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Rethinking the Chair’s Roles and

Responsibilities

by Judith M. Gappa and Andrea G. Trice

epartment chairs occupy key

decision-making roles within
their colleges and universities. They are
the pivotal midpoints of the adminis-
trative and communications systems as
information and instructions flow up
and down, and to and from, individual
faculty members, faculty governance
bodies, deans, provosts, and, ulti-
mately, presidents and governing
boards. Thus, chairs are simultane-
ously respected peers in the senior fac-
ulty where they serve as spokespersons
for their concerns, and front-line ad-
ministrators responsible for imple-
mentation of campus missions and
policies within their departments.

The significant growth and diversi-
fication of faculty members and faculty
appointments today have increased the
complexity of the department chair’s
role. The total number of faculty mem-
bers in the United States doubled from
686,000 in 1980 to 1,371,000 in 2007.
Much of this growth was in part-time
faculty who now represent 49% of all
faculty members (Snyder, Dillow, &
Hoffman, 2008). By 2003, only 24% of
all faculty were tenured, and only 11%
were on the tenure track. Nineteen per-
cent of all faculty members occupied
full-time, nontenure-track positions,
but the largest group of faculty (46%)
held part-time, temporary positions
(Curtis & Jacobe, 2006). During this
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period, the representation of women
also increased substantially (Schuster
& Finkelstein, 2006; Snyder, Tan, &
Hoffman, 2004). Today, 4% of all fac-
ulty members are women; however,
they occupy a disproportionate num-
ber of full-time off-the-tenure-track
positions (38%) compared to males
(26%) (Snyder et al., 2008). The repre-
sentation of ethnic minority faculty has
also increased. They currently make up
17% percent of faculty members, with
blacks representing 7%, Hispanics 4%,
Asian Pacific islanders 6%, and American
Indian/Alaska Natives 1% (Snyder et al.,
2008).

These shifts in faculty appoint-
ments and demographics call for re-
thinking faculty workplaces and
careers: What do all faculty members
need today to do their best work? How
can departmental governance and deci-
sion making contribute to faculty pro-
ductivity? And how can chairs
successfully recruit and retain enthusi-
astic and talented faculty while also ful-
filling their other responsibilities? This
article looks at the impact on the chair’s
work of the changes that have occurred
in faculty appointments and roles, then
suggests some possible answers to the
larger question of how chairs can suc-
cessfully cope with the changes in their
faculty members’ demographics and
appointments.
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Expanding Roles and
Responsibilities of Chairs

Many of a chair’s traditional roles have
not changed significantly in recent
decades. Chairs remain a critical per-
son in the daily lives of all department
faculty members. They orient new fac-
ulty to the department, foster collegial
environments, provide support serv-
ices and office space, determine faculty
assignments and workloads, and over-
see peer reviews of faculty perform-
ance. They also guide faculty members
in their careers and help them find ap-
propriate professional development
opportunities to increase their skills
and knowledge.

But what has changed in most de-
partments is the number of faculty
members for whom the chair is re-
sponsible as departments increasingly
rely on nontenure-track, largely part-
time faculty to fill teaching needs.
These changes in faculty appointment
types coupled with the willingness of
faculty to relocate (Xu, 2008) require
academic departments to engage in a
continuous cycle of faculty hiring and
orientation in order to create and
maintain a nimble, flexible workforce.
In turn, this necessitates more frequent
searches for faculty, more faculty ori-
entations, and continuous redistribu-
tions of faculty workloads, all of which
require more of the department chair’s
time and attention.

Ensuring faculty satisfaction and
productivity is only one part of the
chair’s overall job. Chairs also must
wrestle with budget cuts, declining en-
rollments, required productivity re-
ports, mandated accountability
measures, fundraising, and changing
technologies. For chairs to be success-
ful in this demanding (and often part-
time) position they, along with their
institutions, must establish a realistic
and comprehensive understanding of
each of the chair’s roles and responsi-
bilities and what it will take in re-
sources to fulfill his or her duties. To
do this, the institution working with
the chair must ensure that:

+ The responsibilities of the chair as-
signment are clearly understood and
agreed on, and a sufficient time base
has been designated for the chair to ac-
commodate these responsibilities.

+ Chairs are selected, trained, sup-
ported, and rewarded in keeping with
their complex responsibilities.

+ Chairs have the tools and support
they need to accomplish their assign-
ments including opportunities to par-
ticipate in chair training programs at
campus, system, state, and national
levels.

Given the new and increasing re-
sponsibilities of the department chair,
it also may be time to rethink current
academic organization. As presently
structured and supported, the chair’s
roles of academic leader and adminis-
trator, on a part-time and rotating
basis, may be a weak link in ensuring
that faculty work and workplaces are
properly supported throughout the or-
ganization. Continuous decentraliza-
tion of some administrative functions
(e.g., processing travel requests, over-
seeing regulatory aspects of faculty hir-
ing) may be unnecessarily time
consuming for chairs to perform. More
centrally located support staff and pro-
fessionals with requisite skills and
knowledge could release significant
time for chairs’ roles as academic lead-
ers. One example of services that are
already typically handled centrally is
technology infrastructure planning
and decision making. Why not con-
sider others?

Essential Elements of Faculty

Work Today

At the same time that the chair’s role
has increased in complexity, exter-
nal pressures on higher education in-
stitutions have led to cost savings and
mandates for increased faculty produc-
tivity within academic departments.
The need to fully utilize the skills and
expertise that all faculty (full- and
part-time, tenure and nontenure-
track) bring to their departments be-
comes essential in this environment.

Chairs must focus on their current
faculty members’ productivity and
on the recruitment and retention of
new faculty who contribute enthusi-
asm and talent to their academic
departments.

Our research on faculty roles indi-
cates that the presence of five Essential
Elements in their work and the work-
places puts all faculty members in a
position to do their best work. These
essential elements are employment eq-
uity, flexibility, professional growth,
academic freedom, and collegiality.
Colleges and universities must ensure
that these elements are embedded in
institutional policies and practices for
every academic appointment, whether
tenured, tenure track, renewable con-
tract, or temporary.

The foundational requirement for
these five essential elements is re-
spect—the basic human valuing of
each and every faculty member for
who they are and what they uniquely
contribute. Departments must ensure
that every faculty member, regardless
of appointment type, feels welcome
and respected. Thus, for example, all
academic titles used for faculty ap-
pointments should convey respect.
We prefer “fixed-term faculty mem-
ber” to “contingent” for temporary
appointments, and “contract-renew-
able” to “nontenure-track” (a blunt,
negative statement of what these fac-
ulty are not) for continuing faculty
without referencing the time base of
the appointment. Respect also means
fostering a culture of inclusion. By
including all faculty members across
various appointment types in orien-
tation programs and department fac-
ulty meetings, social events and
informal hallway conversations,
recognition and awards programs,
and positive publicity about the insti-
tution, departments can ensure that
all faculty are fully participating
members of the academic commu-
nity.

The five essential elements that are
critical for faculty productivity are
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built on this foundation of respect.
Although we briefly address only three
of these elements here, we discuss all
five in depth in our book Rethinking
Faculty Work: Higher Education’s
Strategic Imperative (Gappa, Austin, &
Trice, 2007).

+ Equity: We have defined equity as
the right of every faculty member to
be treated fairly, to have access to the
tools necessary to do his or her job,
and to have status as a full-fledged, al-
beit necessarily different, member of
the faculty. For faculty in fixed-term
and contract-renewable appoint-
ments, employment equity requires
rethinking policies and practices at
each college and university. For exam-
ple, every faculty member should be
evaluated regularly and given per-
formance feedback. Compensation
should be based on an institution-
wide salary system and include a de-
fined package of appropriate fringe
benefits. And, all faculty members
should have sufficient office space,
equipment, services to support their
work, and sufficient flexibility to si-
multaneously manage their profes-
sional and personal lives.

« Professional development: Faculty
members, regardless of their appoint-
ment type, need opportunities to
grow professionally. Providing faculty
with the opportunity to complete
challenging and creative work, with
enough ownership to experience a
sense of accomplishment from their
work, will help them to stay engaged
and make significant contributions to
their unit.

+ Collegiality: As faculty members
and their appointment types become
less homogeneous and their individual
priorities and circumstances become
more complex, collegiality and the
sense of belonging to a community of
scholars take far more time and atten-
tion for department chairs to develop
and support.

Maximizing the potential and the
contributions of all department faculty
members requires that each of them,

DOI:10.1002/dch

regardless of appointment type or time
base, experience respect and these es-
sential elements in their work and
workplaces. To what extent are these
essential elements present in your de-
partment?

Rethinking Faculty Assignments
and Responsibilities

Shifts in faculty appointment types
discussed earlier have had a profound
effect on faculty responsibilities for
student advising and other departmen-
tal duties traditionally handled by
tenured faculty. These responsibilities
require significant faculty time.

Thus, we suggest approaching de-
partmental planning in a much more
holistic and inclusive way. Rather
than assign departmental responsi-
bilities first to tenured and tenure-
track faculty, why not look
holistically at the department’s total
needs? Which courses would be best
taught by full-time professionals
working in the field who teach part-
time in the department? Would stu-
dents benefit from having a seasoned
faculty member teach an introduc-
tory course even though that is not
how the course traditionally has been
staffed? Regardless of appointment
type, who is in the strongest position
to network and identify new intern-
ship opportunities for students? Who
among the tenured faculty has cho-
sen to focus little effort on research
in recent years but could contribute
to the department in important ways
through increased administrative or
committee work or additional teach-
ing responsibilities? Asking these and
other questions, as well as surveying
all faculty members about their tal-
ents and interests with regard to de-
partmental service and academic
assignments, might very well en-
hance departmental planning and ac-
complishments.

Conclusion

The significant shifts in faculty ap-
pointment types and demographics

require department chairs’ thoughtful
attention to creating respectful, sup-
portive environments where the indi-
vidual strengths and experiences of all
their faculty members contribute to
the department’s work. And, simulta-
neously, the multiple roles, responsibil-
ities, and rewards of chairs today need
review by central administrators. After
all, department chairs are the key fig-
ures in ensuring the well-being and
productivity of their faculty, and thus,
of their college or university. A

Judith M. Gappa is professor emerita at Purdue
University where she also served as vice president
for human relations. Andrea G. Trice is an inde-
pendent consultant to colleges, universities, and
governmental agencies, primarily on faculty-
related projects. This article is based on the au-
thors’ book (with Ann E. Austin) Rethinking Faculty
Work: Higher Education’s Strategic Imperative
(Jossey-Bass, 2007). Email: gappa@purdue.edu,
atrice@comcast.net
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Every learning institution needs
great leadership.

To that end, The IDEA Center has developed unique online instruments to provide
feedback for administrators:

IDEA Feedback for Department Chairs
IDEA Feedback for Administrators

“We continue to use the IDEA Feedback system for our department chairs, Dean, and other
administrators. The secure and confidential system works well for our faculty, which translates into
exceptional response rates. The system itself provides for rich data on how our faculty and staff
view our administrative team and where we can continue to improve.”

Charles R. Phillips
Assistant Dean of Assessment
Drake College of Pharmacy and Health Sciences

The tools are designed to provide feedback to guide performance improvement and
effectiveness. They can be used early in one’s career or later when the information
is helpful in developing an overall summary evaluation along with setting
performance goals. The high-quality feedback provided by The IDEA Center’s
instruments will help your institution reach its goals.

“As Vice President for Academic Affairs, | found the IDEA Administrator Feedback Instrument
invaluable to my growth and professional development. It served as an ongoing probe as to how |
was meeting the needs of my deans, my staff, and the institution as a whole...The nature of the
instrument encouraged frank discourse in areas critical to effective academic leadership.”

Sheryl Ayala
Marian University

For information on these and other products and services visit
www.theideacenter.org

The IDEA Center
211 South Seth Child Road

Manhattan, KS 66502-3089
Phone: 800-255-2757 i m
Insight. Improvement. Impact.® CENTER

www.theideacenter.org
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Learning to Lead

by Anne V. Massaro

new department chair recently
Aemailed me in response to a “wel-
come” message I sent him. In that email
he said, “There will be no shortage of
things to learn. I just have to figure out
where to start!” I believe these two state-
ments reflect what most new chairs feel
and experience—an appreciation that
the learning curve will be steep, and a
curiosity about what to learn first, sec-
ond, and third. This particular chair was
promoted from within his own depart-
ment. Faculty who assume departmen-
tal leadership roles at a new university
have even greater challenges.

The most profound issues faculty
face when moving into the chair role
include:

+ Building relationships with depart-
ment faculty and staff, other depart-
ment chairs, and the dean

+ Understanding others’ expectations

+ Comprehending the current culture,
structure, and governance mechanisms

+ Learning how to get things done

+ Grasping the administrative tasks
associated with the role, such as sched-
uling and budgeting

Given these challenges, and more,
there are cognitive shifts and behavioral
strategies that can help a new academic
leader transition smoothly and reach a
level of productivity in a fairly quick
time frame. “Over night” is not the
equivalent of “a fairly quick time
frame.” Transitioning, learning, and lis-
tening should be the primary responsi-
bilities for the new chair’s first month.
With the right support mechanisms in
place, and an intentional focus on
learning from the start, a new chair
should consider using the three-month
mark as a time to begin actively leading.

Shifting Thinking

Integrating new practices into one’s
daily routine is difficult; many require
shifts in thinking and doing. Some may

DOI:10.1002/dch

require a more passive stance than fac-
ulty are accustomed to. As noted by
Danielson and Schulte (2007), new de-
partment chairs who documented
their journey from faculty member to
chair, “We had to learn how to listen as
well as how to make ourselves heard.
We needed to get the faculty and staff
members involved in our decisions,
and the best way to do that was to ask
them for their input and listen to them
before acting” (p. 79). What is de-
scribed by these two new chairs is a
shift from autonomous decision mak-
ing to collective decision making and
an emphasis on listening and asking
questions, rather than telling and
doing.

Intellectually, the shifts just de-
scribed sound simple and based on
common sense. In reality, it takes com-
mitment and purposeful action to
change behavior, especially behaviors
that have become unconscious habits
and that serve faculty well. A fair
amount of teaching is predicated on
being the expert with the answers. A
significant portion of research is inde-
pendent thinking and writing. Al-
though these behaviors lead to success
as a faculty member, they can lead to
failure for a department chair. For any-
one who has an accomplished history,
it is challenging to fully understand
that past actions resulting in past suc-
cesses may not create successes in the
future. It is imperative for new chairs
to adjust from thinking and acting in-
dependently to an emphasis on involv-
ing others and focusing on the
collective.

Building Relationships

Meeting with department faculty and
staff is a must for new chairs. Depend-
ing on the size of the department this
task alone can be a big time commit-
ment, but it is critically important

because of the chair’s responsibility to
lead the department with a shared vi-
sion and to create a plan that leverages
individual strengths. While faculty
who are promoted from within their
own departments will have a tendency
to believe they know their peers and
relationships are already established,
the criticality of one-on-one meetings
remains. A relationship as peers has
been previously established. A new re-
lationship must be invented, one char-
acterized by mutual respect, an
understanding of what motivates and
drives both parties, a commitment to
asking for input, and a belief that sug-
gestions (once expressed) will be
heard. In general, faculty tend to be
skeptical that “administration” cares
about them or wants to hear their
ideas. In addition, faculty peers don’t
typically discuss the future direction of
the department or wrestle with how
individual interests add to the disci-
pline as a whole. Reducing skepticism
and inviting this kind of inquiry will
lay a solid foundation for shared direc-
tion and mutual respect between the
new chair and each of his or her faculty
members.

