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Foreword

'l is 4 truism that a great college or university is almost always the
long shadow ot a great leader -its president. fronically, however, the process
which is generally tollowed in recruiting and selecting the college president, as
described in several recent fexposés,” is itself often so haphazard gs to be
ludicrous,

Tais handoook has been prepared for the Association of American
Colleges by Dr. Joseph F. Kautfman, 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
need for presidential leadership of the highest quality, a requirement that is
likely 1o grow nu less in the years immediately ahead. Second, improvement
in the process of selection cun contribute to he quality and effectiveness of
that leadership.

Dr. Kauffman, himself a former college president, has witnessed the
sclection process in operation trom both inside ad out. Latterly, having
returned to his preoccupations as scholar and teacler  he has subjected the
process to a much needed critical evaluation. With the oversight of a task
torce composed of college and university presidents, fie has produced a vade-
mecum which should prove very useful to trustee and selection committees as
well as 1o 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
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Introduction

This publication is written with an underlying premise: that the po-
tential effectiveness of a college or university 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
prioritics, and enables the board to select a person it can support tully, 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
fundamentar 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
sech to learn from the experience of others and requ-ists for specific guides
are often sought. The role of the president is changing, and so is the role of
governing boards, as constituent groups press for participation in the piocess
of choosing a new leader.,

Governing boards, administrators, faculties, and students
look to presidents not only to provide effective
management but al=o to nourish the values for
which institutions of higher learning stand.

This publication is meant to be a guide for governing boards, scarch
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. [t is directed primarily to four-year colleges and un‘versities,
rather than two-year community colleges and junior colleges, although those
institntions may find parts of it usctul. It is meant tor the selection of the
chief executive officers of individual campuses, whether their title is president
or caancellor. It is not meant for the selection of heads of state system- of
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higher education or heads of multi-campus systemis, which may have ¢ site
ditferent need, and objectives.

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

Despite the concern of some observers with homogenization, Americn
higher education still retains a remarkable diversii«. There are some 2,900
colleges and universities throughout the United St . Excluding the two-
year colleges, there cre 543 public institutions and 1,284 private onus. They
are large and small, public and private, urban ard 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 usetul und generally applicable

Howing a brief comment on higher education in the 1970%, the
fopics covered include: The Governing Board, The Nature of the Colicge
Piesidency Today, Characteristics of Present College and University Presi-
dents, Organizing the Search Process, The Search Committee, Candidate
Quulifications and Criteriiy, Chtaining Nominations and Candidates, Affirma-
tive Action, Screening and Assessing Cariidates, Making the Final Decision,
The Appointment, Boari-P-esident Expectations and Relationships. Evalua-
tion of Presidents and Coreer Development Concerns of Presidents are 1lso
treated.

Readers shovld note that the author’s owi. references 1o the college or
university prasiceni are expressed in erms that indicate such an office could
be held by either a woman or a man. Because most of the writing about the
college presidency assemes o muale candidate or male incumbent, many of the
quotdtions cited use the male pronoun. Such quotaiions may appear offensive
to some readers but the language of the original source has not been altered.

Finally, 1 wish to make it clear that what follows represents the views
of the author and is not an official statemeat 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 the Task Force: John W. Cnandler, President,
Williams Coliege; Edward D. Eddy, Jr., President, Chatham Cel'-ge; Warren 8.
Knox (Chairmun), Viee President for Public Affair, Reed College; James M.
Mitchell, Member ot Board of Directors and Past Chairman, Association of
Governing Boards of Universities and Colleges; Barbara Newell, President,
We ey Colleee: Edgar F. Shannon, President, University of Virginla; and
Marvin Wachman, President Temple University. The generositr f the Ford
Foundation in making this publication possible is grate fully achnowledg, .

I am also appreciative of the wisdom and support received from the
AAC statt, including President Frederic W. Ness, Elden Smitiy and | ohn Gills,
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for the contents must be borne solely by the author. Like ot'wer tormes
collegz presidents, he Kaows that all crecit 1s to be widely shared but the
responsibility is his alone.

and the cditorial assistance of Marti Patchell. Of course, final responsibility il :

Joseph F. Kauffman

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

'nsl:lulions ol nigher education function in a social context which
requires understanding as we define institutional objectives and select our
leaders. While there is ampie opportunity to challenge the trends of the times
or Lo 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 colleges and
universities have entered a period ot stabilization and, for some, retrench-
ment. Some institutions face enormous financial difficulties, and reductions
'n faculty and statf 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
ceonomy, sound management and accountability equal or exceed carlier
pressures for a socially relevant curriculum, student participation and new
program development,

In the thrust for more etfective management, new conflicts occur. Pro-
grams must he reviewed, priorities set, and effectivencss evaluated. New tech-
nigues of management are becoming crucial, yet they need to be recognized
a5 means, not ends. Both the public and the academy are sull having diffi-
culty in agreeing upon the essentiat 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
cconomic 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 that
college attendance will continue to be the man path for upward mobility.
The nature of aid to students and institutions will continue to ke debated.

Both the public and the academy are still having
difficulty in agreeing upon the essential
purposes of higher education.

Private ¢olleges and universitics will be challenged, as never before, to
develop distinctive purposes and programs to attract students and financial
support. Without such unigaeness, ability to compete wich the low-tuition
institutions of the public sector is limited.

Public insiitutions, and their forms of governance, are becoming in-
creasingly responsive to public authurity. In some ways, put.lic colleges and
unnversitics ace heing regarded as state agencies and the advent of academic
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collective bargaining may accelerate vis trend. The allocation of public re-
sources tor public higher education has become an integral part of the
political process. In -uch a setting, etfective political leadership becomes a
crucial qualification fou th xse who would head public institutions.

The college preside 1 should provide the knowledge and
leadership to guiie the institution in its responses
to the challerges 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 sctting its own plans and objectives for the
remainder of tiwe decade. Each college and university will have to make diffi-
cult choices and decisions in the years ahcud. Governing koards 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 leadersh.p to
guide the institution in its rewponses to the challenges and opportunities it
taces.

