
80 098 855

AUTHOR
TITLE

INSTITUTION
PUB DATE
VOTE
AVAILABLE FROM

EDRS PRICE
DESCRIPTORS

DOCUUIT R118111111

12 006 032

Kauffman, Joseph F.
The Selection of College and University
Presidents.
Association of American Colleges, Washington, D.C.
74
78p.
Association of American Colleges, 1818 R Street N.V.,
Washington 1.C. 20009 (82.00)

HF-80.75 HC Not Available from EDRS. PLUS POSTAGE
*Administrator Characteristics; *Colleges; Governing
Boards; *Higher Education; Personnel Selection;
*Presidents; *Selection; Universities

ABSTRACT
This publicttion is meant to be a guide for governing

boards, search committees, tnd presidential aspirants. It describes
the main ingredients in the process of selecting the chief executive
of a college or university :ampus. It is meant to be instructive to
all the participants. Following a brief comment on higher education
in the 1970's, the topics covered include: the governing board, the
nature of the college presidency today, characteristics of present
college and university presidents, organizaing the search process,
the search committee, candidate qualifications and criteria,
obtaining nominations and candidates, Affirmative Action, screening
and assessing candidates, making the final decision, the appointment,
board-president expectations and relationships. Evaluation of
presidents and career development concerns of presidents are also
treated. (Author/HJH)
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Foreword

It is a truism that a great college or university is almost always the
long shadow of a great leader its president. Ironically, however, the process
which is generally followed in recruiting and selecting the college president, as

described in several recent "exposés," is itself often so haphazard as to be
ludicrous.

-lois handbook has been prepared for the Association of American
Colleges by Dr. Joseph F. Kauffman, Professor of Educational Administra-
tion, University of Wisconsin, Madison, with a grant from the Ford Founda-
tion. Dr. Kauffman's approach to presidential selection is based on two prin-
cipal assumptions. First, higher education has never before had so great a

neei for presidential leadership of the highest quality, a requirement that is
likely to grow no less in the years immediately ahead. Second, improvement
in the process of selection can contribute to the quality and effectiveness of
that leadership.

Dr. Kauffman, himself a former college president, has witnessed the
selection process in operation from both inside a id out. Latterly, having
returned to his preoccupations as scholar and teacl-ei he has subjected the
process to a much needed critical evaluation. With the oversight of a task
force composed of college and university presidents, he has produced a LI/de-
mo:am which should prove vcry useful to trustee and selection committees as
well as to those prospective presidents who can find comfort and enlighten-
ment from this glimpse behind the curtain of the selection process.

Frederic W. Ness, President
Association of American Colleges



© 1974, by
ASSOCIATION OF AMERICAN COLLEGES

All rights reserved, No part of this book may be reproduced
in any form, by mimeograph or any other means. without
permission in writing from the publishers.

L.C. Cat. Cr No.: 74-18134

2 THE SELECTION OF



Introduction

This publication is written with an underlying premise: that the po-
tential effectiveness of a college or univel shy president is, at least in part, a
function of the process by which he or she is selected. If that process involves
the appropriate constituencies of the institution, clarifies goals, objectives and
priorities, and enables the board to select a person it can support fully, then a
foundation for success will have been established.

Effective educational leadership remains a crucial ingredient in the suc-
cess of any higher education enterprise. Despite the pressing problems of
finances and, in some cases, declining enrollments, our commitment to the
fundamental value of learning must be constantly renewed. No one person or
segment of an institution holds this trust exclusively. Yet it is the president
who is expected to be the link among all of the parties involved. Governing
boards, administrators, faculties, and students look to presidents not only to
provide effective management but also to nourish the values for which institu-
tions of higher learning stand.

Every year from two to three hundred colleges and universities face the
necessity of choosing a new president. More and more that task has become
complex, controversial, and difficult. Boards of trustees and regents often
seek to learn from the experience of others and requ:sts for specific guides
are often sought. The role of the president is changing, and so is the role of
governing hoards, as constituent groups press for participation in the process
of choosing a new leader.

Governing boards, administrators, faculties, and students
look to presidents not only to provide effective
management but also to nourish the values for

which institutions of higher learning stand.

This publication is meant to be a guide for governing boards, search
committees, and presidential aspirants. It describes the main ingredients in
the process of selecting the chief executive of a college or university campus.
It is meant to be instructive to all of the participants.

Obviously what follows in these pages should not be considered pre-
scriptive for all. It is directed primarily to tour -year colleges and universities,
rather than two-year community colleges and junior colleges, although those
institutions may find parts of it uselul. It is meant for the selection of the
chief executive officers of individual campuses, whether their title is president
or chancellor. It is not meant for the selection of heads of state system, of
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higher education or heads of multi-campus sotems, which may have t lite
different need, and objectives.

While the contents that follow are not prescriptive, they attempt to
illuminate practi,..s and principles that each institution will want to examine
in creating its own presidential selection and appointment policies. They will
have to he applied in ways appropriate to the individual differences among
institutions.

Despite the concern of some observers with homogenization, Americtn
higher education still retains a remarkable diversity. There are some 2,900
colleges and universities throughout the United St,. Excluding the two-
year colleges, there ..re 543 public institutions and 1,284 private ones. They
are large and small, public and private, urban at.d rural, independent and
church-affiliated. With the possible exception of some colleges and uni-
versities controlled by religious orders, the material presented herein should
be useful and generally applicable

dlowing a brief comment on higher education in the 1970's, the
,opics cowered include: The Governing Board, The Nature of the College
Presidency Today, Characteristics of Present College and University Presi-
dents, Organizing the Search Process, The Search Committee, Candidate
Qualifications and Criteria, Chtaining Nominations and Candidates, Affirma-
tive Action, Screening and Assessing Caldidates, Making the Final Decision,
The Appointment, Boart-P-e3ident Expectations and Relationships. Evalua-
tion of Presidents and C.,rzer Development Concerns of Presidents arc also
treated.

Readers shot'ld note that the author's owl. references to the college or
university pr!sioeni are expressed in terms that indicate such an office could
be held by either a woman or a man. Because most of the writing about the
college presidency assumes .1 male candidate or male incumbent, many of the
quotations ci:ed use the male pronoun. Such quotations may appear offensive
to some readers but the language of the original source has not been altered.

Finally, I wish to make it clear that what follows represents the views
of the author and is not an official statement of policy by the Association of
American Colleges. The advice and counsel of the AAC Task Force on Presi-
dential Selection and Career Development has been invaluable. Appreciation
is expressed to the members of th: Task Force: John W. Cnandler, President,
Williams College; Edward D. Eddy, Jr., President, Chatham Ct.I'...ge; Warren B.
Knox (Chairman), Vice President for Public Affair. , Reed Collcg'; James M.
.Mitchell, Member of Board of Directors and Past Chairman, Association of
Governing Boards of Universities and Colleges; Barbara Newell, President,
We tes College; Edgar Shannon, President, University of Virgin:a; and
Marvin Wachman, President temple University. The generosit: the Ford
Foundation in making this publication possible is gratefully acknowledg,:l.

I am also appreciati%e of the wisdom and support received from the
AAC stall, including President Frederic W. Ness, Elden Smith and ,ohn
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and the editorial assistance of Marti Rachel!. Or course, final responsibility
for the contew must be borne solely by the author. Like °Vier torme.-
colleg presidenL3, he k.,ows that all crecAt is to be widely '.hared but the
responsibility is his alone.

Joseph F. Kauffman

Madison, Wisconsin
August, 1974
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Higher Education in the 1970's

nstitutions of nigher education function in a social context which
requires understanding as we define institutional objectives and select our
leaders. While there is ample opportunity to challenge the trends of the times
or to move counter to the conventional wisdom, it is necessary to take into
account where higher education has been and where it may be going.

After a period of unprecedented growth and optimism, our collers and
universities have entered a period of stabilization and, for some, retrench-
ment. Some institutions face enormous financial difficulties, and reductions
:n facult and staff are not uncommon. Public attitudes toward higher educa-
tion are changing and government reassesses the level of its support along
with other pressing social priorities. New demands and expectations for
et.onomy, sound management and accountability equal or exceed earlier
pressures for a socially relevant curriculum, student participation and new
program development.

In the thrust for more effective management, new conflicts occur. Pro-
grams must he reviewed, priorities set, and effectiveness evaluated. New tech-
niques of management are becoming crucial, yet they need to be recognized
as means, not ends. Both the public and the academy are still having diffi-
culty in agreeing upon the essential purposes of higher education.

Higher education has accepted many functions now crucial to American
society. Because access to higher education is seen as vital to social and
economic opportunity, it has become an expectation. Who shall pay for it and
who benefits from it remain areas of public debate. Yet it seems clear th tt
college attendance will continue to he the main path for upward mobility.
The nature of aid to students and institutions will continue to be debated.

1M=1.11.,

Both the public and the academy arc still having
difficulty in agreeing upon the essential

purposes of higher education.

Private clIleges and universities will he challenged, as never before, to
develop distinctive purposes and programs to attract students and financial
support. Without such uniqueness, ability to compete wish the low-tuition
institutions of the public sector is

Public institutions, and their forms of governance, ace becoming in-
creasingh responsive to public authority. In some ways, palic colleges and
untersities a,c being regarded as state agencies and the advent of academic

4:0L.:_EGE ANO UNIVCRSI TV PRESIDENTS 7



collective bargaining may accelerate ,his trend. The allocation of public re
sources for public higher education has become an integral part of the
political proces. In uch a setting, effective political leadership becomes a
crucial qualification fc... th _Ise who would head public institutions.

The college preside it should provide the knowledge and
leadership to gWSe the institution in its responses

to the challeries and opportunities it faces.

There is considerable writing available on the problems facing higher
education, most notably the voluminous published reports of the Carnegie
Commission on Higher Education. Each institution must take this backdrop
into account as it goes about setting its own plans and objectives for the
remainder of tile decacle. Each college and university will have to make diffi-
cult choices anO decisions in the years ahead. Governing hoards and those
responsible for goal-setting and policy decisions require an awareness of the
total fabric of higher education.

The college president should provide the knowledge and leadership to
guide the institution in its responses to the challenges and opportunities it
faces.

8 THE SELECTION OF



The Governing Board

Effective governance of a college or university requires a sound rela-
tionship between governing board ard president. To find, and retain, a presi-
dent with the qualities necessary to lead then institution, is one of the most
important responsibilities of trusteeship.

In the sections that follow frequent reference will be made to boards of
trustees, regents or governing boards. Whatever its title, the governing board
of a college or university normally serves as the repository of final institu-
tional authority.

Effective governance of a college or university
requires a sound relationship between governing board
and president. To find, and retain, a president with

the qualities necessary to lead their institution, is
one of the most important responsibilities of trusteeship.

Contrary to practices in many other countries, American colleges and
universities are governed by boards of lay citizens in which legal authority
and liability are lodged. Space does not permit portraying the history of
governing hoards, although an understanding of that history is valuable for
board members and presidents. Since education is a responsibility of the
states rather than the federal government, they are empowered to grant
charters for the establishment of colleges and universities. A private institu-
tion, seeking such a charter, must have a corporate identity which centers in a
board. Similarly, a public institution, whether created constitutionally or
statutorily, requires a body of citizens to implement its purposes and protect
the public trust.

During the two decades following World War II, governing boards dele-
gated considerable authority to presidents and faculties. Systems of academic
self-governance were developed, implementing a concept which came to he
known as "shared authority." This concept was enunciated nationally in the
I966 Statement on Government of Colleges and Universities, jointly formu-
lated by the American Association of University Professors, the American
Council on Education alto the Association of Governing Boaids of Universi-
ties and Colleges. 1 his statement speaks of the "inescapable interdependence
among governing )oardtdministration, faculty, students and others."'

Governing board members are aware that their roles are often am-
biguous. Ideally, they should concern themselves with matters of policy and
avoid getting into administrative details. However, the line separating the two

COLLEGE AND UNIVERSITY PRESIDENTS 9



is frequently blurref. They are expected to react to recommendations
brought before them rather than to initiate recommendations. Some argue
that they ought to deal only with financial and budgetary matters rather than
academic questions. Yet we have learned that financial policy has significant
impact on academic policy questions. Further, educational policy may be a
crucial determinant in attracting or discouraging student enrollment. Such
matters cannot be divorced fro' . an institution's fiscal policies.

There h is been a great change in the mood and concerns of board
members in recent years and moves to strengthen the role of governing boards
can he seen. Student disruption, obstruction and violence resulted in public
cries of "Who's in charge?" Parents, legislators, alumni and donors called for
the assertion of the legal authority hell l governing boards. The severe
financial problems now being experie-Led call for skillful management of
resources and greater accountability. Governing boards are ultimately held
accountable, despite their unpaid status. Thus, in more and more institutions.
governing boards have moved from pro forma approval of the president',
recommendations to a full involvement in the issues confronting their
campuses. Board members, too, have relationships with constituencies both
on and off campus.

With these changes, and other concerns on the horizon,
governing boards have taken on enormous burdens.

Their concept of the presidency, and of the
president's relationship to the board and its

members, becomes a crucial ingredient when leadership
succession must be faced by an institution.

Governing hoards arc no longer fully dependent ,)n the president for
information and awareness of educational matters confronting our colleges
and universities. They subscribe to The Chronicle of Higher Education.
(Ankle magazine, and AG!? Reports. They read Carnegie Co.nmission publi-
cations, and they attend conferences sponsored by the Association of Govern-
ing Boards of Universities and Colleges, an increasingly important association
of over 610 member governing hoards, with some 13,000 trustees or regents,
on 960 campuses in the United States.

With these changes, and other concerns on the horizon, governing
hoards have taken on enormous burdens. Their concept of the presidency,
and of the president's relationship to the board and its members, becomes a
crucial ingredient when leadership succession must be facecl by an institution.

10 THE SELECTION OF



The Nature of the College and University

Presidency Today

Aseparate publication would be required to deal adequately with the
changing nature of the presidency of an American college or university. To
dkuss the selection of a president, and the process of selection, however,
requires some portrayal of the changing conceptions of the of fice.

Many published memoirs illustrate a wide variety of presidential roles
over various periods of history. There are many different views on the nature
of the office of president. In some ways portrayals of the presidency even a
quarter-century ago seem oddly quaint to those who know its reality today.

In the foreword to a recent study of the college presidency sponsored
by the Carnegie Commission on Higher Education, Clark Kerr states, "In the
view of this study, one of the major characteristics of the presidency of an
American college or university is ambiguity. One of the greatest of the
ambiguities relates to what the president is supposed to be: a sound manager
with a balanced budget, a successful 'colonial' administrator who can keep
the 'natives' quiet, a moral leader attacking evil, or any one of a number of
other things."2

There are many ascriptions and characterizations of college presidents.
Although these have changed over the years, aspects of the old blend with the
contemporary. Thorstein Veblen's phrase, "captains of erudition," sounds
strangely dated today, but one can find in the literature an ample supply of
cryptic, descriptive phrases such as "fund-raiser," "mediator," "persuader,"
"innovator," and the like.

Some of the more recent conceptions of the presidency are cited below
to illustrate the differences in expectations regarding the role.

