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1. The basic questions of the research and their jusication

1.1.The relevance of deans as the subject of research

According to mainstream higher education resedhghtertiary education of developed
countries has been characterised by massificatiertyansformation of the institutional
system of research, decreasing public fundingtrénesformation of the role of the state
and increasing competition in recent decadBardgkonyi [2004b]; OECD [2008];
Haldsz [2009]). Due to these changes, not only have newices and technologies
appeared in the institutions (such as IT systemuger centres, student counselling) but
the techniques used in business management havbeds gradually introduced in the
operation of universities, such as controlling, HBfrategic planning, quality
management and benchmarking syste@gofn [2006]). Thus, the governance and
management systems of the institutions of highercation have undergone significant
transformation. As operators of the new serviced aranagement techniques, the
importance of institutional management and admigigin — with regard to the
resources used and the number of employees — basaged Gornitzka, Kyvik et al.
[1998]; Gornitzka — Larsei2004]), and their roles have changed significa(eichler
[2001]; Barakonyi[2004a]).

However, during the introduction and analysis oéskn processes, as well as the
examination of the changes in roles, institutionednagement is considered to be
homogeneous and cohereltignot-Gérard[2003]); moreover, overtly or covertly, it is
identified with the senior management of the in$tin, thus, a more differentiated
approach towards the institutional management issimj. As a consequence,
significantly less attention is paid to middle mgee such as the deans and heads of
departments, although they are the key actorsetrimsformation procesSdntiago,
Carvalho et al[2006]). Hence, this is the level at which the neanaging techniques
can be implemented in everyday practice, in theéecdrof resolving actual problems, so
the transformation of higher education managemegsitems is realised at this level.
Namely, it depends mostly on mid-level managers tidrethe strategic approach,
controlling, quality management and the other teqpes indeed operate in the
institution or they are simply stuck at the levdl falfilling external expectations
without having any impact on the everyday life beé tinstitution (see e.d.ozeau,
Langley et al[2002]). Thus, mid-level managers — in Fulton’ghly critical wording —
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“are soldiers fighting in the front line of the rganisation processF(lton [2003]
162.0.). The importance of their role and alsccastradictory nature is highlighted by
the fact that the transformation of tertiary edigrat- and the management system in
particular — is far from being without argumentsd atonflicts, as many professors
regard it as the betrayal of the mission of unites while others feel it to be losing
social status, deprofessionalisation; moreoverepadsation.

In my research, | undertake the analysis of thensleposition. The reason for my
choice of them (over the heads of departmentg)aslitsee their responsibility as more
significant, while their position more difficult dnmore abundant in role conflicts than
those of other mid-level managers at universigssthe deans have to face considerable
organisational and contextual complexities, thesguwee to decide, conflicting
expectations and a restricted space for manoeuwreeaame time. All this originates
from the fact that the contradictions emerging frtma transformation of the higher
education system are particularly apparent in tbhage as it is their responsibility to
harmonise, on a daily basis, the academic, econandcadministrative spheres of the
institution, as well as external expectations. The inconsistencies between these
factors become palpable at the deans’ level — piiynan the increasingly strong

controversies of the expectations towards them.

1.2.Antecedents of the research

The reflections upon the deans’ particular posijtibmitially with low intensity, have
been present in American higher education resesinde the 1960s. As a consequence,
numerous role models were born (such as thos&Vbiverton and Gmeclf2002],
Maghroori and Powerg[2004], Krahenbuhl[2004], Martin [1993]). However, in
Europe — at least according to the sources availtdsl me — the question has been
addressed highly sparsely, occasionally even dimee1990s. The reason for this may
be that in the United States, the marketisation avabsification resulting in the
transformation of the governance of universitied #ivat of the dean’s role had finished
by the 1960s, while in Europe, it only startedhie 1980s and the 1990s. This is what
makes the analysis of the research questions plariic interesting in Europe and in
Hungary. That is, the question what it means toabeean in an environment
transforming significantly in a short period of #nand by what sort of conflicts and

tensions it is accompanied cannot be answeredngelgin the mostly American



accessible literature, as the latter devotes liiteention to the question what
relationship there is between the organisationafatteristics of the university as well
as the transformation of the higher education sysiad the specific characteristics of
the dean’s position and the changes of his/her. Merefore, it is unable to reflect
upon the transition that is taking place in Eurapd in the higher education systems of
Central- and Eastern-Europe in particular. Nor dbesAmerican literature reflect on

the deans’ “sandwich-position”, that is, on deaesi¢p middle-managers.