8 THE SELECTION OF




The Governing Board

EI’Icclivc governance ot 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 10 lead their 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 ol tinal institu-
tional anthority,

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 boards, although an understanding of that history is valuable for
board members and presidents. Since educdation is a responsibility of the
states rather than the federal government, they are empowered o grant
charters for the establishment of colleges and universitics. 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 |1, governing boards dele-
gated considerable authority to presidents and facultivs. Systems of academic
self-governance were developed, implementing a concept which came to be
known as "shared authority.” This concept was cnunciated nationally in the
1966 Stutement on Government ot Colleges und Universities, jointly formu-
lated by the American Association of University Professors, the American
Coundil on Education anda the Awsociation of Governing Boards ot Universi-
ties and Colleges. This statement speaks of the "inescapable interdependence
among governing board, administration, taculty, 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
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iv trequently blurred. They are expected 1o 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 guestions. Yet we have learned that tinancial policy has significant
impact on academic policy questions. Further, educational policy may be a
crucial determinant in attracting or discouraging student cnrollment. Suck.
Mmatters cannot be divorced fror . an institution’s fiscal policies.

There has been a great change in the mood and concerns of board
members in recent years and muves Lo strengthen the role of governing boards
can be seen. Swudent 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 hel) k. governing boards. The severe
financial problems now being experie=wed call for shillful management of
resources and greater accountability. Governing boards are ultimately held
aceountable, 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 *aken 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 boards are no longer tully dependent an the president for
information and awareness of educational matters confronting our colleges
and universities. They subscribe to The Chronicle of Higher Education,
Chunge magazine, and AGB Reports. They read Carncegie Co.amission publi-
cations, and they attend conferences sponsored by the Associatior: of Govern-
ing Boards of Universities and Colleges, an increasingly important association
of uver 610 meraber governing boards, with some 13,000 trustecs or regents,
o1 960 campuses in the United States.

With these changes, and other concerns on the horizon, governirg
boards have taken on enormous burdens. Their concept of the presidency,
and of the president’s refationship to the board and its members, becomes a
crucial ingredient when leadership succession must be faced by an institution.
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The Nature of the College and University
Presidency Today

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

Many published memoirs illustrate a wide variety of presidential roles
over various periods of history. There are many different views on the rature
of the office of president. In some ways portrayals of the presidency even a
quarter-centurv 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’ adininistrator 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
ure 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. Onc thing is clear: colleges must have
presidents and it makes a great difference who they are. (Hurold
W. Stoke)®

The campus leader today is a medidator, a negotiator, and u
man who jockeys between power blocs, trying to carve out viable
tutures for his institution. Unlike the autocratic president who
ruled with an iron hand, the contemporary academic president
finds that he must pluy the political role by pulling together
codlitions to fight for desired changes. The academic monarch of
yesteryeadr has almost vanished and in his place has come not the
academic ‘bureaucrat,’ as many suggest, but the dcademic ‘states-
mun.' (/. Victor Baldridge)®

COLLEGE AND UNIVERSITY PRESIDENTS t
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the world may collupse tomorrowy it may not. 1 he Uni-
LOESIEN s survive another ten years; it may' not. The ditterences
dre importunt, amd the problems are serious. But the outcomes do
not mucn depend on the college president. He is haman, 1is
capabilitics are limited, and his responsibility is limited by his
capabilitios. We belicve there are niodest gaim to be muade by
muking some chamges in the perception ot his role. We believe
preswdents can be more ettective and refused. We do not believe in
mayic. (Michael D. Cohen and James G. March!®

Lhe magor discovery that emerged trom the explorutions ot
the fast tive days is that siyniticarit inmmovation cunnot teke place
within the University without the uctive support and leadership
ot the president. 1here is no substitute tor presidential leadership,
und o president who merels presicles over by institetion will tind
hinselt” presiding over an anuchronism and sooner o. later a
dissolving one. Most presidents have more opportciities than
thev make use ot to influence their institutions. . .. In the in-
creasing ditticulties in which universitios tind themselves today,
the role, or rather the muany roles ot the president are ever more
criticdl.

Becuirse ol the multiplicity ot 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
feaistative buayet cats. 1t is true that the taculty is more anxious
to see the president bring home the bacon, than to sce him calling
on them in their ottices. But it the central weakness of the uni-
versity: today is its loss of u tirm sense ot institutional purpose
then the centrdl role of the president must be to articulate that
purpose. He must do so in ways that will nurshal the most
resolute elements in ull his constituencies, and raise a standard to
which the brave and honest can repair. (Workshop on “Presi-
dential Leadership and University Change*)®

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 denands ior responsiveness. Faculty, statf, and
students are less and less willing to have the president speak for them and
insist upon direet aceess to boards 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 tor the campus. Competing and conflicting interests, and demands
for public accountability, lead to a more political style of management.

Cohen and March, in thair book on the presidency, report on the de-
seriptive images ot the presidency which they developed from a series of
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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.”

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

COLLEGE AND UNIVERSITY PRESIDENTS 13//%
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Characteristics of Present College
and University Presidents

A number of studies have examined pre-presidential carcer patterns,
factors of age and academic bachground, and length of tenure in office.
Several of these (Bolman, Cohen and March, Ferrari, Hodghinson, Kerr,
Selden) are listed in the bibliography of this publication. In their study,
Cohen and March synthesize much of the carlier 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.

Typicaliy, presidents begin their academic carcers 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 persons do move directly from a faculty position to a
presidency, particularly in smaller colleges, the vast majority of rewly
appointed presidents have had substantial previous administrative expericnice.
In most cases, this administrative experience was at an institution other than
the onc 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 med:a highlighted
the many vacancies in terms of “presidencics going begging.”

Presently there seems to be an expectation that presidents will stay in
office fewer years than herctofore. Although presidents serve “at the pleasure
of the board,” and may be terminated accordingly, some institutions are
adopting limited terms of oftice usudlly with a possibiiity of reappointment.
Five to ten years now seems to be the normal expeztation for presidential
tenure. In personal interviews conducted in 1470 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 pcople around presidents

“The authtors examingtion of the positions of newly-appointed presidents over a
12-moat period in 1973-74 revedls that 759 were from administrative positions wut-
wide the institution at which the presidency was attained.
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(trustees, taculty, subordinates and students) who also saw a norm of seven to
ten-year terms tor presidents,

Clark Kerr provides some interesting data concerning the presidents of
the must prestigious doctoral-granting univensitics in our country, the 48
members of the Association ot American Universities. In 1899, the average
vears in oftice ot this group of presidents was 10.9 years. By 1969 this had
dropped to 5.9, Becduse averages can be misleading, owing to a small number
ot long-service individuals, Kere also computed “median years of experience”
ard tound that the median had dropped from 7 years in 1929 to 2 years in
1969.8

Cohen and March do not discover any evidence of major recent changes
in the expected tenure of new presidents, They do 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 size tends to increase tenure. Most of
all, thev teel there has been an underestimation of the importance of age and
tenure norms.