Those who enjoy it are not very successful, and those who
are successful are not very happy. The explanation is hidden
somewhere in the philosophy of power. Those who enjoy exer-
cising power shouldn't have it, and those who should exercise it
are not likely to enjoy it. One thing is clear: colleges must have
presidents and it snakes a great difference who they are. (Harold
1$'. Stoke)3

The campus leader today is a mediator, a negotiator, and a
man who jockeys between power blocs, trying to curve out viable
future's for his institution. Unlike the autocratic president who
ruled with an iron hand, the contemporary academic president
finds that he must play the political role by pulling together
coalitions to fight tor desired changes. The academic monarch of
yesteryear has almost vanished and in his place has come not the
academic 'bureaucrat,' us many suggest, but the academic 'states-

(I. Victor Baldridge)4

COLLEGE AND UNIVERSITY PRESIDENTS 11



1s.c!ld may caller/use' tent/Or/OW it May real. the Uni-
I el sit t Mal Sli/ViVe another ten years; it Way not. the ditterences
are important, and the problems are serious. But the outcomes do
not muco thpend on the college president. Ile A human. //A
Lapabi litio are fit/Wed, WO his responsibility is limited by Iris
tapabilith's. beiiele.' there are' modest gains to be made by
making some changes in the pert ption of his role. We believe
pwsidents can be more eftective and relaxed. Ire do not believe in
magic. (Michael D. Cohen card lames G. March;

n/a/0/ ciAt'Ol'ety that emerged from the explorations of
the last tire days is that s..grrificant innovation carmot take place
within the Unitersit without the active support and leadership
of the proldent. Mere is no substitute for presidential leadership,
and a president who merelt presides ova Ir,%: instAition will find
himself presiding over an anachronism and sooner U. later at
dissolving one'. Most presidents have more opportcrities than
thev make use of to influence their institutions. ... the in-
treasury difficulties in which universities flint themselves today,
Pre role, or rather the many role's of the president are ever more
t ntle al.

because of the multiplicity of these roles, one is tempted to
highlight the traditional brokerage' function of the president, or
his role as protector of the institution against press attacks and
legislative budget cuts. It is true that the faculty is more anxious
to see the president bring home the IhI011, than to .see him calling
on them in their offices. But if the central weakness of the uni-
versity toda,t is its loss of a tiro; sense of institutional purpose
then the central role' of the president must he to articulate' that
propose. Ile must do so in ways that will marshal the most
resolute elements in till his constituencies, and raise a standard to
%%Frith the brow and honest can repair. (Workshop on "Pre.si-
dential Leadership and University Change" )6

Whatever one's conception of the contemporary college and university
president, it appears that there are changing roles, functions and expectations.
In public institutions governing boards can no longer act solely as advocates
of their institutions. They must also represent the public and receive and act
On petitions, complaints and demands for responsiveness. Faculty, staff, and
students are less and less willing to have the president speak for them and
insist upon direct access to hoards and political leaders who can effect
change. the advent of collective bargaining adds a new dimension to the
picture, which further confounds the traditional role of the president as
spokesman for the campus. Competing and conflicting interests, and demands
for public accountability, lead to a more political style of management.

Cohen and March, in OR it hook on the presidency, report on the de-
scriptie images of the presidency which they developed from a series of

12 THE SELECTION OF



role-similarity judgments made by the 42 presidents in their sample. In
personal interviews, held in the spring of 1970, the presidents were asked to
rate seven occupational roles in terms of their similarity to the role of a
college or university president. The other occupations were: mayor, business

Increasingly, the job of the president is
seen as requiring both political leadership and

the skills of the executive.

executive, bookkeeper, foreman, military commander, clergyman, and labor-
management mediator. The analysis of responses showed that college and
university presidents saw the role of "mayor" as most similar, with "business
executive" a close second.7

Increasingly, the job of the president is seen as requiring both political
leadership and the skills of the executive.

COLLEGE AND UNIVERSITY PRESIDENTS 13/0.



Characteristics of Present College
and University Presidents

Anumber of studies have examined pre-presidential career patterns,
factors of age and academic background, and length of tenure in office.
Several of these (Bolman, Cohen and March, Ferrari, Hodgkinson, Kerr,
Selden) are listed in the bibliography of this publication. In their study,
Cohen and March synthesize much of the earlier work and add some unique
contributions of their own. Their chapter on Presidential Tenure is a majcr
contribution.

Cohen and March estimate the average age of presidents now in the
office to be about 53.

The average age of those entering a college presidency seems to have
varied only slightly over the past several decades. In 1964, Bolman reported
an average beginning age to be 46 years. Ferrari, surveying presidents selected
in 1967-68, found the average age to be 45.6 years.

Typically, presidents begin their academic careers as college teachers.
They later become department chairpersons, moving from that responsibility
to deanships or similar administrative posts on the way to becoming presi-
dents. Although some persans do move directly from a faculty position to a
presidency, particularly in smaller colleges, the vast majority of rawly
appointed presidents have had substantial previous administrative experience.
In most cases, this administrative experience was at an institution other than
the one at which the office of president is attained.*

The length of a president's term of office, or the tenure expectancy of
presidents, is a subject of much speculation. During the years of student
disruption, ..nd the advent of new community colleges, the media highlighted
the many vacancies in terms of "presidencies going begging."

Presently there seems to be an expectation that presidents will stay in
office fewer years than heretofore. Although presidents serve "at the pleasure
of the board," and may he terminated accordingly, some institutions are
adopting limited terms of office usually with a possibiiity of reappointment.
Five to ten years now seems to be the normal expectation for presidential
tenure. In personal interviews conducted in 1970 in their study of the presi-
dency, Cohen and March found that presidents themselves felt their tenure
should be seven to ten years (unless they had already exceeded that figure).
This was reinforced by the responses of the people around presidents

`I he author's amination of the positions of newly-appointed presidents o'er a
12-moni period in 1973-74 reveals that 75(!; were from administrative positions toil-
side the institution at which the presidency was attained.

COLLEGE AND UNIVERSITY PRESIDENTS Is



(trustees, faculty, subordinates and students) who also saw a norm of seven to
ten -year terms for presidents.'

Clark Kerr provides some interesting data concerning the presidents of
the most prestigious doctoral-granting universities in our country, the 48
members of the Association of American Universities. In 1899, the average
sears in (dike of this group of presidents was 10.9 years. By 1969 this had
dropped to 5.9. Because averages cart he misleading, owing to a small number
of long-service individuals, Kerr also computed "median years of experience"
and round that the median had dropped from 7 years in 1929 to 2 years in
1969.a

Cohen and March do nut discover any evidence of major recent changes
in the expected tenure of new presidents. They du find that there has been a

significant long-term decline in the tenure of presidents of large universities.
They also believe that rapid growth of an institution tends to reduce presi-
dential tenure while relative stability in sire tends to increase tenure. Most of
all, they feel there has been an underestimation of the importance of age and
tenure norms.

Presidents are much more likely to leave ut about age' 50
than they are at ages 43 or .57. Presidential departures are also
keyed In length of service in a vay that suggests an implicit term
of office that is live years long (with decreasing prospects of re-
nwn. //ere us elsetliere in our investigation of the presidential
role, we observe the apparent impact of social expectations in the
regulation of life.

Part of the reason that presidents leave the presidency ut
relatively rapid rate around age' 50 is that they reach tht"gi of
last opportunity, alter Odd, the quality ot jobs for whic,', they
quality starts to deteriorate rapidly.9

Presidential departure highlights an intere%ting problem to which we
shall return in discussing the nature of the appointment and the relationships
between governing board and president. The fact is that presidents are assum-
ing office earlier and must consider post-presidential careers while undergoing

One informal measure of presidential tenure in Office was conducted by the author
when he receiyed a cups or the Cohen and March book on the prcsidenc. Leadership
and 'quit rhe Oillege Pre.idrnt. As one of the 42 college and uni
versity presidents in the national sample surveyed under the auspices of the Carnegie
Commission on Higher Education, 1 eagerly read the results. I also looked at the names
of the other 41 presidents who had been visited and interviewed in the Spring of 1970
when the stuck was begun. A quick check of the 42 names, based entirely on my
personal knowledge of lob changes, retirements or resignations revealed that 4 of
those in the sample were no longer in their presidencies by the time the book was
published in December, 1973.
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the rigors of the presidency. Governing boards must take such facts into
account in appointing and nurturing the leaders they select to guide and
guard their institutions.

he fact is that presidents are assuming office earlier
and must consider post-presidential careers while

undergoing the rigors of the presidency. Governing
boards must take such facts into account in
appointing and nurturing the leaders they
select to guide and guard their institutions.

The post-presidential career concerns of presidents will be discussed in
the section on "Making The Appointment."

COLLEGE AND UNIVERSITV PRESIDENTS



When a New President is to be Appointed

Although some L.ti'e.ges and universities have formal policy state-
ments, or by-laws, coven 1,! ;he steps to be taken when a presidential vacancy
occurs, for many. others ?vent results in a period of crisis. The process of
leadership succession in !. er education seems less well-developed than in
other organizations and is I r a source of considerable conflict.

In a recent study of i ri:idential succession, John Steiner suggests that
"the formal and informal p v, Mures of presidential selection in colleges and
universities have much in c- Pinion with procedures of leadership selection
used by other complex, plui.1.,.tic organizations such as nations, .egislatures,
corporations, peak associations..:nd international organizations." To be effec-
tke Steiner believes the seleci.;1 process must "gain the consensus of groups
which might veto the leader." °

Robert Birnbaum, recentA appointed chancellor of the Oshkosh
campus in the University of Wis. rosin System, contrasts the leadership suc-
cession process in business with 'fiat of higher education. He believes that
"while business firms utilize ant' -...story recruitment, in- service socialization,
and internal promotions within' bureaucratic framework, colleges and
universities generally select presia: !ts from other academic institutions using
informal and ad hoc processes."11

Governing boards which do not now have provisions
in their code or by-lim: i.mvering the procedures

to be followed in th% event of a presidential
vacancy should develuil vich policies. It is

important for the board to indicate dearly its
authority to make the appointment, and of equal

importance perhaps, to indicate that it will
determine the Eicess by which constituent
groups will be invited to participate in the

search for a new president.

The ad hot nature of the presidential selection p-r..cess in higher educa-
tion and the fact that the apt:tainting authority, the governing board, must
attempt to gain a consensus of the various constituent groups, may gercrate
unforeseen conflict.

Governing boards which du not now have provisions in their or
by-laws covering the procedures to be followed in the event of a presidential
vacancy should deselop such poll:les. It is important for the board to indicate

COLLEGE AND !JNIVERSITV PRESIDENTS 19



clearly its authority to make 'te appointment, and of equal importance per-
hop,, to indicate that it will determine the ',moss by which constituent
groups will he invit.!d to participate ;.1 Cie search for a new president.

Whenever possible, a governing board should

announce the search and selection procedures

which will be followed at the same meeting

that it formally acts upon a presidential
resignation or retirement.

It an unexpected vacancy occurs, without such policies having been wt,
there may he considerable conflict over what procedures ought to be fol-
lowed. A vacuum can he created in which challenges to the legitimacy of 'hi
interim arrangements, and the selection process itself, may engender con-
siderable ill-will and dysfunctional pressures. Whenever possible, a governing
board should announce the search and selection procedures which will be
followed at the same meeting that it formally acts upon a presidential
resignation or retirement. Obviously this will be difficult if a president's
departure is unplanned or a surprise to the board itself. Unless there are
ill-feelings with its president, a board should have as much as a year's notice
of plans to resign or retire. In such cases the board may delay public roticl of
the president's planned departure until it is ready to announce the plans it has
formulated for selecting a successor.

In many cases, a governing board will also have to make interim
arrangements for tne adr mistration of the institution, designating someone as
an interim or acting president. It will also have to decide what rule, if any, to
give the outgoing president, in the process of searching for a successor.

Some institutions may need to take a long, penetrating look at them-
selves before deciding what kind of new leadership they require. Frederic W.
Ness has suggested that an ad hoc or interim president, preferably from
outside, he engaged for a limited period in such cases. Such a person would
have no expectation or aspiration for a permanent appointment. He or she
would provide for the continuing management of the institution. More im-
portantly, such a person would help the board and the college community
chart their future course so that they could then search for a new president to
lead them in their desired direction.12

Sometimes circumstances will require the designation of an acting presi-
dent for a brief. ptriod. Normally, the chief academic officer will be so desig-
nated it a temporary leader is required. However, the person designated act-
ing president should not be one who is an active candidate for the presidency,
especially it the college or university wishes to attract other outside candi-
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dates for the position. 1 he .'sting president will he a major source of inform
tit qf about the institution for candidates who are to be interviewed on
campus. It is a serious omission not to have the acting president participate in
these interviews. Yet, if this person is also an active candidate for the position
an awkw,iru situation results.

Ohs iouslyf governing board will want to enable persons from inside
the institution to become candidates for the presidency if they choose to do
so. Yet, in some circumstances, inside candidates have some liabilities, in-
cluding the fact that their weaknesses, unlike outside candidates, are known.
They may also he identified with one or more of the factions inside the
institution vying for influence in the find: decision. This can h .come a source
of conflict among the groups participating in the search.

It is also recommended that the outgoing president be
completely detached from the selection process.

Although he or she may be helpful to the governing
board in the development of search and screening
procedures, the outgoing president should not

be in a position of selecting a successor.

In considering the question of an inside or outside candidate, the
governing board will have to decide the current aod future n eds Al the
institution. The ultimate choice should depend on who best ...eels those
needs.

It is also recommended that the outgoing president b.: completely
detached from the selection process. :'though he or she may be helpful to
the governing board in the development of search and screening procedures,
the outgointt president should not he in a position of selecting a successor.

the period immediately following the resignation of a president is a
difficult one. Joseph M. Ray, a former university president, described it well
when he said, It is a period when temporary consternation and concern, and
delight as well the part of some, give way to an ever-deepening sense of
marking time until the new president is selected and arrives on le SLAW."' 3
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Organizing the Search Process

"roday's presidential seared. is an Easter egg hunt: many people
suot to participate, and thousands want to watch. "14

The search process associated with selecting presidents at most
colleges and universities is, at best, a compromise. Although authority to
make the final choice and the appointment is clearly in the hands of the
governing hoard, in most cases the faculty, students, alumni and others will
expect to he consulted.

The concept of "shared Authority" presumes consultation with the
faculty. The previously mentioned Statement on Government of Colleges and
Uniee,-cities contains the following statement com:erning the se,...i,h:

/pint eltbrts of a most critical kind must be taken when an
institution chooses u pew president. The selection of a chief ad-
ministrative officer should follow up:v cooperative search by the
governing hoard and the faculty, taking into consideration the
opinion of others W110 are appropriately interested. The president
should he equally qualified to serve both as the executive officer
of the governing board and as the chief academic officer of the
institution and the facility. His dual role requires that he be able
to interpret to hoard and lawny the educational views and con-
cepts of institutional government of the' other. foe should have
the' confidence of the board and the faculty.15

Many observers have commented on the search process. Some view the
search process as a mess while others see it as a unique opportunity. Frederic
W. Ness describes the process in the following manner: "Of all the capricious,
disorganized, unprofessional operations in human society, this one would
certainly appear to qualify for some kind of negative award."16

Robert M. Hyde sees the search process as an opportunity "... for
the hoards who are willing at the outset to plan and organize it well and
puisue it with diligence, it can he an exceptional opportunity to strengthen
the institution in several important ways. It can he the vehicle for providing
new ins;ghts and understanding of the institution, improving relations with
faculty and staff, and promoting increased support from outside sources. And
the search that generates the important byproducts has the best possible
chance of launching a successful and productive presidency!"1 7

Father Paul Reinert, former president and now chancellor cif St. Louis
Universitc, bemoans the new emphasis on widespread participation in the
se,:rch process. tie observes that "... while the powers, prerogatives and, to
some extent, prestige of the college president have s:eadilv erockd, the
process by which new presidegts are chosen has never h,m1 more complex
and r leticulous." Father Reinert static that "... one y.,u try to involve a lot
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of people in the search process, there is no end to it. Either you wino up with
one huge committee or an impossible collection of small committees and
either was the result is a Mallerial headache of major proport ions."I 8

John Steiner belieses 01.1 the selection process, although criticised as
ad hen, slew% , cumbersome, inef icient, and undemocratic, is a functional and
pi agmat it. institutional response because it focuses attention on the role of
the university and reconciles competing element; both inside and outside the
campus political community .

