Clearly, successful chairs must have
developed skills that will support the use of these strategies.
and while natural agenda setters, orators, communicators,
negotiators, persuaders. and visionaries have always existed,
they do not necessarily become chairs of academic de-
partments.

Skills for Implementing Strategy

Situations and individual differences among chairs prevent
the development of a comprehensive inventory of skills.
Chairs cannot, however, avoid being political strategists, and
they must be equipped with skills that enable them to execute
their strategies. Although chairs might bring to bear a vast
array Of skills. thev should seriously explore four basic areus:
(1) impression management, (2) agenda setting. (3) network-
ing and support gathering, and (4) negotiation and bargain-
ing. These areas are not mutually exclusive; in fact, they over-
lap considerably, and impression management in particular
pervades all four areas.

Impression management

Chairs work in situations where they are subject te a great deal
of evaluation. If they are to survive and prosper under this
constant scrutiny, they must have some means of managing
the identities that superiors, faculty, and staff assign to them.
Social situations are created by the identities of the people
present, and the ensuing interactions tend to be controtled

by the nature of those identities (Tedeschi and Melburg 1984).
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Not surprisingly, then, most people attempt to control their
image in the presence of others (Baumeister 1982; Goffman
1959). Such behavior is a way of obtaining desired reactions
from others, among them perhaps acceptance, friendship, per-
ceived competency, and other characteristics that can create
a favorable impression of the person’s identity. This behavior
is impression management.

In turn, impression management depends largely on self-
presentation, which can be described as the conscious or
unconscious attempt to control self-reliant images before real
or imagined audiences (Schlenker 1980). Proficiency in self-
presentation is a necessary skill for chairs, for it enables con-
struction of a perceived identity that will permit control of
their interactions with others in the organization. Sometimes
these skills are intuitive. but often they are not.

Many strategies for self-presentation are available to chairs:
four of the most general and common are the perception of
competence, ingratiation. exemplification, and intimidation
(Leary 1988).

Competence is the basis of expert power, and the percep-
tions that faculty form of a chair’s competence largely affect
their judgment as to whether or not the chair is an appropriate
leader.

Ingratiation is concerned with influencing faculty members’
liking for the chair. It can be facilitated by presenting a
friendly, warm, and accepting image. Desired outcomes of
ingratiation are enhanced loyalty and more positive relations
within the department. It is unfortunate that the word has
acquired a somewhat negative connotation through popular
usage, but it describes an essential social process that is one
of the glues of society.

Exemplification is the projection of an image of dedication,
discipline, and selflessness. This trait enables chairs to be seen
as exemplars for the department and creates the impression
that the chair has the right to perform the ofien onerous task
of sitting in judgment of the work of others in the department.

Intimidation is possibly the most difficult self-presentation
of all. The projection of credible threats without resorting to
the raw power of the office is not a simple accomplishment.

It must be emphasized that these skills are not techniques
of deception. For example, an attempt to impress as an exem-
plar without exemplary achievements is a useless subterfuge.
But to fail to include legitimate exemplary characteristics into
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the identity assigned to the chair is a waste of an important _
capability of leadership.
: A chair

Agenda setting without a
A chair without a firmly held and very clear set of goals should finnb’ beld
not have accepted the position of chair. Such goals are the and very clear
visionary part of the agenda, a set of strategies to implement set Of goals
the vision the other part (Kotter 1988). bowld not

The first and most important set of skills is concemned with S no
determining which forces are for and which are against the bave accepted
agenda—Ilistening, gathering opinions, patience, and persis- the
tence. After listening, identifying key players, searching for Of chair.
the basis of their opinions, and gaining a feel for the source
and strength of likely resistance, the chair can construct an
agenda that retains the essential vision. The chair must be pre-
pared to accept compromise and to accommodate conflict
with the department’s goals so that the agenda can be seen
as workable in terms of available resources.

In essence, the skills needed are careful listening, assess-
ment, and compromise without abandoning the vision.

Networking and support gathering
Creating a support network simply means finding out who
can help and how supporting relationships can be built. The
fundamentals of the processes involved are interpersonal, and
the chair deliberately sets out to gain support from others by
playing on their ideas, emotions, and aspirations to gain their
interest, confidence, and support (Kanter 1983). Such work
involves bargaining, creating obligations, making alliances,
manipulating expectancies, conferring prestige, and so on.
The chair needs to focus energy on the individuals or groups
involved using means such as luncheons, meetings, telephone
calls, office visits, or social occasions as media through which
ideas are sold, bargains struck, rewards promised, and support
solicited—alil in terms of the opinions and ideas of the target
to be networked.

In universities and colleges, the internal nerwork targets
for the chair include departmental opinion leaders and
groups, committee members, senates, centers or institutes,
councils, regents, trustees, senior executives, and advisers.
Quside targets include legislators, coordinating commissions,
professional associations, foundations, and accrediting
agencies,

The Department Chair




Negotiation and bargaining

An extensive literature on negotiation and its practice in
essence is based on negotiation as a process that is used when
the parties involved have some interests in common and other
interests in conflict. Every chair must understand the process
of negotiation, because conflict is an inherent characteristic

of higher education insti.utions and because many others in
the institution can be expected to have very-well-developed
skills of negotiation.

An often recommended approach to negotiation is the Win-
Win Method (Fisher and Ury 1981), which involves what can
be termed “principled bargaining” built around four action
statements:

* Separate people from the problem (do not attempt to
defeat the other parties).

* Focus on interests, not positions (look for the factors
underlying positions).

* Invent options for mutual gain (look for possibilities that
might bring gain to both sides). :

* Insist on objective criteria (standards of fairness of both
substance and procedure).

The skills of a successful negotiator have often been stud-
ied. Some basic principles have emerged, but it is clear that
the need for particular skills in negotiating and bargaining
are highly situational. At certain times some skills are vital,
other times they are irrelevant (Kniveton 1989). Generally,
the skills studied have been concerned with face-to-face con-
tact, but this element is only one in the process of negotiation,
as the absence of effective strategies will always negate good
negotiation. Even if the strategies are good and fair, they will
have little chance of success if the parties relate unfavorably
to each other.

A negotiator must acquire certain skills: (1) be endlessly
patient; (2) be a good enough listener to instill in others the
confidence that they are being heard and understood; (3)
be persuasive; (4) be able to assess the real wants and aspi-
rations, and be able to resist other parties; (5) be able to build
good interpersonal relationships with the other parties: (6)
be aware of his or her own capacities and limitations; and
(7) be not easily moved from a position but able to accept
compromise if necessary. Negotiators must know what they

ERIC

PAFullToxt Provided by ERIC

o3




want, know what the other parties want, and know how to
move toward what all parties want.

it is not possible to create a no-fail recipe for the structure
and conduct of negotiations. One very broad framework, how-
ever, includes five stages: (1) preparation, (2) discussion, (3)
proposal, (4) bargaining, and (5) close (Lee and Lawrence
1985, p. 171).

Certainly, information about what is wanted and how it will
be achieved is the essential first step of any process of nego-
tiation. All relevant information must be collected, analyzed,
and organized to underpin the strategies that will be used.
The other stages will be activated at some point during nego-
tiation, but their nature and format will depend largely on
the characteristics of the situation.

A better approach than describing stages might be for the
chair to enter negotiations with a series of targets in mind
(Kniveton 1989). The aims would be to establish and clearly
define the other party's position and demands, to assess the
other party’s targets or hoped-for achievements, and to deter-
mine the points of resistance (the levels of coucession or
compromise beyond which the other party will not go).

When these parameters are established, the process of strik-
ing a bargain is greatly simplified, and effective resolution
of conflicts becomes a real possibility.

Summary

Chairs work in complex organizations that to a large extent
are open political systems. Departmental decision making

is deeply involved with the maneuvering between groups and
coalitions to maximize autonomy and control.

The chair has two environments to address: the internal
university environment and the external environment in
which political forces arising from the local, state, and federal
governments all affect the department and its decision making.

A successful chair understands the workings of political pro-
cesses and is skilled in their use. Political practice is not gen-
erally thought of as a good means of achieving desired ends,
but it can be. A “principled” chair striving to achieve a bene-
ficial vision for the clients of higher education uses political
processes for beneficial reasons and is not uncomfortable
doing so.

A politically skilled chair must acquire a high degree of
competence in the strategies and tactics of impression man-
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agement, agenda setting, networking, and negotiation. To-
gether, these skills can provide a set of tools that the chair
can use to build and maintain a successful department.
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THE ROLE OF THE CHAIR IN FACULTY
EVALUATION AND DEVELOPMENT

Evaluation, the process of judging performance, is one of the
most powerful opportunities for development available to

a department chair, and “probably no other activity has more
potential for strengthening or weakening a department over
a period of years” (Tucker 1984, p. 216). Although evaluation
creates anxiety for both the chair and the faculty member,

it provides the platform for in-depth communication and the
occasion to shape the direction of the department and the
priorities of the faculty member.

This section examines the purpose of evaluation, funda-
mental questions Lo be asked for a successful evaluation, and
present and emerging instruments and activities to implement
evaluation. Through orientation, mentoring relationships,
interventions in teaching and research, and the process of
helping facuity refocus their efforts, evaluation can provide
a critical and natural bridge for the chair to facilitate faculty
growth and development.