Presidents are much more likely to leave at ahout dge 50
than they are at uges +3 or §7. Presidential departures are also
keved to length ot service in v wuy that suggests un implicit term
ot ottice that is tive veurs long (with decreasing prospects ot re-
newul). llere as elsewhere in our investigation of the preswlential
role, we obsenve the upparent impact ot social expectations in the
requlation of life.

* * L

Purt of the reason that presidents leave the presidency at a
relatively rapid rate around age 50 is that they reach the ge ot
fust opportunity, atter which the quality ot jobs tor which they
auality starts to deteriorate rapidiy.®

Presidential departure highlights an interesting problem to which we
shall return in discussing the nature of the appointment and the relationships
petween governing board and president. The fact is that presidents dre assums-
ing ottice carlier and must consider post-presidential careers while undergoing

*One intormal measure o presidential tenure in ollice was conducted by the author
when he received 4 copy ol the Cohen and March baok on the presidency, Leadership
and Amibuguity: The American College President. As one ol the 42 college and uni-
versity presidents in the national sample survesed under the auspices of the Carnegic
Commission on Higher Education, | cagerly read the results, | also looked at the names
ot the aother 41 presidents who had been visited and interviewed in the Spring of 1970
when the studs was begun., A quick chedck ot the 42 names, based entirely on my
personal hnowledye o) job chanaes, retirements or resignations reseafed that 4577 ol
those in the sample were no longer in their presidendies 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 piesidents 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.”
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When a New President is to be Appointed

Althuugh some wGeges and univensities have formal policy state-
ments, or by-laws, covert: ihe steps to be taken when a presidential vacancy
oceurs, tor many others :». vent results in a period of crisis. The process of
leadership succession in f. ¢ er education seems less well-developed than in
other organizations and is ¢ . a1 a source of considerable contiict.

In a recent study of | 1esidential succession, John Steiner suggests that
“the formal and informal p . adutes of presidential selection in colleges and
universities have much in ¢ »amon with procedures of leadership selection
used by uther complex, plut.:::.tic organications such as nations, .cgislatures,
corporations, peak associations, cnd international organizations.” To be effec-
tive Steiner believes the selecti 1 process must **gain the consensus of groups
which might veto the leader.”' ©

Robert Birnbaum, recentv  appointed chancellor of the Oshkosh
campus in the University of Wis, insin System, contrasts the leadership suc-
cession process in business with “hat of higher education. He belicves that
“while business firms utilize ant™*.-atory recruitment, in-service socialisation,
and internal promotions withii* : bureaucratic framework, colleges and
universities generally select presia. :1s from other academic institutions using
informal and ad hoc processes.”! !

Governing hoards whick: o rot now have provisions
in their code or by-lav,: =overing the procedures
to be followed in th: »vent of a presidential
vacancy should develu;s sach policies. It is
‘mportant for the board to indicate clearly its
authority to make the appcintment, and of equal
importance perhaps, to indicate that it will
determine the process by whici constituent
groups will be invited to participste in the
search for a new president.

The wd hoc nature of the presidential selection prccess in higher educa-
tion and the fact that the appointing authority, the governing board. must
dttempt to gain a consensus of the various constituent groups, may ger.:rate
unforeseen contlict.

Governing boards which Jo not now have provisions in their ¢ de or
by-laws covering the procedures to be followed in the event of a presiaential
vacancy should develop such policies. It is important tor the board to indicate
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Jearly its authority to make e apoointment, and of equal importance per-
haps, to indicate that it will dewermine the proc.’ss by which constituent
groups will be invied to participate 0y Ve 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 retiroment.

It an uncexpected vacancy occurs, without such policies having been set,
there mav be considerable conflict over what procedures ought to be fol-
lowed. A vacuum can be created in which challenges to the legitimacy of tla
interim arrangements, and the selection process itself, may engender con-
siderable ill-witl and dysfunctional pressures. Whenever pessible, a governing
board should announce the search and selection procedures which will be
followed ut the sume meeting that it formally acts upon a presidential
resigration 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
ot plans to resign or retire. In such cases the board may delzy pubiic ratice of
the president’s planned departure until it is ready to announce the plans it has
formulated for selecting o suiccessor,

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

Some institutions may need to whe a long, penetrating look at them-
selves before deciding what kind of new leadership they require. Frederic W,
Ness has suggested that an ud hoc or interim president, preferably from
outside, be engaged for a limited period in such cases. Such a person would
have no expectation or aspiration for a permanent appointment. e 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
fead them in their desired direction, 2

SoHrmetimes circumstances will require the designation of an acting presi-
dent tor a briet period. Normally, the chief academic officer will be so desig-
nated it ¢ temporary leader is required, However, the person designated act-
ing president should not be one who is an active candidate for the presidency,
especiatly il the college or university wishes to attract other outside candi-
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dates tor the position. The acting presider.t will be a major source ot intorma:
tien about the institution for candidates who are to be interviewed on
campus, 1t is a serious omission not to have the acting presiuent participate in
these interviews, Yet, if this person is also an active candidate for the positiors
an awhwaru situation results,

Obviously, a governing board will want to enable persons from inside
the insutution to become candidates for the presidency it they choose to do
so. Yet, in some circumstances, inside candidates have some ligbilities, in-
cuding the fact that their weaknesses, unlike outside candidates, are known.
They mav also be adentificd with one or more ot the factions inside the
institution vving lor influence in the fing decision. This can b scome 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 guestion of an inside or outside candidate, the
governing board will have to decide the current and future noeds o the
institution. The ultimate choice should depend on who best a.eets those
needs.

It is also recommended that the outgoing president be completely
detached trom the selection process. A'though he or she may be helptul 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.