Steiner summaries his thesis this way:

In se' /et tiny a man. the committee 'mist first ascertain %ral
tole the me have to phn below the members e'en? (1st ell(lin
W1 itilen 1*. Untl (Wank al lath 10 look for in a nominee. And
beton. settling on the one Man who will h!. the whin. president,
the committee. 'mist determine. that the new president and what
lie stands for will be at t tpiabie to important constituent and
audience group, in the university milieu. In this wut, the
mechanist?? for the se' /et lion ul leilderNInp A Mato/ to the .spet slit
leadership role. 19

It becomes oident that each institutiol will have to create the search
process which best meets its own needs. A small institution may use a very
simple process. One such college, known h the author, had a disastrous
wericrice with an outside appointee. 'hen that person stepped down, undo

pressure hom the faculty and the board, there was a cleat consensus for th-
app-uument of a highly respected insider who had been academic dean and
%RApresident tor a number Of years. The process was abbreviated and the
aprinuilnionl promptly made to the pleasure of a'l the concerned
stitu. tic ies. I his is, sit course, a rare occurrence.

Public institutions 'lace many requiremen.. and obligations which ol ten
dictate an emensice, open process in both the se and selection.

Whatever process is used to search for the new
president, it should clearly be under the control

of the governing board, Further, it should be
related to the institution's own, often unique,
circumstances, problems and opportunities.

A sariets of procedures and techniques empliA ed in both public and
pro_ne institutions will he described in the following pages. Whatever process
is used to search tot the new president, it should death, he under the cntiol

the gowining hoard. I Lather, it should he related to the institution's own,
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often unique, circumstances, problems and opportunities. The qualifications
sought in d president should relate to the specific needs of the institution as
determined by the board, in consultation with the faculty and other con-
stituencies of the college ur university.

Some institutions may benefit from the use of an outside consultant to
guide them in the search process. Outside consultants cannot, of course, do
the work of the governing board or replace the participation of the key
constituencies of the institution. A danger, d150, is that some within the
institution will resent the obvious influence of "outsiders." Nevertheless,
professional counsel may be helpful in those cases where the Lick of ex-
perienLe and confidence warrant such assistance.

There are some private consulting firms which providi. services in con-
nection with the search for college presidents. On a fixed fee basis these
Lonsultants aid governing boards and search committees in defining the
institution's needs, outlining the characteristics of the kind of person the
institution should be seeking, provide a staff person for the committee,
suggest techniques for obtaining desirable nominations, suggest fumes of
possible candidates, conduct background investigations on selected candidates
and aid in the public relations of the actual appointment. Assistance in any of
all of these matters may he necessary or helpful for some colleges or uni-
versities.

There is a difference between asking for advice and turning over the
whole job to d management consulting firm or agency. Each governing board
seeking assistance has to assess its own unique needs so that it will not
purchase more than is required. Professional counsel may be useful in speed-
ing up the search process, in identifying and obtaining information on candi-
dates, or in selling a desirable candidate on the possibilities of an institution.
A board which recognizes a need for guidance in an administrative reorganiza-
tion may wish to combine such a task with plans for a presidential search.

There are also disadvantages in using outside counsel. They may not
really understand the ambience or needs of the ins itution and thus offend
important elements among the constituencies. Also they can he expensive, in
Lomparison with the "free" services which most board and faculty com-
mittees provide. Further, they may not fully appreciiite the va:ue of participa-
tion by the various constituencies of an institution its the selection process.

If a board employs a consulting agency, it should make clear what
limits have been set on the consultant's task. The board must retain its full
authority to make the actual selection and appointment of the president.
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The Search Committee

There is no more important responsibility for d governing board than
the selection and appointment of a new president. No matter what arrange-
ments have been created to involve others, the election of the president
should be accomplished by action of the full membership of the governing
board.

Before describing several different presidential selection models that
have been used recently in public and private institutions, it is necessary to
clarify the different words that are used to describe committee functions.
These functions include the search for candidates, the screening of candi-
dates, the se/et. tion of a short list of recommended finalists or a single, best
qualified candidate and, finally appointing the new president.

There is no more important responsibility for a
governing board than the selection and appointment
of a new president. No matter what arrangements
have been created to involve others, the election

of the president should be accomplished by action
of the full membership of the governing board.

The se/ection of presidents is normally in the hands of the governing
board or a committee of the governing board specifically empowered to
present their choice. On some campuses, mainly private institutions, the
governing board may appoint trustees, representatives of the faculty, students
and alumni on a single selection committee empowered to search, screen and
select the president. The board would appoint the person selected. Warren
Bennis, whose writing on this subject has been lively and provocative, has
recommended that the search and selection authority be.in the hands of one
representative committee. However, this is nut the typical practice.2°

The more typical pattern is for the governing board, or the board's own
selection committee, to establish a sub-committee or advisory committee,
comprised of representatives of the faculty, students and other con-
stituencies. Such a sub-committee may carry the designation search com-
mittee. search and screen committee or tit/149)/t' COMM/MT. Its functions
ma% include conducting the actual searching for and screening of candidates,
recommending a short list of approvei candidates to the selection committee
of the board, or offering observations un the qualified candidates the hoard
has identified and participating in their interviews.
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The governing board must decide on the procedures it wishes to follow
and must be in charge of the process. If stated procedures do not exist they
ought to be created and set forth in writing at the outset to avoid the conflict
and tensions that can arise as the process unfolds.*

A rationale for representation and for the
limits of participation ought to be

developed if one does not exist.

The governing board must also decide which constituent groups will be
asked to participate in a consultative or advisory role in the various stages of
the search. A rationale for representation and for the limits of participation
ought to he developed if one does not exist. The question of representation
for various pressure and interest groups can become a divisive force, diverting
the board from the main objective -selecting the most competent person it
can find to lead their institution.

It is recommended that toe tarch and committee, whatever
its designated name, be broadly representative of all the major constituencies
with which a new president will have to function. Obviously, this means that
the faculty will have significant representation. Plans should also be made for
student and alumni participation. Some institutions, because of their nature,
will want to include representatives of the community. The board should
designate the chairperson of the committee.

It is recommended that the search and screening
committee, whatever its designated name, be broadly

representative of all the major constituencies with
which a new president will have to function.

One recently appointed president of a private institution noted that he
was selected solely by a board committee. In retrospect he observed, "I
believe it would have been well had there been student and faculty members
on the committee. I am not at all sure that the outcome would have been
different. However, it might have been helpful in smoothing the sailing within
the institution."

*A recent Jublication by the American Council on Education, Selecting Academic Ad-
minisitu The Search Comm:nee, by Richard A. Kaplowit,, is a brief but adequate
review of desirable procedures and practices. Although it is meant primarily for select-
ing chairpersons, directors of programs, deans and vice-presidents, its contents will be
especially useful in showing all of the major steps in the search process.
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Deciding who will represent the various consti,uent groups on the
search or selection committee should he a part of the formal procedure. II the
appropriate bodies exist, such as Faculty Senates, Student Councils and
Alumni Association Boards, they can he asked to select representatives. If
not, other arrangements can be made for the formal election or appointment
of representatives. Some boards insist on receiving names of nominees, from
faculty, stulent and alumni groups, reserving to the hoard itself the actual
appointment of the committee members. Whatever the method used, it
should result in an adequately representative advisory committee. If not, the
governing board should supplement the committee's membership on its own
authority. The committee should, as appropriate, include women and
minority representation.*

Five different approaches to the search process are described here to
illustrate the similar ingredients in the process as well as differences among
yarious types of institutions. In the Appendix will he found more complete
descriptions of the search and selection process for new presidents, utilized
recently, at these five colleges and universities: (I) Culver-Stockton College
(Missouri); (2) Mankato State College (Minnesota); (3) California State Uni-
versity and Colleges; (4) University of Wisconsin; and (5) Knox College
(Illinois).

(I) Culver-Stockton College. is a private institution in Canton, Missouri,
affiliated with the Christian Church (Disciples of Christ). The governing hoard
appointed a search committee of six of its members, designating one member
as Chairman. That search committee established its own procedures, including
the creation of a sub-committee of faculty and student representatives. That
sub-committe participated with the s-or.:11 committee in formulating a de-
scription of the position, the screening of the credentials of candidates, and
developing a short list of semi-finalist candidates.

The search committee, itself, interviewed the choices from the short list
and decided on a preferred candidate which it presented to the full board for

. election to the presidency.. Every effort was made to avoid any division
between board, faculty and students throughout the process.

(2) Mankato State College, Minnesota, used the formal procedures of
The Minnesota State College Board in the search for and ,election of its new
president. The Board, responsible for seven state colleges, has its own execu-
tiYL ot ficer for the system Chancellor.

!he authoi reLalis the Problems of the hoard ni regents in .seating a Lamm's athisor%
Lommittee to PartiLipate in roe seart.li tot his successor. At one board meeting, two
I Orith, 10110A ing his resignation, more than two hours were Went Its the board on-
mdering who would represent the 1.11.1.111% the lak:L111% LOOM-0'i designees Or 1/10s'
the AI I, W11101 /;.11.1 lust won a L.011eLliVe bargaining eleLtion. I ur:her it receied and
debated the petition of Had. taLult% and stall whi.h sought a separate representathe
on the Lommittee.
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A Presidential Seatch Committee, made up 01 tamP41%

served in an advisory capacity to the Chance Ilm and the State College Board.
Although the written administrative procedure calls fur this committee to he
coMprisd cal no more than thirteen posons, representing faculty.,
staf f and alumni, in actuality the Mankato State College searelt committee
ended up with thinly -one menthe's. fhe Committee was chancel by the Viet:-
(Alamein)! for Academic At fairs, an of titer of the central administration, as

dif ferentiated froin the campus adminishation. Leadership for reducing the
pool of applicants to a manageahle number of the most highly qualified was
clearly in the hands of the chairperson. Nevertheless, the Committee could
also introduce names to the list.

I tom the short list of semi-finalist candidates, the (Alamein)r invited
thice persons for interviews. These n11-C.11111111% interviews made the L and id at es

.1%ailable to the tem esentatives of various campus groups. An advisory group
of comumnity representatives also interviewed the candidates.

I Mall\ each candidate was interviewed, publicly, by menthe's of the
State retllege Boaid and Chancellor, with news media present. The Chairman
of the Committee lot wattled all comments to the (Alamein)r who recom-
mended a nominee to the 13turd for appointment to the Presidency ul
Mankato State College.

Note that in this publi: institution a large, diverse Lamm). committee,
plus a corm unity advisory committee were included in the process. Inter-
% ww. with the goyeming board were held in public, in accordance with .r new
state law. I he successful candidate in the seatch was asked by the author
lit)W Ile tell about the public aspects of the process. Ile replied, "Mature
people in or seeking public positions should he able both to participate in and
tolerate public deliberations. The Board members were respectful and com-
passionate and yet asked Direct and appropriate question. It may have been
tougher on them than on me," he added. In summary, he noted "the Board
interview was a pit MI compared to the marathon on-campus into views."

Obviously .nine OnIStanding persons will not choose to betiane candi-
date% in such all ()nen, coninetitiVe process. Yet in some institutions, and state
MNICIIP., the poliheal .ind legal requirements are such that a process of this
tv pt. is neeessary if the new president is to be granted the legitimacy needed
tit he an ettetIivc leader.

i ) I he C a l l ! , trma State I !nivel sav and Colleges System comprises nine-
teen campuses, emit of which is headed by a President. I he System is
governed by a single lit mid of I rosters. I he chief cee wive officer of the
System Is a (.11.111Lellill.

Whenever a presidential vaeaney mulls on a campus within the system,
the ( !whelk)! and the Chat' man of the Basted td trustees establishes a Pt vsi-

dential Selection dvisory Committee. Wt. Coimittee consists of 'Mee
net're,entat1%es of the Lamp's, two trusters, one mesident limn another
Lamm,. in the system, one menthe! of the y Boatel ol the iall1p11%,
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slat t person from the central administration and the Chancellor. This is some-
times referred to as a "rainbow committee."

All contacts with candidates, including background studies of finalists
are handled by the Vice-Chancellor for Faculty and Staff Affairs, in the
System's central administration. The Committee decides, on the basis of in-
formation provided, whom it wishes to interview. The process culminates
with the Chancellor recommending a final candidate to the Board of Trustees.

The policy and procedures ()I the California State University and
Colleges SY-stem have been under attack recently by the faculty and academic
senates of the individual institutions within the System. The conflict became
a matter of public record in the 1973 selection process of the President of
California State University, San Francisco. Following leaks to the press con-
cerning the names of the finalist candidates and other conflicts, the Chairman
of the Board of Trustees dismissed the official presidential selection advisory
committee. The Board appointed *a new president some six weeks later and
the Academic Senate of the San Francisco campus he was to head passed a
resolution asking the new President to withdraw. lie continues to serve.

One of the main objections of the Academic Senate was that all contact
with the candidates and all background and reference checks were restricted
to the Chancellor's staff. Campus faculty representatives were not permitted
to investigate candidates on their own. At this writing, the Statewide
Academic Senate is pressing for a revision in the procedures to provide a
greater faculty role on each campus.

(4) Although the University of Wisconsin is a large and complex system
comprising 27 campuses, with a single governing board (Board of Regents),
search procedures are highly decentralized. A President heads this system, and
Chancellors administer individual campuses.

Upon notice of a vacancy d Special Regent Committee, working with
the System President produces a brief description of the position that is to
become open. The System President then appoints a Search and Screen Com-
mittee comprised of a majority of faculty but including students and staff.
The System President appoints the chairperson of the Committee.

Solicitation of nominations and applications, screening of- credentials
.'nd interviews are all handled by the Search and Screen Committee which,
subsequently, recommends a list of at least five individuals to the System
President.

Recommended candidates are evaluated and interviewed by the System
President in cooperation with the Special Regent Committec. From this proc-
ess, a single candidate is recommended to the Board of Regents for apru,iiit-
ment.

(5) Knox College, Galesburg, Illinois, is a small, private college which
was led for 24 years by Dr. Sharvy G. Umbeck who died in 1973. In searching
for his successor, the trustees of Knox College created a Search Committee of
fifteen members. The Committee included nine trustees, three faculty rncm-
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hers, two students and the Acting President of the College. Because the
trustee members were Iron) a wide geographical area, those persons from the
campus area became a lorm ()I "sub-committee," performing a substantial
pall of the into, mation-gathering and checking of references.

Some nine months were required to complete the search process at
Knot College. More than 200 names were considered before the Committee
decided on a short list of twelve candidates to interview. Three finalists came
to the campus one and one-half day periods each, meeting with (acuity,
stall and students. At the conclusion of these campus visits, a choice was
made.

I lom the above illustrations, it is clear that a variety of procedures and
practices eist for constituting search, screening and selection committees.
Prisate institutions may have tle\ibility in resolving such matters, yet in
almost all cases some participation or consultation is allorded faculty and
student lepiesentatives.
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The Search Process

Once the procedures have been settled, authority for conduct of the
search clarified, and an appropriate committee or CoMMil lees appointed, the
process 01 linding suitable nominees or candidates commences. Clearly, the
role of the chairperson of the governing hoard has been crucial up to this
point and continues to be one of leadership, especially in single campus
institutions. Even where a member of the gu<<rning board has been desig-
nated chairperson of a search committee, candidates will look to the head of
the governing board for clarification of most issues. Continuing liaison
activity will he required between the committees and the governing board, for
it is the hoard which will make the ultimate appointment.

I he objectives of the search process are to: (1) clarify the requirements
1)1 the institution regarding the nature of its presidential leadership;
(2) dovelop a statement of qualifications .mu criteria for the position based
upon these needs; (3) solicit nominations and candidates from a wide vat iety
of sources; (4) develop an orderly and objective procedure for assessing the
candidates; (5) screen the most qualified candidates; and (0 submit to those
with the final selection authority a recommended list of outstanding candi-
dates acceptable to the various constituencies represented on the search
committee, From this point on, the governing board, or its selection com-
mittee, conducts linal background investigations, reference checks, sometimes
on-site visits and personal interviews in reaching its decision on one candi-
date.