1.3.Research questions

As for the analysis of the dean’s position, twogjisas arise from the above:

1. What role or roles do deans have in Hungarian higheeducation
institutions?

2. How do deans perceive their own role as deans in lHgarian higher
education institutions?

The first question refers to what collective expéons the person in the dean’s position
has to face, what kind of role or roles are atteduto them or, in other words, what
being the dean of an institution means for the miggdion. With the second question, |
am examining what being a dean means to the deamsli@iduals, namely, how they
process the collective expectations, how theyedlmthem, what kind of interpretations
and expectations they have of their role and whal tdo to establish collective

expectations as well as make their own interpr@tataccepted.



2. Methods used during the course of the research

2.1.The theoretical framework of the analysis

The research questions focus on the (self-)expentatowards the dean, the analysis of
the dean's roles. The role is nothing other tharepertory of accepted behaviour
patterns, behaviours and attitudes considered lengpetogether and appearing as a
generally accepted expectation towards an indiVidua certain position or situation
(Bailey — Y0sf2000]; Turner[2001] p. 233). Many roles may only be interprétalith
their partner roles and altering roles, as onlg thay may the content of the role under
discussion become meaningful. For instance, thergups role becomes clear only
together with the role of his inferior; the selkewith the buyer’s, the teacher’s with the
student’s. Consequently, the analysis of rolesndisdly means the examination of the
relationship between individuals and social systemsach as organisations or society —,
namely, how a particular social system influenéesihdividual's behaviour (as well as
self-interpretation and the identity) through tbées and vice versa.

The theoretical framework of the analysis of tharde role is provided by the symbolic
interactionist approach. According to this approdtie role of the dean is a social
construction. In the interactions, the dean andharspartners behave in accordance
with this system of beliefs; therefore, in theseiiactions, the image of the dean’s role
is under continuous reconstruction and reproductihich stabilises the dean’s
behaviour as well. The dean’s role implicitly etgdhe expectations related to the tasks
and activities of the role partners. The descriptwd the interrelations of roles, in fact,
means the description of the operation of the asgaion. Therefore, role interpretation
embedded into the belief what the university i ldnd how it is supposed to (should)
be operating, which | call the narratives. Fromthit follows that it is necessary to
reveal the narratives of the organisation as welbrder to understand the role of the

dean.
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2.2.The narratives of the university and the initial interpretations of the
dean’s roles

The analysis of the theoretical framework led te tbonclusion that the role
expectations towards the dean are incorporated thrgonarratives of the university.
Based orMcNay[1995]'s model of university culture as the stagtpoint, | distinguish
between four university narratives: the collegiubureaucracy, the entrepreneurial
university and corporation. The basic differenceswieen the narratives may be
apprehensible along two dimensions. One of thethasway of policy-making while
the other is identical with the strictness of imnmpénting policies. Thus, the two
dimensions organise the narratives according to tiwy relate to the two essential
characteristics of the university: its professiomature and fragmentation.

In the light of the narratives defined along thése dimensions, | have reinterpreted
the potential roles of the dean, giving them metajglnames: the idealised dean of the
community is the hero, the bureaucracy’s is thevipgey, at the entrepreneurial
university, the dean works as a catalyst whilédandorporation, the dean is essentially a

strategic player.



The Narratives of the University

Loose control of implementation
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Due to the lack of empirical sources related torthles and experience of deans, the

research is explorative research, the aim of wiscto understand “deanship” and to

deepen the concept of the dean’s role. This agwebsthe logic of “grounded theory”,

in which theory (the dean'’s roles, the organisatiancorporation and changes of roles)

develops alongside empirical data collection (Gl&teauss [1967], cited iMaxwell

[1996] p.33).



Summary of the Narratives of the University
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Summary of the Narratives of the University
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2.3.Data collection processes

The explorative nature of research and the symiimiéractionalist approach selected as the
theoretical framework justify the application of ajtative research techniques and data
collection procedures. Accordingly, my primary datdlection method is the semi-structured
interview. However, the validity and reliability othe conclusions drawn from these
interviews should be refined by additional inforroatcollected (triangulation), which in the
current research is provided by document analydiservation as well as statistical data
gathering.

Document analysis: To understand the dean’s fonmoeaition as well as the situation of
faculties, | examined the higher education laws sigghificant regulations having been in
effect since the change of regime; furthermore2011-2012 | reviewed the Rules of
Procedure of all state institutions and some ofdimployment statutes, and | analysed the
institutional websites as well. The aim of the esviwas to carry out the comprehensive
analysis of the deans’ environment as well as dleatification of the tendencies and factors
affecting the situation of faculties.