When planning one-on-one meet-
ings with faculty, a new chair might
consider framing the conversation
around three categories: perceptions,
strengths, and priorities. Asking the fol-
lowing questions will communicate
that the new chair cares about each in-
dividual and the department in totality:

+ What is your perception of our de-
partment?

* What strengths do you bring to
what we are about and the students we
are here to serve?

« What are your priorities for the
next year?

+ What departmental priorities do
you believe are most important for our
advancement and academic excellence?

Meeting one on one with the dean
should be another high priority for the
new chair. Understanding the dean’s
style and preferences and obtaining in-
formation about the dean’s direction
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for the college are reasons to make this
a priority. Is the dean someone who
expects to know an abundance of de-
tails, or is a high-level, big-picture per-
spective sufficient? What are the
meetings the dean leads and what are
the expectations for pre-meeting
preparation? These are questions re-
lated to the dean’s style. A new chair
can adjust and accommodate if prefer-
ences are understood.

The dean’s vision for the future of
the college, and the chair’s department
in particular, will influence the depart-
ment goals the new chair sets. In some
cases the dean will have very specific
expectations for the chair’s depart-
ment. The more explicit these expecta-
tions are, the more likely the chair can
meet them. Lastly, the dean should be a
source of information about the uni-
versity. If major initiatives or changes
are planned, it is in the new chair’s best
interests to learn about these early and
understand how they will affect his or
her department and faculty.

It has been suggested that the new
chair meet with department faculty
and staff as well as the dean. There may
well be additional stakeholders the new
chair will want to meet with in the first
three to six months. Reflecting on de-
partmental priorities and functions,
the new chair should consider making
a list of additional stakeholders and
deliberately planning conversations
with each person or group on the list
over the course of six months. Wergin
(2003) offers a stakeholder framework
that may be helpful to new chairs as
they engage in this reflection about key
constituencies (see Figure 1).

Understanding Culture, Structure,
and Governance

There are exact and inexact ways
to discern the department’s current
culture, structure, and governance
mechanisms. Both approaches are
recommended. The easiest and most
tangible way to learn about how deci-
sions are made, and by whom, is to
carefully review the existing pattern of

Figure 1. Stakeholders’ Circles

Source: Wergin (2003).

administration for the department.
This document should describe the de-
partment’s committee structure, fac-
ulty meetings, key processes, and
communication patterns. It is as im-
portant to understand what is not
written as it is to comprehend what is
written. This is the imprecise, or intu-
itive, way of learning. For example, one
department chair perceived a deep lack
of trust between the faculty and the
previous chair given the length, infinite
detail, and depth of description in the
current pattern of administration for
her new department. Having this in-
sight helped the chair gain credibility
and carefully approach process
changes.

Learning Administrative Tasks

Learning the administrative and tech-
nical aspects of the chair’s role can
occur in three ways. Many universities
offer workshops and online tutorials
related to budgeting, hiring, and evalu-
ating. New chairs who take advantage
of these opportunities gain new

knowledge and, more importantly,
learn about campus resources. If these
types of structured learning opportu-
nities are not available to new chairs,
seeking out and meeting with those
who are accountable for various uni-
versity processes is equally valuable. A
new chair might discover the person
responsible for fiscal affairs, assemble a
list of questions, meet with this person
to express an interest in understanding
fiscal matters, and acquire from his or
her point of view what a new chair
needs to learn. A third option for
learning about the budget and other
fiscal matters is to identify a seasoned
peer who is highly proficient in this
area. The dean will likely be able to
point the new chair in the direction of
a veteran chair who has mastery in a
specific area.

Reflecting with a Trusted Partner

Identifying a trusted partner is highly
recommended for new department
chairs. This partner might be a friend,
peer, mentor, or coach. This is someone
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with whom the new chair can share
observations, challenges, mistakes, and
wonderings. In conversation with this
trusted partner the new chair can be
vulnerable and frustrated but feel safe
in genuinely expressing him or herself.
This partner should be from outside
the new chair’s college and have no hi-
erarchical authority over the chair.
More than title or status, the qualities
of this person are paramount. The new
chair should seek out someone who:

« Listens for complete understanding

+ Commits to keeping conversations
with the chair confidential

« Offers support

+ Challenges the new leader when he
or she is “stuck” in one way of thinking

Conclusion

Transitioning into the department chair
role is much more than learning how to
do new tasks. While the new tasks may
be daunting and require fast attention,
it is the building of relationships and
understanding the current culture that
are the real foundations for success. Se-
curing a relationship where the chair
can confidentially reflect on relation-
ships and the circumstance leads to

greater personal health and satisfaction.
Getting to know the department faculty
and the dean, as well as accurately as-
sessing the current state of affairs, is
worth delaying changes and postponing
new directions or programs. Rushing to
perform or produce results without un-
derstanding the people and the situa-
tion can damage a new academic leader
beyond repair. First impressions are
lasting. A new chair who asks questions,
seeks input, fosters collective inquiry,
and plans thoughtfully will be highly re-
garded and will be in a more stable lead-
ership position for stretching the
department in new ways. A
Anne V. Massaro is project manager in the Office

of Human Resources at Ohio State University.
Email: massaro.11@osu.edu
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The Emerging Importance of Interim Chairs

by William F. Rayburn

ow long should a department
Hchair serve? Despite an impres-
sion that a prolonged tenure may be
desirable, the expectation of a chair to
remain for a lengthy period is less real-
istic. For example, retention of medical
school chairs in both clinical and basic
science departments has declined from
9.9 years for those whose appoint-
ments began in 1979 through 1983 to
8.0 years for the most recent cohort of
chairs (Rayburn, Alexander, Lang, &
Scott, 2009). The annual turnover rate
of chairs in medical schools (average
8.2%, range 6.3% to 9.9%) is remark-
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ably similar between clinical and basic
science departments.

Interim chair is the term com-
monly used for the individual ap-
pointed to the leadership role when a
search is being conducted to replace a
prior department chair with one who
is new and permanent. It is not to be
confused with being an acting chair,
where the person assumes administra-
tive tasks while the permanent chair
takes a temporary absence before re-
turning. The administrative roles are
assumed to be the same as for any
chair while providing stability during

a time of transition. Although being
an interim chair may appear to be a
thankless burden to some, many view
this service as an opportunity to
strengthen and solidify their leader-
ship skills.

Such an appointment has long
been undertaken by university presi-
dents or deans to fill gaps, and the lit-
erature is limited about interim chairs
and their qualifications. The recent ac-
ademic literature about interim chairs
is reviewed here to assess the frequency
of interim appointments and to offer
recommendations in preparing such
leaders to be effective during this time
of transition.

Prevalence of Interim Chairs

For a typical medical school with
twenty-four departments, one might
expect two departments to be search-
ing for a new chair at any given time.
To plan for this constant turnover,
deans and certain chair societies are
now working more closely to identify
and train individuals with futures in
academic leadership. Opportunities
for those persons to shadow success-
ful chairs either at their institution or
at other schools are often offered to
self-assess their interest, expand their
administrative capabilities, and ac-
quire skill sets for potential tempo-
rary or permanent employment as a
chair.

A subsequent, more detailed re-
view of interim chairs, using data
collected longitudinally from the As-
sociation of Professors in Gynecol-
ogy and Obstetrics, disclosed that a
median of five interim chairs are ap-
pointed nationally in obstetrics and
gynecology at any time. Of note,
fewer women were named as interim
chairs, leaving them without the
benefit of chair training before ac-
cepting a permanent position. When
including the many other depart-
ments, it would be anticipated that
more than one hundred interim
chairs would be present nationally at
any time.
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Succession Planning

Transitions in department leadership are
often unpredictable, resulting from seri-
ous illness, death, or abrupt resignation
rather than from retirement. Some form
of succession planning would, therefore,
make sense. Identifying individuals,
preferably from within the department,
who are poised to assume the leadership
role in case of an anticipated or unex-
pected loss of the permanent chair pro-
motes organizational stability and
performance efficiency. Mallon, Grigsby,
and Dupont (2009) published an excel-
lent monograph on developing and
managing a “talent bank” and focusing
on organizational and talent assessment.

Selecting an interim chair who is
likely to be the next permanent chair of-
fers the advantage of already knowing
the institution’s rules, norms, and cul-
ture. Moreover, interim chairs do not
face hardships associated with relocating
to a new residence or managing family
transition. In contrast, an interim chair
who does not wish to be permanent but
instead pass the baton serves to assist ex-
ternal chair candidates and the subse-
quent permanent hire to question
existing policies and bring a fresh per-
spective to the department’s work.

If succession planning seems logi-
cal and is common in nonacademic
business settings, why is it not encour-
aged more or discussed more openly in
academic departments? There is not
much evidence about succession plan-
ning in academic departments. Several
issues are to be considered when iden-
tifying any individual who is poised to
assume an interim leadership role:

+ What if more than one faculty
member would qualify to be an interim
chair? Would this be a set up for fa-
voritism?

+ What if a preexisting vice chair is
not considered to be the interim chair?

+ At what stage of a chair’s tenure is it
best to begin considering or determin-
ing a succession plan?

« Will a succession plan affect the re-
lationship between the current chair
and the university president or dean?

« What if a faculty member falsely
believes he or she is worthy of being an
interim chair? Is it the department
chair’s responsibility to candidly dis-
cuss that person’s limitations and to
coach that person?

Skills to Acquire

What skills are necessary before
being appointed or while functioning
as an interim chair? Quillen, Aber,
and Grigsby (2009) evaluated the
skill sets of eighteen interim chairs at
the Pennsylvania State University
College of Medicine. Establishing
clear expectations from the dean and
cultivating mentors among fellow
chairs or senior administrators (e.g.,
associate deans of academic affairs)
were essential first steps. Providing
stability was the common theme by
promoting core values (trust, fair-
ness/equity, accountability), mini-
mizing negative thoughts, dealing
with difficult faculty, and communi-
cating openly and often while seek-
ing others’ assistance. The steepest
learning curves for many interim
chairs were in negotiation skills and
in department finances. The depart-
ment would benefit during times of
transition from a SWOT analysis
(identifying strengths, weaknesses,
opportunities, and threats) and from

a reexamination, and revision if nec-
essary, of the department’s mission,
vision, and shared values statements.

An Internal Candidate as
Permanent Chair

Being an interim chair is no guarantee
of becoming the next permanent chair.
An interim chair is, however, invariably
the preferred internal candidate from
his or her department. Therefore, this
position is extremely important as
two-thirds of medical school depart-
ment chairs are internal hires (Rayburn
et al., 2009). As presented in Figure 1,
the percentages of new chairs are
shown who were internal hires in either
basic science or clinical departments at
all U.S. medical schools between 1979
and 2007. This percent increased before
remaining fairly stable at 65% after
1994.

It is unknown what proportion of
interim chairs really wish to become the
next permanent chair. We reported on
254 chair turnovers in academic depart-
ments of obstetrics and gynecology
from 1981 to 2004 (Rayburn et al.,
2006). An interim chair who served for
at least one year was found in 110
(43.3%) instances. Half of those interim
chairs became permanent chairs
(1981-1988: 7 of 34, 20.6%; 1989-1996:
19 of 39, 48.7%; 1997-2004: 18 of 36,

Figure 1. Percent of First-Time Chairs Who Were Internal Hires
in Clinical and Basic Science Departments at U.S. Medical

Schools, 1979-2007
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50%). Most interim chairs remained at
their institution, while few became
chairs elsewhere (7 of 110, 6.4%).

Who is likely to be a more success-
ful department chair—one who is an
interim chair and internal candidate or
one who is an external candidate? Most
likely, this is an individual matter.
Murray (2009) conducted a survey of
twenty-one nonmedical department
chairs at Georgia Southern University.
Little difference was noted between in-
ternally and externally hired chairs in
terms of the ease with which they un-
dertook tasks and of their perceived ef-
fectiveness during the first year on the
job. External chairs rated themselves
slightly higher, most probably because
of greater or more varied leadership
experience. No mention was made in
the report, however, as to whether the
internal candidate was an interim
chair. We compared internal versus ex-
ternal hires for department chairs at all
U.S. medical schools (Rayburn et al.,
2009). First-time chairs who were
hired externally were more likely to be
retained by five years (80% vs. 64%)
and by ten years (57% vs. 40%), even
after including the time served as an
interim chair.

Time Needed to Select a
Permanent Chair
A common perception of any search
for a permanent chair is that it takes a
long time, especially for academic
medicine than for other professions or
industries. Searches may be more
drawn out than expected because of
difficulties in scheduling search com-
mittee meetings and chair candidate
interviews and in lengthy negotiations
with the top candidate. This delay may
be purposeful to permit an interim
chair to develop requisite skills and to
allow for healing if there was unrest
under the prior chair’s direction.
Mallon et al. (2009) reported on
the perspectives of executive search
consultants about the search process of
department chairs. Their findings indi-
cated that the average length of a
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search for department chairs and cen-
ter directors was 11.9 months. The av-
erage search for clinical chairs lasted
12.5 months when medical schools did
not use a search firm compared with
9.5 months when using a search firm.
Searches for basic science department
chairs took the longest time, averaging
13.5 months.

Conclusion

The loss of a department chair can
create instability and may negatively
impact the organization. Interim de-
partment leadership is now common,
especially at medical schools. Some
form of thoughtful succession plan-
ning by the dean with the current de-
partment chair is a sensible, proactive
move rather than being reactive, es-
pecially when chair changes are now
more frequent and sometimes unan-
ticipated. An interim chair position
represents an opportunity to promote
women and underrepresented minor-
ity faculty if they are prepared for the
role and likely to succeed. The emerg-
ing role of an interim chair is of great
importance because interim chairs
are often empowered to act by
demonstrating skills and leadership
abilities that are the same for a per-
manent chair. For many, being an
interim chair is a remarkable oppor-
tunity for professional growth and
for consideration as an internal hire
for the permanent department chair
position. A

This article is based on a presentation at
the 120th annual meeting of the Associ-
ation of American Medical Colleges,
November 7-11, 2009, Boston, Massa-
chusetts.

William F. Rayburn is professor and chair of the
Department of Obstetrics and Gynecology at the
University of New Mexico School of Medicine.
Email: wrayburn@salud.unm.edu
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The Chair as Coach and Referee in Tenure

Applications

by Christopher Gould

While the process of applying for

tenure varies from one institu-
tion to another, one feature remains
fairly constant: The role of the chair is
pivotal and complicated. Tierney and
Bensimon (1996) explain, “As a go-
between for the candidate and various
committees . . . the chair is more coach
and confidant than evaluator. At the
same time, the chair is often the one
who evaluates a candidate’s [record]
and expresses his or her opinion to the
committees at large, which in turn, will
use this information to reach their deci-
sion” (p. 33). In the latter role, the chair
adopts an impartial stance, while in the
former role—as coach and confidant—
the chair prepares a junior colleague to
meet the expectations of the various in-
dividuals and groups who review appli-
cations for tenure. Successful chairs
manage these conflicting roles in ways
that advantage qualified candidates
while elucidating the consensus of the
department’s senior faculty.