The Purpose of Evaluation

For a chair to be effective in evaluating faculty, the reasons
for the evaluation and the techniques employed need to be
clear to both the chair and the faculty member. Evaluation
can provide:

* A focus in an ambiguous environment with often unciear
expectations for work:

* Direction and reinforcement for individual faculty
members;

* An opportunity to reinforce the mission, priorities, and
use of departmental resources;

* Explicit expectations so that faculty are freed to channel
their energies and faculty colleagues can clarify how they
can be helpful to each other;

* Qccasion to define with the individual the needed pro-
fessional development opportunities to support the
department and the activities needed for continued
growth; and

* Opportunity for assessing performance.

While evaluation can be perceived as a high-risk situation,
chairs must also realize it has the potential for a high payoft.
One of its clearest benefits is preventing low performers from
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decreasing departmental morale. Identifying expectations for
professional development is also crucial.

What does it take for a fair, credible evaluation? The liter-
ature on faculty evaluation provides widespread consensus
on what is required. For evaluation to be a systematic, fair,
and accepied process, participants must agree that evaluation
is a fundamental component of the department. Everyone
involved must understand and accept that evaluation is nec-
essary and that real benefits can be achieved if the purpose
is clear. The question should not be whether evaluation will
occur but what will happen and how (Miller 1979; Seldin and
Associates 1990; Tucker 1984).

Issues Affecting Evaluation

At least four questions should be answered to develop a con-
sensus atout the process to be used and to build an effective
system:

* What is to be measured?

* How is it to be measured?

* Who is to measure it?

* What are the quality indicators or criteria?

Answers to these questions will be affected by the nature
of the institution, the mission of the department, and the
interests of faculty members. A detailed response to each
question provides the framework for understanding the in-
volvement and role of the department chair.

What is to be measured?

Whatever is measured should be congruent and consistent
with institutional, departmental, and faculty expectations. Dif-
ferences in the expectations of those involved must be clar-
ified and negotiated. Typically, the focus in evaluation is on
research. service, and teaching; however, the emphasis on
these categories is influenced by the nature of the institution
(liberal arts. comprehensive, or research, for example), pres-
ent or changing departmental expectations. and the talents
and interests of individual faculty.

In discussions of what is to be measured, all aspects of
departmental and faculty activities should be examined.
reducing the possibility of ignoring individual contributions.
Some aspects of the evaluarion will. however, be emphasized
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so important persorinel decisions can be made. The decisions
or recommendation.: that chairs make about promotion, ten-
ure, merit pay, speciai g:aduaie standing, contract renewal,
and annual or semiannual performance are based on eval-
uation (Creswell 1985). Evaluation will also provide valuable
information on overall professional progress and areas that
need improvement or further development.

How is it to be measured?

Once a department or academic unit has decided what is to
be evaluated, then involved parties must decide the “how™
of evaluation. if the parties decide that teaching is an impor-
tant activity to evaluate, then what to measure must be
considered.

Self-evaluation. Faculty have historically provided some
information through informal and sometimes formal self-
evaluation. Although the individual's own evaluation is not
sufficient, comprehensive, or entirely objective, the faculty
member is an important source to consider. Aspects of the
individual evaluation that can be particularly helpful include
outcomes that cannot or are not easily measured by other
means (e.g., extracurricular activities, interactions with other
programs or colleagues). Individuals can also describe the
less visible professional development they have accomplished.
If departments are o use information from self-evaluation,
however, then the criteria and the form needed must be clar-
ified and agreed tc. A number of self-evaluation forms, par-
ticularly for formative evaluation, are available in the literature
(see, e.g., Braskamp, Brandenburg, and Ory 1984; Weimer,
Kerns, and Parrett 1988).

Student ratings. During the 1960s, a dramatic movement
oceurred in the United States to use student ratings to assess
teaching. Many institutions mandated the use of such ratings
for personnel matters, and an immense amount of research
and analysis indicates student ratings can be valid and reliable
sources to measure some aspects of teaching (Cashin 1989;
Miller 1987; Seldin 1980).

Students have demonstrated that they can make valid and
reliable judgments about the delivery of instruction, the
assessment of instruction, and the instructors’ availability to
students. Although a few evaluation centers have developed
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valid and reliable instruments to measure these aspects of
teaching, individual institutions have used various evaluation
consultants to perfect their own instruments. Whatever instru-
ment is used, it must be valid and reliable to ensure credi-
bility and consistency.

Peer ratings. Research on teaching indicates that faculty col-
leagues can make useful judgments about some aspects, in-
cluding mastery of subject matter, curriculum development,
course design, and administrative details (Cashin 1989; Seldin
1992). Although peer ratings, particularly classroom visitations,
have received considerable attention in the last few years, they
still are not frequent (Seldin 1991). While such visits could

be appropriate to generate additional data on mastery of sub-
ject matter and course design, they should not be the only
way to gather information about a teacher’s effectiveness.

The use of multiple sources of data in teaching evaluations
must be clear to both the chair and the faculty member. Dif:
ferent data sources should be used to assess particular aspects.
A promising development is the concept of the teaching port-
folio. Long used by artists and architects, the portfolio pro-
vides a means to describe and assess teaching in the context
in which it takes place. with particular emphasis on outcomes
and processes that could lose their special flavor in more
generalized teaching assessments (see Edgerton. Hutchins,
and Quinlan 1991: Millis 1991; and Seldin 1991 for sugges-
tions about developing a portfolio and examples where they
are being used). Documentation in the portfolio could be
one response to the complaint that promotion and tenure
committees know less about one’s teaching ability than abotrt
his or her research (Seldin 1991. p. ix, citing McKeachie 1986).

A portfolio enables faculty to document and display their
teaching in the particular context where it occurred (Edger-
ton. Hutchins, and Quinlan 1991, p. 3). The portfolio "is to
teaching what lists of publications. grants. and honors are 10
research and scholarship™ (Seldin 1991. p. 3).

Five steps can be used to create a portfolio (Seldin 1991):
(1) summarize teaching responsibilities. (2) select criteria
for effective teaching. (3) arrange the criteria in order. (4)
assemble the supporting data, and (5) incorporate the port
folio into the curriculum vitae. A framework for defining and
documenting seven dimensions of teaching (what you teach.
how vou teach, change over time. rigor of academic standards.
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student impressions, developmental eftects, and collegial
assessments) produces the appropriate information for a port-
folio (Urbach 1992).

Because portfolios are a new development, proponents
of their use do not have any documented evidence of their
effectiveness. Some advantages of the portfolio, however,
appear to be that it offers an individualized picture of a pro-
fessor's teaching, a qualitative and quantitative presentation
of teaching, and a composite description based on multiple
sources: provides a powerful tool for improvement (Edgerton,
Hutchins, and Quinlan 1991); analyzes the connections to
the contexts and personal histories that characterize teaching,

1aking it possible to document the unfolding of both teach-
ing and learning over time (Edgerton, Hutchins, and Quinlan
1991: Shulman 1989); and prompts more reflective practice
and improvement ( Edgerton, Hutchins, and Quinlan 1991).

Portfolios also have certain disadvantages (without clear
documentation at this point): most promotion and tenure
committees do not have experience in evaluating portfolios;
the portfolio requires a greater commitment of time to exam-
ine the complete record; and administrators and promotion
and tenure committees could have more difficulty making
qualitative judgments. as teaching history is presented in con-
text racher than in comparison.

The preparation of portfolios improves when faculty attend
instructional workshops and work with other faculty to pre-
pare them (Seldin, Hutchins, and Millis 1992). Training for
promotion and tenure committees and administrators in how
to evaluate portfolios is also necessary. Important questions
should be addressed in assessing portfolios: Is real evidence
of accomplishment present? Is the faculty member’s reflective
statement consistent with the syllabus and outcomes? Is the
faculty member improving? Are outcomes of leaming doc-
umented? Another major question to be resolved is the appro-
priate peer group for review, and the answer can vary depend-
ing on institutional type.

Certainly the use of portfolios provides an opportunity to
experiment (pilot projects by senior, well-respected faculty
are possible) and to forge a balance between quantitative and
qualitative aspects of work. Individual colleges and campuses
as well as national groups advocate teaching as a form of
scholuarship that should encourage research on the use and
effectiveness of portfolios.
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Research and service should also be examined to determine
what is to be measured. An examination or assessment of pro-
ductivity in research might include quantitative and qualitative
measures, peer judgments, and measures of eminence (edi-
torships, honors, invited papers) (Creswell 1985; Miller 1987).
A matrix and a process for determining weight or value of pro-
fessional service contributions are useful to assess applied
research, consultation and technical assistance, instruction,
products, and clinical work or performance (Elman and
Smock 1985). Such a matrix would provide a system for doc-
umentaticn and for determining who should evaluate, the
criteria to be used, and the weighting factor.

Who is to measure it?

Once it has been decided what to measure and how to mea-
sure it, the next decision for the chair and the department

is who will measure it. The purpose for collecting the data
could determine the people who will measure it. For exam-
ple. if the information is t0 be used for professionai devel-
opment, then the faculty member might want to collect and
maintain control of the data.

If the faculty member has a service appointment, discussion
should focus on who is appropriate to measure this function.
For example, if the faculty member has an off-campus pro-
gram with a specific clientele, the clientele and the faculty
member should design a process to determine whether prac-
tices or behavior has changed. Faculty colleagues again could
make some judgments about the faculty member's knowledge
and the quality of the program, particularly as it compares
to other programs.