The period immediatety tollowing the fesignation of a4 president is o
difticult one. Joseph M. Ray, a4 tormer university president, described it well
when he said, it is 4 period when temporary consternation and concern, and
delight us weli on the part of some, give way to an ever-deepening sense oi
marking time until the new president is selected and arrives on the seene, '3
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Organizing the Search Process

“Today's presidentidl searcl is an Easter egg hunt: many people
wairt to participate, und thousands want to watch,”'*

Tnc scarch  process associated with scelecting presidents at most
colleges and universities is, at best, a compromise. Although authority to
mahe the final choice and the appointment is clearly in the hands of the
governing board, in most cases the faculty, students, alumni and others will
expect to be consulted,

The concept of *shared authority” presumes consultation with the
faculty. The previously mentioned Statement on Government of Colleges and
Universities contains the following statement con.cerning the se..uh:

Joint ettorts of a4 most criticdl Rind must be taken when an
institution chooses u rew president. The selection of a chief ud-
ministrative otticer should follow upon cooperative search by the
yoverning bourd and the taculty, tuking into consideration the
opinion ot others wno are appropriately interested. The president
should be equally qudlitied to serve both as the executive officer
ol the governing bourd und as the chief academic officer of the
mstitution und the fuculty. His dudl role requires that he bHe able
to interpret to bourd and taculty the educationdl views and con-
cepts of institutiondl government ot the other. He should huve
the contidence of the hoard and the faculty.}

Many observers have conimented on the search process. Some view the
search process as 4 mess while others see it as a unique opportunity. Frederic
W. Ness descrihes the progess in the following manner: *Of all the capricious,
disorganized, uaprofessional operations in human socicty, this one would
cortainly appear to qualify for some kind of negative award."!®

Robert M, Hyde sees the search process as an opportunity *. ., jor
thowe boards who are willing at the outset to plan and organize it well and
puisue it with diligence, it can be an exceptional opportunity to strengthen
the institution in several important ways. It can be the vehicle for providing
new insights and understanding of the institution, improving relations with
faculty and staft, and promoting increased support from outside sources. And
the search that generates these important by-products has the best possible
chance of launching a suceesstui and productive presidency!**!?

Father Paul Reinert, former president and now chancellor of St. Louis
University, bemoans the new emphasis on widespread participation in the
searth process. He observes that *. . . while the powers, prerogatives and, to
some extent, prestige of the college president have sicadilv eroded, the
process by which new presideats are chosen has never been more complex
and nicticulous.”” Father Reinert states that . .. once you try to involve a ot
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of people in the search process, there is no end to it, Either you winu up with
one huge committee or an impossible collection of small commitiees and
cither way the result is a manayerial headache of major proportions,”!8

John Steiner belieses thet the selection process, although criticized as
ded hrog, slow, cumbersome, inctficient, and undemocratie, is a functional and
pragmatic institutional response because it focuses attention on the role of
the university and reconciles competing elements botb inside and outside the
vampus political community .

Steiner summarizes his thesis this way:

In selecting o man, the committee nst tirst aseertdin whut
role the mun will have to play: betore the memibvers can aseertain
what tualent. and qualitications to look for in a nominee. And
betare settling on the one man who will be the witure president,
the committee must determine that the new president wid wihat
he stunds tor will be acceptable to important constituent drid
dwdicnee groups in the university miliea. In this wav, the
mochanism tor the selection of leadership is related to the specitic
leadership role 19

It becomes evident that cach institution will have to create the search
process which best meets its own needs. A small institution may use 4 very
simple: process, One such college, known e the author, had a4 disastrous
experience with an outside appointee. When that person stepped down, under
pressure trom the taculty and the board, there was a clear consensus for the
app-intment ot a highly respected insider who had been academic dean and
vicespresident tor o number of years. The process was abbreviated and the
appointment promptly - made to the pleasure of a'l the concerned con-
stituancies, This s, of course, 4 rare ncourrence.

Fublic institutions have many requiremen. . and obhigations which often
dictate an extensive, open process in both the sec-ch and seledtion.

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 unigue,
circumstances, problems and opportunities.

A variety ot procedures and technigues emploved in both public and
provate ainstitutions will be deseribed in the following pages. Whatever process
s tsed toosearch tor the new president, it should ceatly be under the control
al the governing board. Further, it should be related to the institution's own,
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often unigque, circumstances, problems and opportunities. The qualifications
sought in a president should relate to the specific needs of the institution as
Jetermined by the board, in consultation with -the faculty and other con-
stituencies of the college or university.

Some institutions may benefit from the use of an outside consultani 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, also, is that some within the
institution will resent the obvious influence of “outsiders,” Nevertheless,
professional counsel may be helpful in those cases where the lack of ex-
perience and confidence warrant such assistance.

There are some private consulting firms which provide services in con-
nection with the search for college presidents, On a fixed fee basis these
consultants aid governing boards and search committees in defining the
institution’s needs, outlining the characteristics of the kind of person the
institution should be seching, provide a staft person for the committee,
suggest technigques for obtaining desirable nominations, suggest nimes of
possible candid ates, conduct background investigations on selected candidates
and aid in the public relations of the actual appointment, Assistance in any o1
Al ot these matters may be necessary or helpful for some colleges or uni-
versitivs,

There is a difference between asking for advice and turning over the
whole job to 4 management consulting firm or agency. Each governing board
seching assistance has Lo 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 possibilitics 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
reaily undentand the ambience or needs of the ins itution and thus offend
important clements among the constituencies. Also they can be expensive, in
compirison with the "free” services which most board and faculty com-
mittees provide. Further, they may not fully apprecigte the vaiue of participa-
tion by the various constituencies of an institution ih 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
dauthority to mahke the actual selection and appointinent of the president.
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The Search Committee

Thcrc iy N0 mote important responsibility for a governing board than
the selection and appointment ot 4 new president. No matter what arrange-
ments have been created to involve others, the election of the president
should be accomplished by action ot the full membership of the governing
board.

Before describing several ditferent presidential selection models that
have been used recently in public and private institutions, it is necessary to
clarify the different words that ate used to describe committee functions.
These functions include the search for candidates, the screening of ¢andi-
dates, the sefection of a short list of recommended finalists or a single, best
qudlified candidate and, tinally uppointing 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 boaid.