Statistical data gathering: | collected the mogh#sicant statistical data related to faculties,
reviewed the faculty websites and analysed the dlg2¥is. Data gathering had been carried
out in August 2010 and as a result, the most sagmt data of the 150 faculties operating in
Hungary and deans were summarised in a table. Wéwsfurther refined in 2011 and 2012.
The results enable the identification of not orthe tdeans’ general characteristics but the
general expectations towards them as well.

Semi-structured interviews: the primary sourcedaif regarding the deans' life situation are
the deans themselves; therefore, | used the ietesvio be made with them as a basis for
formulating the question about sample selectionth&t beginning of the interview-research
(in June 2010), 150 deans were in charge in Huagdrigher education. During the sample
selection process, | primarily applied the maximuariance methodMiles — Huberman
[1994] p. 28) since | believed that the analysidle&ns being in significantly different life
situations enabled the documentation of a variétoles and experience while, at the same
time, it also allowed for the identification of comon patterns.

Apart from the active deans of the selected insitis, | also contactetbrmer deans who
had completed their tenure the year before thearese and who could provide their opinion
from a different, more reflective position. The dmarole partners also contribute to the

construction of the role of the dean, out of thpadners | involved theenior managers of



higher education institutions the research. The purpose of conducting inegrsiwith them
was to better understand the institutional conaext the expectations towards deans.
Eventually, | conducted interviews with 30 (incumbeoutgoing or future) deans and
8 senior managers of seven higher education itistist The approximately 44 hours of
audio material had been transcripted literally, thiime of the transcription was 700 pdges
The processing of the interviews was carried oweiveral rounds, using the Nvivo software.
In the first round | had coded 4-5 interviews apmlythe open coding metho&tfauss —
Corbin [1990]); based on this and the original interviewestions, | created a fixed,
hierarchical code system. All the interviews wepded in this system. Afterwards, in light of
the experience gained, | revised the code systehremoded the interviews where necessary.
The analyses were implemented on the basis okttwled interviews.

During the analysis, | examined every interviewgai@ast the role concepts defined earlier on
the basis of the literature, then | attempted fmeeand specify the initial model accordingly.
In addition, | also examined factors such as thendemotivation, their typical and atypical

career paths or the general practices of electihepa.

2.4.Validity, Reliability and Generalisability

| aimed to increase thalidity of the research by applying the researcher’srelfction and

a research journalGelei [2002]), seeking out contradictory data and cas#bl constant
awareness as well as applying triangulation (gatbetifferent types of data, using various
analytical techniques). Another method of consadigdpvalidity is the collection and analysis
of abundant data (which was provided by the aceuranscriptions of the interviews).

| supported thereliability of the research with the transparency of dataecttin and
processing as well as by the diverse methods @& dathering Miles — Hubermar{1994]

p. 278; Bokor [2000]; Gelei [2002]). It is important to indicate that the addility of the
research is weakened by the partial lack of tramesgy caused by the anonymity ensured for
the interviewees.

Generalisabilityis looking for an answer to the question to whdémet the experience gained
in the research is relevant beyond the immediatéesd of the analysis. Generalisability may
refer to the study population (internal generaligglp or to a more general population

(external generalisability). Qualitative researglia be generalised primarily within the group

1] would like to thank Virdg Ladencsics for typing the text of the interviews.
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(Maxwell [1996]), which | was trying to achieve by applyittge maximum variance sample
selection method on the one hand, and by a detateatiuction of the characteristics of the
sample on the other hand (providing the opportufdtycomparison with other samples). A
further means of enhancing generalisability waspeung the interpretations of the dean's
role with “dense descriptions”, on the basis of etthihe reader may identify the conditions
identical with his/her situation.
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3. The results of the dissertation

3.1.Findings on the changes of the context of higher adation

The findings on the changes of the context of higduication originate from the interviews,
statistical data gathering, the analyses of thislltgon and the literature related to Hungarian
higher education.

1) The relationship between the state and higher ¢idnchas been hectic. The reason for this
Is congestion, namely, that following the changeegfime, all the processes that had taken
place gradually, for 30-40 years in developed Wasteuntries commenced simultaneously
in post-socialist countries. These processes oedunithin the considerably unstable legal
and normative frameworks of the change of the secanomic regime, as a result of which
there was no real possibility of the consistent lenmgentation of mature higher education
concepts. Thus, numerous higher education narsatigeeloped parallel to each other:

— the modernising-idealising-traditionalist Humbodditi narrative, which is equivalent
with the community narrative;

— an anti-state, pragmatic Humboldtian (post-sodjaisrrative, which is equivalent
with the community logic rooted in anti-bureaucsatj

— a pro-state narrative rooted in the anti-marketaggh, which means a logic refusing
the market and believing in the protective, regulatand controlling role of the state
(bureaucratic narrative), and finally,

— a pro-market logic, which urges the “emancipatiof”institutions and their taking
responsibility as well as the extension of theiacg for manoeuvre and business
actions (entrepreneurial-corporate logic).