What are the quality indicators?

In any area to be evaluated, faculty should reach an agreement
about quantity and quality indicators; otherwise, judgments
can be the object of undue disagreement.

For example, publications can be counted in the exami-
nation of a faculty member's research performance. Many
times, quantity is what is reported in describing a faculty
member's contributions or achievements. Yet some judgment
must also be reached about the quality of the publications.
One of the most frequent procedures is to assess the pub-
lication’s place in the hierarchy of publications in the disci-
pline. that is. from the most elite to the least prestigious.




Depending on the assignment, however, some faculty might
not conduct research that would be appropriate for the most
elite journals. Chairs need to consider some alternative ways
of determining scholarly contributions appropriate for faculry
contributions.

Under the concept of “scholarship reconsidered™ (Boyer

1990), a faculty member who focuses on application of knowl-

edge should be evaluated in terms of how well the concepts
and knowledge are applied in the field. The individual in-
volved and the department could define what the indicators
would be of quality work in application. If a faculty member
were to focus on research on teaching in his or her academic
field. then pubtlication would be expected in teaching jour-
nals, both inside and outside the discipline. The goal would
be to assess whether this work contributes to greater under-
standing of teaching and has significance in teaching others
outside the classroom.

Evaluation Systems

The current press is toward systems that evaluate all areas of
faculty performance. Such schemes should reflect the expec-
tations of the department. (For a discussion of the options
in such a system, see Tucker 1984, pp. 143-74.) The levels
of complexity can be described as assignment of points for
each area of activity (Tucker [1984] suggested a scale of 0
to 4, in which 0 represents unsatisfactory and 4 excellent),
assignment of points based on the percentage of assignment
to a particular function, and assignment of points based on
a weighting for departmental priorities.

Within these systems, departmental members must define
what each rating represents and what criteria are to be used
for each level. Only then van what the ratings represent and
the department's priorities be clear (Braskamp. Brandenburg,
and Oryv 1984; Tucker 1984).

The Relationship of Evaluation and

Faculty Development

The literature on evaluation and faculty development contains
frequent comments that care should be taken to separate the
two functions. A key question separating the functions is,
“What is the information to be used for?” Summatirve data
are most often used for personnel decisions, or eraluation.

I
An
examination
or assessment
of productivity
in research
might include
quantitative
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Distilling information into summative units is similar to what
is done in reducing a mound of data to a grade in a student’s
classroom record.

On the other hand, formative information is used for
improvement or development. The process is most frequently
described in instructional situations in which midterm assess-
ments are made and shared with the instructor to improve
course instruction. The information collected is treated as con-
fidential and strictly under the control of the faculty member.
If any of the information is to be shared, it would be at the
faculty member’s discretion. Outside of communicating the
faculty member's commitment to professional improvement,
hewerever, much of the formative data would not be particularly
helpful in making personnel decisions. For decisions about
promotion and tenure. four or five “global” questions might
be appropriate (see Seldin 1991); 25 to 30 diagnostic ques-
tions to address improvement would also be needed. Instru-
ments like IDEA (Instructiona! Development and Effectiveness
Assessment [Miller 1987]) and TABS (Teaching Analysis by
Students [Cliniic to Improve 1974]) provide information that
can be used for both purposes.

The process of evaluation can undoubtedly provide some
keys to faculty members' needs and highlight areas that
require improvement. such as skills, knowledge, or
motivation.

The Chair as Faculty Developer

Chairs have always performed some role in faculty develop:
ment. The earliest forms identified were encouragement and
support of attendance at professional meetings and partic-
ipation in sabbatical programs. Over the past decade, chairs
have been encouraged to play a larger and more personal role
in faculty development. Beginning a decade age (Tucker
1984), chairs were provided a list of responsibilities for faculty
development and activities they could suggest to faculty to
pursue professional development (see also Menges and
Mathis 1988). A study focusing on the strategies excellent
chairs used to facilitate faculty growth and development iden-
tified the kinds of faculty development issues chairs were
addressing and the strategies they used to resolve issues or
problems (Creswell et al. 1990). Chairs in that study sug-
gested that:
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* Faculty development is a responsibility shared by the indi-
vidual faculty member, the chair, and in some cases the
department.

* Chairs are motivated by various reasons to take on the
responsibility of faculty development. Although little evi-
dence indicates that it is part of the job description, chairs
say they took on the responsibility because they “cherish
one's colleagues.” “it’s part of the job,” or “if they don't
do it, then who will!”

* Through efforts to open communication about dreams,
goals, activities, achievements, and shortcomings, chairs
help to prevent the faculty's disengagement and isolation.

Chairs in this study identified several issues as crucial in
facilitating the growth and development of faculty:

* Getting faculty started: Chairs should consider how they
can address the needs of new faculty.

* Teaching: Chairs can take an active role in promoting the
teaching agenda and enhancing individual teaching.

* Research: Chairs can provide a sense of direction and
emphasis for research and help faculty through mentoring
and other activities.

* Refocusing or redirecting facudty: Chairs have the oppor-
tunity to facilitate the growth of faculty by being open
to and encouraging new directions more in line with fac-
ulty and departmental needs.

« Personal concerns: Several strategies are available to help
chairs help faculty resolve personal concemns (Creswell
et al. 1990; see also Boice 1991a, 1991b, 1992; McKeachie
1986; and Sorcinelli and Austin 1992 for identification
and resolution of these issues).

Getting faculty started

A great deal of literature in the last five years has focused on

getting fac ulty started. With the high cost associated with hir-

ing and the difficulty in finding replacements, it seems like

a good investment to ensure that faculty get started properly.

Additionally, it sends a message that the institution cares.
Many of the activities associated with getting started have

focused on informal and formal orientation sessions, on men-

toring, and on addressing specific needs of new or junior fac-

ulty. Orientation sessions are not new, particularly formal col-
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lege or university sessions in which faculty are acquainted
with available resources. Perhaps more unusual are regular
meetings of chairs or deans and faculty to address a number
of philosophical and specific issues about research. teaching,
service. and the conduct of departmental business (see, in
particular, Boice 1992; Jarvis 1991 and Sorcinelli and Aus:
tin 1992).

Mentoring extends the notion of continued orientation
through personal and professional relationships. In its most
basic form, mentoring is a senior person’s helping a junior
faculty member understand how things get done and pro-
viding the emotional support to address the many situations
that a new person must overcome or resolve. Some literature
suggests that mentoring leads to an increase in academic pro-
duction (Boice 1991a: Kroger-Hill, Bahniuk. and Dobos 1989),
but few systematic studies of these relationships are available.

The word “mentoring™ has often been broadened or used
in new ways in the literature. Some suggest that “communi-
cation support behaviors™ might be a better term to address
other kinds of facilitative relationships (Kroger-Hill. Bahniuk.
and Dobos 1989) rather than stretching the classic definition
of mentoring. New minority faculty could be particularly at
risk. and interventions. including encouragement of mentor-
ing relationships, might be helpful (Boice 1991b, 1992).

Teaching or instruction

Teaching is a crucial function that involves most faculty, and
chairs have identified issues involving teaching for both begin-
ning and established faculty. Particularly for new faculty. chairs
have identified concerns about organization. level of difficulty
for students, and the amount of time committed to teaching

at the expense of other activities. and some suggested solu
tions for improvement include fewer classes. including
released time from one course the first vear (Fink 1984).
in-depth discussions with the chair or colleagues (Creswell
etal. 1990). mentoring relationships (Boice 1991a, 1991b,
1992: Sorcinelli und Austin 1992). and classroom visitations
{(Lucas 1989).

Many chairs are concerned about competency in the subject
matter, an inadequate commitment to teaching, and inability
to relate to students for faculty in their departments. Some
chairs might choose to intervene to a great extent, including
visits in the classroom and meeting with the faculty member,
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but the academic norms of tenure and academic freedom
often inhibit such powerful interventions.

In times of high tuition. institutional accountability. and
possible shortages of faculty, teaching will continue to receive
attention. Particularly for tenured faculty, a number of cam-
puswide and individual strategies can help improve teaching
(Seldin and Associates 1990). The Fund for the Improvement
of Post Secondary Education. for example, has provided finan-
cial support for a number of projects that address creating
an environment encouraging and rewarding teaching.

Many chairs have used teaching improvement centers to
help faculty address concemns about teaching. More chairs
are involved with individuals. however. to improve teaching
(see Lucas 1989. 1990 for particular strategies). Efforts range
from modeling effective teaching to direct departmental
action (departmental meetings focused on teaching) and
classroom interventions (observations in the classroom and
videotaped classes with feedback).

Research und writing
Chairs continuously identify research as an issue for profes-
sional development. Because institutions of higher education
have the responsibility to enhance existing knowledge and
to create new possibilities through abstraction and reflection,
this issue is not unexpected. In institutions with a strong focus
on rescarch. most faculty appear to support this expectation.
What is more surprising is the expectation for research that
has arisen in some comprehensive and liberal arts institutions
{Bowen and Schuster 1986). although those that do are tran-
sitional, atempting to change the institution’s focus by pro-
viding more graduate courses and research grants (Creswell
et al. 1990). Many of the traditional faculty hired to be
teachers were unsettled. and even bitter. about this transition.