A minimum of six months, and preferably, up to
one year is required to conduct a search and

selection of a new president.

the search committee will need to establish a timetable Ion its
activities. It should schedule its complex work with time deadlines for each
stage in the process. I he flow chart on the next page illustrates the vat ious
steps. 1 he chart is excerpted from /he Search Process, published by the
American Council on Education in 1973.

A minimum of six months and, preleiahly, up to one year is required to
conduct search and selection of a new president. A hoard will want to Make
its decision approximately six months prior to the designee's actually taking
ot tic e. Creating the necessary ci on mit tee structure, developing the description
of the position. milk ing nominations and applications, screening candidates
and conducting int. iv levy, will take at least six roc oohs in more.
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the se.Irelt process requires still .Issis1.1flie, .111 where L.1111.1iti.111:

tiedentials and tithe' records may he kept with adequate senility, and sul
I it. lent !Mani ial Ie,cances hit telephone, postage, printing, 14.'l I elm ial

assistance and piissihle trAel hii interLivws and lin-site visits, Neither com-
mittee members nor candidates should be epcteti to heal such costs pet
sultan\ .

We shall now deal with the ingredients of the search process itsell
establishing the qualifications and criteria loi selection, obtaining nomina-
tions and applications hum candidates and the v.trions screening pioLedures
leading hi a small group of lin,rlists lor consideration.

QUALIFICATIONS AND CRITERIA

her e .ire Vat lOUS viewpoints and practices in regard to developing a

statement of thuli!ications IM a presidential %%Kalil V. SOW institutions issue
etensive list of L41,1104..160115 that could not possibly be met by any living

candidate. It would 1w slider arrogance lor any candidate to declare that he or
she possessed such qualililMi011s.

One LIVOrite quotation is 111.11 UI the Yale trustee who is alleged to have
imented as lollows on the election of President Griswold:

Ile had hi he atInilit evil vieakei and owl
t#10t1 p///die /141J/i(//4 Mall UM/ link, ?WAIT, ti WWI 01 ir011

health and 10 a paragon a I 0lbilltili011 Queen
Vittoria. / townie Nightingale, and hett dressed imiti ()/ the
tear a Wall nl the W0I111, 1)111 WI yrrtil yliliival tlurllilie., all
eperiented adiiiitrato who can delegate atillimit, a Vale
wan and tl 41 /hit, Wit, 17,1100111101 who has ciI Ill.

10 all 01 the' W0141% proble I don't doubt
that oti have tont hided that there it only One who ha. 11101

thew tluulihu Whim. But, we had to ask ourselve% it (;od d Vale
MtIM,21

N1.1111144; M. R1111110 urges 111.11 the Liimmittee should "resist the tempta-
tion to prepare a Flowery statement on the ideal candidate." Ile ohseryes that

I h.111 .11%.14 s hind 01 lilt' deli I 1pll.,11 111 Olt' %MIMI% I\ llt. 111 ilti111.111 t /1.11.1t

dt'%t I II% istotle in //sr /://e/mii , [look U. Atislotle punt,/\, the Youthful It Itt.
in %olds to which most Lorege ,Ithitinisliators will 4,,i4e their Jssent.

1 I lie 11,14e csalivtl notions, bet..tus 1111 have not vI been humbled ht life. Ile
alst s the illarattct ol I ItIcilt Nell "past their mime, sun* .churl nothing.
tinilei Aft) evil Ittut,;.

I of 1111.11 111 their PI WT. to tielvvecn the 4otutti; and Ole Odell . have 'Riffle!
th,it 'bI LottIttlentx 4411n It Amounts to t.tslotess, not too 1011.11 11171011\
114111 Amount tot v.Ith. I ht.\ rivillivt trust c4c14110d4 IIM dlslrust 1411%1HIti%, huh joule
pcolOt .out'. ."

Wittliti 11.0.c suggested sett% hug presidents \situ are "ill their prime.
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"two qualifications are probably indispensable for any prospective president:

successful experience as a senior administrator and commitment to the type

of institution he is to head (such as a liberal arts college, or state university or

private university )..,22
Criteria for the selection should he related to the needs of the indi-

,vidual institution. 1 he challenge is to match specific talents, skills, exper-

iences and commitments to one's own institution. Thus, borrowing state-

ments from other colleges does not make much sense. David L. McKenna says

Criteria for the selection should be related to

the needs of the individual institution.
The challenge is to match specific talents, skills,

experiences and commitments to one's own institution.

Thus, borrowing other college's statements

does not make much sense.

that criteria for selecting presidents should he "situational rather than

personal." He advises, "Rather than starting with the personality of the presi-

dent, the beginning point should be the personality of the institution.... A
'situational' appraisal of a college in preparation for a new president also

means a precise definition of institutional goals."23
Some sample statements of qualifications will he Ibund

I. State University of New York; Board of Trustees Standards (1973)

Recognizing that no criteria should he viewed as an absolute require-

ment, the Trustees nonetheless expect th.A certain basic qualifications
will he taken into account. Among these qualifications are:

an appropriate background of formal education and evidence of

scholarly ability
substantial successful experience in higher education

successful administrative experience th promise of administrative

ability
qualities of educational leadership and ability to maintain effec-

tive relationships with faculty, students, administrative staff, and

others
evidence or distinct promise of productive community rela-

tionships
age which will both assure a reasonable number of yt ars of educa-

tional experience and provide opportunity for a useful period of

service before retirement
personal "r.lit% necessary for the most exacting of executive re-
sponsibilities, among which are strength of character, intelligence,

integrit. humor, fortitude, balance anti got r judgment, sensi-

tivity to human values, and understanding personality, a capacity

for hard work
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good health and physical stamina to meet the pressure, of the
position

Notwithstanding the foregoing, the Board ()I trustees must, ol
voui+e, reserve the light in its judgment to reject any nominee.

2. University' 01 Arkansas

Presidentia/ Pro/ t 147

1he University of Arkansas, a multi-campu, university system of
22,000 student+ on ,ix campuses and affiliated units, k seeking .1 presi-
dent.

1 he following charcteristics are sought in candidate+ for the Presi-
dency . A desirable combination of these k expected and candidate+ will
be judged on the basis ot overall qualilitat ions.

Demons! rated scholarly competence invInding the earned
dov (MAC ur its eiliV.111:111.
SLICLeYdill exper lellte in .1 college or university setting.
Significant administrative experience that clearly demonstrates
leadership capacity.
13road understanding of academic al lairs as 'elated to long r.oge
planning and implement ilium
fAceptional Lt ility in human relation+, including governmental
relation,.
Sensitive and bloat' understanding ()I the role of the multi-
campus state university and its potent i,11 lor service.
Knowledge and understanding of the role and luntlion of a
land-grant institution.
Good health, maim ity, and vigor.

3. Culver-Stockton College, Canton, (v1issoui i (Private, affiliated with
the Christian Church)

What We Are Looking In Our New Preside'',

I he president should 1w a fairly young man, able to give IO or inure
y eat+ of Ne!vite to the college. Ile should be a nun of vigor who brings
to the leadership of the college a broad cultural view, flexibility of
nt:nd, a genuine appieciation for person, and a sense of humor. His
per,onal and piole,,ional integrity should be beyond question.

I fi, academic training and experience should have provided him with
knuw-lech;e of the aims 01 church related liberal .111 1%1111..111(W .111d .1

genuine 'Ind:1%tanding and iespeLt for the academic 0)(11(1)(11)4y and it+
ride in .meman dem( )1, talk %Ol.11"*. INItile .111 edified (111(101.11e k 1101 d
reefuiienlen! It would be highly de,iiable for the piesident to have
lndergone the atademic repiesented by the dovtoiate. In
addition fi) hk speLiali/ed wining the president should bring ti) the
position broad culfinal i)ackgrinind and an interest in the practical
awe. ts ()I managing the academic enlcrpt ke.

I be new presiden: should be knowledgeable about the impoitant
14,ke of eduLaut,i, !II the Cluistiart L(mmumity and the wodd.
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He should he commizted to the I udeo-Christian view of life and should
have an appreciation ut the variety of religious experiences which are
appropriately a part of the life of .1 church-related college. Membership
in and knowledge of the life and work of the Christian Church
(Disciples of Christ) would be highly desirable in the new president.
However, a broad ecumenical Christian orientation to life and active
churchmanship in some Chi istian body is a requirement.

1 he new president should understand that Culver-Stockton College
is committed to teaching and learning. The new president should have a
broad and flexible point of view on economic and political matters. He
should not he 1 "captive" of the old or the new. He should have an
appreciation of the value and contributions of the free enterprise
system and should also be willing for alternative positions to he pre-
sented.

As an administrator the new president should he skillful in involving
his colleagues, both faculty and students, in a cooperative effort to
maintain a r ich and stimulating academic and social life in the college
community. He should he open to suggestions from faculty and
students. He should possess the organising ability necessary for the
development of a clear sense of purpose and movement of the college
among its faculty, students, trustees, alumni and friends. Having in-
volved those who are most intimately concerned with the life of the
college, he should have the personal strength and clarity of mind to
implement changes when they have been approved by the Board of
Trustees. Skill in coordinating and communicating the program which
evolves is necessary. Proper management of the college will involve
delegation of many specific areas of activity; however, the president
must have knowledge of and interest in fianancial management, and
professional personnel practices with regard to faculty, staff and stu-
dents.

He should be a person who can present the college to friends and
potential friends convincingly. Ability to lead in developing an or-
gani/ed program of activities to produce the necessary financial support
for a program of quality education is necessary. Similarly, he must give
et tective leadership which will result in attracting able students to the
C1dlege. (As revised u:2(,/72)

4. University of Wisconsin-Oshkosh.
I he following list of qualities to he sought in a chancelloi was

ipproved by the Search and Screening Committee in April, 1973.
hey are stated as broad criteria:

I. Ls idence of productive scholarship with a breadth of cultural and
intellectual interests;

fis %%Omit; rt1 .1(1.t111 this sl.11ttlllt ur itly one 110111 111111U1s1 ( ()liege tor its
own usc snould .toul wording which ineLludvs wonwn Poslhlt Landidalc% 101 the
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2. Demonstrated administrative ability;
3. Commitment to development of a major public university; and
4. Sensitivity in faculty, student and community relations.

5. Elmhurst College, Illinois, in its presidential search in 1971, set forth
the following as "Desirable Qualifications for the President of
Elmhurst College."
1. Membership in the United Church of Christ would not he essen-

tial, but deep and sincere Christian conviction is required.
2. Though not required, "an earned doctoral degree" would add to

the candidate's stature. The candidate, whether he he from the
business or educational world, should have a sound philosophy of
education. An individual's achievements in administration and
teaching are of great interest to the nominating committee.

3. Achievement in fund raising will receive serious consideration by
the Presidential Nominating Committee.

4. The candidate should he an effective speaker because he will
represer Elmhurst College to students, faculty, other adminis-
trators in the academic and business worlds and to the general
public.

5. The President of Elmhurst College should he an effective admin-
istrator who can work well with all types of men and women. He
should know how to delegate responsibility and authoritN, but at
the same time he should be strong enough to demand lop - duality
performance on the part of his staff and faculty. He must be
willing and able to make difficult decisions within a consistent
oserall philosophy and have the courage to foll:rw them through.

6. The President must he an innovator able to inspire students,
faculty and Board of Trustees to help him achieve the goals he
envisions as reflecting higher education's changing role in society.

7. The President should he a person able to relate to all segments of
the college and !t.cal community and should demonstrate an
empathy to the p irticular concerns of students, alumni, faculty
and staff. lie should he able to serve in various community leader-
ship positions.

8. 1Ie should he a nun who is able to bring philosophic and religious
Perspectives to bcai upon the institution.

9. Ile needs to he the kind of person who can relate to the church's
changing role in aigh,:i education on a local and national level.

OBTAINING NOMINATIONS AND CANDIDATES

I here is much conflicting advice as to how e \tensive an effort should
he made lo elicit nominations and applications fin a presidential opening.
!urine institutions, becanse of their circumstances, was seek an internal
date .tnd thus .1101',I am, eternal search. Others, because of their lot II or
iegional 11.1(111C, Hill not profit front .1 Illuttn, rational effort to obtain nom-
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inations. Most institutions, however, will seek external as well as internal
candidates and will want to give fair consideration to the widest possible pool
of applicants.

Affirmative Action
With the advent of Affirmative Action/Equal Opportunity require-

ments, it is clearly inadvisable to restrict any external search to nominees
frorn only a few, restricted sources. Such a limited search may not only
violate the spirit and letter of government regulations or legislation, but it can
also offend some of the constituencies which the institution serves.

Almost all colleges and universities are covered by provisions of Execu-
tive Order 11246, as amended, Title VII of the Civil Rights Act and Title IX
of the Education Amendments Act of 1972 (Higher Education Act). Public
colleges and universities may also have to he responsive to various state regu-
lations in recruitment and hiring.

Obviously, discrimination is prohibited but legal requirements go
beyond that. An institution should he able to provide evidence that, in its
recruitment procedures, it has made a meaningful search, attempting to solicit
all appropriately qualified applicants, including women and minorities. Thus,
resorting merely to "word of mouth" recruiting would he improper.

Many institutions will engage in "affirmative advertising", making clear
that women and minorities are welcome to apply and become candidates. In
published notices and advertisements, the description of the presidential
opening will contain the phrase, "An Equal Opportunity Employer, M/F."

he statement of qualifications for the position should describe the criteria to
he used in selecting the new president. Such criteria should not he formulated
to restrict candidates on the basis of race and sex.

With the new requirements, many colleges and universities will use
advertisements to demonstrate the openness of their search. Announcements
of presidential vacancies are seen frequently in the Sunday edition of the New

(Irk imes and, especially, in The Chronicle of Higher Education. * Such ad-
vertisements should solicit both nominations and applications. They should pro-
vide a brief description of the institution, qualifications sought for the position,
a deadline date for receipt of names and an address for further correspondence.

In addition to advertising, most institutions will want to announce the
sailahilits 01 the position in a variety of other places. Some people over-

estimate the restrictive nature of affirmative action and equal opportunity
requirements. For example, a genera announcement or advertisement for a
presidential acancs does not prevent the committee from soliciting nomina-
tions and applications from a variety of other sources as well.

I or 4:rriple, !tic lulu. 21. 1974 issuc 1,1 ///e l brunich 01 Iligher I ,110 at ion Lon-
antiotithcriloit. tit runt. prc,ulcnli,tl %.1tall4le5 lot whi4.ir 1111111111.1110M and

Applh.4111111 %cll. v1114.111:11.
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As long as the same criteria and requirements are used to evaluate all
candidates, a search which extends beyond those who apply is perfectly
appropriate and desirable. This expanded search might well include specific
solicitation of sources lor women and minority, including minority women,
candidates."

In reading the published material on the subject of
presidential succession, it is startling to note the
almost automatic presumption that presidential
candidates, finalists and appointees will be male.

Governing boards and search committees should make
every effort to encourage women to seek to become

heads of institutions of higher learning.

In leading the published material on the subject of presidential succes-
sion, it is startling to note the almost automatic presumption tlyt presidential
candidates, finelists and appointees will he male. Governing hoards and search
committees should make every ellort to encourage women to seek to become
heads of institutions of higher learning. Search committees should he aware
of and use available resources to identify qualified female candidates. Among
the sources for such candidates are the following:

I. Higher Education Referral Services, Brown University, Box 1901,
Providence, Rhode Island 02912. (This center, funded by the Ford
Foundation, serves as a national clearinghouse for faculty and ad-
ministrative openings for women.)

'. Cooperative College Registry, One Dupont Circle, N.W., Suite 10,
Washington, D.C. 20036.