All this resulted in a hectic and unreliable regoitg context as well as the appreciation of
legal background knowledge.

2) The expansion of higher education, the transfownatf the education programme
structure and the changes in the expectations angpasition of the group of students
significantly increased the operational complexitythe institutions, which posed challenges
for the management both at institutional and fgdelvels.

3) Regarding the transformation of the institutionausture, a growth in the number of
faculties is a well-perceivable tendency, represgtrdtlearly by the fact that the number of
faculties and institutes functioning as facultieereased significantly (from 66 to 135)
between 1987 and 2009. Obviously, one reason frrite is the institutional integration

12



process, within the framework of which previousideépendent institutions were incorporated
into others as faculties. However, the spontangpawath of the number of faculties is also
significant.

4) The other essential tendency affecting facultieghéschange of their sizes. In terms of the
average number of students, the size of facultieeeased significantly (from 866 to 2245
students); however, the indicator based on the eurablecturers suggests a decrease. All
these have prompted an increase in the complekityeadean’s tasks as well.

5) The regulations related to the internal structuirdnigher education institutions became
gradually more lenient between 1985 and 2011; tbe¥ethe process of establishing new
faculties was significantly simplified, the transfmation of the faculty structure was
practically brought under institutional competence.

6) The institutional integration process in 1999 ciimired greatly to the rise of the number of
faculties (thus, that of deans). However, the peadso triggered growing internal tensions,
which was also apparent in the interpretationshef dean’s role during the interviews. In
hope of seizing negotiating positions, the intagratprocess itself also catalysed the
establishment of new faculties.

7) As for the administrative structure of the insidas, central administration tasks
underwent significant differentiation, a large nienbf new central units came into existence.
With regard to the relationship between the ceatnd the faculties, two general models
evolve: a decentralised model, in which the ceh&tge only a few functions, the majority of
the operation and implementation of tasks is predidy the faculties, and a more centralised
model, in which faculties may be responsible fotyoa few tasks independently. This
determines the dean’s powers as well as the coritypleitheir duties.

8) The two traditional models of the intra-faculty ustture are the chair-system and the
department-system. A shift from the chair systemtaisng place in Hungary; however,
several of its elements (the virtually lifelong tee for the heads of departments, the
differences in the statuses of department headsire

9) As for their internal structures, faculties maydme-level ones (only the department or the
institute) and two-level ones (departments withie institute). Approximately half of the
faculties have a one-level, while one-third of théave a two-level structure. There are
significant differences between the individual fiies in terms of the average size of the
organisational units within the faculty. As a caqmsence, great dissimilarities can be
observed in the homogeneity/heterogeneity of fasltwhich influences to what extent a

dean may be a professional as well as an admitnstiaader.
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10) Regarding the financing system, an important figdsthat 70—80% of the institutional
revenues are received from state resources; thesnstitutions depend highly on the state.
On the whole, the income from commissioned rese#&chonsidered low. The market
exposure of the institutions is insufficient, itresalised mostly through the application system
of students.

11) Regarding the allocation of resources within thgtifation, there are also two models
having evolved on the basis of the interviews:ha tlecentralised model, the incomes are
received by the faculties and they “finance badi€ tentral units, while in the centralised
model, the subsidies are received by the instiytishere — in accordance with a certain
principle — the expenses are financed and the atsdanthe faculties are determined. The
allocation of resources between the faculty anditiséitutes/departments is implemented
along a similar logic.

12) Direct state subsidies are allocated in a formadlgmative system; in practice, however,
from an institutional point of view the normativlbogation of subsidies is less effective due
to the frequent changes of the amount of the navenatid on the one hand, and partly
because the potentially decreasing amount of narenatid has characteristically been
compensated for through other channels of finandingm a faculty point of view, however,
normative allocation within the systems applyingdecentralised internal allocation of
resources indeed results in competitive allocatisimce the allocation of resources is
implemented predominantly in accordance with tiggslative provisions and the faculties are
not compensated for the changes occurring hereiléWbnstantly increasing the number of
students is not necessarily rational at the insoibal level, for the faculties, it is.)

13) The interviews confirmed that the allocation methddr state-financed basic-degree
places introduced in 2005 are disadvantageousisbitutions and colleges outside the capital

and discriminate against them in favour of theiin8bns and universities of the capital.