Several studies in the last five years have investigated how
1o facilitate productive research. The professional socialization
process and a successful pattern of publication are major fac:
tors in the commitment to research and its continuing pro-
ductivity (Creswell 19835), but much literature does not pro-
vide concrete suggestions for how to encourage faculty who
are less productive.

Several research-based strategies indicate success in encour-
aging more writing and rescarch (Boice 1990). Time man-
agement contingencey planning indicates that by structuring
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short but designated time periods, faculty can increase their
writing and incorporate it as part of their weekly routine.
Another process deals with disillusioned midcareer faculty.
in which “field workers™ (chairs or faculty) can be trained

to reengage faculty and increase productivity (Boice 1992).
Both programs use specific strategies and have proven payoffs,
something chairs are continuously attempting to find. Three
primary roles of chairs have been identified that address
increasing faculty's productivity in research: administrative
(providing resources and allocating time for scholarly work).
advocacy (promoting and publicizing faculty who improve
performance), and interpersonal (mentoring, collaborat-

ing, encouraging, and challenging faculty) ( Creswell and
Brown 1992).

Refocusing or redirecting faculty

Many chairs can identify faculty members who do not seem

to be moving professionally—those who are “stuck™ (Kanter
1981). “plateaued™ (Bardwick 1986), or “snoozing.™ The
question is how to move these faculty forward in their careers.
Evaluation could be the event that precipitates addressing the
need to make changes. Many chairs recognize that adults often
change interests and have different needs over time and so
must adjust or refocus their interests. The chair can open dis-
cussion, shift assignments, and plan for professional devel:
opment (Creswell et al. 1990).

One activity that has shown promise is to provide career
consulting or counseling for faculty (see, e.g., Wheeler 1990).
In many ways, career consulting is parallel to instructional
consulting, with a focus on an individual faculty member's
career. This service provides a means for faculty to clarifv and
to examine new directions, both internal and external to the
institution.

. A number of campuses have attempted to address structures
or programs to help midcareer faculty refocus or redirect their
cfforts. At the University of Nebraska- Lincoln’s Institute of
Agriculture and Natural Resources, for example, faculty can
voluntarily enter a program that provides a two and one half-
day planning institute and a planning process to move in new
directions ( Lunde and Hartung 1990). A recent longitudinal
study of 10 faculty who participated in the program between

* W), McKeachie 1982, personal commumication.
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1983 and 1986 indicates that they not only make external
changes (teaching methods and use of technologies, inter-
personal skills and new roles), but that they also develop a
new attitude toward making changes. A midcareer professor
commented, " [It] gave me a perspective | never had before:
Don't get too comfortable in a situation and don't be afraid
to change . . ." (Lunde et al. 1991, p. 132).

These programs reduce the faculty’s isolation and disen-
gagement. Those who take the journey not only change them-
selves, but also challenge others to move on from plateaus.
More programs of this nature and more research and eval-
uation (short term and long term) of the process and the
results are needed; it is simply good risk management.

Personal concerns
Faculty members’ personal problems can interfere with their
work. A study of department chairs identified five personal
issues: relationships with students, staff, and faculty, difficulty
associated with dual careers. exclusion and alienation in the
department, health, and personal disorganization (Creswell
et al. 1990). An additional area often identified is faculty who
are chemically dependent, often estimated to be 6 to 10 per-
cent of faculty (Scanlon 1986; Thoreson and Hosakawa 1984).
Although chairs often express concerns about being in the
role of psychologist and usually have limited, if any. training
in assessing personal problems. they are often expected to
make preliminary judgments about the seriousness of these
issues and problems. They can determine whether the prob-
lem is short term or long term. A problem with alcoholism.
for example. is a long-term situation that requires systematic
intervention, often with the cooperation of family, peers. and
counselors, while a faculty member who has suffered a per-
sonal loss might require only short term support (perhaps
an attentive listener and temporary help with responsibilities).
Overall, chairs can be helpful to faculty by listening and
helping to clarify options. Particularly in more serious situa-
tions and in situations where they feel less capable. they can
refer faculty to counseling services inside or outside the insti-
tution. A number of universities have employee assistance
programs. and most institutions have some type of psycho-
logical services available (for a more complete treatment of
strategies to address personal issues and problems. see Cres:
well et al. 1990, pp. 94-103).
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THE INFLUENCE OF INSTITUTIONAL TYPE AND
ACADEMIC DISCIPLINE ON THE CHAIR

How the department chair functions and the leadership strate-
gies he or she uses are influenced by the type of institution,
the leadership approach of the institution, and the academic
discipline, all of which have implications for the selection,
training, and development of chairs.

Types of Institutions

The multitudinous colleges and universities in the United
States represent a great variety of roles and missions. The most
recent and complete classification of American colleges and
universities (Carnegie 1987) lists more than 3,500 institutions
according to their academic purpose and size, in 10 different
categories.? While diversity in institutions—"one of the ideo-
logical pillars of American higher education™ (Birnbaum 1983,
p. 37)—is one of the system’s great strengths, such diversity
makes it difficult to generalize abour the roles, tasks, and
duties of department chairs and other educational leaders.
The Carnegie classifications. based on funding, programs, and
size. offer little help in identifying how the various institutions
actually function.

3. The categories include Research Unirersitées 1, which offer a full range of
baccalaureate programs, receive at least $33.5 million in federal research

and development (R&D) funds annually. and award at least 50 Ph.D.s each
vear: Research Universities if, which offer a full range of baccalaureate pro-
grams, receiv.e herween $12.5 million and $33.5 million in federal R&D funds
annually. and award at least 50 Ph.D.s each year: Doctorate granting I'ni-
versities I, which offer a full range of baccalaureate programs and award &t
least 40 Ph.D.s each vear across five or more academic disciplines: Doctorate-
granting Universities i, which offer a full range of baccalaureate programs
and award at least 20 Ph.D.s each year in at least one discipline. or 10 or more
Ph D.s across three or more disciplines: Comprebensive Universities and Col:
feges £, which enroll at least 2,500 fulltime students and offer baccalaureate
programs and, with few exceptions, graduate education through the master's
degree, with more than half of the baccalaureate degrees awarded in rwo

or more accupational or professional disciplines; Comprebensive Universities
and Colleges I, which enroll between 1,500 and 2,500 full time students and
offer at least half their baccalaureate degrees in two or more occupational

or professionat disciplines, and might also offer graduate education through
the master's degree: Liberal Arts Colleges 1, which are highly selective insti-
tutions. primarily undergraduate. and award at least half of their baccalaureate
degrees in arts and sciences, Liberal Arts Colleges 1T, which are primarily
undergraduate institutions and award more than half their degrees in the
liberal arts: Tuo year Colleges and Iistitutes, which offer centificate or degree
progeams through Associate of Arts: and Professional schouls and other spe
ciahzed institutions, which offer 4 full range of degrees with at least S0 per
cent m a single. specialized field
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Other typologies of universities and colleges. however, can
be more helpful in analyzing organization and describing style
of management. One proposal includes three models of uni-
versity governance: bureaucratic, collegial. and political (Bald-
ridge 1971a). The bureaucratic model was derived from the
work of Weber (1947), who characterized a bureaucracy as
a network of social groups dedicated to limited goals and
organized for maximum efficiency. as hierarchical and tied
together by formal chains of command and systems of
communication.

The collegial model of higher education organization and
governance, on the other hand, is based on the notion of a
“community of scholars.” It emphasizes the professional
authority of the faculty and a prescriptive notion about the
operation of the educational process. Some predict its demise
on the basis of growing bureaucratization. collective bargain-
ing, state control, and centralization (Baldridge et al. 1978).

The “invisible tapestry™ of organizational culture is an
appropriate metaphor with which to begin an analysis of the
different types of institutions (Kuh and Whitt 1988; Tierney
1988). as educational institutions are made up of informal
and formal structures. But neither the bureaucratic nor the
collegial model adequately describes the reality of the mod-
em university (Baldridge 1971a). leading to the premise of
the political model (Baldridge 1971b). The political model
emphasizes the making and unmaking of allegiances, the nor-
mative role of conflict, the existence of interest groups in a
pluralistic culture, and the role of negotiation. bargaining. and
influence.

The political model has been further developed into a
model of the university as an “organized anarchy™ (Cohen
and March 1986), for it shows a lack of coordination and con-
trol. Allocation of resources. for example. is based on what-
ever process emerges out of competing priorities, and deci-
sion making in such an institution is produced by the system
“but intended by no one and decisively controlled by no
one” (p. 34).

A distinguishing feature of educational organizations is that
they are “loosely coupled™ systemis (Weick 1978). While
events in the organization respond to each other, the various
parts continue to preserve their own identity and separate
ness. And although some educational institutions as svstems
are obviously more loosely coupled than others. such cou
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pling is a feature of them all, especially because educational
organizations espouse ambiguous goals ( Baldridge et al.
1978).

At the same time, institutions of higher education have sig-
nificant elements. especially in their administrative structure.
where coupling might need to be constantly tight (Weick
1978). It is difficult to imagine, for instance, a loosely coupled
payroll system. Similarly, changing degrees of looseness or
rightness could become necessary as a result of environmental
changes. Increasing government involvement in higher edu-
cation, for example, is likely to lead to a need for greater
accountability and hence for tighter coupling.