1. National Council of Administrative Women in Education, 1815 E.
Fort Myer Drive, N. Arlington, Virginia 22209.

EXPANDING THE SEARCH FOR CANDIDATES

In addition to the possibility of placing an advertisement or public
announcement of the position in various national publications, committees
will want to seek nominations from a wide variety of sources. These would
include news releases to various associations in the field of higher education,
making known the opening and the procedure to he followed if interested

I hr Pritiect on the Status and I dok alum of Women of the Association 01 American
ollettes Lan oioside a list ul wonien's 4.JUSMSCS within the learned societies and other

lcluitiint festoon. es.
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persons wish to communicate with the search committee.* They would also
include announcements to the faculty, alumni, students and other con-
stituencies of the institution.

Some institutions communicate with a large number of college and
university presidents, foundation and educational association executives, indi-
cating their interest in receiving nominations of qualified persons whom they
can consider. Committees should feel free to follow-up with these nominees,
by inquiring wl her they are willing to he considered for the post, without
an implied commitment on the part of either party.

Although persons experienced in public higher education are getting
used to the "goldfish bowl" nature of their existence, it is still true that many
persons are reluctant to place themselves in the position of applicant for such
an office. This is especially true for persons who already occupy a presidency.
Few persons in such a position want to commit themselves to leaving their
present post but may he willing to consider a possible job change. In the
private sector, and particularly in many church-related colleges, aspirants to
the presidency may believe that they must he "called" to the office. It is not
unusual in some private institutions for search committees to compile lists of
nominees, sort and screen them, without informing the persons involved. In
some large multi-campus public systems, a senior administrative officer is
assigned the task of developing and maintaining lists of highly qualified
prospects to he considered when vacancies occur. For example, the Regents
of the University of California have a formally approved statement of pro-
cedures to be followed in the appointment of campus chancellors which
provides that: "The President of the University will conduct a continuous
search for promising candidates for chancellorships. This will obviate the
necessity for a systematic, nationwide search each time a vacancy occurs."

It is recommended that initial announcements and communications to
applicants and nominees make clear that only an expression of interest and a
resume are sought. Standard biographical information is all that is required at
the outset, and it is inappropriate to ask for letters of reference and other
materials before they are needed.

li a search committee wishes to approach or encourage presidents of
other colleges and universities to consider becoming candidates, they should
avoid placing them in the position of "applicant" or "candidate" prema-
turely. A president may be willing to be "considered" but wish to avoid the
appearance of job-hunting. Only after an institution reaches the latter stages
of the search should these "invited" candidates he required to decide whether
they wish to proceed with personal interviews and the checking of references.

I he associations of colleges and universities are of ten a good source for !lumina
tions. I hose associations include: Association of American Colleges, American Council
on 1.a1 citation, Association of American Unketsities, Ame(ican Association of State
( ()lieges and Unicersities, National Association of State Universities and Land - (rant
olicgc... and Aineiic an Association of ComintiniR and I unit)! Colleges.
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For a variety of reasons, tair and equitable treatment does not require
rigid adherence to a single procedure for the identification and initial screen-
isig of candidates. A variety of methods may all meet the test of fairness.

At the outset, every effort should be made to introduce
into the system some clear understanding of the ground

rules concerning confidentiality. These should be known
to the committee members and the candidates.

Many of the persons being considered for the vacancy will be concerned
with the search committee's treatment of their correspondence and informa-
tion gathered from references. At the outset, every effort should be made to
achieve a clear understanding of the ground rules concerning confidentiality.
These should be known to the committee members and the candidates. The
ground rues may need to be different at various stages of the search process,
especially in those public institutions where state legislation may effect the
conduct of the committee. Most certainly, all members of a search committee
should be expected to regard all deliberations of the committee as confi-
denti.il. Public statements about the progress of the committee should be
made only by its chairperson.

SCREENING AND ASSESSING THE CANDIDATES

Initial Screening

The initial screening of nominees and applicants should have as its
purpose the elimination of persons who obviously do not meet the basic
qualifications that have been set. The committee shnuld not start this task
until final agreement on qualifications has been reached. If the criteria are
clear it will not be necessary for all members of the screening group to read
each resume in the initial screening. However, some record should be kept of
the basic reason(s) why an applicant is eliminated at this initial stage of the
screening process.* The chairperson of the committee should notify such
persons of their elimination from consideration at the conclusion of this first
stage.

If a large group of candidates survive the initial screening, it may be
desirable to reduce the number further by full committee study of creden-

Careful records should he kept of all actions of the committee, in each stage of the
process. Such recordkeeping not only encourages a more systematic screening and
evaluation of candidates but mat be required in the defense of any challenge to the
fairness of the committee's actions.

COLLEGE AND UNIVERSITY PRESIDENTS 43



tials, below requesting additional data. Mier the initial screening the com-
mittee should communicate in writing with those candidates still under con-
sideration. This communication should include a request for confirmation of
a continuing interest in the position and additional data that may be required,
including references and permission to contact them.

Additional evidence of motivation or commitment may be requested at
this stage. For example, one independent liberal arts college *sked those who
survived the initial screening to provide a written statement expressing the
candidate's personal views on the place of the liberal arts in higher education
and the future of private liberal arts colleges. The successful candidate in that
search made the following observations on that request. "Looking back, I am
sure that I did my- share of grumbling. In retrospect, however, this proved to
be an importan, part of the process. In addition to the statement on
philosophy and questions of future expectations, it provided an opportunity
to see how well the candidate expressed himself in writing. Communication is
always a difficult task for a college president. An unintentional 'tone' can he
devastating."

References

Some screening committees ask the candidate to have letters of refer-
ence sent directly to the committee. Others merely request names of persons
to be k.0111.11.1 ed by the committee in writing or by telephone. Sometimes the
reference check is open-ended in nature. Other committees prefer a highly
structuied evaluation form which may even involve some kind of quantitative
mating scheme. When seeking references, it is advisable to describe the nature
of the institution and to inform the referee of the criteria which have been
established for the position. This procedure will help the respondent focus his
or her evaluation on nutters of direct concern to the committee. Otherwise,
most letters of reference will he positive but extremely general in nature.
Some responses will require follow-up telephone calls to clarity or expand
upon items of concern to the committee.

the essential purpose of this stage of the evaluation process is to reduce
the list of candidates to a reasonable number of highly qualified persons to he
inters iewed personally visited, and evaluated further. If the comittec is
expected to present .1 list of three to five finalists to the board, or its selection
committee, it will need to reduce the pool of candidates at this stage to no
more than 15 of 20. Again, a written record should he kept of evaluative
decisions. Candidates eliminated horn further consideration should receive
notifica:ion.

Interviews

Individual institutions or %1 stems structure lilt' sek Ltion process in
accordance with Owlr own needs and characteristics. Seveal ditto cut
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approaches to the interview process are described below. If a sithae all ollege
committee has authority to search, screen and make the selection, candidates
may only be required to make a single campus visit. Other institutions will
have more comple procedures which mas involve advisory groups, screening
committees, and other campus and community groups in the interview
process. In such cases, the goal of preliminary interviews should be to identify-
Once to five final candidates to be recommended to the committee making
the actual selection. Nat group, in turn, will wish to conduct additional
interviews with finalists and their spouses, and may also want to conduct
-their own background investigations.

When adsisols groups are involved, the selection committee must
develop a procedure for receiving adequate and accurate summaries of their
evaluations of candidates. A form or statement of the criteria and qualifica-
tions ftn the position, with space for evaluative comments or I flings, is a
useful device in such circumstances.

In many public institutions, and some larger private ones, it is not
uncommon for semi-finalist candidates to be subjected to what have been
called "marathon" interviews. In the "marathon" situation, candidates are
interviewed not only by the search and screening committee but are also
made .P.ailable to various constituent groups in the institution faculty, staff,
students, alumni and community. If such a procedure is to be used, candi-
dates should he told in advance. Obviously, such a procedure precludes the
possibility of confidentiality .Any one who agrees to engage in such a lengthy,
and often aggressive, pro ess must be strongly motivated to seek the presi-
dency . At this point, competition between qualified candidates may develop
and representatives of various constituencies will become interested in the

positions, manner and personalities of the various "contestants." Some
people are .'f fended bs the very idea of "marathon" interview sessions, which
was involve a candidate fur a full two -day period. Others defend the practice
on the grounds that it is a realistic appro\imation of roles a president must
play in a comple \ institution.

I here is a ilekeYtalA tension in the entire search, screening and selection
procedure: Imween process that would be gentle and attractive to e\-
ccllent ,ancliclates. and 12) a more open process that enables a microcosm of
the nstitut ion to participate in order to achieve an initial consensus of all the

%%hi' Might otherwise attempt to withhold legitimisation of the new
. In the gentle process, candidates may he given a very distorted view of

the realness of the post. On the °Lie' hand, some Candidates will not want to
t es t* the open process for fear they ma be rejected of that it

Ma% hr frig their best qualities. Lath institution will have to deal with
!hes: t...nsions a:..! decide lor itself how to arrange the process. Either way,
the lc are ackant.iexs and disady intages.

Whether the proc,..s is open cal closed, candidates will he asked to
e \pre. their views tat a wide %mkt% of matters. Board members a nd faculty
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will be concerned with academic governance, educational philosophy, faculty
authority, collective bargaining, tenure, management of financial resources,
fund-raising, athletics and the like. Students may press the candidates for
their views on speaker policy, pal ietal rules, drugs, homosexuality, alcohol

There is a necessary tension in the entire search,
screening and selection procedure: between (1) a

process that would be gentle and attractive to
excellent candidates, and (2) a more open process that enables

a microcosm of the institution to participate in order to
achieve an initial consensus of all the groups who might

otherwise attempt to withhold legitimization of the new leader.

and student evaluation of faculty. In addition, representatives of women's
and minority groups will ask searching questions concerning a candidate's
attitude and willingness to take a stand on controversial matters about which
the campus community itself may be divided.

When this process has yielded from three to five persons, all of whom
are considered qualified and fully acceptable to the search and screening
group, these names will be reported to those empowered to select the presi-
dent.
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Making the Final Decision

The selection group must now choose the new president. It has before it
a short list of candidates who have survived a very rigorous screening process.
Biographical data, assessments from references and the observations of ad-
visory groups are at hand.

But the sorting process is a two-way street. Some candidates may have
been discouraged or dismayed by what they have learned about an institution
and its problems. Others will have been reinforced in their desire to become
its president. All should have a fairly good idea of the institution's problems
and prospects. Those candidates who have survived the screening process to
this point, and still seek the position, should be treated with the utmost
personal Consideration, for the final stage is one of great delicacy. Desirable
candidates may withdraw if they are not treated properly by the committee
or by board members. The top persons on the list may need to be sold on the
opportunity of this particular presidency.

But the sorting process is a two-way street Some candidates
may have been discouraged or dismayed by what they have

have learned about an institution and its problems.
Others will have been reinforced in their

desire to become its president. All should have a
fairly good idea of the institution's problems and

prospects. Those candidates who have survived the
screening process to this point, and !fill seek the

position, should be treated with the utmost personal
consideration, for the final stage can be one of great
delicacy. Desirable candidates may withdraw if they

are not treated properly by the committee or by board
members. The top persons on the list may need to be
sold on the opportunity of this particular presidency.

PERSONAL INQUIRIES OF ASSOCIATES

f he selection group will want to make discreet inquiries about the final
candidates from associate% and others with whom they have had working
relationships. hi many cases the hoard chairperson will want to participate
actively in the selection process at this stage. In multi-campus systems, the
head of the system will now become directly involved.
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A common practice is for "on-site" visits to take place prior to the final
interviews. This entails sending representatives of the selection group to the
present location of the candidate to assess relationships, reputation and the
regard in which he or she is held. Such visits should definitely be cleared with
each candidate and should not he a surprise.

On-site visits are controversial and have disadvantages as well as ad-
vantages. Each institution will have to decide for itself the efficacy of the
practice. These visits enable representatives of the selection committee to talk
to the candidate's professional colleagues, board members and appropriate
community leaders. During a visit one gains impressions that might not other-
wise he gleaned from letters, references or the initial interview. A visit may
reveal issues, personality traits, and strengths or weaknesses which will need
to be explored in the final interviews.

Yet it should also be remembered that any one of the final candidates
may he the desired choice for president. The development of a sound working
relationship begins during the selection process. Some candidates may resent
an on-site visit, especially if it appears to focus only on negative aspects of
past performance. Committee members who participate in such visits should
strive for balance as they pursue their inquiry.

One successful cJndidate, recently appointed to the presidency of a
private university, had this to say about on-site interviews.

illy major reservation about a trip made to the candidate's
home campus is that it is an uncomfortable experience that is not
very productive. It has a tendency to emphasize a negative evalua-
tion on the' part of the candidate in regard to his present role.
There is no turning hack at this point and thus it is a rather
one-sided proposition. I do believe there are better ways in which
one can verify the letters of reference and other information than
to make an on-site call. It was at this point that / felt I was a ripe
apple being possibly picked or sold.

FINAL INTERVIEWS

The final interview hetweer the candidate and those who will make the
actual selection should he a matter of careful preparation on the part of the
selecting group and the finalist candidates.

The board should assume the full expenses of each candidate and
spouse. The attitude of the spouse is very important and will influence the
candidate's decision. Thoughtful treatment by the board will signal their
appropriate awareness of family needs. If there are small children in the
candidate's family, an offer of reimbursement for child-care during the
parents' absence should also he made. Arrangements should he made for the
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candidate's spouse to see the campus, the presidential residence if there is
tme, and the local community-.

Those conducting the final interview should know what ground they
wish to cover and he prepared to indicate their own views regarding
problems, priorities and objectives for the institution. They should provide
various types of helpful information, including budgets and financial reports.
They should also be prepared to answer the candidate's searching questions.

For the candidate, this may he the last opportunity to obtain informa-
tion vital to a decision for acceptance if the presidency is offered. Before the
interview, or during the campus visit, a candidate should ask to see the
agendas and minutes of past governing hoard meetings, minutes of faculty
meetings for the previous year, a copy of the personnel policies covering
faculty, copies of student newspapers, campus newsletters and other relevant
materials. Every effort should he made for a full exchange of information.

Those conducting the final interview should know what
ground they wish to cover and be prepared to indicate

their own views regarding problems, priorities and
objectives for the institution. They should provide

various types of helpful information, including budgets
and financial reports. They should also be prepared to

answer the candidate's searching questions.

I he final interview provides a last opportunity for the selection group
and the candidate to "site up" one another. It should also clarify the nature
of the expected relationship between the president and the hoard and provide
a complete appraisal of priorities, problems and the institution's finances. The
interview procedure should provide an opportunity if desired for the candi-
date to meet individually with the hoard chairperson or key committee chair-
persons.

Recently . I. Stephen Collins surveyed the opinions of a sample of
college presidents who had left office over the past five years. lie reports that
torts -file percent of the respondents said, in retrospect, that in the selection
pro,:ess tiles had guar through, the hoard did not have a clear understanding
ot its own duties and responsibilities. Sixty percent said that their boards did
not have a clear understanding of plans or goals for their institution for the
succeeding 5 to ID years.24

In the same study, former presidents were asked to identify those major
items of information a candidate should have Mote deciding to accept a
presidency . The two most frequent responses were: (I) substantial knowledge
about the financial status of the institution and, (2) more knowledge of the
13.)ard itself and a clear understanding of its expectations.
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By the end of the interview process, the selection group should have
identified one or several persons it is willing to recommend to ihe appointing
authority for the presidency. The committee may wish to rank several candi-
dates in order so that if negotiations with the first choice prove unsuccessful,
it can proceed to the next without question.