The selection 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 appuint trustees, representatives of the taculty, 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 not the typical practice.?©

The more ty pical pattern is for the governing board, or the board’s own
selection commitiee, to establish a sub-committee or advisory committee,
wwmprised  of° representatives ol the faculty, students and  other ¢on-
stituencies. Such a sub-committee may carry the designation search ¢om-
mittee, sedrch und screen committee ot ddvisory committee. s functions
mav include conducting the actual searching tor and screening of candidates,
recommending a short list of approved candidates to the selection committee
ot the buard, or offering observations on the gualitied candidates the board
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 s 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
ashed 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 be 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 reccommended that e earch and ...~e1ing comnittee, 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 bc 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. | 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 oublication by the American Council on Education, Selecting Academic Ad-
miniseea oon: The Seurch Commiitiee, by Richard A. Kaplowits, is a bricf but adequate
review ol 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 scarch process.
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Deciding who will represent the various ¢onstivuent groups on the
search or selection committee should be a part of the formal procedure. 1t the
appropriate bodies exist, such as Faculty Senates, Student Councils and
Alumni Association Boards, they can be ashed 10 select representatives. It
not, other arrangements can be made for the formal election or appointment
of representatives. Some boards insist on receiving names of nominees, from
taculty, stu-fent and alumni groups, reserving to the board 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 1o the search process are described here to
illustrate the similar ingredients in the process as well as differences among
varicus tvpes of institutions. In the Appendix will be found more complete
descriptions of the search and selection process for new presidents, utilized
recently, at these five colleges and universities: (1) Culver-Stochton College
(Missouri); (2) Mankato State College (Minnesota); (3) California State Uni-
versity and Colleges; (4) University of Wisconsin; and (5} Knox College
{lMlinois).

(1} Culver-Stochton College is a private institution in Canton, Missouri,
daffiliated with the Christian Church (Disciples of Christ). The governing board
appointed a search committee of six of its members, designating one member
as Chairman, That search committee establizhed its own procedures, including
the creation of a sub-committee of faculty and student representatives. That
sub-committer participated with the sear:h commitiee 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 commitiee, itselt, interviewed the choices trom the short list
and decided on a preferred candidate which it presented to the full board for
clection to the presidency, Every eftort 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 selection of its new
president. The Board, responsible for seven state celleges, has its own execu-
tive otticer tor the swstem g Chanceellor,

* Phe author rectis the problems ot the board oi regents in ceating & camipus advisors
committee to participate i e search tor his successor, At one board meeting, two
months tollowing his resignation, mare than two hours were spent by the board con-
sudermy who would represent the faculty the Taculty coundil’s designees or those ot
the AF T, which Kad just won a collective bargaining clection, Furiher it received and
debated the petition of black tacalty anrd statl which soaght o separate representative
un the committee,
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A Presidential Search Committee, made up of campus tepresentatives
served inan advisory capacity to the Chancellor and the State Colfege Boand.
Although the written administrative procedure calls tfor this commitiee to be
comprised o no-more than thirteen persons, representing faculty, stoden, s,
statt and alumni, in actuality the Manhato State College search committee
ended up with thirtv-one members. The Committee was chaired by the Vige-
Chancellor for Academic Attairs, an ofticer of the central administration, as
differentiated from the campus administration, Leadership for reducing the
poal of applicants o a manageable number of the most highly qualified was
dearly in the hands of the chairperson. Nevertheless, the Committee could
dso introaduce names to the dist.

From the short tist of semi-tinalist candidates, the Chancellor invited
thiee persons tor interviews, Fhese on-campus interviews made the candidates
available to the representatives of various campus groups, An advisory group
of community representatives also interviewed the candidates.

Finallv, cach candidate was interviewed, publicly, by members of the
State College Board and Chancellor, with news media present. The Chairman
of the Committee forwarded all comments to the Chancellor who recom-
mended a4 nominee to the Board for appointment to the Presidency of
Mankato State College.

Note that in this publi_ institution a large, diverse campus commitiee,
plus 4 comn unity advisory committee were induded in the process, Inter-
views with the governing board were held in public, in accordance with a new
state law. The suceesstul candidate in the search was ashed by the author
how he telt about the public aspects of the process, He replicd, *Mature
people inor seeking public positions should be able both to participate in and
tolerate public deliberations. The Board members were respecttul and com-
passionate and yet ashed direct and appropriate questions. it may have been
tougher on them than on me,' he added. In summary, he noted *“the Board
INLCTVICW Was « picnic compared to the marathon on-campus interviews,"

Obyviously some outstanding persons will not choose to beceme candi-
dates insudh an open, competitive process, Yet in some institutions, and state
svstems, the political wnd legal requitements are such that a process ot this
IV peis necessan it the new president is to be granted the legitimacy needed
to be L eftective leader.

(3) The Calitornia State University and Colleges System LOMPLISCS Nine-
teen campuses, cach of which is headed by a President. The System s
governed by sinde Board of frustees. The chiel exeaative otlicer ot the
Svstemoas a Chancellor,

Whenever o presidential vacandy ocaars ona campus within the system,
the Chancellor and the Chairman ot the Board of Trastees establishes a Prosi-
dential Selection Advisory Committee. Fhis Cemmittee consists of  thiee
representiatives of the campus, two trustees, one president from  another
vampas in the syvstem, one member of the Adsisory Board of the campus, d
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statt 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 Statt Atfairs, 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 ot the California State University and
Colleges Svstem 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. He 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 a 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 Svstem President appoints the chairperson of the Committee.

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

Recommended vandidates are evaluated and interviewed by the System
President in coopenttion with the Special Regent Committec. From this proc-
ess, asingle candidate is recommended to the Board of Regents tor appaiat-
ment,

{S) Knos College, Galesburg, linois, is a small, private college which
was led tor 24 years by Dr. Sharvy G. Umbeck who died in 1973, In searching
tor his suceessor, the trustees of Knox College created a Scarch Commiittee of
fifteen members. The Committee included nine trustees, three faculty mem-
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bers, two students and the Acting President of the College. Because the
trustee members were from a wide geographical area, those persons from the
wampus ared became a form of “sub-committee,” performing a substantial
patt ot the mtormation-gathering and checking of references.

Some nine months were required to complete the search process at
Knox College. Mote than 200 names were considered before the Committee
decided on a short list of twelve candidates to interview. Three finalists came
to the campus tor one and one-halt day periods cach, meeting with taculty,
statt and students. At the condusion of these campus visits, a choice was
made,

From the above illustrations, icis clear that a variety of procedures and
practices exist tor constituting search, screening and selection committees.
Private institutions may have fleibility in resolving such matiers, yet in
dlmost all cases some participation or consultation is atforded faculty and
student tepresentatives,
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The Search Process

Onu: the procedures have been settled, authority for condudt of the
search dlatilied, and an appropriate commitiee or committees appointed, the
process ol linding suitable nominees or candidates commences. Clearly, the
role of the chairperson of the governing board 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 governing board has been desig-
nated chairperson of a seardh committee, candidates will look to the head of
the governing board for clatitication of most issues., Continuing ligison
activity will be required between the committees and the governing board, for
itis the board which will make the ultimate appeintment.