In addition to the bureaucratic. collegial. political, and
organized anarchy models is a fifth model, the cybernetic
institution (Bensimon. Neumann, and Birnbaum 1989; Bim-
baum 1988), drawn from the notion of the self-correcting or
cvbemnetic entity (Ashby 1956). Birnbaum (1988) further
applied the concept of coupled systems to all five models and
identified patterns of loose and tight coupling in cach insti-
tutional type. finding. for example. that institutions that could
be characterized as bureaucratic had more evidence of tightly
coupled systems than did institutions that more closely
matched the political or anarchical models. While an insti-
wtion of higher education is unlikely to be perfectly described
by any one of the five models or by one coupling system. such
analysis is nonetheless useful.

The Chair in Different Types of Institutions
Symbolic acts and unobtrusive management are important
within a system of organized anarchy (Birnbaum 1988), and
the cybernetic model of higher education management
emphasizes the importance of recognizing the elements of
all four earlier models in each institution (Bensimon. Neu
mann, and Birmbaum 1989). Negative feedback loops provide
continuous opportunities for corrective action. and leaders
change their behavior according to changing situations. “Thus.
effective leaders are those who can simultancously attend to
the structural, human, politicat, and symbolic needs of the
organization. while ineffective leaders are those who focus
their attention on a single aspect of an organization’s func
tioning™ (Bensimon, Neumann, and Birnbaum 1989, p. 65).
The next step is to move from these attempts to classify
higher education institutions as models of operation and style
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fo an understanding of how institutional differences affect
campus and departmental leadership. A random sample of
334 four-year institutions was used to develop case studies
of seven different kinds of higher education institutions (Chaf-
fee and Tierney 1988). The researchers identified distinctive
patterns of organization, culture, decision making, and lead-
ership in each model and found internal and external pres-
sures for change that could modify an institution's traditional
values and style. Institutions could change so much that they
move from one organizational model to another (Bald-
ridge 1971a).

The organizational structure of departments is intimately
connected with the university’s size, the administrative com-
plexity of the general campus. and the institution’s prestige
(Murray 1964). A study of 185 four-year schools and 64 com-
munity colleges found that governance and management vary
systematically in different types of institutions (Baldridge et
al. 1978), and the authors suggested a classification system
that combines the features of the Carnegie list based on pro-
grams and size with those of the organizational and cultural
models. They thus proposed eight types of institutions: Private
Multiversities, Public Multiversities, Elite Liberal Arts Colleges.
Public Comprehensives, Public Colleges. Liberal Arts Colleges.
Community Colleges, and Private Junior Colleges. These eight
nypes vary consistently in three basic organizational charac-
teristics: environmental relations. professional task. and size
and complexity. In particular, the farther one moves from
Community Colleges to Public Colleges to Elite Liberal Arts
Colleges to Multiversities, the more influential are the faculey,
the less administrators dominate, the less environmental influ-
ence affects the institution’s autonomy. and the less influential
is the union. Further. larger and more prestigious institutions
are characterized by a high degree of faculty expertise and
by strong academic departments (Baldridge et al. 1978). Such
institutions give their department chairs a greater level of
autonomy than other schoois and more discretion in selecting
faculty, controlling courses, and making decisions about pro-
motion and tenure. In most institutions, however, budgets
are centrally controlled.

Private, less selective liberal arts colleges and community
colleges exhibit a high level of bureaucratic control (Ben-
simon, Neumann, and Birnbaum 1989). Rational skills, such
as producing results and defining problems and solutions.
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are rated higher in such institutions than collegial skills like
motivating others and being a team member. Management
style in collegial institutions, on the other hand, stresses con-
sensus, shared power, and participation. The notion of an
elected head, a “first among equals,” is dominant. The group's
norms and values are the guide by which an elected chair
might operate in such an institution, with a strong emphasis
on consultation {Bensimon, Neumann, and Birnbaum 1989).
Those in positions of leadership in politically oriented insti-
tutions can be considered mediators or negotiators between
shifting power blocs (Bensimon, Neumann, and Bimbaum
1989). Their power is based on control of information and
manipulation of expertise rather than on an official position
or the respect of colleagues.

Much of the literature dealing with leadership and man-
agement in higher education according to institutional type
has focused on the role of the president. But it is not difficult
1o see how the various styles, constraints, and opportunities
afforded by particular models are also applied to department
or division leaders. Chairs in community colleges, for exam-
ple, are categorized as “a sort of vicar of the dean™ (Under-
wood 1972, p. 156). The chief tasks for a chair are handing
down decisions, giving orders, and generally keeping the fac-
ulty in line.

In a large, public university, the chair is an agent of faculty
consensus (Mahoney 1972). The ideal chair in a state college
has good character. an understanding and appreciation of the
role of administration. the appropriate job and people skills.
and outstanding professional abitity (Heimler 1972). A depart-
ment chair in a major research university saw the task as “run-
ning something that is more like a symphony orchestra than
a competitive team™ (Burgan 1986, p. 3). “Fighting off pirates™
and “scrabbling for money™ are growing in importance in the
chair's work, and chairs often now have to take an active role
in cultivating donors. Departments in liberal arts colleges are
protective of their turf, fighting for resources and students
(Wolverton 1990). On the other hand, chairs in professional
schools preside over departments that share common goals
and objectives.

Different types of institutions place different demands on
their chairs (Creswell et al. 1990). In a rescarch university.
it is the norm for a chair to return to a teaching and research
position after three to five years, and so an individual must
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remain professionally active and current in the discipline dur-
ing the period he or she is chair of the department. According
to one earth sciences chair in a doctorate-granting school,

“A chairmanship can ruin a research career” (Creswell et al.
1990, p. 16). In other types of institutions, however, chairs
could be less subject to such pressures, especially if they see
their careers as developing toward a full-time administrative
position.

Chairs in baccalaureate institutions are likely to regard
themselves as faculty rather than administrators (Tucker 1984).
Such chairs share disciplinary knowledge and allegiance with
their peers and are usually able to achieve consensus on mat-
ters involving curriculum and departmental policy. The chairs
of community college divisions, however, often find such con-
sensus difficult. With faculty members from diverse back-
grounds, such chairs are less prone to a collegial style of man-
agement and are more likely to work closely with central
administration than chairs in four-year institutions. Further.
chairs in community colleges rank the importance of admin
istrative and bureaucratic tasks much higher than their uni-
versity colleagues, who place greater emphasis on activities
that are faculty related (Tucker 198+).

Just as important, however, is the additional finding that
chairs from community colleges and universities agree sub-
stantially about the major tasks of a chair (Tucker 1984). Both
groups include the following five responsibilities in the top
10. though not necessarily in the same order:

* Fostering good teaching.

* Maintaining faculty morale.

* Recruiting and selecting faculty.

* Communicating needs to the dean and interacting with
upper- level administration, and

* Updating curriculum courses and programs (p. 31).

Atotal of 54 tasks and duties confront almost all chairs ( Tucker
1984), related to the 28 possible roles that chairs can play.

A survey of 5830 faculty in 65 universities and colleges
across the country from all major types of institutions asked
faculty to rate a total of 458 department chairs in terms of
their leadership and quality of performance on 15 typical
responsibilities (Knight and Holen 1983). The researchers
used the Departmental Evaluation of Chairperson Activities
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for Development (DECAD) system developed by Kansas State
University, which involves two forms: one that asks faculry

to rate the performance of chairs on 15 responsibilities and

a second that asks for faculty perceptions of the chair’s lead-
ership on items identical to the Leadership Behavior Descrip-
tion Questionnaire (LBDQ) developed at Ohio State Univer-
sity. More specifically. the LBDQ-type items explore the chair's
task orientation ( “initiating structure™) and relationship ori-
entation (“consideration™) (Halpin 1966). For all 15 respon-
sibilities. across departments varying greatly in size, type of
institution, and control, those chairs rated high on both
“initiating structure” and “consideration™ received the highest
performance ratings. Thus. training for chairs should empha-
size a high level of skill in both tasks and relationships, and
professional development programs for chairs should assist

in improving the behaviors strongly associated with these
stvles of leadership.

Training and Developing Chairs in

Different Institutional Types

Perhaps the most striking theme in the literature concerning
the roles and tasks of department chairs in different types of
institutions is the common recognition of the need for greater
preparation and training for chairs (Bennett 1988; Knight and
Holen 19835: Monson 1972; Tucker 1984). Eighty-two percent
of the 39 department chairs in one study had no training or
orientation for the job (Bragg 1981). and perhaps all chairs
“begin with an absence of training™ (Goldberg 1990, p. 17).
Another survey of 200 chairs in 70 universities found consid-
erable concemn over the task of learning how to be a chair
(Creswell et al. 1990). Few institutions seem to have a formal
process for such induction.

In one survey, chairs in a large state community college
svstem were dissatisfied with the in-service training for their
positions (Curtis 1990). Perhaps the acquisition of skills by
new chairs should be emphasized less and programs designed
to develop high levels of structure and consideration empha.

— sized more (Knight and Holen 1985). A survey of faculty and
chairs in a statewide community college system and in a large
West Coast university concluded that all chairs need “skills
that foster friendly cooperation among faculty”™ (Groner 1978,
n. 141
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If a core set of responsibilities is common to chairs across
the full range of institutional types, then training and devel-
opment programs for chairs should reflect both core attributes
and conditions specific to institutions. Chairs in small and
specialized institutions need especially to understand how
the budget structure has been developed and what assump-
tions have been used (Falender 1983). Chairs of large depart-
ments need organizational and communication skills quite
different from those needed in small departments (McKeachie
1976). A survey of deans of arts and sciences in 350 univer-
sities with more than 10,000 students, for example, four.d that
management of and responsibility for the budget were the
halimarks of a successful chair (Moxley and Olson 1988). Not
many new chairs would likely have these skills.