The Chair as Coach/Confidant

Recognizing that classifications can
harden into stereotypes, department
chairs are understandably hesitant to
classify their colleagues. Bearing that
hesitancy in mind, however, I propose
that most pre-tenured faculty mem-
bers can be placed into one of four cat-
egories based on two intersecting axes:
performance and self-confidence.
Members of each group benefit from a
distinct type of coaching as they pre-
pare to apply for tenure.

First are candidates who combine
strong performance with high self-
confidence. Typically, these are low-
maintenance colleagues who quickly
internalize expectations and manage to
meet or exceed them with a minimum
of angst. Having submitted annual re-
ports throughout their probationary

appointment, they have usually devel-
oped productive habits that prove ben-
eficial when applying for tenure:

+ Maintaining and continually up-
dating electronic records of teaching,
research, and service

+ Starting on the document early, al-
lowing time for feedback and revision

+ Listing and explaining relevant ac-
complishments without replication

+ Following prescribed formats and
editing meticulously

A second type of candidate also ex-
emplifies strong performance, but
without commensurate self-confi-
dence. These colleagues need and ex-
pect frequent reinforcement. Coaching
them presents more of a challenge.

My first piece of advice to these col-
leagues is to review the criteria for
tenure. At my institution, they are
“proficiency and a pattern of growth in
. . . teaching, scholarship and research/
artistic achievement, and service.” I
emphasize key words and phrases: pro-
ficiency (not unqualified excellence)
and a pattern of growth (not an uninter-
rupted record of top-tier student evalu-
ations, prestigious publications, and
similar accolades). Excellence should, of
course, be noted; this is not the time for
unwarranted modesty. On the other
hand, evidence of conscientious reflec-
tion and improvement can go a long
way; moreover, it is likely to stand out
among applications that list a welter of
nugatory or irrelevant accomplish-
ments. Candidates who bear this in
mind are less likely to over-document.

Between the extremes of puffery
and diffidence lies the golden mean of
thorough documentation and clear ex-
planation. I offer the following advice
to all qualified tenure applicants:

+ Make sure that course objectives
and learning goals appear prominently
in sample syllabi.

+ Highlight relative strengths and
areas of improvement in student evalu-
ations.

+ In the case of a published book, tell
where, how, and by whom it has been
reviewed.

« For articles, cite information about
circulation, acceptance rates, and the
reputation of the journals.

+ Present available information
about where and how often publica-
tions have been cited.

+ Explain the circumstances of coau-
thorship.

+ Clarify roles in grants (e.g., evalua-
tor or principal investigator).

A third type of tenure applicant is
the inexplicably self-confident colleague
who, year after year, falls short of expec-
tations. In these unhappy cases, nonper-
formance arouses denial, while denial
rationalizes nonperformance. When
ultimately denied tenure, this faculty
member may allege that the chair, senior
colleagues, the dean, or members of the
review committee have not followed due
process. If allowed to bully or wheedle his
or her way to tenure, the self-confident
underperformer can become a detri-
ment to departmental morale for years
to come. In these cases, the chair’s best
strategy is to follow published policies
and procedures throughout the proba-
tionary appointment, leaving a paper
trail of admonitory annual evaluations.

A final type of tenure applicant
combines uneven or subpar perform-
ance with disarming humility. This
colleague is often popular with senior
faculty members, who may be inclined
to grant him or her the benefit of any
doubt. In these cases, the leadership
and discretion of the chair are put to
the test. A convincing case for tenure
must present a plausible rationale for
believing that this candidate’s track
record does not augur future perform-
ance. As coach, the chair must help the
candidate understand that this is not
an easy argument to make.

Fortunately, some of the most com-
mon extenuations—illness, disability,
parental obligations—Ilie within the
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scope of the Family and Medical Leave
Act. (Like many other institutions, my
university extends the reach of FMLA
to guarantee postponement of tenure.)
Junior faculty members, sometimes re-
luctant to avail themselves of these ben-
efits, must be reassured that doing so
will not jeopardize their prospects for
tenure. The chair may also have to edu-
cate senior colleagues who want to raise
the bar for candidates who “have been
given extra time.”

There are, of course, instances in
which postponement is unavailable to
the underprepared tenure applicant.
These cases demand careful delibera-
tion, bringing the chair’s role as referee
to the forefront.

The Chair as Referee

Characterizing the chair’s role as ref-
eree in tenure decisions is compli-
cated by procedural variations among
institutions. I speak as one whose
university adheres to perhaps the
most common arrangement: The de-
partment’s senior faculty present a

collective recommendation (some-
times binding) to the chair, who artic-
ulates the case for or against tenure in
a letter to the dean or a review com-
mittee. The most challenging cases
usually arise from a close vote or inde-
cisive recommendation by the senior
faculty. Following are two hypothetical
scenarios:

Professor J was hired to build a
new program from the ground
up. This popular degree option
has stemmed an ominous decline
in undergraduate majors. While
growing the new program, how-
ever, Professor J has neglected his
research, and his cumulative
record does not clearly and un-
equivocally meet departmental
expectations for tenure. Compli-
cating matters is the fact that de-
spite the chair’s admonitions to
reduce his service commitments
so as to publish more, J has vol-
untarily undertaken responsibili-
ties usually assigned to tenured

colleagues who are no longer re-
search active. Senior faculty
members have voted in favor of
tenure and promotion by the nar-
rowest of margins.

Professor F is a gifted teacher
with a more-than-adequate re-
search record. Tenure would be
assured were it not for a series of

ill-considered disputes with col-
leagues, during the course of
which F has made exaggerated—
and, in some instances, un-
founded—accusations. After
vigorous debate, senior faculty
members have approved tenure
and promotion with substantial
dissent.

Each scenario offers a plausible ra-
tionale for denying tenure. Professor J,
having disregarded the chair’s written
admonitions, should have little cause
for complaint. Although Professor F
presents more of a dilemma, case law
has affirmed the use of collegiality as a
criterion for tenure and promotion,

Doctoral degrees conferred

Median number of years from bachelor's
degree to doctorate

Median number of years from enrollment
in graduate school to doctorate

Proportion of doctorates who attended a
community college

field
Sex

Male
Female

Citizenship

United States

Non-U.S. permanent visa
Non-U.S. temporary visa
Unknown

Proportion with a master's degree in any field
Proportion with a master's degree in a related

Earned Doctorates, 2007

All Life Physical Social Other
fields Education Engineering Humanities sciences sciences sciences fields
48,025 6,428 7,734 5,103 10,617 8,028 7,186 2,929

9.4 16.5 7.9 11.3 8.6 7.8 9.6 12.2

7.8 12 6.9 9.3 7.1 6.8 7.9 9.3
13.80% 23.80% 6.40% 13.30% 15.00% 9.40% 16.20% 14.20%
73.60% 89.30% 78.10% 85.50% 52.80% 65.50% 81.90% 83.80%
53.30% 35.70% 61.10% 69.60% 38.30% 54.30% 66.70% 62.20%
54.50% 32.60% 79.30% 50.70% 48.60% 71.90% 41.30% 49.20%
45.50% 67.40% 20.70% 49.30% 51.40% 28.10% 58.70% 50.80%
27,568 5,199 2,242 3,674 6,523 3,488 4912 1,530
1,832 136 290 243 420 338 243 162
15,115 602 4,579 795 3,028 3,662 1,472 977
3,564 492 634 397 659 549 564 269

Source: National Opinion Research Center
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though only when breaches of collegial-
ity have a demonstrable impact on a de-
partment’s mission in teaching, research,
or service. In both instances, however,
there is enough ambiguity to give most
chairs pause, especially with the affirma-
tive vote of senior faculty members.

In such cases, a chair may be
tempted to write a lukewarm, equivo-
cal, or even inscrutable letter of recom-
mendation—a dereliction of duty
certain to antagonize deans and review
committees, who expect and deserve
informed professional guidance. In-
stead, the responsible chair/referee
should be prepared to write a cogent
argument for or against tenure, unde-
terred by the possibility that there is an
equally plausible argument to the con-
trary. So resolved, the chair might con-
sider the following advice derived from
eight years of refereeing:

+ Get the bad news out in paragraph
one. If obliged to cite a numerical vote,
do so candidly.

+ End the first paragraph with a suc-
cinct, unequivocal recommendation
(e.g., Though obliged to report the reser-
vations of a minority of my colleagues—
and I acknowledge the legitimacy
and sincerity of their views—I want to
make it clear that I support tenure
wholeheartedly.).

+ Present the counterarguments of
senior colleagues fairly and accurately
before attempting to refute them;
demonstrate that you've listened to
and weighed opposing views (e.g.,
These concerns are not easily brushed
aside. Nevertheless, I must point out
that...).

+ Reaffirm your recommendation in
a brief concluding paragraph.

Conclusion

In sports, coaches and referees have
one thing in common: No one ever
comes to the game to watch their per-
formance. Both operate outside the
spotlight until they make the atypical
bad call. The best coaches and referees
need to have the strongest, which is not
to say the biggest, egos on the playing
field. Department chairs do well to fol-
low their example. A

Christopher Gould is director of the Center for
Faculty Leadership at the University of North Car-
olina Wilmington. Email: gouldc@uncw.edu
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Fostering Faculty Friendships

by Cynthia Schubert-Irastorza

ncreasing accountability, shrinking
Iresources, and a shaky economy are
taking a serious toll on faculty morale
and motivation. Maintaining a positive
attitude becomes a daily challenge and
it’s getting harder to help fellow faculty
keep the spark alive. This article ex-
plores effective strategies for ensuring
productivity, building motivation, and
promoting job satisfaction by creating
positive workplace relationships
throughout the academic department.
Content focuses on strategies and

behaviors that foster the development
of faculty friendships.

People who have friends in the
workplace are happier, more produc-
tive, and more engaged in their work.
They are more likely to stay in their
jobs longer and enjoy better health.
These observations from Tom Rath’s
book Vital Friends (2006) were “mind
openers” for me and set me on a
course to discover how I could use his
friendship-building ideas and strate-
gies to boost faculty morale and

ensure productivity during these diffi-
cult economic times while, I hoped,
becoming a better department chair in
the process.

The extensive benefits of positive,
caring work environments are con-
firmed in Rath’s comprehensive study of
friendship that he conducted for the
Gallup Organization during 2006. In
order to reap those benefits, we need to
support, facilitate, and encourage the de-
velopment of personal linkages with and
among faculty serving in all academic
departments . . . and anywhere else that
we can. As a believer in the power of pos-
itive relationships and as a department
chair, 'm committed to fostering faculty
friendships and ensuring a positive work
environment in our department.

Rath (2006) describes the eight Vital
Roles that workplace friends fulfill for
each other as builder, champion, collab-
orator, companion, connector, energizer,
mind opener, and navigator. From the
perspective of a department chair,
the capacity to assume at least some of
these roles for our colleagues signifi-
cantly influences our ability to meet fac-
ulty needs and create positive working
relationships. Which of the vital roles do
you assume for the faculty members in
your department? Which do you avoid?

Eight Vital Roles

Consider the following descriptions of
the vital roles that workplace friends as-
sume for each other and reflect on your
responses to the following questions.
The builder believes in you and
genuinely wants to see you grow and
succeed. Do you hold high expectations
for everyone you work with and com-
municate a sincere desire to see others
succeed? Can you genuinely celebrate
the success of others? Do you go out of
your way to help create opportunities
for faculty to develop, display, and gain
recognition for their accomplishments
in teaching, scholarship, and service?
Builders do not compete, they give
credit and they help others succeed.
The champion sings your praises
and defends you when necessary. How
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frequently do you communicate with
your faculty members? Are you fair, hon-
est, and equitable in evaluating the per-
formance of all faculty? Do you make the
effort to recognize and publicize the
achievements of individual faculty while
protecting their privacy? Do you always
get the faculty member’s side of the story
before coming to conclusions based on
student or coworker complaints? Cham-
pions hold high expectations and en-
courage others to fulfill them.

Collaborators share your interests
and want to work with you. How open
are you to new ideas and suggestions
from faculty? Are you currently pro-
viding mentoring assistance to any of
your faculty? Are you involved in com-
munity outreach efforts? Do you en-
courage teamwork? Do you participate
in work teams yourself? Collaborators
demonstrate that sharing resources
and pooling individual efforts pro-
duces maximum results.

Connectors put you in touch with
others and help you build your re-
sources. How frequently do you organ-
ize meetings and activities that
promote meaningful faculty interac-
tion? Do you encourage department
members to participate in outreach ac-
tivities? How often do you introduce
individual faculty members to new
contacts within the department, school,
university, or community? Being a con-
nector means knowing how to bring
people together for everyone’s benefit.

The mind opener expands your
horizons and challenges you to make
positive changes. How often do you
engage department members in seri-
ous conversation about their interests,
activities, goals, and values? Are you
active in implementing positive
change? Do you stay current in your
field? Do you promote activities that
focus on innovation and positive
change in all areas of education? The
mind opener leads by setting a positive
example and keeping an open mind.

The companion is trustworthy and
is always there for you. When the need
arises, do you take the time and have
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the patience to listen to others and hear
what they are saying? Are you willing to
be a friend? Do you know both the
areas of strength and those of needed
growth for each faculty member? Do
you keep confidences and follow up on
the commitments you make? A com-
panion is a friend, someone you can
trust. Companions care about your
welfare and they cover your back.

Energizers are fun to be with and
get you moving. Do you project a posi-
tive attitude? Can you maintain your
sense of humor, even in times of stress?
Do you make an effort to cheer people
up when they need it? How frequently
do you go out of your way to send a
written thank-you note or compliment
to faculty members on a specific task
or action they have completed success-
fully? Energizers make success an en-
joyable experience.

The navigator provides a reality
check and helps keep you on course.
How skilled are you at confronting
problems? Can you deliver constructive
criticism honestly and effectively? Do
you regularly monitor faculty perform-
ance? Are you aware of individual fac-
ulty teaching, scholarship, and service
activities? Do you encourage faculty
members to discuss their performance
with you? Navigators provide guidance,
help steer the ship, and stay the course.

Applying the Concepts
Accepting these concepts, agreeing
with them, is only a starting point.

Applying them to your everyday chal-
lenges is what counts. A good way to
begin is to think back, recall situa-
tions and individuals you have
worked with where you were called
on to assume one or more of the vital
roles. How did you perform? Think
about your response to the faculty
member who needed assistance with
a research problem or how you han-
dled an emotional request for per-
sonal leave. Did you assume any of
the vital roles in dealing with a cur-
riculum dispute, resolving a student-
faculty issue, developing a new
program, or announcing a faculty
award? Would you, could you, have
done it differently or better?

Moving into the future, think
about how you can strengthen your ca-
pacity to provide faculty with the kind
of help and support represented by the
vital roles and you will be taking an-
other step forward in fostering faculty
friendships. A

This article is based on a presentation at
the 27th annual Academic Chairpersons
Conference, February 11-12, 2010,
Orlando, Florida.

Cynthia Schubert-Irastorza is chair of the teacher

education department at National University.
Email: cschubert@nu.edu

References

Rath, T. (2006). Vital friends: The peo-
ple you can't afford to live without. New
York: Gallup Press

Promoting Departmental Community and
Civility Through Covenant Development

by Carol A. Mullen

epartment chairs struggle to foster
Dcommunity and civility within
their academic units. While leading
community-building initiatives, energy
is unfortunately directed at negative
behaviors. Bullying, for example, is
common—it undermines individuals’

work and self-esteem. De Luca and
Twale (2010) provide insight into this
delicate topic. Many of us would prefer
to sweep this intensely uncomfortable,
litigious subject under the carpet. How-
ever, students and junior faculty, women
and ethnic minorities, are particularly
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vulnerable to abuses disguised as aca-
demic freedom. Harassment occurs in
subtle and devious ways, as in rumors
that both isolate and discourage faculty.
Thus, mean-spirited acts must be care-
fully monitored and prevented.