The objectives ot the search process are to: (1) clarity the requiremients
ol the institwtion  regarding the nature of ity presidential leadership;
{2} develop o staiement o gudiifications ana criteria for the position based
upon these needs; (3) solicit nominations and candidates trom a wide var ity
ol sources; (4) develop an orderly and objective procedure for dssessing the
candidates; (S) sareen the most qualitied candidates; and (6) submit to those
with the final selection authority a recommended list of outstanding candi-
dates aceeptable to the various constituencies represented on the search
commitiee, From this point on, the governing board, or its selection com-
mittee, conducts linal background investigations, reference checks, sometimes
onssite visits and personal interviews in teaching 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 1o ostablish o timetable for its
activities, [t shoukd schedule its complex work with time deadlines for each
stage in the process. The tow chart on the nest page dlustrates the various
steps. The chart is excerpted from Fhe Search Process, published by the
American Coundil on Education in 1973,

A minimum ol six months and, prelerably, up to one year is reguired 1o
conduct a search and selection ol a new president. A board will want to mahe
s deasion approximately six months prior to the designee’s actually taking
ottice. Creating the necessary committee structure, developing the description
ot the position, solicting nominations and applications, screening candidates
and conducting ints iviews will tahe at least six months o more,
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The search process tequires stalt assistance, an olfice where candidate
credentials and ather records may be kept with adequate seeurity, and sul-
hcent dinancial resowrees lor elephone,  postage,  printing,  secretarial
asistaiee and possible el for intetviews and on-site visits, Neither com-
mittee members nor candidates shoubd be expected to bear such costs per-
sonally . .

We shall now deal with the ingredients ol the search progess itsell
estubhshing the qualitications and criteria lor selection, obtiining noming-
tions and applications lrom candidates and the varions screening precedures
leading to a smull group ol linalists tor consideration,

QUALIFICATIONS AND CRITERIA

There wre various viewpoints and practices in regard to developing
statement ol qualitications tor a presidential vacaney. Some institutions issue
an extensive liscol qualilications that could not possibly be met by any living
candidate, 1t would be sheer artogance Tor any candidate to declare that he or
she possessed sudh quatilications, *

One Lavorite quotation is that ol the Yabe trustee who s alleged 1o have
voimmented as lollows on the election of President Griswold:

He had to be a leader, a magniticent speaker and great
writer, d dood public relations man and turd raiser, o ian ot iron
health and stanuna, mariicd to a paragon  a combination Queen
Victoria, Florence Nightingale, and best dresed weomnan ol the
vear o man ol the world, but with great spivitual gudition, an
evpericnced administrator who can delegate authority, o Yale
muar and a gredat scholar, and o socia phitosopher who has at his
tingertips g solution to all ot the worlkd s protdems. | don't doubt
that vou have concluded that there is only: One who bas miost ol
these qualitications, But, we had to ask oursehes iy God g Yale
1man.'? !

Manning M. Pattillo urges that the committee should “resist the tempta-
tion o prepare o Howery statement on the ideal candidate.” He observes that

1 e alwans been fond of the descrpiton of the vanioos 1 pes ol buman haradter
Josenbed by Adistotle i fhe Rivtore, Book 1L Arstotle portrays the Youthtul Iy p
ol character i words 1o whch most coliege adbministratorny will ginve their assent,
They have exalted notions, because they have not s et been hambled by lite, . ") He
abso portras s the character ol Eiderly Men “past their prime, sure aboul nothing,
under-do evers thng, '

Eor men an e prpee, i between the voung and the ehderly , “they have ncither
that cavens o conhdence which amounty to rashness, nor too much timididy . but the
cht amount of cach, Fhey neither trust everny body nor distrast esery body, bot podee
people correcthy, !

Arntotle would have suggested seledting presidents who are i thear prime.”
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“two gualifications are probably indispensable for any prospective president:
successtul experience as o 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).”?2

Criteria for the selection should be related to the needs of the indi-
vidual institution. The challenge is to match specific talents, shills, 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 be “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,”?3

Some sample statements of gualifications will be found t.clow:

I. State Universits of New York: Board of Trustees Standards (1973)

Recognizing that no criteria should be viewed as an absolute require-
ment, the Trustees nonetheless expect that certain basic qualifications
will be tahen into account, Among these qualitications are:

® .an uppropriate background of formal education and evidence ol

scholarly ability

® substantial successful experience in higher education

® uccosstul administrative experience or promise of administrative

ability

® yudlitics of vducational leadership and ability to maintain effec-

tive relationships with faculty, students, administrative staft, and
others

® cvidenwe or distinet promise of productive community rela-

tivnships

o .aye which will both assure a reasonable number of yoars of educa-

tional experience and provide opportunity for a uscful period ol
service betore retirement

® punsonal “raits necessary for the most exacting of executive re-

sponsibilities, among which are strength ot character, intelligence,
integrit,, humor, fortitude, balance and gox b judgment, sensi-
tivity: to human values, and understanding personality, capacity
tor hard work
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® pood hedlth and physical stamina to meet the pressures of the
position
Notw:thstanding the toregoing, the Board ot Trustees must, ol
coutse, reserve the tight inits judgment to reject any nominee,

2. University of Arhansas

Presidential Protile (197 3)

The University of Arkansas, a multi-campus university system of
22,000 students on six campuses and atfiliated units, is seehing a presi
dent,

Lhe tollowing characternisticos are sought in candidates tor the Presi-
deney . A desitable combination of these is expected and candidates will
be judged on the basis ot overall qualitications,

® Demonstrated sctholarly competence incduding  the carned

doctorate or its equivalent,

® Successful experience in g college or university setting,

® Signiticant administrative expericnee that clearly demonstrates

leadership Gapadity.

® PBroad understanding ot academic attairs as related to long range

planning and implement ation,

® [.xceptional tacility in human relations, including governmental

relations,

® Semsitive and hroad understanding of the role of the multi-

campus state university and its potential for servige.