3.2.Findings on the dean’s characteristics

14) The dean’s is an elected position, the electiorcgss itself is carried out in a complex
field of force, which is aptly represented by treiggation evolving through the interviews
about the election process and its significant ractdhere were four (or five) different
narratives related to the significant actors: thenpetitive “I apply and win” attitude, when
the dean's own intentions are in focus (a speedision of this is when although the election

was competitive, the dean in question did not aersit necessary to talk about the election
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process); accepting deanship to satisfy the requfefstctions, reports emphasising the role
and legacy of the previous dean and accepting Hgangon request by the rector's
management (the latter may be the result of a camsgolicy or exigency). It is worth
mentioning that among the 22 cases in which theunistances of the election were
sufficiently described by the deans, there werg adlcases with at least two candidates, and
there was only one case in which a candidate regl#fite incumbent (and re-running) dean.
As a consequence, the dean’s position is not amwinmingly attractive one (several
comments from senior managers suggested thisgléicons may have been pre-arranged or
due to strong self-censure, no competition forpgbsition evolves.

15) The position of the dean is a temporary one: higitkrcation laws — apart from some
exceptional periods — mostly allowed deans to ranmaitheir positions for two cycles at
most, that is, for 610 years. After this perideyt must skip a cycle. This obviously reduces
the possibility of the evolution of a professiogabup of deans and affects the deans’ future
visions, their motivation related to deanship. 99Pthe incumbent deans in 2010 had been in
charge for 8 years at most.

16) Legal requirements for professional experience toecgradually more lenient between
1985 and 2011; however, the strict former regutetiovhich had only enabled the associate
professors and university/college professors alargfaculty to be elected still existed in the
regulations of the institutions. Out of the incumbdeans in 2010, 43% were professors, 23%
college professors, 29% associate professors anctb#iége associate professors; although, in
some scientific fields the proportion of professwras significantly high (in the fields of
agriculture, healthcare and natural sciences, irticodar). All this reflects the high
expectations regarding the professional career. path

17) The high expectations related to the position lithe number of potential candidates,
since in the Hungarian academic career, the paosidfoan associate professor can generally
be acquired around the age of 40, while the pasitiva professor around the age of 50. As a
result, deans may become leaders in the last dlitiakeir career paths. The average age of the
incumbent deans in 2010 at the time of their agpoémt was 52,5 years. This is of great
significance regarding the deans’ motivations,onsi family situations and attitudes.

18) Advancing on the career ladder, the percentage afem is decreasing; thus, the
proportion of women potentially elected as deansls® shrinking. This is one possible
explanation for the fact that only 16,6% of the meare women (according to the data from
2010). Nor is the situation of vice-deans much nfax@urable, where this rate is 27%. The

worse than average proportions are to be found goilynin “hard” disciplines such as
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healthcare, agriculture, the technical field antured sciences as well as among the deans in
the fields of law.
19) The (management) career path prior to deanshipddoellexamined on the basis of the
interviews with the deans. Three career paths reagobsidered typical:
— the gradual career path (head of departmeritead of institute» vice-dean— dean)
(10 cases)
— the “head of department turned dean” career pahdof department and/or head of
institute— dean) (8 cases)
— the "vice-dean turned dean” career path (vice-deatean) (6 cases)
Atypical career paths include the following:
— dean after a by-pass to central administratioraézs)
— dean invited from outside (from other higher ediarator research institution)
(2 cases)
— dean after a career-by-pass outside the institBaases)
In comparison with the small number of available&itan career analyses, it is conspicuous
that the traditional (or close to traditional) argaths in higher education are much more
frequent in Hungary. There was no case in whichofepsor directly became a dean, which
is, however, very common among American deanss HI$o unusual if the dean makes a
career at a faculty other than the one he/she é&s &ttached to before.
20) The position of the vice-dean is generally regaraed preparatory position, in which the
faculty may test the leadership competence of ihe-gdean, while the vice-dean may try
his/her resilience and inclination for the deasiton.
21) Only a fourth of the incumbent deans in 2010 wexeim charge as heads of departments
or institutes at the time of their deanship. Thiggests that preserving the position of the
head of department and/or that of the presidetih@finstitute is particularly important even
during the period of deanship. The arguments fasgnving the position include the
following: being the head of department provideshier professional prestige and legitimacy,
it helps eliminate the problems arising from thatcoversies of (status) hierarchy (when the
dean as a lecturer is the inferior of the head epattment), supports future career
considerations (cf.: the temporary nature of deisprovides the hinterland for the dean’s
tasks and prevents the dean from being detachedtfte core processes. Counterarguments
regarding the preservation of the positions are faemulated: the problems of credibility, the
difficulty of the separation of roles, time managgmissues.
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3.3.Findings on the dean’s motivations