It should he clear to the entire college community that if the prom-, to
this poin. has not yielded a satisfactory candidate the search and screening
group can be asked to provide additional names.
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Making the Appointment

"Remembet that you we asking the new president to take a
very demanding position, one of the most demanding in
ill )(WWI; life. Therefore, provide him with wi attractive salary
and perquisites and see that he has the strong hocking of the
board. '15 with anyone else, he needs friendship, cooperation, and
thoughtful counsel to do his hest work, and the p.-ovision of these
twiess;ties is one of the most important duties of the tmstees. "25

Once the hoard has made its choice, the actual terms of the appoint-
ment must be arranged. The chairperson of the board or a subcommittee of
the hoard should meet with the candidate chosen to negotiate the actual
agreement. Depending upon the nature of the previous discussions, this is the
time for all terms, conditions and expectations to In resolved to the mutual
satisfaction of the chosen candidate and the governing board, before any
announcement is made. Until these negotiations are satisfactorily compieted
the remaining candidates should not he informed of the board's decision. If
agreement cannot be reached with the favored candidate or the invitation to
serve as president is declined it may he necessary to move on down the .ist of
t inalists.

Frederick deW. Bolman has advised governing hoards, in concluding
final negotiations, to make what has been called "The Harvard Offer."26
Before formally electing the chosen candidate to the presidency, the govern-
ing board inquires of the candidate, "If, on the basis of our negotiated
standings, you are invited to he our president, will you accept?" This pro-
cedure ma% save embarrassment for both parties.

All agreements reached and the actual terms of the apointment should
he put into writing.

The governing hoard should know, before negotiations begin, what
terms it is willing to offer, including the salary, fringe benefits, conditions and
und'.rstandings it wishes to establish. It should he made clear to the candidate
that agreement on these issues is a prerequisite to formal completion of the
appointment.

Similarly, the candidate should have a clear notion of his or her expec-
tations. It is at this point that some finalist I id a tes, flattered by the out-
come of the search, nay feel that it is crass of inappropriate to review such
matters before saying "yes" to the offer of appointment. This can only lead
to future conflict over the differing perceptions and expectations that may
have seemed implicit to one side or the other in the agreement.

One recently appointed president of a private college, expressed his
thoughts on this subject retrospectively, "Regarding job conditions, I think it
would he a good idea it the search committee, or the trustees, in the final
interview, had a list of the items that should be included. Apparently, because
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many of areas are considered 'negotiable', the committee may assume
that the t andidate will bring them up. If the candidate fails to mention any of
these items, thct the standard policies that the board of trustees has in mind
mad not be consistent with the candidate's view."

SUBJECTS TO COVER

The first items on the agenda for negotiation will be the obvious ones
of salary, fringe benefits, moving expenses, starting date and the like. Retire-
ment plan provisions ought to he clarified, including the transferability of the
candidate's present retirement plan, and the amount of employer contribu-
tion.

Contract

Some colleges and universities will want to consider some form of term
appointment or contract, although it should be unmistakably clear that the
president serves at the pleasure of the governing hoard. Nevertheless, some
type of provision for terminal leave or separation pay is in order whether or
not a specified term of appointment is set.

Some public systems of higher educat 'on have established term appoint-
ments or contracts which k;uarantee certain employment rights to presidents,
including academic rank and tenure. Most have not, however, and no particu-
lar trend has developed in this direction. The State University of New York
System and Thti Minnesota State College System are among those offering
term appointments.

Some colleges and uni4drsities will want to consider
some ban of term appointment or contract, although

it shuuld be unmistakably dear that the president
serves at the pleasure of the governinjboard.

Nevertheless, some type of provision for terminal
leave or separation pay is in order whether or not

a specified term of appointment is set.

The Board of Trustees of the multi-campus State University of New
York approved in 1973 an appointment policy which provides the following:

... shall serve for a period of five years, during which
period the appointee shall serve at the pleasure of the Board of
Trustees. ... Unless reapp)inted, the service of a chief adminis-
tratie officer shall terminate at the conclu_don of an appointive
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period. Prior to the espiration 01 any appointive period the Board
of 1 rustees Indy tbrinally evaluate the services of the thief ad-
ministiatire oititer and mat reappoint the' intiimbent to serve at
the pleasure of the Boaid hir a silbseqUellt tire yea/ period.

Oriel administrative otlicer, upon appointment, shall he
appointed bt the Chant ellor to the !molly GI the University in a
position of at ademic rank with continuing appointment.

Louis H. Ileilbron, former Chairman of the Board of Trustees of the
California State University and Colleges System offers a different view. He
believes the campus presidents should serve without any fixed term. On the
matter of contracts, he st,ttes:

.1 contract term is usually not stipulated. It is better tor the
ingitution and 16r its leader to have freedom in this respect. If the
thin esetutive loses control of the institution, or if he finds that
he is unable to work with the board, an unexpired contract
/riad will only be till obstacle to the inevitable and necessary
dissolution. the attitude of most presidents is, it they don't want
me, 1 no /wryer want them. 2 7

Whatever the hoard's policy on this matter, terms of employment and
other .agreemems should he clarified fully before the appointment is com-
pleted.

President's House

Most college' and universities provide either a residence on or near the
.mpus, or some form of housing allowance to enable their president to host

various functions on behalf of the institution. It is important to clarify the
matter of housing, for it can become a major burden for new presidents
unaware of its significance.

It the president's house is located on campus there may he little privacy
for the president's family. If the house is regarded as a college facility, where
various social events are scheduled, that makes for a v'ry different kind of
situation than it it k defined as the president's domic. e. If the latter, then
p.esident and spouse can exercise some control over the use of the house and
its availability to college and community groups.

It the president's house will he used for entertainment and a variety of
Nodal functions fur members of the governing board, faculty, students,
alumni and donors, then it becomes vital to have a clear understanding con-
cerning the extent to which the college or the president is responsible for
refurnishing, decorating, maintaining and supportinj., the facility and funding
such functions. Is the president responsible for such expenses or does the
institution provide such support? Many presidents have learned, to their sor-
row, that trying to meet the hosting expectations of a governing board ius led
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to criticism and controversy, if not within the president's family, then per-
haps within the faculty or community.

A large, spacious president's house may appear to be
a "fringe-benefit" to a governing board, but it can

also be a major burden and millstone to a president
if it is not properly maintained and supported.

Household help should also he a matter that is settled at this point.
Although most presidents are married, it should not he presumed by the
hoard that the presence of a spouse means the presence of an unpaid house-
keeper and cook for official entertainment functions. Whether the prsident is
married or unmarried, the president's house should have appropriate house-
hold help commensurate with the expectations of the board and the college
community regarding its use in the overall college program and environment.
A I..rge, spacious president's house may appear to be a "fringe-benefit" to a

governing board, but it can also be a major burden and millstone to a presi-
dent if it is not properly maintained and supported.

President's Spouse

There was a time when it was presumed that, with few exceptions, the
president would be a man and a married one at that. Almost all of the writing
on the presidency makes such an assumption and refers to the president not
only with the pronoun "he," but with numerous references to his "wife."
Elsewhere in this publication search and selection committees are urged to
make earnest efforts to encourage the nomination and candidacy of qualified
women he they married or single. Even so, the fact is that most college
presidents today are men who are married. Therefore, the wife of a president
may he expected by the board to assume significant responsibilities related to
her husband's position. Because of changing social attitudes, the expected
tole of the president's spouse may be an especially sensitive area of concern.

The spouse plays an important part in the successful performance of a
married president. Very often the selection committee's reactions to the
spouse will be crucial to the final decision. Expectations regarding the role of
the spouse should not he taken for granted. If the leading candidate is a man,
the hoard's expectations of his wife should he explicit and not left unspoken.
Is the wife expected to he a "partner" in the enterprise or is she able to have
her own career it that is her choice? What are her obligations as an official
hostess? What arrangements are made for entertainment, travel and child-care
expenses! What secretarial and housekeeping assistance will be available?
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riel Beadle, wife of the former president of the University of
C' ,o, otters her own thoughts after returning home with her husband
fi. In a presidential interview:

For my part, the idea of running that house was appalling.
A thousand' faculty wives to get to know, Eight thousand
students. Goodness knows what other responsibilities. At Caltech,
I had observed Doris DuBridge's activities with sympathy, and I
doubted that I could be as consistently nice as she was to people I
didn't like very much. Given my inability to dissemble, IV surely
lose the University some multimillion-dollar gift by insulting a
potential donor. I um an activist; could I restrict myself to non-
controversial kinds of activism? And I detest cocktail parties.
What the University of Chicago needed, I was thinking as we flew
back to California that night, was a First Ludy who had more
social savvy than I had.2 a

For the most part, governing boards have not given appropriate consider-
ation to the wife of a president. With changing attitudes and younger presidents,
boards will have to face new realities concerning the automatic presumption
that the wife will preside as official hostess. She should be granted the right
of a separate career if that is her choice.

When it is clear that the president's wire is willing to play the part of a

working team member, the institution should make adequate provisions to
aid her in doing co.* When the president is requireJ to travel extensively,

For the most part, governing boards have not given
appropriate consideration to the wife of a president.

With changing attitudes and younger presidents, boards
will have to face new realities concerning the automatic

presumption that the wife will preside as official
hostess. She should be granted the right of

a separate career if that is her choice.

'Institutions rims he limiting themselves seriously in candidate selection it they insist on
the wile being an unpaid part of the presidential team without an opportunity for her
own carer!. It is the writer's view that more younger couples will seek to avoid such a
requirement as undul restrictive.

limes are changing rapid's in this area. It was only in 1969 that the job description
lot the piesidencs of a prestigious private college in the Midwest contained the follow-
ing destmilbon:

"Marital status: candidate should be married the President's wife is an impor-
tant part of the team. She must be energetic, personable; capable of being an
excellent hostess to all the groups that make up the college's publics students,
facults trustees, alumni. distinguished visitors, etc. Wives of all 1. andidates being
seriously considered must he anterviwed."
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representing the institution at alumni gatherings, with potential donors, or at
national conferences, it should be assumed that the institution will pay for
the travel expenses of the wife as well as the president. Concern for the
president's family, its lack of privacy, the pressures upon it, the need to get
away from the spotlight focused upon it these are matters to which a board
must be sensitive, generous and supportive.

RELATIONSHIPS WITH BOARD

Another area of primary concern is the in-coming president's authority
and relationship with the governing hoard. If the new president is expected to
innovate, correct deficiencies and make changes in the institution, will the
board recognize and support the personnel changes that may he required to
achieve those goals? Are there any "sacred cows" of which the candidates
must be made aware? Does the hoard understand and accept the new presi-
dent's need for adequate staff support?

If the new president is expected to innovate, correct
deficiencies and make changes in the institution, will

the board recognize and support the personnel changes
that may be required to achieve those goals?

Opportunity should he provided to clarify these understandings and all
reporting relationships. A president cannot be effective unless the governing
hoard insists upon appropriate reporting procedures and resists "ends runs"
around duly constituted authority. The governing hoard should give the presi-
dent ample opportunity to respond to complaints and grievances and not
raise such matters initially at board meetings, placing the president in the role.
of "defendant."

There should also he clarification of the president's external role. Board
expectations concerning the extent of the president's activity with the legisla-
ture, potential donors, alumni, the community and church relationships
ought to he made clear at the outset. If the governing board has strong
feelings about such matters as endowment investment policy, fund-raising or
relations with the governor, they should be discussed and agreement reached
before the new president is appointed. Similarly, any conflicting attitudes
concerning the president's personal, political or social activity, business
interests, religious affiliation or other matters should he discussed and re-
solved.
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CRITERIA FOR EVALUATION

Most presidential appointment processes do not deal adequately with
vealuation procedures. Nor do they clearly speedy the criteria by which the
president's Mee tiveness will be evaluated. If it is mentioned at all, it is an
afterthought. After the "honeymoon" period, the president may be criticized
for failure to meet objectives that were 110/er mentioned at the time of
selection. 11 a board appoints a new president with the understanding that the
budget will be !educed by 15 it would be grossly unfair to then hold the
president responsible for the animosity among the staff which will surely
ensue.

In any complex institution there is plenty that can go wrong. Since the
president is the one person directly responsible to the governing hoard, the
president is often the focus of all criticism be it related to student conduct,
fault'. salary demands or the economic condition Of the institution. In a
sense, the president must accept these responsibilities. But presidential evalua-
tion should IOCUS cm perkrrmance related to the goals or criteria set lrth at
the time of appointment.

David L. McKenna recommends that "perfiirmance goals" ought to be
agreed upon at the time of the president's selection. Ile suggests that a three -
to -tie ear evaluation should he planned to assess a president's effectiveness.

Once the pertornicime goals for the Mill 011(I the institution
bail' beef? LA'Illled, C11110011011 A plO(c.%%. .'t IlOW,

men t011ittICLS or agreements, hurl they %env at
the pleasure of board. Under this system, presidential C1'0100-
60,1 A ( tthillAktil 010 el1101%01)01 pros eS tvinie In %wing.% troin
chunkier ineesticicitions to sentimental testimonials. Perlormunce
whits and planned evaluation.. will put some stability into the
system and take some emotion out 01. the process. Rather 11lim
evaluating 0 by like's duel dislike's, his etic'c liVelleSN
shll/c/ MeUsUred by the degree ter With h he has met the per-
tormante goals tthich were agreed upon al the time ()I his selec-
tion.:'"1

Not all institutions are prepared to state "performance goals" at the
outset. Many governing boards desperately search for a new president pre-
cisely because thee require help in defining the goals and objectives of their
institution and need someone to guide their own activity. Nevertheless, some
elfoit should he made to provide a president with constructive feedback and
periodic counseling. I here should be a sharing of a board's concerns and a
willingness to procid., the assistance necessary to overcome difficulties.
Warren Bennis noted that the presidential search can become a "see-ch and
destroc" mission. kery of fort must be made to help the new president
su..eeed. It will be tragic it a board, even unwittingly, contributes to the
destruction of a president it has searched so hard to find.
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A number of institutions, both public and private, have introduced
evaluation po cedures in recent years. Sonic were initiated by governing
hoards of public systems of higher education while others, primarily in the
private sector, were established at the request of presidents.

In I973, the State University of New York adopted a policy of five -

s eat term appointments coupled with a formal evaluation procedure for those
presidents who seek reappointment. lhe guidelines for that evaluation clearly
state that the process of presidential review is entirely different from the
process of selection and that presidential review is clearly a function of the
trustees.

The criteria against which the president's effectiveness is reviewed are
those defined responsibilities and basic qualifications which were taken into
account in the search process. In addition to the president's own prvared
statement of self-assessment, an ad ho evaluation committee prepares a
written appraisal, evaluating the president's performance in respect to:

I. Academic leadership and management
2. Administrative leadership and management
3. the institutional tone set by the president
. Internal relationships
5. External relationships
h. Sensitivity to the needs of campus

I he Oregon m State System of Higher Education has been exploring the
possibility of adopting specific criteria for evaluating the performance of
campus presidents. Although no formal action to adopt specific criteria has
vet been t ,ken, the Board i)1 Higher Education has been considering the
following "suggested criteria":

I. Physical condition
2. Energy
3. Administrative competence
4. Relationships with Board's office
5. Relationships with other institutions
b. Relationships with institution staff and students
7. Relationships with State government

a) Executive Department
b) Legislature
c) Other

8. Relationships with public, especially the local public

In I973 the Minnesota State College System adopted a new policy for
its presidents which included a five-year term appointment. Under this policy,
each president will he evaluated during the third year of of lice and, again in
the fifth year. The specific criteria to he utilised in the evaluation have not
vet been approved but the process includes the use of outside consultants to
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presidents will he evaluated! (,verning boards, fat ult , staff, students,
alumni And nheis, will react to the performance of the president and the
state of the college or university he or she heads.