A complex web of incivility infests
our workplaces with dynamics that can
thwart efforts to create a vibrant com-
munity of scholars. Not discussed
much is bullying upward—that is, the
undermining of administrators and
faculty supervisors whose intentions
are selfless and community oriented.
More attention is also needed on the
role of top administrators in support-
ing department chairs to promote
civility and community. Middle man-
agers are expected to shoulder this re-
sponsibility but it does not belong to
the domain of any one leader. Because
all leaders’ perspectives and resources
are inevitably circumspect, and be-
cause department chairs can them-
selves become the target of bullying,
solutions should be sought that are
community based.

Covenant as Lighthouse

One initiative that can redirect negative
energy while promoting positive energy
is the departmental covenant. Faculty
members who create a covenant to-
gether make their expectations, beliefs,
and values transparent. Alongside my
faculty I have produced a covenant that
guides our core beliefs and embeds our
group’s conscience, cultural values, and
professional aspirations.

In my highly diverse unit, we are
mindful about working against per-
sonal isolation and social competitive-
ness. Historically, in major cities
covenants were legally binding agree-
ments that restricted housing occu-
pancy to white, U.S.-born Protestants.
Contemporary covenants are a type of
political work giving cultural minori-
ties and immigrants access to crucial
networks, opportunities, and resources.
Deep participation of all faculty mem-
bers in academic community develop-
ment can change negative behaviors,

class structures, and deficit views of tra-
ditionally disenfranchised groups.

Community life and faculty civility
are inextricably linked. The covenant
practice is not contradictory to policies
of ethical conduct. I do think, however,
that the covenant may offer more of a
boost for promoting cultural care and
nurturance of one’s fellow colleagues,
for enabling faculty peers to see them-
selves in relation to others, and for
imagining pathways for self-improve-
ment. Policies are probably more
aligned with an ethics of justice that
some faculty may associate with ad-
ministrative oversight and punitive
controls.

Our departmental covenant is a liv-
ing document and lived process.
Standing the test of time, it offers a
lighthouse for our private struggles
and vigorous challenges that arise in
daily living. Covenants should not be
abandoned once developed, so we re-
think ours. We don’t want to succumb
to having ours become a monolithic
artifact that fails to guide actions and
decisions within complex situations.
Our document addresses who we are
and what we are about as social justice
advocates who seek to make a differ-
ence through scholarship, teaching,
and service. We have articulated simi-
larities in our viewpoints and differ-
ences across status, gender, ethnicity,
and sexuality. Faculty and administra-
tors who agree to live by their ex-
pressed tenets will have made an
enduring promise to one another. Such
groups may have given themselves a
lifeline for modeling human civility
and even celebrating social success.

We think through our philosophi-
cal and personal tenets side by side—
tenured and tenure-earning faculty,
clinical and part-time faculty, male and
female, white majority and ethnic mi-
nority, U.S.-born and international
alike. We refer to the product of our
joint reflection as a “Statement of
Commitments.” We use our covenant
as a guide for expressing our ideology
of inclusiveness, openness, and accept-

ance within an institution that has
changed from a teaching environment
into a high-stakes research culture that
values quality teaching and engaged
community work. We have had to re-
think our covenant to fit the univer-
sity’s changing tenure and promotion
policies. Actually, we were required
to undertake approval via our dean,
university provost, and university
attorney. Our covenant received en-
dorsement as an official set of promo-
tion and tenure guidelines. We received
constructive feedback at these levels
and sought input from the department
chairs serving in our school. As a team,
we addressed the input received to en-
sure departmental consistency with
university policy.

Covenant as Social Capital

Covenants are a form of social capital.
They are a type of diverse peer network
and resource for supporting individu-
als and groups. The covenant that is
developed by faculty members, or al-
ternatively by supervisors with their
student advisees, can be used as a map
for overcoming human incivilities
problems (e.g., bullying) and attitudi-
nal deficits (e.g., disillusionment).
Covenants that facilitate navigational
capital enable people to find their way
in academic cultures. As resistance
capital, covenants promote a critical
capacity for challenging systemic and
human inequities that deviant behav-
iors worsen.

In our department, we have used
the covenant as a strategy for faculty to
think beyond the classroom and make
promises to each other that shape our
community in desirable ways. We de-
veloped the covenant in person as a
whole group, with members of all sta-
tuses actively involved. For example,
together we placed emphasis on indi-
viduals’ continuous growth through
such means as improved experimenta-
tion with one’s pedagogy and demon-
strated articulation of that growth.
After agreements were made, we con-
tinued to gather to explore feelings of
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uncertainty and confusion where our
internal departmental values seemed
inconsistent with institutional values.
Efforts to write the covenant to address
all technical, linguistic, and legalistic
issues was handled via email, with spe-
cialists among us in politics, law, and
mentoring taking the lead at this stage.
A key motivation for aligning the pro-
motion and tenure guidelines with the
school and university guidelines and
for incorporating our own guidelines
into the covenant was the reality that
almost half of our department faculty
(and recent hires) were in need of just
such a document. They sought explicit
and detailed guidance on the expecta-
tions of their peers and school.

This covenant consciously informs
our major decisions and activities and
ethical approaches to organizational
effectiveness. We believe that profes-
sionalism through integrity is a quality
that should permeate everything lead-
ership stands for and everything we do
within our community. For example,
the programmatic advising guides we
recently developed summarize our so-
cial justice ideology and specify navi-
gational capacities that students need
for success in their programs. As an-
other example, in our position adver-
tisements we embed values from our
covenant. We state that we are search-
ing for people who, like us, seek to un-
derstand and change the norms,
policies, and practices that are enacted

in educational and cultural contexts.
We also indicate that we value demo-
cratic participation, compassion, and
educational quality and seek candi-
dates who will add to the diversity of
the department through such means as
race, gender, and academic specialty.
Our department is the most culturally
diverse in our school, which is a direct
reflection of the social capital our
covenant has accrued.

Covenant: More Applied
Dimensions
In our department we share Albert
Einstein’s view that “not everything
that can be counted counts, and not
everything that counts can be
counted.” Our stance on promotional
success is countercultural in that aca-
demic norms prioritize the quantifica-
tion of one’s publications and other
contributions over the quality of these.
To meet our commitments, the de-
partment is dedicated to a mentoring
culture that nurtures the growth of
tenure-earning faculty and graduate
students. Effective mentoring can
remedy negative faculty behaviors and
provide direction to tenured faculty
who share responsibility in the success
of their junior counterparts. The men-
toring culture that is envisioned in the
covenant has materialized in faculty
mentorships, shared research in-
quiries, published coauthored writ-
ings, joint presentations, and more.

Tenure-earning faculty and their men-
tors have produced scholarship on
such topics as culture, politics, and
capital within learning communities
and demographically changing
schools.

Underscoring the assessment per-
taining to promotion is our cultural
expectation of collegiality. Because col-
legiality can be misused by powerful
individuals, in our covenant collegial-
ity is viewed as necessary in a commu-
nity of intellectual peers for the
betterment and collective governance
of the department. To us, collegiality
means being present, cooperative, and
available for colleagues and students. It
also means displaying civility in dia-
logue while supporting the careers and
lives of other faculty by offering and
encouraging opportunity, communi-
cating accurate and appropriate analy-
ses of career progress, and providing
information as required for unit deci-
sion making and reporting.

Collegiality also represents to us a
reciprocal and respectful relationship
among colleagues that enables the
progress and success of its academic
mission, good citizenship, and pro-
fessionalism. We seek relationships
with colleagues who are willing to
work respectfully, courteously, and
productively with faculty, staff, and
administration while fostering
a healthy environment where col-
leagues and students can thrive.

Public, 4-year

Private nonprofit, 4-year
Private for-profit, 4-year
Public, 2-year

Private nonprofit, 2-year
Private for-profit, 2-year

All degree-granting institutions

Growth in Undergraduate Enrollments by Type of College

2007 1997 10-year increase
5,813,773 4,902,034 19%
2,436,841 2,048,469 19%

735,536 191,175 285%
6,323,810 4,951,167 28%

33,486 21,764 54%

260,325 121,855 114%

15,603,771 12,236,464 28%

Source: U.S. Department of Education
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Examples include peer reviews of
one’s teaching, co-teaching, and
course development and program
improvement. Collegiality through
service is demonstrated by the men-
toring of students, volunteer partici-
pation in activities and events, and
follow through on assigned tasks.

Conclusion

If the negative aspects of departmental
cultures are to be changed, entire facul-
ties must commit to the vision of be-
coming a community. Vision requires

collective work and professional in-
tegrity. Covenants can help facilitate
this change process. A
Carol A. Mullen is professor and chair of the De-
partment of Educational Leadership and Cultural

Foundations at the University of North Carolina at
Greensboro. Email: camullen@uncg.edu
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Creating a Chairs Council

by Jeffrey L. Buller

ne limitation of many colleges and
Ouniversities is that individual units
too frequently operate in silos. One de-
partment or college may not know what
another is doing and can develop in-
consistent policies as a result. Despite all
the improvements that have occurred
with rapid electronic communication,
much of academic administration oper-
ates within an information vacuum.
The consequences can be inefficiency,
duplication of effort, frustration, lost
opportunities, wasted resources, and
unnecessarily high workloads. To help
remedy this situation, most institutions
try to develop at least three different
kinds of organizational structures: ver-
tical groups (where individuals at dif-
ferent levels of the same unit or
program meet) such as a department
meeting or college assembly, horizontal
structures (where individuals on the
same level in different units or pro-
grams meet) such as a dean’s advisory
committee or chairs council, and cross-
functional teams (where individuals on
different levels and in different units or
programs meet to address a shared task
or problem) such as a committee where
students, faculty, administrators, and
staff from across the institution meet to
develop the academic calendar.

Chairs councils can be extremely
important in breaking down the silo
mentality of an institution. Chairs
councils can be developed within indi-
vidual colleges or established university
wide. Their purpose may be simply to
share information and offer advice, or
they may have specific responsibilities
assigned to them by their institution’s
bylaws. However these groups are con-
figured, many schools discover that
chairs councils work best when they
meet together on a regular basis with
regular tasks assigned to them. Com-
mittees that gather only as needed are
difficult to sustain as schedules become
increasingly crowded year after year.
Committees that do not have clear-cut
missions tend to waste time debating
what their mission actually is. In some
institutions, chairs councils promote
interdepartmental cooperation in a
manner that is difficult to attain
through other structures. They can ex-
plore interdisciplinary possibilities and
prevent the likelihood that a course of-
fered by one department duplicates too
closely the material covered by another.
They can also play an important role in
promoting faculty development, offer-
ing academic leadership training,
maintaining comparable standards for

promotion and tenure across units, and
addressing other issues of shared con-
cern. Most department chairs find that
a council of their peers also provides
them with a critical support group
when they need the advice of those
who have faced similar challenges.

A chairs council is a convenient con-
duit for information that must be ex-
changed between the institution’s upper
administration and its faculty members,
but only when the conduit operates in
both directions simultaneously. In other
words, councils that are expected to
serve largely as the mouthpiece for poli-
cies set by the president, provost, and
dean are likely to be as ineffective as
those that view their role primarily as a
way to pass the concerns of faculty
members to higher levels. Department
chairs are well placed to understand
both the practical, day-to-day needs of
individual disciplines and the larger,
more global issues that affect the insti-
tution as a whole. In this way, they can
help faculty and administrators alike
understand how the “big picture” and
“life in the trenches” intersect.

Chairs councils can help individual
departments avoid reinventing the
wheel each time a new policy, proce-
dure, or proposal needs to be devel-
oped. Even if one’s fellow chairs have
not already dealt with that same issue
in their own areas, they probably have
access to colleagues at other institu-
tions who can offer useful suggestions.
The chairs council thus becomes a
mechanism for the dissemination of
experience and best practices while it
prevents chairs from feeling that every
challenge they face must be met alone.

Effective chairs councils can be
structured in many ways. The chairs
council at Iowa State University, for ex-
ample, includes chairs drawn from
every academic department in the uni-
versity. This provides the best possible
type of representation, but it some-
times proves to be too large a group for
nimble response to rapidly developing
situations. For this reason, a subset of
the council, the Department Chairs
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Cabinet, includes one member selected
from each college and four members
elected at large. The Department
Chairs Cabinet meets monthly, keeps
the rest of the council informed about
important issues, and periodically es-
tablishes subcommittees and taskforces
(Iowa State University, 2008).

A committee of the whole that
meets periodically with a smaller
group that can act as a steering com-
mittee is particularly common at large
institutions that employ numerous
department chairs. For instance, at
California State University Northridge
(2009), the “Council of Chairs consists
of all department chairs from the eight
Colleges at the university, and repre-
sentatives from the University Library
and the College of Extended Learning.
An Executive Committee made up of
one representative from each College,
the Library and Extended Learning
serves the Council.” Smaller colleges
tend to favor structures where chairs
from all departments meet regularly as
a committee of the whole, sometimes
even expanding the group by including
other types of directors or unit heads.
The result is a structure that broadens
the range of perspectives heard when
discussing academic issues while still
maintaining a committee size that is
manageable.

Just as the composition of a chairs
council can vary widely, so can its
charge or mission. Rowan University’s
Chairs Council plays a significant role
in mentoring new chairs and providing
the chairs’ perspectives on tenure and
promotion, sabbaticals, the evaluation
of upper administrators, curricular
matters, and scheduling, but does not
have the authority to make any final
decisions in these matters (Mosto,
2004). Many chairs councils similarly
view their role as advisory and infor-
mational rather than as executive or
operational.

But this is not always the case. Con-
sider the approach taken by the College
of Liberal Arts and Social Sciences
(CLASS) at Georgia Southern Univer-
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sity. There the CLASS Advisory Coun-
cil, consisting of all the unit’s chairs
and associate deans, serves as the col-
lege’s official curriculum committee
and is authorized to render final deci-
sions in college-level appeals of pro-
motion and tenure cases (Georgia
Southern University, 2008).

Most chairs councils keep regular
minutes of their meetings. Those files
can provide useful records whenever it
is necessary to recall precisely what a
recommendation was, when a certain
matter was discussed, why a particular
policy was adopted, or who was con-
sulted when a specific innovation was
being considered. It is all too easy for
many committees to vote to approve
the minutes of past meetings without
carefully reading them. Such a practice,
inadvisable for any group, can be par-
ticularly problematic for chairs coun-
cils. Because so much of the work of
chairs councils consists of offering rec-
ommendations and suggestions, the
meeting minutes often serve as
the medium by which these proposals
are shared with others. It is not un-
common for the minutes of chairs
councils to be posted on a website or
distributed via email, and these docu-
ments may be read very carefully by
faculty members and other adminis-
trators who are looking for a reliable
source of information about future
proposals that may affect their lives. A
misleading or ambiguous set of min-
utes can easily divert energy from more
productive activities into chasing down
problems that don’t really exist. Chairs
council meeting minutes are invalu-
able methods of communication and
deserve widespread distribution, but
they must be very carefully written and
thoroughly vetted before they’re dis-
seminated to others.