One of the permanent questions of the interviewesaxvas why somebody becomes a dean,
that is, why they would devote their time to atti@agdan enormous amount of administrative
tasks and why they would give up on professionatkwwwhen the primary motivation of
entering higher education had been exactly theilpbgs of making a professional career.
Three groups of motivations evolved during thervieaws:

22) Deanship as a service, as an exigency and as :adeahship is perceived by many as a
service, “the service of the community”, othersarepit as a task to be completed or identify
the reason for their becoming deans as a neceanigpectation resulting from the situation.
Thus, from this point of view, being a dean meaasly giving up on individual goals and
self-fulfilment. Therefore, deanship requires daw| which predominantly means giving up
on science, research and/or a family. For themditffieulty is to try and balance these fields,
for the purpose of which they occasionally subaatbnthe tasks of deanship to teaching (or
less frequently research). As for the disadvantatiessy sometimes mention the excessive
responsibility of the position, the conflicts armbtmuch knowledge. Naturally, the narrative
of deanship as a service may be a simple tactithéodean trying to gain legitimacy and steer
attention from other motivations.

23) Deanship as a reward and the source of personahtatyes: the essence of this approach
is to foreground the advantages gained throughdda’s position and applicable for the
purpose of individual advancement and (professjonaleer. These are mentioned very
rarely, sometimes only indirectly (while referring others) during the interviews. As if
talking about individual advantages (next to thactdice” and “service” narrative, in
particular) were inappropriate. Although tasks tesdato deanship indeed rob you of the time
for active research and teaching activities, tlsadivantage in professional advancement may
be compensated for by stronger positions availabtée field of scientific management. In
some scientific fields and at a period of life, olglsip does not stand for an administrative
position detached from the professional careem(éise previous narrative) but a stage of the
professional career through which the dean maylexa#essionally among his/her other
colleagues working in a similar position.

24) Deanship as (self-)fulfilment: this approach isfefént from the previous ones in that
here the faculty is in the focus of the dean'svagtiit is either the object of transformation,

which the dean intends to modify according to t@s/bwn vision or (less frequently) the
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object of education, the improvement of which tleam strives to foster, thereby making it
more mature and steering it towards being ablelfo its own potentials. The central actor of
this narrative is the dean himself, who has a dlesaon of what to do, and who is responsible
for the success. This often means that deans seeship not as giving something up but a
chance for development and self-fulfilment. Thug position is no burden but something
favourable, which is worth even being tested iromgetition. It is unsurprising that a large
number of such deans entered the election processlfaappointed candidates and won the
position against another candidate. Although manhem acknowledge that deanship does
not forward their professional career, they no Emdesire that either. They are searching for
other challenges since they feel that their prodesd career has ended, there is no room or
real intention for more advancement; thereforeingiwup on it does not seem to be a genuine
sacrifice. The creative tasks related to deanstopige an opportunity for renewal, another
type of self-fulfilment, which may as well mean exigncing professional work in a different
fashion. However, this motivation does not meandbmplete abandonment of teaching and
research activities, although this does not origirfieom an internal urge but is subordinated
to the managerial role and becomes a means of baimgre successful leader. For instance, it
establishes their credibility or makes the everydagerience of the operation of the faculty
accessible.

However, deanship does not mean abandoning thegsiohal career in every field. In some
scientific fields (e.g. business administrationjrocase of specific higher education interests,
deanship may be interpreted as putting theoreticawledge into practice — therefore,
deanship means neither a necessary compromisedrepwafessional interests and leadership
activities, nor the abandonment of the professiaraaker. As a result, deans sometimes
regard the position as a learning process whichribortes to their individual professional
development.

25) Analysing the motivations, some general problemd #reir managing strategies also
emerged. One of them is the “double burden”, thenpmenon when the dean is trying to
fulfil the requirements of both his/her deanshipl déecturing and research tasks (depending
on the motivation, continuing with the professioaativities is naturally justified by different
arguments). Typical managing strategies for thes ss spare time, prolonging the working
hours, giving up on family, taking up individuahtning programmes, specific distribution of
tasks within research (supervisory role), team warkaking superficial performance in

lecturing and research, taking on partial tasks.
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26) Further difficulties of deanship mentioned includbe randomness of schedule, the
constant state of readiness, family problems, tzc&ppreciation, a high level of stress and
the difficulty of separating roles. The latter meahat it is not easy to judge when the

colleagues address the dean as a dean, and whdrieasd or workmate.

3.4.Findings on the interpretations of the dean’s roles

During the course of the research | put the initisdrpretations of the dean’s role in context, |
extended and refined them. In addition, | attemptedefine new (so-called secondary) roles
within the given frameworks.