Departmental Typologies

The view of institutional organization and mission substan-
tially affects the task and role of the department chair. Does
the discipline of a department, however, have a similar im-
pact? A consideration of typologies of departments is useful
before attempting to answer this question.

A typical large, modern university might house 75 difterent
academic disciplines, each in its own department (Anderson
1976). These disciplines are responsible for the primary tasks
of the university: the advancement and enhari<=  niof
knowledge and the transmission of what is arready known.

A discipline is thus both a method and a body of knowledge.
How is it possible to generalize about the variety implicit in
this structure of 75 potentially different methods and bodies
of knowledge?

One response is a three-dimensional clustering of academic
departments (Biglan 1973a), with departments located on
each of three continuums:

* Hard or soft, with hard departments characterized by a
paradigm or agreed-upon set of problems and methods
and soft departments having no clearly delineated
paradigm.

* Pure or applied, with pure departments not particularly
concerned with the practical applications of their work.

* Life or nonlife system, with life system departments
emphasizing the study of living systems and nonlife sys
tem departments lacking an emphasis on organic objects.
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Thus, all departments fall into one of eight categories:

Hard, nonlife, pure (e.g., math or physics);

Hard, nonlife, applied (e.g., civil engineering);

Hard, life, pure (e.g., botany or physiology);

Hard, life, applied (e.g., horticulture);

Soft, nionlife, purc (e.g., English or history);

Soft, nontife, applied (e.g., management or law);

Soft. life, pure (e.g., anthropology or psychology): and
Soft, life, applied (e.g., education) (Biglan 1973a).

Chairs of departments classified in this way vary widely in
their level of involvement with colleagues, their preference
for and time spent on teaching. research, and service, and
their scholarly productivity (Biglan 1973b). A review of related
studies shows differences among discipline orientations on
a wide array of student and faculty characteristics (Creswell
and Roskens 1981). The three-dimensional model of depart-
ments (Biglan 1973a) and the various studies emanating from
it (e.g., Biglan 1973b; Creswell, Seagren, and Henry 1980;
Neumann and Boris 1978; Seagren et al. 1986; Smart and Elton
1976) remain valuable guides for alerting chairs to the likely
emphases and requirements of their work.

Impacts of Discipline on the Role of the Chair

An application of Biglan's departmental model to 1,646 chairs
in 32 public doctorate-granting institutions (Smart and Elton
1976) identified four major role areas for chairs: faculty, coor-
dinator, researcher, and instructor. Significantly, chairs in hard
departments spent relativeiv more time on their role as
researcher (obtaining and managing grants and contracts;
recruiting, selecting, and supervising graduate studeats) than
their colleagues in soft departments.

Further, chairs of soft departments spent more time in their
instructional role (teaching and advising students) than did
their colleagues in hard departments (Smart and Elton 1976),
supporting the finding (Biglan 1973b) that faculty in soft
departments expressed a greater preference for and spent
more time on teaching than faculty in hard departments.
Chairs of pure departments spent relatively more time on their
faculty role (planning professional development of faculty.
maintaining morale. and reducing conflicts) than their col:
leagues ir. applied departments and less time on their role
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as coordinator, and chairs of life system departments devoted
relatively more time to their role as researcher than chairs
from the nonlife system departments (Smart and Elton 1976).

Perhaps a major cause of these differences among depart-
ment chairs, related to the departmental differences among
faculty, is the chair’s previous experience as a graduate stu-
dent and as a faculty member within a discipline (Smart and
Elton 1976). While professional development programs for
chairs should have a broad focus because of the diverse and
complex nature of the tasks facing all chairs, such programs
should also recognize the distinctive demands and roles that
exist in different types of departments. Programs could be
of most value if they include specialized training in those
responsibilities where chairs spend a disproportionate amount
of time. Chairs of hard departments, for instance, might be
helped by enhancing their skills as researchers, while chairs
of soft departments would be likely to benefit from additional
development of their instructional abilities (Smart and El-
ton 1976).

A contrary perspective is that those chairs who lack par-
ticular skills could well benefit from acquiring them. Thus,
it would be appropriate to offer to all chairs, of both hard and
soft departments, access to specialized developmental activ-
ities to maxinize opportunities for departmental leadership.
A survey of 120 chairs in a large midwestern university and
four state colleges, testing Biglan's model in relation to chairs’
perception of their own develnpmental needs, showed that
chairs in the hard departments expressed the strongest need
for training in assessing relationships among departmental
personnel {Creswell, Seagren, and Henry 1980). Chairs from
the social sciences, on the other hand. perceived greater need
for development in: soliciting external research grants. The
needs for such training could well indicate skills not obtained
during graduate education or disciplinary socialization.

Elements of Biglan's model were extended to faculty per-
ceptions of chairs’ leadership in 80 academic departments,
both hard and soft (Neumann and Boris 1978). Effective hard-
discipline departments developed one-factor (task-oriented)
leadership only. Effective departments in soft disciplines, on
the other hand, developed two-factor (task-oriented and
people-oriented) leadership. Departments with low effec
tiveness adopted an opposite style of leadership for both hard
and soft departments. Thus, it is necessary to develop different
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styles of leadership for chairs in different discipline areas and
at different stages of the department’s development. Differ-
ences in discipline might provide a context for the admin-
istrative development of chairs (Booth 1982).

A study of factors important for faculty development and
departmental vitality stresses the way in which chairs from
a variety of disciplines emphasize communication, acquisition
of resources, and motivation to enhance productivity (Seagren
et al. 1986).

Academic Discipline and Training for Chairs
A number of organizations and institutions are now involved
in providing developmental activities for new and continuing
chairs (Bennett 1988; Creswell et al. 1990; Jennerich 1981),
among them the American Council on Education, the Kellogg
Foundation within the State University System of Florida, and
the International Institute for Academic Leadership Devel-
opment established by the Center for the Study of Higher and
Postsecondary Education at the University of Nebraska and
the National Community College Chair Academy of Maricopa
Community College (Seagren and Filan 1992). Some asso-
ciations and professional groups also offer regular develop-
mental activities for chairs in their academic area.

Department chairs are often confronted by the need to shift
away from discipline or departmental loyalty to embrace a
lovalty to the wider institution (Bennett 1988). Much of the
role conflict that chairs experience stems from such a shift.
Nonetheless, a small. often fugitive, literature concerns the
chairing of departments from the perspective of particular
disciplines. much of it in the form of conference papers or
in disciplinary journals and newsletters. Though the literature
is often anecdotal, impressionistic, and autobiographical
(Moxley and Olson 1988). it points to a need for more sys-
tematic research into how chairs from different disciplines
perceive the challenges of their position.

some professional organizations have already accepted
responsibility for a number of these issues. For instance. the
Association of Departments of English (ADE) has conducted
summer institutes for new English department chairs (Jenne-
rich 1981). Publications sponsored by the Modern Language
Association of America and the ADE Bulletin include articles
dealing with issues of concern to English and other tanguage
chairs (Burgan 1986: Millichap 1986). Gatherings of groups

The Department Chatr
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like the Conference un College Composition and Commu-
nication have also produced reflective papers on issues of
specific concern to English chairs, such as the chair's role in
facilitating relationships between literature and writing faculty
(Milne 1988) and the need for English chairs to receive in-
service training in budget preparation and financial manage-
ment (Moxley and Olson 1988). A survey of 150 English chairs
in universities with enrollments between 5,000 and 12,000
(Shreeve, Brucker, and Martin 1987) reveals a frequent need
for additional administrative and counseling skills.

Other disciplines. including theater (Whitmore 1988). psy-
chology (Kimble 1974, 1979), and engineering (Magana and
Neibel 1980), have also organized workshops for chairs or
have produced material to guide them. Generally, these activ-
ities have focused on issues of concern o all chairs, including
budgets. faculty development. hiring, and promoting, but have
had some emphasis on matters of concern to a particular dis-
cipline (see, e.g., Kimble 1974 on the need for psychology
chairs to develop skills required for chairing a large and grow
ing department and Magana and Neibel 1980 on the dangers
of becoming caught up in too much administration). Highly
developed skills of delegation are necessary if chairs are not
to lose touch with their research and their links to industry.

Summary
Types of institutions, the differences among types in the ori-
entation of faculty, the running of day-to-day business, and
approaches to leadership are distinct and widely discussed
in the literature. Less well known is how these differences
shape the orientation and behaviors of chairs. The trend—
and it requires extensive empirical support—is that commu
nity colleges and some four-year schools operate with a frame
work of chairs in an administrative role with strong powers
in the bureaucracy of the organization. In small liberal arts
colleges and the most prestigious universities, chairs operate
more as a team member or a colleague and often serve as
chair temporarily or for a specified period of time. Thus, the
most distinct differences by type of school might be reflected
on a continuum from a team, faculty oriented model of lead
ership to a more bureaucratic approach of an “administrator.”
These differences are seen maost clearly in efforts to train
and develop chairs in different institutional settings. To relate
affiliation with a discipline to chairing presents an even




greater challenge. Given the differences in time spent on roles
and tasks. authors call for a sensitivity to differing roles and
tasks in training and staff development for chairs. This sen-
sitivity could be most apparent in professional organizations
that have developed workshops and training seminars for
chairs from their own disciplines. An examination of the lit-
erature of these professional organizations and a review of
their professional meeting programs suggest that topics for
chairs address timely issues, such as budgets, faculty devel-
opment and evaluation, hiring and promotion, staff. and the
impact of size on the functioning and operation cf the
depértmem.