Department chairs who serve at an
institution without its own chairs
council have several good reasons for
creating one. To get started as quickly
as possible, the group could begin as a
periodic informal gathering of chairs
to discuss issues of common interest

and to provide mutual support. If
these informal discussions prove fruit-
ful, the group might consider develop-
ing formal bylaws, establishing regular
meeting times, and following a plan for
securing official recognition within the
institutional structure. Then, as the
council is being developed, several im-
portant questions will need to be an-
swered:

+ What should be the scope of the
group? Is it more beneficial to include
chairs from across the entire institu-
tion or to restrict the group to chairs
from a particular college, school, or di-
vision?

+ In addition to academic depart-
ment chairs, are there other individuals
who should be considered for mem-
bership (such as assistant and associate
deans, program directors, or division
heads)?

« If the entire group becomes so
large that meetings are difficult to
schedule and inclusive discussions
would be a challenge, should we estab-
lish a steering committee of elected
chairs that meets frequently while the
entire council meets only once or
twice a year?

+ Will the council be authorized to
make decisions on any issues or will it
be merely an advisory body? If it will
have formal responsibilities, which
permissions might need to be obtained
or which bylaws may need to be re-
vised? If the committee serves only to
provide advice and recommendations,
how will those suggestions best be con-
veyed to others?

+ Do we need to establish a formal
assessment process to ensure that we
are achieving our goals?

Because chairs councils exist at so
many different types of institutions, it
is not necessary to reinvent the wheel
when creating one. A few calls to col-
leagues at peer institutions or a bit of
skillful Internet sleuthing should pro-
duce useful examples of bylaws and
duties that you can easily adapt to suit
the needs of your own college or uni-
versity. A
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Campus Computing 2009 Survey

or the second time in the current

decade, campus IT officers are
struggling to deal with the rising de-
mand for IT resources and services
even as their budgets have experienced
significant cuts, often followed by mid-
year budget rescissions. Almost half
(48.0%) of the institutions participat-
ing in the 2009 Campus Computing
Survey report budget cuts for the cur-
rent academic year, compared to less
than a third (30.6%) in 2008 and just
13.1% in 2007. Concurrently, the pro-
portion of campuses reporting in-
creased funding for central IT services
fell from 49% in 2008 to 21.4% in
2009. Public institutions have been
hardest hit by the current cuts: Fully
two-thirds (67.1%) of public universi-
ties reported budget cuts for central IT
services for 2009, as did almost two-
thirds (62.8%) of public four-year col-
leges. In contrast, just over a third
(36.9%) of community colleges experi-
enced central IT budget cuts this year.
Among independent institutions, more
than half (56.9%) of private research
universities and two-fifths (41.9%) of
private four-year colleges also reported
reduced resources for central IT serv-
ices for the current academic year.

“These budget cuts wreak havoc
with efforts to respond to the rising

demand for IT resources and services,’
says Kenneth C. Green, founding direc-
tor of the Campus Computing Project,
the nation’s largest continuing study of
computing, eLearning, and informa-
tion technology. “College and univer-
sity I'T units were just beginning to
recover from the budget cuts that came
early in the decade. No question that
the current round of IT budget reduc-
tions has consequences for infrastruc-
ture, instruction, and support services
for students and faculty.”

The budget challenges confronting
campus IT officers are reflected in the
annual polling about the “single most
important IT issue confronting my
campus over the next two to three
years.” In past years the polling pro-
vided a clear “leader”—an issue that
might garner the votes of a clear plu-
rality of the respondents. In the early
part of the decade, survey respondents
identified the instructional integration
of information technology as the single
most important issue confronting their
institution over the next two to three
years. More recently, IT security con-
cerns emerged as the leading issue
among survey respondents. However,
in 2009, two issues—financing IT and
the replacement/upgrade of the cam-
pus network—each received about

15% of the survey respondents’ votes.
And five other issues—supporting on-
line/distance education, upgrading
ERP systems, IT staffing, instructional
integration, and user support—each
polled about 10% of the votes.

“The absence of a clear ‘single most
important issue’ in the 2009 survey
suggests that institutional IT officers
are fighting lots of ‘digital fires’ on their
campuses,” says Green.

Budget cuts may also be a catalyst
for reorganizing IT units. Almost two-
fifths (38.8%) of the survey respon-
dents report that their campus has
reorganized academic computing in
the past two years. Another fourth
(25.2%) anticipate the reorganization
of academic computing in the next
twenty-four months. Moreover, fully a
sixth (15.8%) of the survey respon-
dents indicate that their campuses did
reorganize academic computing in the
past two years and expect to do it again
in the next two years. The numbers are
similar for administrative computing
units: 34.4% have reorganized, 23.6%
expect to reorganize, and 14.8% have
done it once and expect to do it again.

Some campuses have found a little
relief from budget cuts in the federal
stimulus funds. Approximately a third
of the survey respondents from public
universities, public four-year colleges,
and community colleges report that
“federal stimulus funds will help sus-
tain IT resources at my campus.” How-
ever, their counterparts in the private
sector are less sanguine about the ben-
efits of stimulus money: Less than a
fifth (18.0%) of CIOs in private uni-
versities and just 5% of IT officers in
private four-year colleges report any
benefit from stimulus funds. “While
the relief is welcomed at many institu-
tions, the short-lived federal stimulus
money is not a long-term solution to
the need to maintain I'T budgets and to
retain IT personnel,” says Green.

The survey indicates that campuses
continue to invest in notification sys-
tems. A new item on the 2009 ques-
tionnaire reveals that more than
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four-fifths (83.6%) of campuses par-
ticipating in the survey contract with
commercial firms for campus notifica-
tion services, often software and serv-
ices that integrate and facilitate
concurrent voice, text, and email mes-
sages to students, faculty, and staff. Yet
as noted in last year’s report, the effec-
tiveness of these systems is probably
limited by the fact that most campuses
(73.5%) have an “opt-in” registration
policy for the notification service—
that is, students, faculty, and staff must
register for the service.

The 2009 survey data point to
small gains in the number of campuses
that are in compliance with the broad
terms of the P2P provisions of the
Higher Education Act of 2008. For ex-
ample, 84.2% of public universities re-
port that as of fall 2009 they “have
developed plans to effectively combat
the unauthorized distribution of copy-
righted material,” up from 80% in
2008. But beyond the mandate for
plans, campuses may have opted to
wait for the recently announced HEA
regulations on P2P ahead of develop-
ing institutional policies or commit-
ting funds in response to actual or
inferred federal mandates. In this in-
stance, just a third of private research
universities (32.6%, up from 23.8% in
2008) report that “current campus
plans [to stem P2P] include the use of
a variety of technology-based deter-
rents” as mandated by the HEA legisla-
tion. More challenging for most
campuses will be the mandate from the
2008 Higher Education Opportunity
Act to “offer alternatives to illegal
downloading or peer-to-peer distribu-
tion of intellectual property” given the
demise over the past year of many of
the commercial music services that
were targeting the campus market and
offering institutional licenses. More-
over, as noted in the 2008 Campus
Computing Report, compliance with
the P2P mandates cost real dollars: For
2009, public universities estimate that
they will spend, on average, more than
$62,000 to address P2P compliance,
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compared to more than $78,000 in pri-
vate universities, $28,000 in public
four-year colleges, and approximately
$13,000 in private four-year colleges
and community colleges.

Campus IT officers seem somewhat
bullish on the future of eBooks, ac-
cording to the 2009 survey. Fully three-
fourths (76.3%) agree or strongly agree
that “eBook content will be an impor-
tant source for instructional resources
in five years.” Moreover, the survey
numbers are fairly consistent across all
sectors from community colleges to re-
search universities. However, the sur-
vey respondents appear slightly less
confident about the role of eBook plat-
forms: Just two-thirds (66.0%) agree
that dedicated “eBook readers will be
important platforms for instructional
content in five years.”

Begun in 1990, the Campus Com-
puting Survey is the largest continuing
study of computing and information
technology in American higher educa-
tion. The 2009 report is based on sur-
vey data provided by senior campus IT
officials, typically the CIO, CTO, or
other senior campus IT officer, repre-
senting 500 two- and four-year public
and private/nonprofit colleges and
universities across the United States.
Survey respondents completed the
questionnaire in October 2009. A

Copies of the 2009 Campus Computing
Survey are available as either print docu-
ments ($37.00, plus $2.00 shipping and
handling) or as PDF site license files. The
report can be ordered from the Campus
Computing web site: www.campuscom
puting.net. Reprinted with permission.

—IJohn F. Kennedy

Leadership and learning are indispensable to each other.

Chairing the Academic Department
Workshop Series

These workshops for division and
department chairs and deans are designed
to develop the leadership capacities of
newly appointed department, division,
and program heads, and renew the skills
and enthusiasm of experienced heads.

Workshops are scheduled in
Washington, DC, June 16-19, 2010
and Austin, TX, November 3-6, 2010.

For more information and {o enroll
in an Advance worksbop, visit:

www.acenet.edu/programs/dlp

And be sure to visit the
Department Chair Online Resource Center:
www.acenet.edu/resources/chairs

ZIXE
American Council on Education ®

The Unifying Vaoice far Higher Education
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Implementing Service Learning Across the
Curriculum: A Catalyst for Change

by Marie Thielke Huff, Carol Burton, and Linda Seestedt-Stanford

ervice learning is an experiential
Sapproach to education that con-
nects students with the community
through meaningful service activities
that are designed to enrich and en-
hance students’ learning experiences
and promote civic engagement. It
combines education, action, and re-
flection to enable students to under-
stand the connection between what
they learn in the classroom and their
future careers. Research suggests that
students often do not see a relationship
between their coursework and real-
world application. By participating in
service-learning activities, students can
begin to integrate their classroom
learning experiences with real commu-
nity problems and solutions.

Although traditional academic
programs may require students to par-
ticipate in volunteerism or fulfill com-
munity service hours, service learning
is a more systematic way to enhance
learning. It is more than episodic vol-
unteerism or a community service re-
quirement added onto an existing
curriculum. Service learning is unique
because it is linked to academic con-
tent and standards and includes struc-
tured time for students to reflect on
their experiences through discussions
or writing. Not only do community
agencies and their clients and con-
sumers benefit from the service activi-
ties facilitated by the students and their
academic programs, service learning
can extend learning outside the class-
room and promote a sense of empathy
and caring among students.

There is a growing interest in
higher education to provide service-
learning opportunities to help bridge
the gap between the classroom and the
community as exemplified by the
Carnegie Foundation’s new classifica-

tion on Community Engagement. The
Carnegie Community Engagement
Classification, established in 2006 and
issued a second time in 2008, defines
community engagement as “the collab-
oration between institutions of higher
education and their larger communi-
ties (local, regional/state, national,
global) for the mutually beneficial ex-
change of knowledge and resources in
a context of partnership and reciproc-
ity” The Carnegie Foundation values
the importance of engaged learning
and the integration of activities inside
and outside the classroom. Because of
its emphasis on service learning and
reaching out to the community, West-
ern Carolina University (WCU) is one
of 196 institutions that received this
classification in 2008.

Universities that want to encourage
faculty to implement more service-
learning opportunities within their
classes can provide support in several
ways. For example, WCU emphasizes
the importance of synthesis of learning
in its Quality Enhancement Plan
(qep.wcu.edu), a major component of
its reaffirmation of accreditation by the
Southern Association of Colleges and
Schools. Faculty are encouraged and
rewarded through the tenure and pro-
motion process to participate in
service-learning activities that help
students synthesize their curricular
and outside college experiences to help
prepare them for life after college.

Faculty, students, and staff charted
a course to enhance the undergraduate
experience at WCU by developing the
Quality Enhancement Plan (QEP) Syn-
thesis: A Pathway to Intentional Learn-
ing in 2007. Defining synthesis as “the
ability to integrate seemingly unrelated
parts of experience from different areas
into an original whole” (WCU, 2007,

p- 3), the university embarked on a co-
ordinated approach to reduce the aca-
demic and administrative silos that
frequently characterize the collegiate
experience and to institutionalize ef-
forts that foster integrative, engaged
learning. Institutional data, faculty
feedback, and student survey responses
indicated that students tend to view
their academic and co-curricular expe-
riences as comprised of disparate ele-
ments and lacked the skills and
opportunities to integrate their under-
graduate education into a holistic uni-
versity experience. The QEP serves as
the “framework for infusing synthesis
intentionally and systematically within
the broader curricular and co-curricu-
lar frameworks” (WCU, 2007, p. 4).

Four curricular initiatives explored
in the QEP emerged as examples of
methods that enhance synthesis and
integrative learning: service learning,
undergraduate research, study abroad,
and internships. Derived in part from
Kolb’s (1984) model of learning, serv-
ice learning is an experiential educa-
tion approach that targets discipline
application (grounded in theory and
concepts) merged with social issues of
the greater community; students must
synthesize their educational prepara-
tion using concrete, real-world experi-
ences. Structured reflection is a key
aspect of synthesis and of service
learning; students make the connec-
tion between in-class and out-of-class
learning by engaging in formal reflec-
tion processes and creating artifacts
such as research papers, professional
reports, and formal presentations. The
result is that students enhance their in-
tellectual, social, personal, career, civic,
and academic development while con-
currently addressing community needs
(WCU, 2007). Of the five global learn-
ing outcomes identified in the QEP,
three outcomes are most closely linked
to service learning: (1) integrate infor-
mation from a variety of sources,
(2) civic engagement, and (3) clarify
and act on purpose and values, each of
which we define here.
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« Integrate information from a variety
of sources: Students will make connec-
tions between personal interests and
abilities, general education, academic
majors, general electives, experiential
learning opportunities, and co-curricu-
lar activities, and relate the implications
and value of these connections to real-
world scenarios.

* Practice civic engagement: Stu-
dents will identify their roles and re-
sponsibilities as engaged citizens by
being involved in the community and
by considering the public policies that
affect their choices and actions, by
recognizing commonalities and inter-
dependence of diverse views and val-
ues, and by acting responsibly to
positively affect public policy.

* Clarify and act on purpose and val-
ues: Students will examine the values
that influence their own decision-
making processes, take responsibility
for their own learning and develop-
ment in a manner consistent with aca-
demic integrity and their own goals and
aspirations, intentionally use knowl-
edge gained from learning experiences
to make informed judgments about
their future plans, and act on those
plans.

Faculty incorporate QEP learning
goals at the program, individual
course, and co-curricular (e.g., in pro-
fessional clubs and organizations) lev-
els. Service learning occurs at program,
individual course, and institutional
levels and WCU supports service
learning in a variety of ways. For exam-
ple, the Center for Service Learning
was moved from student affairs and is
currently imbedded in academic affairs
under the supervision of the provost’s
office. Each college has a Service
Learning Faculty Fellow who receives
either a course release or stipend to
serve as a liaison between the Center
for Service Learning and the college to
support faculty who choose to develop
and implement service-learning activi-
ties within their courses. Service-learn-
ing activities facilitated by faculty are
acknowledged in both the faculty
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member’s annual evaluation and the
tenure and promotion processes. The
Center for Service Learning recognizes
both students and faculty by giving an-
nual service-learning awards. In addi-
tion, WCU has “service-learning
designated courses” that are noted on
students’ official transcripts.