27) The central concept of the role of therois to become role models for other lecturers of
the faculty by performing lecturing and research htgh level; thus, to help the consolidation
of the existing system of norms — the primary foofisvhich is science. As a result, the
dean’s task in this role is to represent and emlsmigntific values. Its means are not using
force or establishing motivational structures byr finstance, requiring scientific
achievements, but creating a supporting culturé finsters individual improvement and the
internalisation of the love of science. The deanmtitbutes to this process primarily by setting
an example and mentoring. Thus, there is no intgéiwe on the dean's part, the pressure to
perform is triggered by the culture itself (moreaetty, the general motivational mechanisms
of the scientific institutional system) and not g faculty management systems established
and run by the dean. Based on the interviews, hewyelvis obvious that no intervention is
only an ideal, which may prevail most clearly inaggs where consensus about the
significance of scientific performance has beercled. However, where this is missing, the
dean must take on a community-forming role as wdlich may shift the dean’s role towards
the role of arorganisation developefsee later the dean asatalyst as well as the part on

the culture-dependence of innovation).
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For the role defined above, the dean is authorisedhis/her own scientific performance.
Thus, one source of the dean’s authority is hisgeerntific excellence, which does not only
result in a meritocratic organisation but valoriskes role of seniority as well. It is worth
drawing attention to the fact that emphasising rdifie authority and seniority fully
corresponds with the regulatory system relatedhéoselection of deans in Hungarian higher
education, which — apparently — fundamentally sugpthe deanship of lecturers of a more
advanced age, in the second half of their carbelight of this, it is somewhat surprising that
during the interviews, | only scarcely met thoseowtad a similar notion of the dean's role.
This role occurred more frequently as a contrastixample with which the interviewees tried
to demonstrate the changed circumstances andatiefdarmation of the dean’s tasks.

28) In the model based on the literature, the rolehefdean as provider is defined within
the organisational narrative of the bureaucratieversity, in which faculty goals are
formulated among several actors, in loosely stmactiprocesses. The reason for this is that
due to the variety of the actors’ intentions andirtlspecific habits, the goal structure of a
given faculty is highly complex (one of the inteawiees demonstrated this with the examples
of the theatre and the jigsaw puzzle). Thus, dpam executive duties, the dean's role in this
narrative is to “provide the possibility of succeswhich may be implemented through
ensuring sufficient support and creating an envirent necessary for effective work. Its
elements include the reduction of uncertainty, pmevision of regulation, predictability,
stability and order, the easing of unnecessaryauoratic burdens (the puffer role) as well as
the creation of an optimal working atmosphere, tb@uction of the number of conflicts
between lecturers. Accordingly, three additiondsaevolved on the basis of the interviews.
The coordinatorensures the harmonious operation of the facultgtbying to help everyone
find their place within the faculty. In this rolthe dean fosters the development of activities
and goals that are acceptable for everyone. Thisces the chance of fundamental conflicts
arising. In the process of determining the godis,dean acts as a partner or proposes ideas,
while the decision itself is made by the facultydamiversity representatives as well as the
significant actors of the faculty. Theroblem solvertackles and resolves administrative
difficulties, possibly relieving the lecturers dielse problems. His role is predominantly
reactive. Theowners contribute to the goal-setting process not onlynmaliators (as the
coordinaton but their administrative expertise and insighoifeasibility and maintainability
make them active participants. They provide a geresource-based approach (which is also
characteristic of thestrategic playey, but they also guard the consistent observatibn o

formulated rules and norms (the policeman’s role).
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29) On the basis of the literature review, the majcarabteristic ofstrategic playerds the
reduction of dependence and risks by strengthethi@gontrol over resources. This means a
centralised determination of goals and their cdieto implementation; therefore, the
community is often represented as the object ofagament or the executor of tasks, the
central actor in this narrative is the dean (typiteetaphors are the ship captain and the
general) The narrative is characterised by strayal-grientation and the fact that the faculty
goal is often identical with the dean’s own godln the one hand, this allows for the
resource-based approach; on the other hand, itgeswan instrumentalist logic, in which the
value of everything is determined by the extenttontribution to the achievement of goals.
For a group of deans, the utility approach andstrational logic are interpreted not only in
terms of the relationship between the faculty daadcontext, but the relationship of the dean
and his/her environment as well (I call this se@gdole thetactician). Given that the goals
of the faculty and the dean’s goals easily overtas is not surprising. As a result, these
deans consider deanship as a game in which theoeanwent can be divided into supporters
(loyal members) and oppositionals (disloyal memhensd disagreement is seen as resistance
to be overcome. The word “compromise” or “consehsmdly occurred in the interviews
with the deans representing this role narrative.