The Depariment Chair
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FUTURE CHALLENGES FOR THE CHAIR

Given the ambiguity of the chair’s role and the relatively high
turnover of chairs in many departments, clarifying the expec-
tations of the position and commitment to continued devel-
opment of chairs should be emphasized to a greater extent.
Readers are encouraged to consider their needs and to use
the various materials to make a “do list” for continued
improvement. A basic agreement or job description can be
clarified through the use of a checklist of roles and tasks that
can form the basis for exchange with faculty and upper-level
administration. Beyond the focus on the present chair’s
responsibilities and continuing development, it is proposed
that chairs promote the development of their successors and
department leadership in anticipation of the department’s
future needs.

Chairs occupy an ambiguous role because they are neither
fish nor fow!l and as 2 result of the variation in responsibilities
across institutional types. Seldom is the role circumscribed
through a job description or other document. Many chairs
complain that with lack of clarity and little orientation, they
learn by trial and error or even trial by fire. As a result, turn-
over among chairs has increased (Carroll 1990; Creswell et
al. 1990), with the average tenure about five years. Under
these circumstances, chairs should be provided the means
or tools to define their work so as to facilitate their ef-
fectiveness.

An Effective Agreement
Increasing public scrutiny and calls for accountability have
placed more emphasis on departmental leadership. New ways
to forge agreements on roles and responsibilities are needed,
as new demands are being made on chairs with limited train-
ing for the position and, witlt considerable turmnover, fewer
chairs with experience are available. A checklist of roles and
responsibilities synthesizing the literature (see Appendix A)
helps administrators and chairs to clarify roles and tasks (see.
e.g., Creswell, Seagren, and Henry 1980; Creswell et al. 1990;
Dressel, Johnson, and Marcus 1971; Heimler 1972; Mclaugh-
lin, Montgomery, and Malpass 1975; Norta 1980; Smart and
Elton 1976; Tucker 1984).

The following procedures are suggested in the use of the
checklist in Appendix A:

* Independently work through the list. Mark areas of respon-
sibility or nonresponsibility. Indicate the extent of your

The Department Chair
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responsibility regardless of how you marked the first cat-
egory. And then determine vour level of competence in
each task or responsibility by indicating the professional
development needed.

» Determine who should be involved in clarifying roles and
responsibilities. Although this requirement could vary by
institution, your immediate supervisor and faculty or fac-
ulty representation are crucial.

s Exchange the checklist and discuss commonalities and
differences.

* Develop an agreement emphasizing major roles, specific
responsibilities, means of resolving differences, and pro-
fessional development needed to address responsibilities.

* Finalize an agreement clarifying those involved.

Certainly responsibilities will vary, not only because of dif-
ferences in the expectations of individual chairs but also
because of the nature of the institution and the size of the
department. In a large department in a research-oriented insti-
tution, for example. the chair might not be expected to teach
classes or to participate directly in academic affairs. In a small
department or division of a small liberal arts college, on the
other hand, the chair might have major responsibilities for
instruction and few direct responsibilities as a chair. Profiles
of chairs often differ, and no one set of responsibilities is right
for all situations. Those included in the determination of an
agreement might also differ.

Leadership Frame(s) Needed
Presidents and other upper-level administrators are expected
to provide mstitutional leadership, including symbolic and
transformational leadership (Bennis and Nanus 19835; Ben-
simon, Neuinainn, and Birnbaum 1989; Burns 1978; Cameron
and Ulrich 1986). The same expectation needs to be encour-
aged from chairs.

Leaders can use four frames or “lenses”™ 1o reframe
Giganizations:

* Human resvurce frame, cmphasizing new skills, oppor-
tunities for involvement, and providing support. (See
Creswell et al. 1990 for 2 more complete picture of this
frame, with many strategies and activities of chairs to
empower faculty.)
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Structural frame, emphasizing clarity of roles and rela-
tionships. Structural considerations are central to a chair's
responsibilities and are a common focus in organizations.
Political frame, focusing on creation of arenas so issues
can be negotiated.

Symbolic frame, emphasizing interpretation and reinter-
pretation of events (Bolman and Deal 1991).

Given the changing environment of higher education, chairs
should develop the flexibility to use all four frames. Over-
indulgence in or dependence on any one frame can lead 1o
the chair’s ineffectiveness. For example, the symbolic frame
requires tne ability to move to a new level of understanding
through the use of metaphors, new interpretations, and events
that symbolize change. Without reframing, events will con-
sistently be interpreted to keep the status quo. For example,
if a department desires to be at the forefront of its field, the
image might be of creating the wave :ather than riding or find-
ing the wave. The symbolism is focused on the creative pro-
cess as the priority rather than the nuts and bolts of im-
plementation.

Changing the frame of reference for a department is not
simple. Awareness of the different frames, observation of oth-
ers effective in their use. and practice in using them with feed-
back about effectiveness can all be helpful in bringing about
change. Chairs can also use other faculty in their unit with
talent in the use of any of these frames to encourage depart-
mental change.

Chairs often show an understanding of structural and polit-
ical frames. possibly because of their experience and obser-
vations in institutions. but they might need to become more
familiar with a human resource frame and a symbolic frame
(sce, e.g.. Creswell et al. 1990 illuminating the chair’s role
in facilitating the faculty’s growth and development). With
an aging faculty and many new faculty. chairs will face a more
bipolar faculty (Schuster. Wheeler. and Associates 1990).
requiring constant attention to creating new opportunities
and providing the structure and support fur faculty to be suc-
cessful. Use of such programs as sabbaticals. leave without
pay, and professional development leaves will help faculty
move to meet the demands. (See Menges and Mathis 1988
for a useful list of strategies to encourage and support faculty,
and Boice 1992; Jarvis 1991; and Sorcinelli and Austin 1992

The Department Chair




for strategies to develop new faculty. These resources provide
suggestions for orientation to the institution, support mech-
anisms, and strategies for development of faculty in teaching.
research, and service roles.)

Issues Chairs Must Address

Key issues that will face chairs and require leadership during
the 1990s and beyond can be seen as contributing to the goal
of enhanced departmental and institutional prestige through
individual professional empowerment. Chairs need to discuss
the issues with faculty and to devise appropriate strategies

for dealing with them. A key focus needs to be on the way

in which the department’s response will lead to the strength-
ening of its members and of its disciplinary and organizational
standing.

The current decade has already produced new pressures
and opportunities. Education is being called upon to address
and solve national problems. Chairs are now required to lead
their department’s response to major issues and changes
occurring across higher education (Bennett 1988):

* Quality control. The strengthening of academic standards
is a major concern in the face of allegations concerning
the declining value of a college degree and the need to
ensure that students receive the education they deserve
at a reasonable cost. Some higher education institutions
have used Total Quality Management and Continuous
Quuality Improvement (Sherr and Teeter 1991) because
of this concern.

Dirersity and gender. Many more women are now com-
pleting graduate school and will significantly change the
face of higher education employment, including positions
of leadership (Waerdt 1990).

Funding Alternative sources of funding must be devel-
oped as the relative proportion of public support for
higher education continues to decline. Community col
leges and research universities will find increasing com
petition for funds. Certainly for the remainder of the
1990s, chairs will have to address finding alternative funds
and reallocating resources. Chairs will need to play active
roles in fundraising and institutional development (Breg
man and Moffett 1991; Layzell and Lyddon 1990; Summers
1991).
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o Faculty recruitment and retention. The 1990s and the
early vears of the 21st century will see many faculty retire,
creating a major opportunity for chairs to hire and de-
velop outstanding new faculty. Because of declining
numbers of graduate students in the 1980s and 1990s,
many observers predict a seller’s market. Chairs will need
to develop a competitive edge to attract and retain the
faculty they want and need to maintain quality (Hynes
1990).

Professional development. Calls for greater accountability
and demonstrated efficiency will grow, placing substantial
pressure on all chairs to indicate how their facuity are
equipped to deal with new knowledge and concemns.
Chairs themselves will need to undertake developmental
activities in administrative and other tasks (Sorcinelli and
Austin 1992).

Faculty workload. Increasing scrutiny of the outcomes

of higher education, especially by state coordinating
authorities and state legislatures, will lead to greater calls
for firm guidelines for faculty workloads and professional
commitments. Chairs will need to play a leadership role
in develcping appropriate means of devising and mon-
itoring these guidelines (Boyer 1990; Yuker 1984).
Evaluation. Competition for vacant positions and public
pressure will heighten the need for effective and con-
tinuing faculty evaluation. Regular post-tenure evaluation
will facilitate professional development, requiring chairs
1o engage in career planning with faculty (Creswell et

al. 1990: Licata 1986:; Seldin 1984).

Minority students and faculty. The opportunity for much
more minority participation in all programs and in com-
petition for faculty positions will require complex and
sensitive leadership. Minority administrators (including
chairs) will be in a special position to assist in these pro-
cesses (Green 1989).