® Knowledge and understanding ot the role and function ol a

land -grant institution,

® (ood health, maturity, and vigor.,

3. Culver-Stochton College, Canton, Missouri (Private, attiliated with
the Christian Chureh)

Whuat We Are Looking or In Our New President

1he prosident should be a Laitly young man, able to give 10 or more
vedrs of serviee to the college. He should be a man of vigor who brings
o the leadership ot the college a broad cultural view, texibility of
mind, o genuine appreciation tor persons and i sense of humor. His
personal and professional integrity should be beyond question,

Fhis ccademic training amd experience should have provided him with
A hnowledve of the aims of churchelated liberal ants education and
genumne Cmdentanding and respect tor the academic community and its
tole in American democtatic socies  While an catned doctorate is not a
tequirement it would he highly desitable for the president 1o have
andergone the academic disciphine cepresented by the doctonate. In
addition to his spedialized tnaning the president should bring to the
position o broad cultural vackground and an interest in the practical
apedts ol managimg the academic enterprise.

Lhe new presiden: should be knowledgeable about the impernant
pidee of igher cducea, mothe Christian community and the weld,
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He should be commiited to the Judeo-Christian view ot lite and should
have an appreciation ot the variety of religious experiences which are
appropriately a part ot the lite of 2 church-related college. Membership
i and knowledge of the life and work of the Christian Church
(Disciples of Christ) would be highly desirable in the new president,
However, o broad ccumenical Christian orientation to lite and active
cJhurchmanship in some Chiistian body is a requirement.

The new president should understard that Culver-Stochton College
is committed to teaching and learning. The new president should have a
broad and flexible point ot view on economic and political matters. He
should not be 1 "uaptive” of the old or the new. He should have an
appreciation of the value and contributions of the free enterprise
svstem and should also be willing for alternative positions to be pre-
sented,

As an administrator the new president should be skillful in involving
his colleagues, both faculty and students, in a cooperative effort to
maintain a tich and stimulating academic and social life in the college
community, He should be open to suggestions from faculty and
students. He should possess the organizing ability necessary for the
development of a dear sense of purpose and movemnent 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 personat strength and clarity of mind to
implement changes when they have been approved by the Board of
Frustees, Skill in woordinating and communicating the program which
evolves is necessary, Proper management of the coltege will involve
delegation of many specific areas of activity; however, the president
must have hnowledge of and interest in fianancial management, and
professional personnel practices with regard to faculty, statf 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-
ganized program of activities to produce the necessary financial support
tor a4 program ot quality education is necessary. Similarly, he must give
ettective leadership which will result in attracting able students to the
College.* {(Asrevised 6,26/72)

4. University of Wisconsin-Oshhaosh,
The tollowing list of qualities to be sought in a chancellor was

pproved by the Search and Screening Commiittee in April, 1973,

vhey Lire stated as broad criteria:

1. Evidence of productive scholarship with a breadth of cultural and
intellectual interests;

Ay cedleze swobnng to adapt this staement or the one from Eunhust College tor its
awnt tse sttould avoird wordime whndh preddudes women s possible candidates for the
presidengs .,
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Demomstrated administrative ability;

3. Commitment to developnient ot a major public university; and

4.

. Elmhurst College, Hlinois, in its presidential search in 1971, set torth

o

Sensitivity in taculty, student and community relations,

the following as "Desirgble Qualitications for the President of
Elmhurst College.”

2

v

6.

3.

9,

Membership in the United Church of Christ would not be essen-
tial, but deep and sincere Christian conviction is required.

. Though not required, "an carned doctoral degree’ would add to

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

. Achievement in tund raising will receive serious consideration by

the Presidential Nominating Cormmittee,

. The candidate should be an etfective speaker because he will

represent Elmhurst College to students, taculty, other adminis-
trators in the academic and business worlds and to the general
public.

. The President of Elmburst Coltege should be an eftective admin-

strator who can work well with all types of men and women. He
should Anew how to delegate responsibility and authority, but at
the same time he should be strong enough to demand top-quality
performance on the part of his staft and faculty. He must be
willing and able to make ditficult decisions within 4 consistent
overall philosophy and have the courage to tollaw them through.
The President must be an innovator able to inspire students,
taculty and Board of Trustees to help him achieve the goals he
chvisions L retlecting higher education's changing role in society.

. The President should be a person able to relate to all segments ol

the college and Lwal community and should demonstiate an
empathy to the pasticular concerns of students, alumni, faculty
and statt. He should be able 1o serve in various community leader-
ship positions,

He should be a man who is able to bring philososhic and religious
perspectives to bear upon the institution,

He needs to be the kind of person who can relate to the chureh’s
changing role in aighaer education on a local and national level,

OBTAINING NOMINATIONS AND CANDIDATES

There s much contlicting advice as to how extemsive an eHort should
be muade to clicit nominations and applications for a4 presidential opening,
Some institutions, because of their circumstances, may seeh an intermal candi-
date and thus avord any external search, Others, because ot their loc il or
reional nature, will not protit from a mgot, rational ettort 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
ot applicants,

Affirmative Action

With the advent of Affirmative Action/Equal Opportunity require-
ments, it is clearly inadvisable to restrict any external scarch to nominees
from 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 uffend 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 VIl 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 be responsive to various state regu-
lations in recruitment and hiring.

Obwiously, discrimination is prohibited but legal requirements go
bevond that. An institution should be 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 minoritics. Thus,
resorting merely to “word of mouth recruiting would be improper.

Many institutions will engage in “affirmative adveriising”, making clear
that women and minorities are welcome to apply and become candidates. In
published nutices and advertisements, the description of the presidential
opening will contain the phrase, “An Equal Opportunity Employer, M/F.”
The statement of qualifications for the position should describe the criteria to
be used in selecting the new president. Such criteria should not be 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
ot presidential vacancies are seen trequently in the Sunday edition of the New
York limes and, especially, in The Chronicle of Higher Education.* Such ad-
vertisements should solicit both nominations and applications. They should pro-
vide g briet description ot the institution, qualifications sought for the position,
adeadline date for receipt of names and an address for further correspondence.

In addition to advertising, most institutions will want to announce the
avaitability ot the position in a variety of other places. Sume people over-
estimate the restrictive nature of affirmative action and equal opportunity
requirements. For example, a general announcement or advertisement for a
presidential vacaney does not prevent the committee from soliciting nomina-
tions and applications from a vasiety ot other sources as well.

tor example, the June M4, 1974 issuc of The Cheonicle ot Higher Education con-
tancd announcements of mpe presidentid vacanues Tor which nominations and
apphcations were sohiated,
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As long as the same criteria and requirements are used to evaluate all
candidates, a4 search which extends beyond those who apply is perfectly
appropriate and desirable. This expanded search might well include specific
solicitation of sources for 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 hoards and search committees should make
every effort to encourage women to seek to become
heads of institutions of higher learning.