Perhaps the examples of formal evaluation procedures desuibed in the
preceding paragraphs indicate an attempt toward a more rational procedure
than rum exists. -1 he ate mentioned because assessments of presidential
per tor Mance need to be thought about and discussed at the time of appoint-
ment

Some presidents will oppose any predetermined time period fur cvalua-
thin :LI their per lormance. Certainly there are disadvantages, as well as ad-
.1111J:tes. IL) any !urinal s% stern which does not take into account the ex-

maiming circumstances that may exist at a prescribed time. Yet sound man-
agement and good human relations require some mutual understanding of
expectatio is and ground rules for assessing performance.

CAREER DEVELOPMENT CONCERNS OF PRESIDENTS

Among the concerns .,t chosen candidates, veteran presidents and en-
lightened governing boards are those matters which come under the heading
of "Lai eer development." This is often referred to as "the care and feeding"
of presidents.

As we have mentioned earlier, most new presidents attain the office
while in their forties and have !null I5 to 25 working years ahead of them
berine normal retirement. As Cohen an:1 March have pointed out in their
.rtidv of the presidency, -Part of the reason that presidents leave the presi-
dent s relatively rapid .11,mind 50 is that they reach /hedge ot hist

atter which the qualit, of jobs for which they qualify starts to
deter iotate rapidly. ""

Given the substantial investment a governing board
makes in finding a president, it is simply good

management for the board to conserve this
important resource. Leadership is a scarce and

precious asset that should not be taken for granted.

D.n.id L. \h. kenrl.l talks About "ret.Iinv, presidents." his the third or
tinirth 5.',n, sonic president glow weary. rho- have used up most or their
cnor Lt5 IlseIcCS, Is well 3S WI' it Ail nh and ideals honi 1.)rnier reading, and even
the hest stlitchibuse Offincispectil poke's has been exhausted. Normal vaca-
,1,,ris, cot-st horn .,tii. mmunication, are ifhpossible lot most. Hie
Alto ruto.e is often seek some tope of administrative leave lot a period of
lc LI c.110111. TI) thmk ahimt changing johs before it Is too late to do so.
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Given the substantial investment a wiverning hoard makes in finding
President. if is simply good management for the board to tonserve this im-
portant lesOUI le. Leadership is .1 state and precious asset that should not he
taken for wanted.

he AssoLiatiun of Amer kan Colleges adopted a "Statement on Admin-
istrative Leaves" in 1971. I he statement suggests that just as a sound program
4 Pt tatuIty leaves was of Vital iMPOI LIM hOth the feather-stholar and the
institution, similar benefits would result trom a parallel program of thfiinA
//wire leaves. I he AAC statement provides this rationale' for its piiiposed
yolk :

lilt' ..I.mciation pat tic Warty tecotrniencA that boatel% al
Ini,lee% lake' pee ial leth to provide a regular leave proyrwn lot
the t Nei aeliigralive (Miters of our college's and tinivet %dies.
I he 111111)()%e tIllt1 print' hellelil 01 a pleWellhal kart' p11411111
is la help (Mille the imlittilion etl the highest pchsible quality ol
at Okla"( It'atler411.1) (.i1 //eye's epellel a great deal
()I (Wall to identity and %elute ptieleh with semitivily,
imagination and ',civet live, (mil are well ehlviseel to puma(' them
with opporlimitio lot maintaining linty' cpialilio.

Petunia, telrecet and renewal are vital to lilt' main-
tenance' ol elle( live lecielerip, lilt' titipte«.elenlecl physical de-
mad% and c holing( al pre'ssure's of the t ()Uccle 1)reqdenty add
an element 01 tiretene I. to the. geed Ir,1 ahinAtrative /rave's. It
WWI hetal, the lallelellthq delnalltA (11 i% (Mite elt7)11.Ve the
t allege preqtlelt (11 all ()two, y lot el idle. Ile,
i% wile, and (Men i% taily, het ane. licittro who intAt

lalletAallahle portions of their lime and energy to Ille
wc.I lure ol the ingiltilio they wive. ptesiclenlial leave provide%
a Math ?Weikel ()mallow ty tot quay, telaAdthy, tettet
alltl relleVt111.

lie4eleh, like Whet acliiiinAtralon and lett till t' members,
Vilely ()I t)( regliot leave for a Wilily (11 plall()%e% WIth el%
1,111)11.t %VIVI( e 01 the letal'ely (11 health. Sure h he

wanted whenever %tillable arrangements can be made.

BeL.guse of the necessity of t.uelul planning to implement stkli
polity the ,\,\C statement also suggests the following viLedur es:

Ilegailm' al lilt' 1)(miliall al the plelelellt and the
pee leg plaIllala letIllaell tat allplealelltatiall (11 el

the boatel ol lilt' imtantio Ieethl ("link'
lor initiating Ilii% leave Matilda? alit! 11101 iele peeled

11110111(1 to ,appall

the' plehlel , /hell'/ not he tequitecl lo "apply" ten leave.
Ithleciel. the (tote, fling hood thotilel lake the initiutive ill eyte%\-
nig cleailt to the ptevelet and die ceimpm (win:minty it,
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expectation that regular and extended periods away from the
day-to-day management of the institution will enhance the presi-
dent 's effectiveness and provide him with the opportunity he
needs to gain perspective and to contemplate the future
development of the institution.

Although flexibility in veheduling will be necessary, the
opportunity for leave should occur regularly and with reasonable
frequency, perhaps every three to five years. A president's initial
period of leave should not be deferred beyond the fifth year of
his tenure in office.

Leaves will vary in length depending upon institutional
needs and the president's wishes. Two months is probably the
minimum time required to provide u substantial break from ad-
ministrative duties. Few institutions can afford to be without
their president tor more than u year.

Since' u long presidential absence necessitates careful
planning and reassignment of administrative responsibilities, these
arrangements should be made well in advance and communicated
clearly to the administrative stuff and the campus community.

Institutional support of u leave designed to enhance admin-
istrative effectiveness clearly implies that the recipient. of the
leave is expected to return to the institution. Plans, procedures,
and authority for his emergency recall during the leave should
also be established. 3'
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Presenting the New President

The search and selection process is nearly complete. An important
phase of an effective conclusion involves the thoughtful announcement of the
board's choice and presentation of the new president to the college com-
munity and to the public. Release of information to the press and other
public relations activities related to the appointment should he carefully
planned and well coordinated.

Some public institutions will notify the governor, or other state
ofticials before any public announcement is made. As a courtesy, the search
committee, faculty senate officers and representatives of other constituencies
can be notified immediately prior to the public announcement.

It is wise to time the public announcement so that it is made with
appropriate dignity, rather than appearing as a news leak hastily followed by
official confirmation. The other finalist candidates should also be notified
that the appointment has been made before the public announcement of the
selection.

Whatever the scale of the ceremony, it is important
that the leadership selection process conclude
with the formal conferring of legitimacy and
sanctioned authority on the new president.

The question of presidential inaugurations will, of course, be dealt with
in accordance with the unique character of each institution. For some
colleges and universities, a major inauguration provides an opportunity to
bring all of the respective constituencies together in a ceremony of signifi-
cance to the entire campus community. For others a modest marking of the
occasion may he appropriate. Whatever the scale of the ceremony, it is im-
portant that the leadership selection process conclude with the formal con-
ferring of legitimacy and sanctioned authority on the new presithmt.
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Epilogue

What has been described here is general and not prescriptive. Each
college or uniweisity should develop the %catch, screening and selection pro -
cedures that he meet its individual needs. Many will he surprised with the
glowing openness 01 selection procedures and the extent to which repre-
sentatives of the faculty, st dents, alumni and the campus community may
become involved. Despite the clear final authority of the governing hoard to
select and appoint the new president, the trend is clearly toward greater
participation in the process by these interested parties.

The leadership succession process sometimes
prolonged and irritating to those who must
conduct it is calculated to heighten the

possibility of acceptance and the success of the
new leader. The process, done well, is worth the effort.

It, in order to he successful, a president !Mast have the support (or at
ansenie 14 opposition) of competing constituencies within the campus

community then then participation in the search p 1)Less is imperative. No
matter what the legal authority, it is impossible for a college or university
president to he an effective leader without the general consent of the
academic community.

The leadership succession process sometimes prolonged and irritating
to those who must conduct it is calculated to heighten the possibility of
acceptance and the success of the new leader. The process, done well, is
worth the effort.
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Appendix

Five different approaches to the search process for presidents arc
described below. Highlights of these statements have been presented in the
section un "The Search Committee."

Culver-Stockton College, Canton, Missouri, affiliated with the
Christian Church (Disciples of Christ).*

I he procedures which we used to find and elect a new president
for Culver-Stockton College were as follows:

I. Upon receiving the resignation of the former president, who was
retiring, the Board appointed 6 of its members to serve as a
Presidential Search Committee and designated me as the chair-
Man.

The Presidential Search Committee met to discuss the parameters
of the problem and to decide on its procedures. In this meeting it
was agreed that:
A. The Board of Directors would elect a new president on the

recommendation of the Presidential Search Committee.
B. Only one candidate would he presented to the Board at a

time.

C. the Search Committee would establish and work closely with
a sub-committee made up of students and faculty, with one
member of the Presidential Search Committee to serve as
liaison between the Presidential Search Committee and the
sub-committee for the purpose of reviewing credentials.

D. We would make no official use of the former president in the
work of the committee but that we would consult with him
to get the benefit of his knowledge of people under considera-
tion.

Immediately following this meeting the committee met with the
faculty and explained its procedure as far dS it had developed.
The faculty was requested to elms three of their members to
serve on the sub-committee, which eventually became known as

the Screening Committee. They were also requested to submit
names of persons they felt should he considered for the presi-
denc ind in the third place they were requested individually to
prepare a brief sketch of the qualifications which they felt the
new president should have.

hi% .1cLrIrloorl of I' 44444 %lures was orovided Ur. C. W. W.ike, J trustee of Culver-
sto, k.roo e ullrgc and 11.1irroan u1 its seawir Lomillee. Ur. Wake Is. Aso, a lornr
orcsideril of I Colleatt*.

COLLEGE AND UNIVERSITY PRESIDENTS 71



4. The retiring president was asked to arrange with the Student
Council or some appropriate body to see that two students were
elected to serve on the sub-committee.

5. The Presidential Search Committee and the sub-committee met
jointly three times to consider the qualifications that we should
expect the new president to have. The sketches submitted by the
faculty were reviewed in these meetings and eventually a state-
ment concerning the type of person the committee was looking
for evolved. The importance of this phase of the procedure
enabled the faculty members, the students and the Trustees to
begin to develop a common mind about the presidency of the
college and the type of person best suited to serve. The written
statement was almost incidental.

6. The description of the person we were looking for was shared
with the faculty by the faculty members on the sub-committee
and in a later joint meeting of the Presidential Search Committee
and the sub-committee faculty reactions were noted and certain
changes made.

7. The Presidential Sear( h Committee and the sub-committee then
began to look at credentials together. After examining a few we
came to an agreement that the sub-committee would continue the
screening and that it would turn over to the Presidential Search
Committee for further consideration only those names of persons
the sub-committee felt would be satisfactory as president of the
college, and further, that the sub-committee would explain the
reasons for not considering the candidates that they rejected.

8. In several meetings the sub-committee screened from 63 sets of
credentials 9 that they felt would he a satisfactory president for
the college.

9. In the final joint meeting of the Presidential Search Committee
and the sub-committee a general discussion was held concerning
these candidates but no effort was made to rank them. The pur-
pose of this meeting was to give the members of the Board a clear
feeling of the attitudes and understandings of the faculty with
regard to the prospects they were recommending.

10. The Presidential Search Committee met apart from the students
and faculty and decided that it wished to interview four of the
candidates. Three of the candidates accepted our invitatior and
engaged in 3-hour interviews with the 6 members of the
Presidential Search Committee. The chairman of the comri.:Itue
arranged these interviews and explained to each candidate the
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status of the committee's work and that participation in these
intervioss did not invoke any Lommitment on their p.irt or ours.

I I. the Presidential Sean Ii Committee quickly decided on the person
it wished to present to the Baud of Trustees first. I Lill 111101111a-

1 )11 was prepared LonLeming the candidate. A 130ard meeting was

L ailed. I he candidate was presented and elected.

lhioughout the entire procedure every el tort was made to avoid
a situation in which the faculty, the students or the Board of Trustees
LA mkt become hagmente41 because some supported one Landidate and
others another. The difficulties that 'Amid arise in the college com-
munity by a division in or between the faculty, the Board of trustees
and the students was discussed many times and the committee
gradually Lame II) full acceptance of the point in view that its pro-
cedures should nut only result in the selection of a fine president but
should be carriei on in such a way as to maintain the solidarity ul the
entire L ()liege Li anmurli tv.

Abokato State College, Minnesota, one of seven state colleges in
the Minnesota State College System. [he State College System is governed by
a nine-member Minney na State College Board. The Chancellor, appointed by
that board is the executive officer of the system. The president of Mankato
State College is the Liner executive officer of that college and is responsible to
the board through the Chancellor.

Minnesota State College Board

Administrative Procedure
for the

Selection of a President for Mankato State College

May 22, 1973

I. Purpose

Ilse pokedures set forth herein apply to Mankato State College
as it participates in the reLruitment, hominatilin, evaluation, and teL )111-
111ellti.111011 of presidential candidates for its institution. 1 his procedure,
implementing the Governing Rides of the Minnesota State College
Board, will he in effect unti' such time as .1 President for Mankato State
College is appointed by the State Ciillege Board.

these prikedures reflect the commitment of the Board and of the
Chancellor to seek the broadest possible invol.enieni of members of
Mankato State College and of representatives from the broader campus
community. I he polk% follows in principle the major LonLepts and
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Duties of the PSAC

Restricted solely, after review of background information, to deter-
mining whom to interview; interviewing of candidates; and as a re-
sult of interviews, determining whom to have investigated fully; and
on the basis of interviews and background studies, determining those
finalists to he recommended to the Chancellor.
PSAC decides on basis of vitae and information supplied whom to
schedule for interview.
PSAC interviews candidates scheduled to meet with the cone. ittee.
Results of background studies arc shared with PSAC. PSAC decides
on basis of interviews and background studies those finalists to be
recommended to the Chancellor.

All checking and contacts with candidates is handled by the Vice
Chancellor for Faculty and Staff Affairs, and his staff. No contacts
are to he made directly with candidates by other members of the
PSAC. No personal or letter checks arc to he made by members of
the PSAC with individuals at a candidate's current or past places of
employment.

Confidentiality

There is to he no campus committee nor any consultation with those
on campus by campus representatives on PSAC. Any departure from the
provisions for confidentiality or the prohibition against independent checking
on those being considered by the committee can he cause for the PSAC to be
abolished and the function taken over by a special Trustee committee.

Final Stages of Selection Process

Candidates will, whenever possible, visit campus prior to appearing
before the Board of Trustees.
Campus representatives on PSAC will handle arrangements for
campus visit and will do everything possible to (1) make it clear that
campus visit is not a part of the PSAC screening and selection
process and (2) maintain as much security as possible during and
after campus visits.

University of Wisconsin, comprising twenty-seven campus units,
with a single governing hoard (Board of Regents). In this system the campus
heads are designated chancellors and the head of the entire system is called
president.

The board approved procedures for selecting chancellors is as follows:
I. Upon indication of such vacancy, the President of the Board would

promptly designate a Special Regent Committee to be involved in
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the selection process tof .1 I eplatement consisting of not less than
three nor more than live Regents. the Board President would desig-
nate a.I1ailman of the Special Committee.

he Special Committee would then confer with the President of the
System and advise him at that point of any special qualifications for
the position which they telt should be considered. In essence, the
special Committee would work with the System President to
produce a brief job description taking into ace Grunt the special char-
acteristics of the institution at which the Chancellor would serve or
the special LharaLterktiLs of the administrative position to he
occupied.

3. I he System President would then appoint a Search and Screen Com-
mittee comp) ised
a. A majority of faulty, selected by the System President after

consultation with appropriate faculty representatives.
h. Students and administrators.
L. A chairman shall he appointed by the System President from

among the faculty members of the Committee.
The Search and Screen Committee would he provided with

the job description prepared by the System President and the
Special Committee. Interviews of candidates by the Search and
Screen Committee will he within the discretion of that Com-
mittee.