Fthics. A pressing need exists to ensure that institutions
of higher education have come to grips with the daily
implications of their ethical principles and that faculty
and students are aware of them. Chairs are responsible
for ensuring that ethical considerations are part of the
normal deliberative processes in their area (Cahn 1990;
May 1990). Issues of academic freedom and accountability
and shifting priorities for faculty have important ethical

The Department Chaiy
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implications. Chairs engaging in collective bargaining
are encouraged to understand fully any dimension of a
bargaining agreement that affects their roles and
responsibilities.

Professional and Departmental Development

Chairs must be active in identifying and addressing their own
professional development. Too often the daily press of activ-
ities takes precedence, and personal and professional devel-
opment is deferred. Chairs should build an agenda to con-
tinue to grow and develop just as they encourage their faculty
1o develop. Chairs might want to consider the following areas
in their plan.

Identify and upgrade skills

Consistently in the literature, chairs cite the need to improve
their negotiation and conflict-resolution skills (Bennett 1983;
Tucker 1984). In changing times, these skills become even
more crucial. But other skills are necessary as well: evaluation,
communication, long-range planning, pubtic relations, polit-
ical maneuvering. Fortunately, chairs have many means avail-
able for their development (sce Green and McDade 1991):

Mentors. Chairs can often gain perspective and guidance
from on-campus and off-campus mentors, perhaps more
experienced chairs or upper-level administrators.
Reading materials. A number of substantive newsletters
are now available, and an increasing number of hooks
and articles focus on chairing.

Workshops/seminars. A range of activities is provided
nationally by the American Council on Education, the
Institute for Academic Leadership Development, and
regional and on-campus programs.

Tests and self-assessment instrioments, Many leadership
style assessments are available for development. The
Departmental Evaluation of Chairperson Activities for
Development instrument from Kansas State University
provides a good baseline for chairs.

Conferences. National confereiices, such as the Kansas
State Chair Conference and National Community College
Chair Conference, and individual disciplinary societies
provide chair oriented activities associated with a national
or special meeting,
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o Learning groups. On a number of campuses, chairs have
formed groups that provide some learning experiences
and continuing development activities.

Work projects. Often work experiences can be tailored

to encourage protessional development through projects
or new Lasks.

Networking Exchanging information. ideus, perspectives,
and resources is crucial to success. Evaluations of con-
ferences often indicate that networking was of greatest
value, and chairs frequently rank their discussions and
exchanges as the highlight of conferences and workshops.

Develop learning processes
Reflective practice (Argyris and Schon 1978: Schon 1983) and
systems thinking (Senge 1991) provide means of analysis to
clarify and learn from difficult problems. These learning pro-
cesses require constant practice, but they can be most helpful.
They often lead 10 learning in groups in which feedback can
be provided and reflective analysis accomplished.

Use of these learning processes can lead to major concep:
tual and behavioral breakthroughs. For example. chairs,

through reflective practice in tackling a problem that did not
come to a satisfactory solution, might be able 1o see that their
actions did not fit their espoused theory of action. With a com-
mitment to analysis. theory and practice can become congru
ent {see Senge 1991).

Design a professional development plan

Chairs can design a professional development plan v address
their needs. perhaps using the worksheet in Appendix B.
Chairs can address any number of areas in their professional
development, including:

¢ Routine areas that occur repeatedly. such as scheduling,
budgeting, registration, and correspondence.

s Problem-soleing areas that require either a long- or short
term solution, with the emphasis on i solution for the
present as well as for the longer term.

s hnovative or developmental areas that require redesign
ing, such as a redesigned curriculum. new programs, or
new degrees,

s Professionad growth, which might include planning. con
flict management, evaluation. and budgeting,

The Department Chear
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o Community service, which might include town gown rela-
tions or the role of the institution in the community. The
plan might include providing economic development
training or support for community agencies.

* [ustitutional priovities or institutionwide di - ctives, which
might include retaining students, excetlence in teaching.
and more and bigger grants.*

Chairs can use these categories as a format for designing
their professional development plan and might also want to
incorporate institution- or discipline-specific categories. What-
ever format is used, however. chairs should engage peers and
upper-fevel administrators in developing, supporting, and
implementing the plan.

The Future of the Department

Perhaps the most important responsibility for the department
chair is included in fostering departmental leadership. Four
areas are important to the future of the department.

Create, develop, and maintain

departmental data bases

For a unit or department to continue to be understandable
and its leadership assumable by others. departmental data
bases. structures of governance. and decision-making proce
dures should be well defined and documented. More than
just shuftling papers. chairing involves a commitment to build
the necessary structures and processes to keep the unit func
tioning cffectively and efficienty and to provide evidence for
identifying the need for change and for evaluation.

Mentor others as leaders

The chair is central in encouraging the development of tead
cership through assignments and the creation of opportunities.
The chair not enly develops the leadership ability of alf faculty
but also promotes the possibilities for formal leadership--
including chairs of the future. In some instances. a faculty
member might be designated the next chair and released at
least part time to apprentice for the position, becoming
involved in scheduling. budgeting, and other departmental
functions. Institutions should support these efforts to increase

*C Bland 1989, personal communcation.
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efficiency, promote excellence, and avoid the trauma often
associated with change in leadership.

Prepare for one’s own demise

Chairs need to think and plan for their exit from the position
0 that they will leave at an appropriate time in their profes-
sional and personal lives (Kimble 1979). Too often. chairs
allow circumstances—including pressures to stay because no
new leader is available or because the change would be
departmentatly or organizationally inconvenient—to influence
their decision about when to step down as chair. Such situa-
tions are not in the tong-term interest of the chair, the depart.
ment. or the institution.

Encourage ongoing vision and planning

Jor the department

The literature on depurtments and chairs contains little dis
cussion of long-term visions for departments. Departmental
leadership cannot afford to be short-sighted, however. Dis-
cussions about the current and future stages and needs of the
department ensure the projection and development of needed
leadership. To achieve the department’s stability and conti-
nuity of leadership requires a serious cornmitment and under-
standing that planning is more than hiring good people and
maintaining the usual routines.

Recommendations to Improve the Chair's Effectiveness
The following recommendations for chairs, higher-level
administrators, researchers. and policy makers can improve
the selection, training. and practice of chairs. The recommen
dations for faculty can make those tasks easier for the first four
groups.

Chairs

* Gain a clear wuderstanding of your role and tasks in
aceepting or continwing in the position of chair. Update
vour roles and responsibilities if yvou are already in the
position. Given the variety of institutional types, individ
ual talents, and units” needs, negotiate priorities and
agreements, using the suggested checklist of roles and
responsibilities o aid in clarification.

o Make time 1o develop a professiona development plan
Sor yourself. Simply learning on the job is not enough.

The Department Cheair
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Include mentoring, peer learning, and targeted workshops
and seminars in your planning.

* Keep your oun career plans well in mind. Whether vou
intend to return to your faculty position or move to
another administrative position, set some time frames
to examine vour progress and level of satisfaction. Maua-
tain control of your career with long-range planning and
do not succumb to pressures from others.

Higber-level administrators (vice
chancellors and deans)

* Expect and encourage chairs to negotiate agreenients on
roles and responsibilities and to set out scenarios for their
careers (five years as chair, then back to the faculty, on
to another administrative position, or a new decision
about whether to continue an administrative career).
Expect and encourage chairs to prepare and follow a pro-
Sessional development plan that addresses concerns und
Juture directions. Develop a process for providing per-
sonal and financial support as well as suggesting activitics
to accomplish the plan. Provide mentoring if appropriate
and desired.

Eapect and encourage the unit or departinent to incor-
porate long-teym planning that considers future needs

and emerging leadership. This planning should be con-
sidered just as important as which faculty are selected,

what courses are taught, or how much financial aid for
research is sought.

Researchers

* Study departments and chairs in longitudinal situations
to clarify and encourage departwmoental planning and
leadership derelopment orer extended periods of time.

» Examine the process of how chairs negotiate agreements
about their roles and responsibilitios, seeking o identify
differences in institutional patterns. Examine expectations
across varying stages of the department.

* Study stvles of leadership. skills, and frames of reference
of chairs in departments making successful changes.
Chairs who use all of the organizational frames, including
the human resource and symbolic frames, would be
expected to he more successtul.
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Pciicy makers

* Place a greater priority on chairs as academic and sym-
bolic leaders to be able to help departiments meet continu-
ing changes.

o Understand the complex nature of chairing a department
and iLat no one model will meet all the needs. Encourage
experimentation.

o Reward or encourage the rewarding of owtstanding per-
SJormance by chairs.

Faculty

* Recognize and encourage long-range planning and lead-
ership development in the department. Do not allow con-
tinued leadershin by expediency rather than thoughtful
and continuous planning.

o Commit to continued professional development for all
higher education personnel, including your chair. This
development must be more than disciplinary work and
should include planning. communication, and activities
that make a well-rounded professional.

Summary

Given the ambiguity of the chair's role and the high turnover
among chairs, chairs need to negotiate agreements on roles
and responsibilities to clarify expectations for them. Chairs
need to use all four frames—human, structural, political and
symbolic—in providing leadership for the department. Chairs
must recognize the issues they will fac~ in the 1990s: quality,
diversity and gender, faculty recruitment and retention, pro:
fessional development, faculty workload. evaluation. minority
students, the faculty and ethics. for example. Chairs should
develop a plan for their own development ard clarify present
and future needs of the department.

The Department Chair
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