Regarding theacticians two big systems of means of handling resistammk @omoting
goals evolved on the basis of the interviews: gftteland tactics. The source of strength may
be the authorisations formally related to deansimg the control over resources. A further
significant means of strength for the dean is thmleyer’s licence and a certain level of
control over appointments. The other means of asgemanagerial interests is applying
tactics and suitably controlling and presentinginfation.

Based on the interviews, an important finding imtcast to the initial hypotheses is that the
dean’s external orientation does not seem to loagr in this role narrative than in others.
Therefore, apart from the occasional exception,thetcontextual challenges or the pressure
to adapt to them are the factors that justify thkerpretation of the dean's role; thus, this
model can hardly be regarded as a crisis-moddkddsof emphasising external pressures, the
deans' goal-oriented behaviour, their eagernessutoceed and readiness to act are much
stronger.

However, the literature says that the dean asategic player characteristically builds up
management systems, which ensure the control @yerdsources and the motivation of other
actors. However, only a few deans mentioned suchagement systems. Regarding the

narrative, this demonstrates that deans do notpirgetheir role and position through these
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means, which also means that management and gogersystems have not been
institutionalised, but are (remain?) strongly retato the individual, which explains why, on
the basis of empirical experience, the politicapatelence interpretative schema is so
powerful in this narrative. This justifies the legiacy of the secondary role of thectician

as well.

30) According to the literature review, theatalystis the dean’s role narrative within the
entrepreneurial university. The initial interprédat suggests that the dean as a catalyst
focuses on external needs, the aim is to explodesatisfy them. Another focus point is the
human focus, that is, these deans emphasise figxilannovativeness and the community
culture and attitude ensuring these. This is redliperfectly by a motto | came across on the
wall of the main hall of the new building at théesof one of the interviews, while the dean
was proudly showing the building to m#veryone knows that certain things cannot be
established. Then someone comes not knowing aband iestablishes it. Thus, the central
concept of this role narrative is novelty, innowati which stands not only for inventing new
ideas but — and in the interviews, much more oftéime novel application and combination of
things as well.

Depending on the target of innovation, | came acta® characteristic approaches within this
role: one of them emphasised the organisationali@ylthe other focused on the renewal of
the product portfolio and the network of relatioipsh Therefore, the former one may be
called the internal entrepreneimt(apreneu), organisation developeor team-builderwhile

the latter one is considered more of a classtcepreneurwhom | call thebroker.

The catalystapproach is closely related to the role narrati¥¢he herg in which the dean
also focuses on the community culture and systemooms. What differentiates between
them is that the dean as a catalyst (andtbanisation developen particular) does not only
intend to preserve the existing culture but tovatyi shape it, namely, the dean has a solid
vision about the desirable modus operandi. Unlikethe case of thetrategic player
however, the attempts at transformations are niokeguby specific goals but distant visions,
“dreams”. The fact that instead of goals and tagissons and “dreams” define the operation
under the dean ascatalystis significant since this makes it possible; moexoinevitable for
others to participate in the elaboration of thecpss leading there. The dean’s role is to
involve the most possible people in the process eatdlyse both the dialogue and the
implementation. Contribution does not only requireativity from others as well, but at the
same time, it also makes them partners. From thasfallows that in this narrative, there are

no supporters and allies or people pursuing their agendas but recognising realities, ready
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to compromise, but partners, thinking together.sTénables the organic development of the
faculty.

Compared with the initial hypotheses, the intergedlow for the conclusion that innovation
was mentioned exclusively in terms of organisatiaperational and educational
considerations. The topic did not emerge with régaresearch, which is not surprising if we
take into consideration the data suggesting thatntljority of Hungarian higher education
institutions have a minimal amount of corporal cassions. In general, the dominant logic
of operation is characterised by the urge to satief needs of potential clients (such as future
students, potential employers) and real procumnerdiardly ever mentioned.

The literature says that in this approach, the sowf legitimacy is provided by the
satisfaction of consumer's needs and utility. Alma# of the deans among whom this
approach prevailed relatively clearly reported otedain exigency (a decreasing number of
students, weakening social legitimacy, the limitshe dean’s powers). Thus, in a sense, all
the deans had become involved in this narrativenagpreneurs out of necessity and not only
for the purpose of realising their own visions.

31) The secondary roles defined on the basis of tleeviews and their relations to the initial

roles can be summarised by the following figure:

The secondary roles defined on the basis of the interviews and their relations to the initial
(primary) roles:

flexibility, human beings, way of thinking
(Loose control of implementation)

Hero Catalyst

Coordinators

Internal,
operational focus,

External, strategy
focus

(Loose policy
definition)

(Tight policy
definition)

Problem Solvers

Service provider Strategic Player
Integration, systems, processes
(Tight control of implementation)
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