4. The Search and Screen Committee would subsequently return a list
to the System President of at least five individuals that they felt
were qualified in unranked order along with an alphabetical list of all
persons considered. Delivery of the list shall he at a joint meeting of
the Search and St.reen Committee, the System President and the
Special Committee in rude' that the System President and the
Special Committee can receive an oral presentation on each of the
candidates recommended. The Search and Screen Committee would
then be dischaiged. provided that it no person contained in the
initial list presented hs the Search and Sc wen Committee is found
aLLeptable, then the Search and Screen On-mince shall be reacti-
sated and asked to pr. s ide a second list of at least live additional
L.111(ikkheS.

he Ss stem President. in conjunction with the Special Committee,
all of the reLommunded candidates and interview those

ihev desired. I he System President would then make his return-
mendanim hi the Special Committee which in turn would make its
report on the System Piesident's recommendation to the Board.

inal approsal in the 'system President's selection shall he made by
the Board ot Regents.
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/xtioA College, * Galesburg, Illinois (private), As finally constituted
the Knox Search Committee was a large one of seven appointed trustees, two
ex officio trustees, three faculty members and two students. At my request,
the Acting President of the College joined the Committee as an active advisor
and consultant. In essence, therefore, the Committee membership numbered
15.

The geographical distribution and the work schedules of the members
made frequent or even regular meetings impossible. Phone calls and
memoranda had to suffice. As time went on those members in Galesburg
became a "campus" sub-committee and did the substantial part of informa-
tion gathering and reference checking.

For Knox this worked well the reason being the loyalty, dedication,
and responsibility of the individual members.

Two assignments were given to the Committee by the Trustees:
I. To recommend at the June 1 and 2 meetings of the Trustees an

Acting President to serve until a permanent President was elected
and took office.

2. To search for and recommend to the Trustees the candidate best
qualified to lead Knox at this time and in the years ahead.

The first meeting of the entire Committee was held June I, and after
full discussion it was agreed that Hermann R. Muelder, former Dean of the
College and a highly respected faculty member and scholar, be recommended
to the Trustees as the Acting President. The Trustees accepted this recom-
mendation and the first assignment was completed.

On lime 2, 1973, the Committee reconvened and, in general, decided
on the modus opetundi to be followed.

The most important aspects of the task other than the search per
se were thought to be the determination of the kind of leader needed, the
establishing of a budget, the setting up of clerical procedures and the projec-
tion of a time table for accomplishment.

So tar as leadership qualities were concerned, it was decided that the
present needs of Knox required a president:

I. Who could develop an 'exciting' concept of liberal arts at Knox. The
development of such a concept had to come from his/her own belief
in the small liberal arts college and from his/her recognition that
Knox has a superior base for building an exciting and 'century
ahead' program of libeial arts.

2. Who could communicate effectively the 'excitement' of liberal
arts and the Knox program to all related publics.

I his aus.r union ot the %cart II 'not es. tundutled ht Isnos College in 197174 was
or.isid,d 1)% Ihi 1hailnr.rn ol Ihrlr Presidential Svattli lonisnittim, 1 ruslee Stott
Harrod.
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3. Who could because of his/her own sell-induced enthusiasm for
liberal arts he an effective fund raiser.
(Note: As time went on the Committee recognised that this third
requirement should he expanded to include effective recruitment of
students.)

Obviously, a successful candidate should have academic credentials,
administrative interest and capability, great energy, integrity and the com-
monly agreed upon characteristics of leadership.

So tar as the budget was concerned, an amount of $20,000 was estab-
fished.

To set up clerical routines and procedures, one of the committee
members was named recorder.

A tentative time table was established to have front running candidates
identified by the October Board meeting and to have a candidate recommen-
dation by the winter meeting of the Trustees.

During tune, July and August of 1973, substantial efforts were made to
obtain the names of qualified and potential candidates. To this end an article
appeared in the KNOX ALUMNUS requesting help. A letter went to about
1300 students and parents. In acMition, about 700 special letters individually
addressed, went to trustees, faculty, staff, alumni in higher education, alumni
achievement award winners, honorary degree recipients, ACM presidents,
other college presidents, donors and foundations and organizations concerned
with higher education.

From these efforts the Committe- received approximately 290 names
for consideration. The Committee then followed the routine described below:

. The Committee gathered available data from biographical sources on
the suggested names and started a File on each name. A thank you
fetter went to the one who suggested the name.

2. The preliminary biographical data so obtained were forwarded to
each member of the Committee for an initial reaction on an 'A,"B,'
'C' basis.

From the 290 suggested names 48 received Committee grades
warranting further investigation.

4. By the end of October screening was sufficiently iar along to permit
the selection of names for first contacts and interviews. All together
twelve candidates were interviewed by at least two members of the
Committee.

5. A. the result of the interviewing process, four prospective candidates
were incited to the campus. One withdrew before a campus visit but
three spent at different times about a day and .1 half in
(ialeshur meeting faculty, staff, and students.

rum time to time during the screening process described above, the
Committee, either in meeting or by phone, engaged in an informal ranking
and comparison of the candidates being considered. While the names did
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change somewhat, it became generally evident that a relatively few stayed at
he top and that the majority- ronking was consistently the same.

1his was evident at the Dee ember 15 meeting of the Corr;:nittee when
there was also realisation Owl time was running out if a reeommendatirm was
to he nude to the I RhiCes at the Winter meeting. To epedite the work of
the Committee. a threemember 'Action Sub-Committee' was empowered to
act for the Committee in th,- final discussions with the leading candidates.

!he ac lion of this sAb.commit tee culminated in the selection of .1 eandi-
date ratified by the Committee through a telephone poll. The recommended
candidate was appointed President by the I IllstCCs .11 I Chril.11 , 1974, to lake
'dike as ot 1(6 I, 1974.

8 2



assist in Ow assessment of perlormace. Following evaluation the president
may he asked to serve a new term or be offered a faculty position.

Private colleges Ind universities have also developed evaluation pro-
cedures. Best known. perhaps, is the action of President Kingman Brewster,
who called for an appraisal of his leadership at Yale in 1970, as a condition
tom continuing in office beyond a seventh year.

In 1972, President John Coleman requested the Haverford College
Board of Managers to make a thorough study of his past performance and
future promise. fhe Board appointed a Presidential Evaluation Committee
which conducted an extensive survey involving faculty, staff, students and
alumni.

The criteria for the evaluation of President Coleman's performance
were expressed in the form of "evaluative benchmarks." These were:

1. Administrative ability
2. Relations with various segments of the Haverford community
i. Personal qualities objectivity, fairness, humanness, sensitivity,

honesty, openness
.1. Commitment to scholarship and academic excellence
5. Commitment to Quaker values moral dimensions
h. Commitment to Haverford College as an institution
7. Quality- of leadership and decision-making ability

A lengthy. and candid evaluative report w.11 written, identifying
strength. and weaknesses. Alter examining the President's performance in
terms of the "benchmarks," the Committee recommended that John

Coleman he invited to continue his service to Flaverford College as its Presi-
dent.

Recently. Alfred University conducted an evaluation of its president
pursuant to its policy to do so every lour years. The evaluation committee
consisted of three trustees, with backgrounds in administration, a representa-
tive cross-section of the Alfred University community was interviewed, in-
cluding faculty, staff, students and parents.

The Alfred University Committee addressed itself to these principal
questions:

I. flow is the president regarded by the university community?
2. How well is the administrative system functioning?
1. flow can some of the burdens of the office he lightened to

permit more time for fund-raising?
4. Are the president's salary and fringe benefits fair and

appropriate?

President Leland Miles was continued in office.
his discussion of formal evaluation is not intended to prescribe any

particular method of evaluation or set of criteria. One thing is certain all
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patterns employed at St. CIOUll Slate College in 1970 and at Southwest
Minnesota State College in 1972, realiiing that adaptations are neces-
sary to accommodate differences in local college governance structure
and to take advantage of experience acquired in these previous
processes.

Ihese 'Oddities have proved to he extremely valuable in ob-
taining highly qualified candidates at both St. Cloud and Southwest,
and the Board and the Chancellor are confident that the same positive
result will occur at Mankato State College.

II. Organi/ation and Composition of the Presidential Search Committee

A. the college community shall select by June 8, 1973, a Presidential
search Committee which shall serve in an advisory capacity to the
Chancellor and the State College Board.

B. this Committee shall he composed of no more than thirteen per
sons' who are to represent all components of the college commun-
it% : teaching faculty (tenured and non-tenured), students, profes-
sional support personnel, administrators, and alumni.

I he e\att number of representatives frinn the student, faculty,
and professional support personnel components shall he determined
through negitiation by the governance bodies for these various com-
ponents at Mankato State College.

I he Committee shall include one administrator and one alumnus.
C. Representatives of the students, faculty, and professional support

personnel shall he chosen by the respective components through
their official agencies for governance.

I). the administrative representative shall he appointed by President
Nickerson (outgoing President) and the alumni representative shall
he selected by the Alumni Board.

L. I he membership of the Committee shall also be representative of
women and minorities on the campus.

1". Any member of the Committee who becomes a candidate for the
presidential %Joni% automatically loses his or her membership and
!Mist he replaced.

C. I he Committee will he chaired by the Vice Chancellor for Aca
(Ionic Affairs, win, will he a nonyoting menthe!, and staffed by a

sec retar% designated by the Vice Chancellor.

II. President Nickerson OW formally communicate in writing to the
Chancellor by June I I, 1973. the names of tl:e members of the
Ci rrllrnit tee.

I he salh riiernbur0.11) was eNil.)ndekl trim, Iiic I 4 silt.tilivil in rho vrt)-
i.t.lurt. no .) Io1.11 of II. I hr tornoti.iIon %As: I I takulh,, I I %Intlenh, 5 pullesmorkil
support 04:1.1) ttttt .1. 2 .1,11tIotrardlovt, and 2 alumni.
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III. Procedures of the Selection Process

A. I he Search Committee will hold an organitatiunal meeting early in
the summer at a time convenient to all members. However, in order
to not exclude am one from the Committee because of summer
commitments oncampus or outside of Mankato, the Commitee
will not meet again during the summa.

B. the announcement of the Presidential vacancy and a description of
the position shall he circulated broadly throughout the academic
cummunits hs the Chairman of the Search Committee early in the
summer and nominations and applications will he received through-
out the summer months.

Procedures specified for recruitment evaluation, and selection in
the Minnesota State College System's affirmative action policy shall
he employed to insure the application of minorities and women for
the position.

C. All nominations of persons for the position and all applications shall
he made in wring to the Chairman of the Presidential Search Com-
mittee. Such persons nominated or applying will be requested to
submit their credentials to the Chairman of the Committee no later
than September 15, 1973.

D. the Chairman of the Search Committee shall convene the Search
Committee on September 24, 1973. All credentia/s collected during
the summer will he made available to the Committee on a confi-
dential basis in a secure office on the campus of Mankato State
College. Moreover, during the summer credentials of presidential
applicants will he available in the office of the Vice Chancellor for
Academic Al lairs for members of the Search Committee to review
su the may he fully informed and prepared for the evaluation
process which will begin in the fall.

E. BN October 5, 1973, the Chairman of the Search Committee, on
behalf of the Chancellor. will submit to the Committee from the
applications received a list of 20 names for discussion and evaluation
hs the Committee .. d will request the written reaction and com-
ments of h member of the Committee.

Additionall the Committee may add from any of the applica-
tions received anN names which at least six members of the Com-
mittee desire to have the Chancellor consider further.

F. 13s October 12, 1973, comments concerning the qualifications of
the list of 20 and those names added by the Committee shall he

submitted to the Chancellor.

G October 19, 1973. the Chancellor will re-submit 10 names from
this list to the 6)mmittee for further written comment and evalua-
tion. such comments to he filed with the Chancellor hs October 26,
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1974. 11 a majoritv of the Committee is so inclined, the Committee
mav include tom additional names fin comment and evaluation.
I he Chancellor shall review these comments and the qualifications
ot the 10 candidates, and shall invite it least three and more if he
..hooses lor interviews. If a majority of the Committee so recom-
mends, the Chancellor shall invite one or two additional candidates
for interviews.
I Interviews of each of the candidates shall first he held on the

%Alege campus in accordance with procedures established by the
Committee. Such interviews will include ample opportunity for
representatives of the various campus components to meet with
the candidates. An assessment of each candidate may he sub-
mitted to the Committee (on the appropriate form provided by
the Committee) by each individual involved in the interview
pr4itess.

2. Alter receiving nominations from area legislators, the Governor',
the Search Committee. and the President's Community Advisory
Council the Chancellor shall select a Regional Advisory Com-
mittee composed of not more than eight residents representative
of the geographic area which Mankato State College serves. The
Regional Advisory Committee shall meet with each of the candi-
dates interviewed for purposes of providing the candidate in-
formation on the community which the college serves. Members
of the Regional Advisory Committee will also have an oppor-
tunity to comment in writing to the Chairman of the Presidential
Search Committee concerning their impressions of and reactions
to the candidates interviewed.

3. Each of the candidates shall he interviewed by members of the
State College Board and the Chancellor.*

I. Each member of the Presidential Search Committee will comment in
writing on the candidates interviewed. These comments, as well as
the reactions from the members of the college components and the
Regional Advisory Committee, shall he forwarded by the Chairman
of the Committee to the Chancellor.
13 1anumv 1, 1974, the Chancellor will plan to recoilmend to the
Board a nominee for the Presidency of Mankato State College."

Adu.111%, the Board inter% iew were koridukted frtihlitIt with the news media present.
I he 1:ret liasikall% the sante questions in inter%iews Listing animist-

I. IC minutes for su,1! Landidate. !lie Board soled h' ballot, the votes were
: Nuns ammum.t.d. I t ),1 d then unanimi .1% p c .1 m t)i i on is)

OIL s.rndndare wrlh MAP N)It as President tel PstinkJto Stare College.
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Calitornia State University and Colleges System, c omprising
nineteen separate campuses under one Board of frustees.

the title president is used to designate the chief executive officer of
each institution in the system. I he chancellor of the entire system is the chief
executive officer of the board.

Procedures for the Selection of Presidents*

Establishment of Presidential Selection Advisory Committee

Whenever a presidential vacancy arises, a Presidential Selection Ad-
visory Committee ('PSAC') will he established by the Chancellor and the
Chairman of the Board of I rustees with representation as follows:

Campus representation three members of the campus (the mem-
bership and manner of selection determined by the campus)
trustee representation two Trustees to he named by the Chairman
of the Board of 'trustees
Presidential epNsentation one President to named by the
Chancellor
Advisory Board representation one member of the Advisory Board
to he named by the Advisory Board
Stall representation Vice Chancellor, Faculty and Staff Affairs
Chancellor

Purpose of PSAC

he PSAC, after thorough review and interview of candidates, will
provide a list of acceptable candidates (3.6) for consideration by the
Chancellor.
the Chancellor must recommend at least two nominees to the Board
of 1 rustees. lie may submit more than two.

Sources of Candidates

I he PSAC decides from among those nominated who appear most
promising (or interview by Chancellor and/or Vice Chancellor if they
are !non out of state. If !rum instate, they may he interviewed by
the Chancellor and/or Vice Chancellor or by the PSAC. (Results of
interviews of those from out of state, and in-state where interviewed
by Chancellor or Vice Chancellor, are reported to PSAC. Committee
decides then whether to invite them fur interview); and
I rom pool of prmiisiny, potential candidates interviewed by
Chancellor and/or Vice Chancellor committee decides alter review
,r1 %liar and report of interviews on those to invite for PSAC inter-
view.

1..,er Ned Irum puled dmumeni dated August I 5, (J7
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