Service learning offers numerous
advantages for students by providing
an intellectually stimulating learning
environment where students “learn by
doing.” Students can explore various
majors and career options as they
hone their knowledge and skills in a
particular area. Service learning also
encourages lifelong community en-
gagement and helps prepare students
for professional work as they begin to
network with other working profes-
sionals. For example, students in an
emergency and disaster management
course, under the direction of their
professor and consistent with the ob-
jectives of the class, worked with a
local community to review, analyze,
and revise components of their dated
community disaster plan. Students
presented a formal report to the com-
munity board with their recommen-
dations. This activity provided links
between classroom learning and real
life, connected students with commu-
nity leaders, and provided a much
needed service to the citizens of the
area.

Faculty benefit as they engage in
reciprocal relationships with the com-
munity by applying scholarly activities
to help solve real problems facing the
region and state. By using a scholarly
approach faculty can measure the ef-
fectiveness of their interactions, which
may result in opportunities for schol-
arly papers, grants, or products that
will count toward tenure and promo-
tion. To illustrate, a faculty member in
environmental health, whose research
focus has been on an encephalitis car-
rying mosquito, recently wrote a grant
to support the community in reducing
the risk of contact with this insect.
Students participate in the program as

part of their service learning in the
course, collecting specimens, analyz-
ing environmental conditions, and
providing information to community
members. Data is being compiled re-
garding the efficacy of the program in
reducing this insect menace. Upon
publication this research will support
the faculty member in the tenure and
promotion process and may become a
model of mosquito eradication for the
region.

Motivating faculty to facilitate
service-learning activities can be a
challenge because these activities may
require an increased investment of
time, resources, and energy. Faculty
need the support of their university
as well as their department chairs in
order to successfully integrate service
learning into their courses. Some spe-
cific strategies that chairs might use
to encourage faculty to incorporate
service learning into their courses
are:

+ Make service learning and engage-
ment a part of the department’s mis-
sion statement, goals, and strategic
plan.

+ Sponsor a service-learning work-
shop or invite speakers who can share
information about how to effectively
implement service-learning activities
within the curriculum.

* Acknowledge and celebrate service
learning within the department.

+ Work with administration to for-
mally integrate service learning into
the department’s tenure and promo-
tion process.

+ Designate a portion of the depart-
mental budget to support service-
learning initiatives.

+ Provide and encourage opportuni-
ties for interdisciplinary service-learn-
ing projects. Faculty can share the
workload and increase the number of
students involved with a particular
project.

+ Provide opportunities for faculty to
showcase their activities in departmen-
tal and institutional meetings or open
houses.
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The benefits of integrating service-
learning activities into the curriculum,
for both chairs and their departments,
are plentiful. If done well, these activi-
ties can bring visibility to the program
through media releases and an-
nouncements. With visibility often
comes additional resources in the
form of community partnerships and
grants, research and consulting oppor-
tunities, increased enrollment, and
overall better connections with the
community.

Although WCU’s QEP was initiated
as part of the university’s bid for reaf-
firmation, it is now in its third year of
implementation and its sustainability
is directly correlated with the degree to
which the plan expands beyond the ac-
creditation boundaries; faculty sup-
port and student engagement are
critical to the plan’s institutionaliza-
tion and its ultimate success. Establish-
ing faculty development, rewards, and

evaluation processes for adopting serv-
ice learning are critical for sustainabil-
ity and success. A

This article is based on a presentation at
the 27th annual Academic Chairpersons
Conference, February 11-12, 2010,
Orlando, Florida.
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studies, and Linda Seestedt-Stanford is dean of
the College of Health and Human Sciences, all at
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Integrating Globalization into the Academic
Department: Keys for Chairs

by Karl E. Anderson and Michael T. Miller

ew colleges and universities in the

world have been untouched by the
trend to internationalize higher educa-
tion, and many have worked diligently
to incorporate different aspects of
globalization and multiculturalism
into their curriculum and communi-
ties (Schoorman, 2000). Colleges have
increased their global perspective by
intensifying the use of study abroad,
faculty exchanges, revising curriculum,
international grant and contract work,
and developing partnerships that in-
clude elements as varied as shared
websites, recognition of academic
credit, and travel tours that provide
brief exposure to other institutions.
The problem many department chairs
face is the lack of clarity about existing
partnerships, their use and formality,

and the role of different organizational
units within the university’s responsi-
bility for and oversight of partnerships.
To identify some of the challenges

and opportunities for higher education
leaders working with international
partnerships, we surveyed fifty land-
grant universities and found that more
than half reported they maintained
over one hundred international part-
nerships, and two-thirds received no
funding for their maintenance. The
most common types of partnerships
identified in the study were, in order:

+ Study-abroad arrangements

+ Academic curriculum agreements

+ Administrative related

* Recruitment/student articulation

+ Faculty exchanges

+ Research collaboration

The most common advantages of
engaging in globalization activities
through partnerships were identified
as:

For faculty

+ Enhancing research

* Better understanding of other cul-
tures

+ Better understanding of global re-
lationships and perspectives

+ Networking

+ Global interrelationship under-
standing

* Professional development

+ Professional competence

For students

+ Global perspective and under-
standing

+ Opportunity to study abroad

* Research collaboration

+ Foreign language exposure and ap-
plication

+ Networking

The majority of advantages associ-
ated with international partnerships
were identified as being for faculty and
students (rather than for administra-
tors), and this suggests that depart-
ment chairs and faculty members find
themselves on the front line of working
with these arrangements. Yet there are
seldom clear guidelines about how to
develop partnerships, and many part-
nerships are initiated and reliant on
singular faculty members. Further, we
found that international affairs offices
were often the most common location
identified for coordinating these activi-
ties, even though they have no oversight
for faculty, research, academic pro-
grams, or travel. Based on the conclu-
sions of our study, we have identified
the following key recommendations for
chairs.

Five Keys for Chairs

1. Make international partner-
ships everyone’s business. The most
common partnerships are developed
by individual faculty members who
have an interest in some particular
country or part of the world—often
developed through personal exposure.
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When partnerships are based on indi-
vidual effort, they rarely survive be-
yond the faculty member’s energy level
(or tenure at an institution—and this
applies to the partnering international
institution as well). For departments to
make partnerships last, they must en-
gage multiple faculty who are willing
to put the effort into the collaborative
arrangement. This particularly chal-
lenges the chair, who must temper in-
dividual enthusiasm with the best
interests of the larger unit.

2. Find real advantages for stu-
dents and faculty. For a partnership to
be successful, there must be multiple,
real advantages in order for different
constituents to reach consensus on the
partnership arrangement. These ad-
vantages can take the form of real cur-
riculum change, financial incentives
for teaching or working abroad, or
even the simple opportunity to visit in-
ternational locations. And considering
the growing trend of documenting stu-
dent learning, assessment measures
that can demonstrate the real advan-
tages of international partnerships be-
come increasingly important and are
vital to basic formation of a partner-
ship.

3. Partnerships should have aca-
demic relevance. As many partner-
ships are developed by individual
faculty members, there is a need to
have a strong, rational cause for engag-
ing in the partnership or agreement.
For example, with growing immigra-
tion from certain countries such as
China, India, and Mexico, there is a
real academic need for practitioners in
certain fields to have exposure to other
cultures, expectations, and influences.
Although there is a tremendous tradi-
tion in the United States of celebrating
the northern European heritage, many
international destinations that are con-
sidered desirable for travel may not
make the most sense for departments
to invest limited resources. In addition,
international collaboration that
stresses increased and ongoing global
integration will have a better chance at
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survival than those based on personal
travel desires.

4. Funding mechanisms are fun-
damental to longevity. For interna-
tional partnerships to survive, there
must be some initial consideration of
the protocols that will enable the
arrangement to function financially.
Ideally, for partnerships to be mean-
ingful and effective, each arrangement
or contract should recognize the need
for continued, long-term funding with
a specific budget agreed on by all con-
stituents involved in the partnership.
In addition, an annual assessment
should be conducted to assure the
funds are being allocated and spent
according to the partnership agree-
ment. Many institutional partnerships
are based or arranged on external
grants or contracts, and if the term of
the grant is for a specified time period,
the formal arrangement or contract
might be best served if it is similarly
scheduled to begin and end according
to the terms of the grant. Also, ending
international partnerships can be awk-
ward and can potentially damage the
opportunity for additional work in the
future. Therefore, care should be taken
when negotiating the conclusion of
the partnership so that the possibility
of future partnerships can be pre-
served.

5. Consider interdisciplinary sup-
port and collaboration. To develop a
critical mass of expertise and interest,
department chairs may best be served
by exploring tangential disciplines, dis-
ciplines in area studies, or disciplines
with a deliberate international focus,
such as international relations or inter-
national business. This can diffuse the
workload of hosting guests or finding
volunteer faculty members to visit
other countries, and it can provide a
significantly larger potential body of
students to participate in a study-
abroad program or work collabora-
tively with students in other countries.
As a side note, American terminology
does not always translate easily with
many cultures, and interdisciplinary

work can improve the chance that stu-
dent, faculty, and institutional needs
are met.

Future International Partnership
Issues
As a concluding component of our
survey, we asked senior international
affairs administrators to indicate what
they believed would be the most im-
portant future issues facing interna-
tional partnerships. The most
commonly identified issues were:

+ Increase in joint/dual-degree pro-
grams abroad

+ Partnerships that are more focused
and specific to a particular area

+ Growing numbers of partnerships

+ Increased number of partnerships
in critical/dynamic regions of the
world

* Increased number of formal re-
search collaborations

+ Multiple institutions participating
in partnerships

+ More rigorous partnership assess-
ment

* More short-term exchange and
study abroad

* Increase in online and distance
learning partnerships

All of these future issues have direct

relevance to the academic department.
Chairs must recognize that they are in-
deed the front line in institutional rep-
resentation. They must build criteria for
engaging in partnership formation and
be increasingly intentional in assessing
and maintaining partnerships. A

Karl E. Anderson is an international student advi-
sor at Kansas State University. Please contact him
if you are interested in an executive summary of
the study referenced in the article. Michael T.
Miller is associate dean for academic affairs in the
College of Education and Health Professions at the
University of Arkansas and served for six years as
chair. Email: keand@ksu.edu, mtmille@uark.edu
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Transitioning Traditional Programs to

Online Programs

by Mindy Haar

s online courses offer students in-
Acreased flexibility and convenience,
more institutions and departments are
considering increasing their number of
virtual offerings. This decision is some-
times made to accommodate growing
student interest in successful programs
or, conversely, to bolster faltering pro-
grams. Having overseen the conversion
of a traditional MS in Clinical Nutri-
tion program to a totally online format
over a two-year period, many lessons
learned in this process can be shared.

Faculty Needs

Training to teach online. Lecture
notes and PowerPoint presentations
from traditional face-to-face (F2F)
classes cannot just be transferred on-
line and the course conducted in a
similar way. Training must be given
that includes clarifying differences in
educational theory underlying tradi-
tional and online education, strategies
and approaches appropriate to online
education, as well as the technical in-
struction needed to create and manage
an online course. Most institutions re-
quire some certification as an online
instructor. New York Institute of Tech-
nology formerly required a one-day
eight-hour course, but due to develop-
ments in the complexity of online plat-
forms, this has been expanded to two
days.

Ongoing technical and pedagogi-
cal support. Colleges offering online
programs must have some technical
support available, although at some
schools this may only be during the
hours of nine to five. Informal mentor-
ing within departments can fill in the
gaps in current university support in-
frastructure. Departments wishing to
increase online offerings should be
prepared to help from within. If the in-

troduction of an online program is to
grow revenue, consideration must be
given to increased support costs.

Dealing with the expectations of
traditional program hires. Faculty
who expected upon hiring to teach
only F2F may be leery of switching to
some or all online teaching. In our
case, the only viable option for con-
tinuation of our graduate program
was transitioning to fully online ac-
cess to increase student population.
The college has attempted to expand
faculty enthusiasm with the develop-
ment of the Center for Teaching and
Learning, which provides resources,
monthly workshops, and one-on-one
mentoring.

Recognizing a faculty member’s
time investment for launching a
course. The first time a faculty mem-
ber develops a course for online deliv-
ery, he or she is paid for an additional
credit. The issue that has developed
and still has not been rectified is that
faculty creating several online courses
at once have had to reduce their
scholarly output, ultimately affecting
them in terms of reappointment and
tenure decisions. Some schools have
elected to recognize online course de-
velopment as scholarly activity
(Moore, 2008).

Setting appropriate levels of
student/instructor interactivity. The
instant response students expect from
emails to faculty multiplies in online
courses that use discussion boards and
other venues for interactivity. Most on-
line courses include more written as-
signments, with students having
unrealistic expectations for assignment
return. This often leads to a sense of
faculty exhaustion and overload. In-
forming students at the outset of each
semester as to expected response time

and assignment return time and trying
to maintain some consistency across
the department can help.

Institutional Infrastructure

Traditional registrar and bursar
processes in an online world. In our
college, first-semester students register
in person with an advisor who signs
their form for submission to the regis-
trar. After the first semester, the advi-
sor’s approval can be submitted
electronically and the student can reg-
ister online. Although a future change
is planned, presently this system re-
mains the same for our online stu-
dents, with the first-semester
registration sheet needing to be faxed,
in some cases, back and forth across
the country. Some bursar transactions
require visits to campus as well. For
schools implementing more online
programs, all procedures should be re-
viewed for complete online access.

Student evaluation of courses. In
F2F courses, student course evalua-
tions are handed out in class toward
the end of the semester and com-
pleted by most students. In online
courses, where the maximum popula-
tion is twenty students and our de-
partment’s courses average ten,
students are requested by email to
click on a link and complete a form.
The response rate is usually too low
for the Office of Institutional Re-
search to process, and these missing
evaluations have become an issue for
faculty seeking reappointment and
tenure. Consideration of an incentive
system for students to fill out online
evaluations is important.

Instructor evaluation. In many
schools the evaluation of instructors
uses an instrument approved by the
union. This form may not be com-
pletely appropriate for evaluation of
an online instructor, and considera-
tion should be made to adapt present
instruments to better reflect the vir-
tual environment. In addition, the
evaluating faculty should have some
familiarity with the online environ-
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ment. Due to the structuring of some
departments, this may not always be
the case, to the detriment of the online
instructor.

Orienting Students to the Online
Environment

Helping students deal with time
management issues. As many students
erroneously perceive online classes to
be easier and less time consuming,
there is a tendency to take on too many
courses. We have become much more
aggressive in our advisement of stu-
dents against overload. We recommend
they take out their calendar and plot
out time for jobs, family, and school,
with the expectation that a three-credit
graduate course can amount to twelve
hours of work per week.

Disproportionate number of in-
complete grades. Not being in class
and seeing the instructor allows greater
tendency toward procrastination. As a
department, we have found that con-
sistency in clearly communicating ex-
pectations at the outset, enforcing
penalties for late work, and reminders
about due dates and cutoff dates where
late work is no longer accepted has
dramatically reduced our epidemic
number of students asking for incom-
pletes.

Importance of “live” faculty sup-
port. Students need to know that there
are set times when they can speak to a
live person as opposed to email, dis-
cussion board, and chat rooms within
the course. With full-time faculty
members holding regular office hours
in our Long Island, New York, campus
providing this support, students have
reported increased satisfaction and this
has ultimately resulted in program re-
tention.

Marketing Issues

Defining your target audience/ad-
vertising issues. As we have defined
our target population of students,
we’ve narrowed our advertising specif-
ically to that niche. We’ve advertised in
several nutrition journals and have had
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booths at specific conferences. Each
time an inquiry for information came
in by phone or email, we made sure to
track the source of information. Other
programs have used different phone
numbers or contact persons in ads so
that that the source is known without
having to ask. More expensive or larger
ads have not always correlated with in-
creased response. Some college public
relations departments will cover publi-
cizing a new program while others ex-
pect all expenses to come out of the
department’s budget.

Researching your competitors’
programs and tuition differences. In
these tough economic times, many stu-
dents’ selection of programs will be
made based on price. In our college, as
our tuition was significantly higher
than all competitors, our CFO agreed
to reduce the tuition for new online
programs starting from zero enroll-
ment. In our transitioning program,
this tuition reduction would present
an immediate drop in revenue that
may not be justified by projected in-
creased enrollment.

Distinguishing your program
from other similar programs. Each
year the number of programs similar
to ours has multiplied but we have
tried to distinguish ourselves by
smaller classes and more personal at-
tention. Having different admissions
requirements can open certain niches
as well.

Developing Best Practice Models
on a Departmental and
Institutional Level

Integral and optional elements.
Already established lists of best prac-
tices can be used without reinventing
the wheel. In deciding which ele-
ments are critical and must be in-
cluded and which are just icing on
the cake, consideration must be
made of making the workload palat-
able to faculty.

Synchronous versus asynchro-
nous activity. In courses that are
asynchronous, there may be times

when the instructor wants to present
a synchronous activity on a weekly or
occasional basis. Students must be in-
formed of these times in advance of
registering. As programs expand na-
tionally and even internationally,
finding a mutually acceptable time
for students in different time zones
can become almost impossible.

New technological enhance-
ments. Newer versions of Learning
Management Systems (LMS) such as
Blackboard have additional features
including an alert system where stu-
dents are automatically sent a text
message if they don’t log into the
course based on a formula set by the
instructor; they also include space for
journals and blogs. In addition to
these LMS features, there are options
to purchase synchronous tools such
as Elluminate and Marratech, allow-
ing for instructor and class presenta-
tions and interactions. Purchasing the
next LMS version or other compo-
nents are budgetary decisions made
with projected possible enrollment
increases.

Conclusion

Aside from our own experience, many
of the issues described here are consid-
ered in two recent reports by the Asso-
ciation of Public and Land-Grand
Universities in conjunction with the
Sloan Foundation (McCarthy &
Samors, 2009; Seaman, 2009). Atten-
tion to these issues at the earliest possi-
ble point in the planning process can
maximize the ultimate success of an
online program. A

This article is based on a presentation at
the 27th annual Academic Chairpersons
Conference, February 11-12, 2010,
Orlando, Florida.

Mindy Haar is director of the Graduate Program in
Clinical Nutrition and Didactic Program in Dietet-
ics at the New York Institute of Technology. Please
email the author for additional resources and
links. Email: mhaar@nyit.edu
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What Is Unique About Chairs? A Continuing

Exploration

by Robert E. Cipriano and Richard Riccardi

here has been a dearth of informa-

tion regarding the roles and re-
sponsibilities, demographics, and
characteristics of those who serve as de-
partment chairs in our nation’s 3,600
colleges and universities. We have been
surveying chairs across the country for
the past three years using a survey de-
signed to elicit responses about demo-
graphics (gender, highest degree held,
academic rank, etc.), personal informa-
tion (degree of satisfaction in serving as
chair, plans after term as chair ends,
etc.), perceptions of the skills and com-
petencies needed to function effectively
as chair, and the tasks chairs need to
perform that are deemed pleasant or
unpleasant. In 2007 we surveyed de-
partment chairs (N = 203 respondents)
from one university system on the past,
present, and future aspirations of chairs
(see Cipriano & Riccardi, 2008). In
February 2008 we conducted a follow-
up study that broadened the responses
to chairs across the country (see Cipri-
ano & Riccardi, 2010). We mailed a
total of 317 surveys in 2008, and 150
were returned; a 47.3% return rate. In
2009 we conducted a larger study (900
surveys mailed, 374 returned; 42.0%
return rate). We have a combined total
of 727 responses (43.1% return rate
from 1,686 surveys) from chairs from
the three studies. We will report the
combined three-year findings in a sub-
sequent issue of The Department Chair.

Here we highlight salient responses of
the 2009 survey and look in-depth at
one interesting reply that was missing
from both the 2007 and 2008 survey
responses. The 2009 study also com-
pared responses from both current
chairs (N = 314) and former chairs
(N = 60). This article will only report
those differences that are significantly
different between and among these
two cohorts.

Demographics

1. Gender: 64.6% were male; 34.9%
were female.

2. Highest degree held: 9.7% held a
master’s degree, 2.4% held a sixth-year
degree, 74.3% held a doctoral degree,
and 11.5% held a postdoctoral degree.
3. Academic rank: 3.8% were assistant
professors, 23.1% were associate pro-
fessors, and 70.5% were full professors.
4. Age when first became chair: 47.

5. Current age: 54.

6. Total years as chair: 6.

7. Tenure status: 87.1% were tenured;
11.8% were not tenured.

8. Consider self as a member of the
faculty or the administration: 71.6%
considered themselves a member of the
faculty; 24.1% considered themselves a
member of the administration.

9. Came to the position: 31.4% were
appointed, 22.3% were elected, and
45.8% indicated a combination of ap-
pointed and elected.

10. Number of full-time faculty in de-
partment: 2.9% had 1-3 members,
8.0% had 4-5 members, 13.4% had 6-8
members, 11.0% had 9-10 members,
23.9% had 11-15 members, and 39.9%
had 16 or more members.

11. Formal training in becoming a
chair: 2.4% had formal coursework in
becoming a chair during their graduate
degree programs; 96.2% had no formal
coursework in chairing departments.
12. Formal management training in
chairing a department: 18.0% had
management training in chairing a de-
partment, 80.7% had no such training,
and 1.6% did not reply.

13. Term limits: 18.8% had term limits,
80.4% did not have term limits, and
1.1% did not respond.

14. What will you do after serving as
chair:

+ 16.4% indicated they would re-
tire—19.4% of current chairs selected
this response, and no former chairs
indicated they would retire.

* 16.1% reported they would go
into administration—7.0% of current
chairs and 63.3% of former chairs re-
ported this option.

+ 15.5% indicated they didn’t
know.

* 49.3% indicated they would go back
to the faculty—>52.9% of current chairs,
and 30.0% of former chairs.

+ No respondent indicated an interest
in leaving higher education.

15. Overall satisfaction as chair: 35.4%
were very satisfied, 51.7% were
satisfied, 8.3% were not satisfied, and
0.3% (1 person) were totally unsatis-

fied.

Pleasant and Unpleasant Tasks
Performed by Chairs
A review of the literature revealed that
there are 27 tasks and responsibilities
that department chairs regularly per-
form. Table 1 summarizes the pleasant
tasks chairs perform, and Table 2 pres-
ents the unpleasant tasks chairs perform.
Evaluating non-faculty personnel
(e.g., administrative assistant) was re-
ported as an unpleasant task by 48.0%
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Table 1. Pleasant Tasks Performed by Chairs

Tasks (Pleasant)

Interpersonal communication

Encouraging professional development of faculty

Developing and initiating long-range departmental programs, plans, and goals
Interacting with administration on behalf of the department
Representing the department at professional meetings

Recruiting new full-time faculty

Encouraging faculty research and publications

Departmental organization

Retaining untenured faculty

Planning/reviewing curriculum, academic programs, and courses
Assigning courses, research, and departmental duties to faculty
Attending meetings for chairs with administrators

Participating in committee work with colleagues

Justifying the department's viability to administration
Developing the department's budget

Monitoring the department's budget

Former Current
Overall Chair Chair
91.7% 95.0% 91.1%
88.7% 98.3% 86.9%
82.3% 83.3% 82.1%
82.3% 88.3% 81.2%
81.0% 90.0% 79.2%
79.4% 85.0% 78.3%
79.4% 91.7% 77.7%
77.2% 76.7% 78.0%
77.2% 81.7% 76.4%
72.4% 70.0% 72.8%
65.4% 63.3% 65.8%
62.2% 61.7% 62.3%
59.8% 68.3% 58.1%
54.4% 43.3% 56.5%
51.7% 48.3% 52.4%
49.9% 46.7% 50.5%

Note: Bolded items are at the 5% level of significance.

Table 2. Unpleasant Tasks Performed by Chairs

Tasks (Unpleasant)

Terminating adjunct faculty
Terminating non-teaching personnel
Terminating full-time faculty

Maintaining morale and reducing conflicts among faculty
Requesting additional resources from administration

Evaluating full-time faculty members

Former Current
Overall Chair Chair
76.7% 78.3% 76.4%
73.2% 66.7% 74.4%
68.4% 63.3% 69.3%
58.4% 63.3% 57.5%
53.9% 61.7% 52.4%
49.9% 58.3% 48.2%

Note: Bolded items are at the 5% level of significance.

of the respondents. Fifty-five percent
of former chairs and 46.6% of current
chairs rated this as an unpleasant task.
It appears that terminating faculty and
staff, evaluating department members,
reducing departmental conflicts, and
requesting added resources are the
most unpleasant tasks chairs are re-
quired to perform. In the existing cli-
mate besetting higher education, it is
logical that chairs will be asked to cut
budgets (i.e., terminate full-time
and/or part-time faculty), adhere to
stricter evaluative criteria for depart-
ment members, and make due with
less in the form of additional re-
sources. Further, there is the risk that
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all this will lead to a less collegial and
civil environment, thus causing more
conflicts both within and external to
the department.

It was edifying to analyze the tasks
that chairs indicated they did not do, of
which there were only two that were
noted by more than 35% of the re-
spondents:

1. Raising external funds: 50.1%
2. Obtaining and managing grants,
gifts, and contracts: 36.5%

Skills and Competencies Needed
by Chairs

Chairs wear many hats, given the par-
ticular circumstances they are faced

with. The one-size-fits-all chair posi-
tion does not exist with any degree of
regularity. A multitude of skills are dis-
played on a habitual and consistent
basis. An examination of the literature
indicated that there were 16 competen-
cies that chairs should possess.
Ninety-five percent or higher of the
respondents rated the following nine
competencies/skills as necessary to
function as a chair:

1. Trustworthiness: 99.7%

2. Ability to communicate effectively:
99.5%

Interpersonal skills: 99.2%
Problem-solving ability: 99.2%
Leadership skills: 98.9%
Character/integrity: 98.9%
Decision-making ability: 98.9%
Organizational ability: 97.6%
Planning skills: 96.5%

Only two of these indicated skills
(trustworthiness and character/in-
tegrity) are innate. In fact, the other
seven skills/competencies that chairs
reported are the most important can
be taught to new, aspiring, and experi-
enced chairs to aid them in leading
their respective departments. It is
noted and emphasized that more than
96% of department chairs have never
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Table 3. Reasons for Becoming a Chair

Reasons

Make a difference

Shape the department's direction
Career advancement

No one else in the department will do it
More money

Ability to hire faculty

Reduced teaching load

Control of the budget

Prestige

Summer pay

Former Current
Overall Chair Chair
85.8% 95.0% 83.8%
83.1% 90.0% 81.5%
39.1% 43.3% 38.2%
35.9% 31.7% 36.6%
31.1% 16.7% 33.8%
24.7% 26.7% 24.2%
17.4% 16.7% 17.5%
12.6% 11.7% 12.7%
12.1% 13.3% 11.8%
11.5% 10.8% 15.0%

Note: Bolded items are at the 5% level of significance.

taken a course or been trained to serve
as chair.

In an effort to further distill the
skills deemed necessary by the respon-
dents, we asked them to rank in order
of importance the five most crucial
competencies needed. We weighted the
scores according to the responses. For
example, a rank of 1 was awarded 5
points, a rank of 2 was awarded 4
points, and so forth. The top five high-
est ranked skills/competencies, as re-
ported by the respondents, were:

1. Ability to communicate effectively:
593 points

2. Character/integrity: 489 points

3. Leadership skills: 437 points

4. Program /course innovation and
development: 356 points

5. Interpersonal skills: 308 points

A Seismic Change

To digress back to the 2007 and 2008
studies, we found that the number-one
reason chairs indicated they remain as
chair was “that no one else in the de-
partment will do it.” At a recent full-
day conference presented by one of the
authors, workshop attendees were in-
terested in this response. During and
after the workshop, informal focus
groups were held with chairs who at-
tended the conference. First-year
chairs, as well as veteran chairs, soul-
searched and shared their private
thoughts on this subject with their new

colleagues. A consensus began to infil-
trate the discussion—they became
chairs because they wanted to make a
difference. People expressed their
thoughts and beliefs that department
chairs were in an enviable position to
be change agents, serve as legacy
builders, and construct lasting excel-
lence within their departments and
their disciplines. Upon return to our
home campus, we elicited fellow
chairs’ comments regarding this ques-
tion. They were also in agreement that
making a difference was a key factor in
becoming a chair. Therefore, we added
the following three items to the ques-
tion of why people remain as chair:
(1) career advancement, (2) make a
difference, and (3) shape the depart-
ment’s direction. Responses to the
question “Reasons for becoming a
chair” are displayed in Table 3.

Conclusion

There are myriad challenges con-
fronting higher education, not the
least of which is the fact that 40% of
the 595,000 full-time faculty members
are 55 years of age or older. The aver-
age chair serves for six years. Twenty
percent of chairs leave the position
each year. A further confounding vari-
able is that more than 96% of chairs
have not been trained in the position’s
varied roles. The chair is a pivotal po-
sition in higher education, one that

bridges the gap between administra-
tion and faculty. More research is
needed regarding the distinct roles
that department chairs play in the
academy. It is hoped that this study
will help us discern with a little more
clarity the important components of
who a chair is, which aspects of the
position are meaningful, and the req-
uisite skills and competencies needed
to perform the job effectively. A
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southernct.edu
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Lawsuits and Rulings

FACULTY TERMINATION

Professor Loses Job in Bumpy
Transition from Administration
to Faculty

Case: Marks v. Smith et al., No. 83,
603265/04 (N.Y. App. Div. 09/15/09)

Ruling: The Supreme Court of New
York, Appellate Division, modified a
trial court’s denial of summary judg-
ment to both parties in this breach-of-
contract lawsuit. It granted Fordham
University’s motion and dismissed
Janet Marks’ claims.

Significance: When an employ-
ment contract does not specify com-
pensation, courts will establish the
amount by looking at salaries paid to
employees in comparable positions.

Summary: Marks was appointed to
a two-year, tenure-track associate pro-
fessorship in the Faculty of Business at
Fordham University in 1996. However,
her contract contained a proviso sus-
pending its terms while she served as
associate dean for academic affairs for
the Faculty of Business. Her salary
would be paid as an administrator—
not as faculty—until such time as she
assumed full-time faculty status.

Marks resigned the associate dean
position in March 2002 to assume
teaching duties. However, no teaching
positions were available for several
months. The university told her that
her annual salary as a professor would
be $70,000 and payment would begin
as soon as she began teaching.

She refused her teaching assign-
ments for the fall of 2002. Marks
claimed that her faculty salary should
have been paid as soon as she resigned
the associate dean position. She as-
serted that although she was not teach-
ing, she was performing other faculty
duties, including research. She also
claimed that the proposed faculty
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salary violated the terms of her con-
tract.

The university fired her. It claimed
that by refusing the teaching assign-
ments, she had effectively abandoned
her job. Marks sued for breach of con-
tract. After the trial court denied both
parties’ motions for summary judg-
ment, both filed appeals.

The appellate court found that the
contract failed to specify a salary for ei-
ther an administrative or a faculty posi-
tion. Therefore, the panel held that,
absent other evidence of a greater obliga-
tion, the contract required compensation
at a rate that was reasonable in compari-
son with compensation customarily paid
to holders of comparable faculty posi-
tions during the same period.

The court ruled that the university’s
evidence showed that the salary offered
was reasonable. Marks did not come
forward with any evidence to support
her claim that the university, in setting
her salary, breached any contractual
obligation left unstated in their written
agreement, the court noted.

She also failed to identify a basis for
a determination that the university was
required to continue paying her a
salary after she voluntarily resigned her
administrative position and before she
assumed full teaching duties, according
to the court.

The appellate court modified the
trial court’s ruling. It granted the uni-
versity’s motion for summary judg-
ment and dismissed the complaint. A

FACULTY TENURE

Court Will Not Rule on Quality
of Professor’s Work

Case: Tori v. Marist College, No.
08-5143-cv (2d Cir. 09/02/09)

Ruling: The Second U.S. Circuit
Court of Appeals dismissed Michael

Tori’s claims of discrimination against
Marist College.

Significance: To allege that a nega-
tive tenure decision was influenced by
illegal bias, a plaintiff must rely on evi-
dence other than a disagreement over
the quality of his scholarly work.

Summary: After Marist College de-
nied his tenure application, Tori filed
suit alleging that he was subjected to dis-
crimination on the bases of race (white),
gender, marital status, and religion.

The college claimed that his appli-
cation was rejected because his schol-
arly work was unsatisfactory. But Tori
argued that by publishing two articles
in peer-reviewed journals, he fulfilled
the tenure requirements as set forth in
the Faculty Handbook. He alleged that
the scholarly work requirement was an
objective standard disregarded by the
peer review committee. He also as-
serted that two independent experts in
his field had reviewed his articles and
found them of excellent quality.

Tori appealed the district court’s
summary judgment for the university.
But the Second Circuit affirmed the
ruling. The panel noted that when an
employer asserts a legitimate nondis-
criminatory reason for an adverse em-
ployment action, the plaintiff has the
burden of proving that it is a pretext
for discrimination.

The court explained that “tenure
decisions in an academic setting involve
a combination of factors which tend to
set them apart from employment deci-
sions generally.” Courts are “under-
standably reluctant to review the merits
of a tenure decision,” the panel added.

Therefore, when a professor alleges
that denial of tenure was influenced by
an unlawful, discriminatory bias, evi-
dence regarding disagreement over his
scholarly work is insufficient to show
that the college’s proffered reason was
a pretext for discrimination. A
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Review

FERPA Clear and Simple:
The College Professional’s
Guide to Compliance

by Clifford A. Ramirez

Jossey-Bass, 2009
336 pp., $40.00 (plus $5.00 s/h)

In the age of reality television, Face-
book, MySpace, Twitter, and dozens of
other social and professional network-
ing sites, it seems that people are
searching for more exposure and more
connections than ever, rather than try-
ing to seek more privacy. As a result,
more and more personal data ends up
in the public sphere. However, there
are real concerns about the improper
uses of these data. The U.S. Federal
Trade Commission estimates that as
many as nine million Americans have
their identities stolen each year. Iden-
tity thieves then engage in a multitude
of crimes such as credit card or bank
fraud, and use the identities to illegally
obtain government benefits.

Do we have a right to privacy that
can protect us? The U.S. Constitution
does not specifically mention a right to
privacy, but the Supreme Court has in-
terpreted various provisions to find
some protection. In Olmstead v. United
States (1928), Justice Louis Brandies ar-
gued in his dissent that the framers
“conferred, as against the government,
the right to be let alone” (277 U.S. 438,
478). In Griswold v. Connecticut (1965),
Justice Douglas, writing for the major-
ity, ruled that a right to privacy did in-
deed exist: “The foregoing cases suggest
that specific guarantees in the Bill of
Rights have penumbras, formed by em-
anations from those guarantees that
help give them life and substance. . . .
Various guarantees create zones of pri-
vacy. . . . We deal with a right of privacy
older than the Bill of Rights—older
than our political parties, older than
our school system” (381 U.S. 479, 484).

FERPA

CLEAR AND SIMPLE

Unfortunately,
these decisions con-
cerned the individual’s
protection from the
government, essen-
tially placing limits on what the govern-
ment could do. But what about the
protection of our privacy from public
release by the government or by others?
There is no national law protecting the
privacy of personal information, but
since the 1970s Congress has acted to
protect certain kinds of information. In
1974, Congress enacted the Privacy Act,
which limited the use of information
collected by government agencies, and
the Family Educational Rights and Pri-
vacy Act (FERPA), which was intended
to protect the privacy of educational
records. It should be noted that FERPA
applies to every institution of higher ed-
ucation that accepts federal funding.

Clifford Ramirez, a private consult-
ant and registrar at Claremont Graduate
University, has created a comprehensive
guide to understanding FERPA and its
application. Although written with col-
lege registrars in mind, it may serve a
useful purpose for department chairs.
Designed as a reference book (but it can
also be read from cover to cover), FERPA
Clear and Simple is broken into six chap-
ters. Chapter One not only serves as an
introduction to FERPA, it also provides
a brief history of privacy law in the
United States and a very thorough back-
ground on the creation of the FERPA
legislation. Many of the details of those
events may be irrelevant for today’s ap-
plication of the law, but it does make for
interesting reading. To add color to what
essentially is a discussion of regulations,
Ramirez adds “feature” boxes that in-
clude such interesting tidbits as a biogra-
phy of Senator James Buckley, the
history of Social Security numbers, and
a description of the evolution of the U.S.
Department of Education. All in all, his
description of the development and
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passage of the law does enhance the
reader’s understanding.

With the foundation laid, Ramirez
uses Chapters Two and Three to provide
a detailed explanation of the law: what
is protected, who it applies to, how it
should be enforced, and the remedies
for noncompliance. It should be noted
that the record keeper targeted by the
FERPA legislation is typically the regis-
trar, but if an academic department
maintains its own educational records
of its students, then those are protected
by FERPA. Departments that require
comprehensive exams, major field tests,
or track grades of its majors must com-
ply with the recordkeeping require-
ments of FERPA. In addition, the
privacy provisions also apply to any em-
ployee of the institution who has access
to the records. Accordingly, a faculty
member may not reveal a student’s
grades to third persons without follow-
ing the provisions of FERPA.

These two chapters are likely to be
the ones most referenced by those look-
ing to answer a question about how to
handle a certain academic record. But,
as expected with any regulatory scheme,
there will be exceptions, and Ramirez
uses Chapters Four and Five to fully ex-
plain the myriad of exceptions, includ-
ing access by parents of dependent
children to disclosure of information to
law enforcement officials concerned
about the safety of the student or oth-
ers. Ramirez includes feature boxes to
provide background on the events
spurring relevant legislation such as the
Columbine High School massacre, the
Jacob Wetterling and Adam Walsh ab-
duction cases, and many more. In addi-
tion, Chapter Five deals with exceptions
necessitated by the U.S. Patriot Act and
other national security concerns. The
discussion of the law and its exceptions
in these chapters is quite accessible to all
segments of higher education admin-
istration, even for those without a
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law degree or years of bureaucratic
experience.

Chapter Six provides useful strate-
gies for institutions to follow in order
to comply with the requirements of
FERPA. Ramirez includes several com-
pliance checklists that may prove use-
ful to records administrators as they
create policies and procedures in line
with the FERPA requirements. Perhaps
what I find most useful in this volume
are the appendixes: the FERPA legisla-
tion (20 USC Section 1232G) and the
FERPA regulations (34 CFR Section
99). As an attorney, I like to check the
original text of the law or regulation to
verify the interpretation presented in
any discussion of the law, and this can
easily be done with the appendixes.
Most department chairs may not be in-
terested in the law itself, and for them,
the discussion in the chapters should
suffice.

After reading through FERPA Clear
and Simple, I contacted several regis-
trars to learn how they dealt with
FERPA issues. Virtually all of them re-
lied on publications and Internet
sources provided by the American As-
sociation of Collegiate Registrars and
Admissions Officers. Although some

were not interested in anything other
than AACRAO materials, one registrar
admitted “you can never have too
many sources on topics such as this!”
Another summarized my advice re-
garding this book: “I think a large ref-
erence book would especially be
helpful to those administrators who
are not as educated on the issues as are
people in the records offices.”
Ramirez has put together a very
nice reference book that will be useful
for department chairs who maintain
student records in their offices,
whether they be class grades, portfo-
lios, major field tests, qualifying exams,
or other records of performance.
FERPA Clear and Simple is indeed clear
and simple and will be helpful for
training staff and/or new department
chairs. I would suggest, however, that if
there are real concerns or questions
about compliance with FERPA, then
university counsel should be con-
sulted. Laws are subject to change and
are subject to different interpretations
by the courts. A

Reviewed by Jon K. Dalager, J.D., professor and
chair of the Department of Political Science at
Georgetown College. Email: jon_dalager@george
towncollege.edu

= = = = e e e e ===y

[J Yes, please enter my order for

Quade at squadepe@wiley.com.
[J payment enclosed $
[ Bill me (Purchase order #

ORDER FORM

Photocopy as needed

tions to The Department Chair at the annual (4 issues)
rate of USD $99 per subscription (US/Can/Mex); outside
North America USD $123. Payable to John Wiley & Sons, 1-4
Inc., 989 Market St., San Francisco, CA 94103-1741. To 5-19
receive information on quantity discounts, contact Sandy

Name

individual subscrip- Quantity Discounts
Copies Each Disc.
$99.00 0%
$79.20 20%
20-34 $74.25 25%
35-49 $69.30 30%
50-100 $64.35 35%
) >100 $59.40 40%

[ Purchase order enclosed (Fed. #135593032)
Bulk subscriptions with multiple ship-to addresses must have one central billing address.

Title

Department

Years in position

Institution

City, State, Zip

Phone Email

Jossey-Bass, A Wiley Imprint
989 Market Street
I San Francisco, CA 94103-1741

b o o o o o o e mm mm mm mm mm mm mm mm mm mm mm mm Em Em Em Em Em Em Em Em Em Em Em Em Em Em

DOI:10.1002/dch

Tel 888-378-2537
Fax 888-481-2665

(SP10) jbsubs@wiley.com

b oo o o o o e e e e e e e e mm mm mm mm mm mm mm mm mm mm mm mm Em

The Department Chair

Managing Editor: Carolyn Dumore
Editorial Director: Robert Rosenberg

Advisory Board

Lou Albert, Pima CC

Raoul A. Arreola, U of Tennessee—Memphis

Jeffrey L. Buller, Florida Atlantic U

Don Chu, U of West Florida

Gary L. Filan, International Community College
Chair Academy

Michael J. Galgano, James Madison U

Susan Hatfield, Winona State U

Tim Hatfield, Winona State U

Irene Hecht, American Council on Education

David Hellmich, Bluegrass Community & Technical
College

Mary Lou Higgerson, Baldwin-Wallace College

N. Douglas Lees, Indiana University—Purdue
University Indianapolis

Christine M. Licata, Rochester Institute of
Technology/NTID

Kina Mallard, Carson-Newman College

Peter Seldin, Pace U

Gary Shulman, Miami U

Jon E. Wergin, Antioch U

Daniel Wheeler, U of Nebraska

Thomas E. Young, Georgia Gwinnett College

Editorial correspondence should be sent to The
Department Chair, P.O. Box 249, Bolton, MA
01740-0249; email editor-dch@wiley.com.

The Department Chair: A Resource for Academic
Administrators (Print ISSN 1049-3255, Online ISSN
1936-4393) is published quarterly by Wiley Sub-
scription Services, Inc., a Wiley Company, at 111
River Street, Hoboken, NJ 07030-5774. Individual
subscription rate (in USD): $99 per year US/Can/
Mex, $123 rest of world; institutional subscription
rate: $899 US, $939 Can/Mex, $973 rest of world.
Single copy rate: $29 (US). To order call toll-free
888-378-2537, fax toll-free 888-481-2665, email
jbsubs@wiley.com, or write Jossey-Bass, 989 Market
Street, San Francisco, CA 94103-1741. Discounts
available for quantity subscriptions—contact Sandy
Quade at squadepe@wiley.com. Periodicals postage
paid at Providence, RIL.

POSTMASTER: Send address changes to The
Department Chair, Jossey-Bass, 989 Market St., San
Francisco, CA 94103-1741. Outside the United
States, call 415-433-1740 or fax 415-951-8553.

Copyright © 2010 Wiley Periodicals, Inc., A Wiley
Company. All rights reserved. No part of this publica-
tion may be reproduced, stored in a retrieval system,
or transmitted in any form or by any means, elec-
tronic, mechanical, photocopying, recording, scan-
ning, or otherwise, except as permitted under Section
107 or 108 of the 1976 United States Copyright Act,
without either the prior written permission of the
Publisher or authorization through payment of the
appropriate per-copy fee to the Copyright Clearance
Center, 222 Rosewood Drive, Danvers, MA 01923,
978-750-8400, fax 978-646-8600. Requests to the
Publisher for reprint permission should be addressed
to the Permissions Department, /o John Wiley & Sons,
Inc., 111 River St., Hoboken, NJ 07030; 201-748-6011,
fax 201-748-6326, www.wiley.com/go/permissions.

JOSSEY-BASS™
An Imprint of

$WILEY




THE DEPARTMENT CHAIR
John Wiley & Sons, Inc.

111 River Street

HoBOKEN, NJ 07030-5774

Periodicals

Essential Resources for Today’s Department Chair

I\'I' .II '.u'. Jﬂ

w.josseybass.c

om/highereducation

FERPA Clear and
Simple

The College Professional’s Guide
to Compliance

Clifford A. Ramirez
$40.00 = paper = 336 pp = 2009

FERPA

ELiErEED 8 maminny

The Academic Chair's
Handbook, 2/e

Daniel W. Wheeler, Alan T.
Seagren, Linda Wysong Becker,
Edward R. Kinley, Dara D.
Mlinek, & Kenneth J. Robson

$40.00 = cloth = 296 pp = 2008

The Essential

acanimic - Academic Dean
DEAN A practical Guide to College

- Leadership
Jeffrey L. Buller

$38.00 = paper = 444 pp = 2007

HE ESSENTIAL

Academic
Leadership, 2/e

A Practical Guide to Chairing
the Department

Deryl R. Leaming

$40.00 = cloth = 510 pp = 2007

Leadership in Place
How Academic Professionals
Can Find Their Leadership
Voice

- Jon F. Wergin, Editor

$38.00 = cloth = 272 pp = 2007

Effective Leadership
Communication

A Guide for Department Chairs
and Deans for Managing
Difficult Situations and People
Mary Lou Higgerson &

Teddi A. Joyce

$40.00 = cloth = 280 pp = 2007

DEP

CHAIR

 —

Chairing Academic

Departments
Traditional and Emerging
Expectations

N. Douglas Lees
$40.00 = cloth = 352 pp = 2006

The Essential

Department Chair
A Practical Guide to College
Administration

Jeffrey L. Buller
$33.00 = paper = 312 pp = 2006

The Department
Chair Primer

Leading and Managing
Academic Departments

Don Chu

$20.00 = paper = 154 pp = 2006