In reading the published material on the subject of presidential succes-
sion, it is startling to note the almost automatic presumption that presidential
candidates, finclists and appointees will be male, Governing boards and scarch
committees should make every ctiort to encourage women to seek to become
heads ot institutions of higher learning. Search committees should be aware
ot and use available resources to identify qualified female candidates. Among
the sources tor such candidates are the following:

. Higher Edudation Reterral Services, Brown University, Box 1901,
Providence, Rhode Island 02912, (This center, tunded by the Ford
Foundation, serves as a national clearinghouse for faculty and ad-
ministrative openings for womien.)

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

3. Navonal Council ot Administrative Women in Education, 1815 E.

Fort Myer Drive, N. Arlington, Virginia 22209.

tw

EXPANDING THE SEARCH FOR CANDIDATES

In addition to the possibility of placing an advertisement or public
announcement ot the position in various national publications, committees
will want to seeh nominations from a wide varicty ol sources. These would
include news releases 1o various assaciations in the field of higher education,
making known the opening and the procedure to be followed if interested

* The Progedd on the Status and Education ot Women of the Assodiglion of American
Colleees van provide @ bt ol wamen’s cauctuses within The leammed sadictics and other
e HlInNg fesoutees.,
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persons wish to communicate with the search committee.* They would also
include announcements to the taculty, alumni, students and other con-
stituencies of the institution.

Some institutions communicate with a4 large number of college and
university presidents, toundation 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 wt .her they are willing to be considered for the post, without
an implied commitment on the part of cither 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
persuns are reluctant to place thenwselves in the position of upplicant for such
an office. This is especially true tfor persons who already occupy a presidency.
Few persons in such a position want to commit themselves to leaving their
present post but nmay be 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 be “called” to the office. It is not
unusudl 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 tash of developing and maintaining lists of highly qualified
prospects o be comsidered 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 Tor a systematic, nationwide search cach time a vacancy oceurs.”

It is recommended that initial announcements and communications to
applicants and nominees make clear that only an expression of interest and a
resumé 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 betore they are needed.

1" 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-
twrely. A president may be willing to be “considered” but wish to avoid the
appedrance of job-hunting. Only atter an institution reaches the latter stages
of the search should these “invited” candidates be required to decide whether
they wish to proceed with personal interviews and the checking of references.

* The vattous associations of colleges and universities are often a good souree tor noming:
tions. These assaciations indude: Assodation of American Colledes, American Council
on Ldudation, Assodiation ot American Universitics, Amesican Association ot State
Colleaes and Uninversities, Natjondl Assodiation ot State Universities and Land-CGrant
Colleges, and Amencan Assadiation ot Community and [unior Colleves.
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For a varicty of reasons, tair and equitable treatment does not require
rigid adherence to a single procedure for the identification and initial screen-
nig 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 ot the ground rules concerning confidentiality.
These shouid be known to the committee members and the candidates, The
ground ruies may need to be different at various stages of the search process,
ospecially in those public institutions where state legislation may effect the
conduc! of the committee. Most certainly, all members of a search committee
should be expected to regard all deliberations of the committee as confi-
dentidl. Public statements about the progress of the committee should be
mad¢ only by its chairperson.

SCREENING AND ASSESSING THE CANDIDATES

Initial Screening

The initial screening of nominees and apglicants should have as its
purpose the climination of persons who obviously do not meet the basic
qualifications that have been set. The committee should 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 resumé in the initial screening. However, some record should be kept of
the basic reason(s) why an applicant is climinated at this initial stage of tiw
screening process.* The chairperson of the committee should notify such
persons of their ¢limination 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-

*Carctul records should be hept ol all actions of the committee, in cach stage of the
process, Such record-heeping not only encourdges 4 more systematic screening and
cvaluation ol candidates but may be required in the deiense of any challenge to the
tairness of the committee’s actions,
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tials, betore requesting additional data. After the initial screening the com-
mittee should communicate in writing with those candidates still under con-
sideration. This communication should include a request for contirmation of
4 continuing interest in the position and additional data that may be required,
including references and permission to contact them,

Additional evidence ot motivation or commitment may be requested at
this stage. For example, one independent liberal arts college “ished those who
survived the initial screening to provide 4 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 successtul candidate in that
search made the following observations on that request. *Looking back, | am
sure that | did my share of grumbling. In retrospect, however, this proved to
be an importand part ot the process. In addition to the statement on
philosophy and guestions of tuture expectations, it provided an opportunity
to see how well the candidate expressed himselt in writing. Communication is
dlways a ditticult task for a college president. An unintentional “tone’ can be
devastating.”

References

Some screening committees ash the candidate to have letters of refer-
ence sent directly to the commitiee. Others merely request names of persons
to be contacted by the committee in writing or by telephone. Sometimes the
reference check is open-ended in nature. Other commitiees preter 4 highly
structured evaluation form which may even involve some kind of quantitative
nating scheme. When seeking references, it is advisable to describe the nature
ot the institution and to inform the referee of the criteria which have been
established for the paosition. This procedure will heip the respondent fogus his
or her evaludtion on matters ot direct concern to the committee. Otherwise,
most letters of reterence will be positive but extremely general in nature.
Some responses will require follow-up telephone calls to darity or expand
upon items ot 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 be
intenviewed personally ) visited, and evaluated further. It the committec is
expected to present a list of three to five findlists to the board, or its selection
committee, it will need to reduce the pool of candidates at this stage to no
more than 1S or 200 Again, a written record should be hept ot evaluative
dedisions. Candidates eliminated from further consideration should receive
notificaion.

Interviews

Individual institutions or systems structure the selcction process in
deeordance  with their own needs and  characteristies. Sevesdl difterent

L4
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approaches to the interview process are described below, 1f a single all-college
committee has authority to search, sereen and mahe the selection, candidates
mav only be required to make a single campus visit. Other institutions will
have more complen procedures which mav involve advisory groups, screening
committees, and other campus and community groups in the interview
process. Insuch cases, the goal ot preliminary interviews should be to identify
thiee to five tinal candidates to be recommended to the committee making
the actual selection. That 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 advisory groups are involved, the selection committee must
develop a procedure tor receiving adequate and accurate summaries of their
evdluations ot candidates, A torm or statement of the criteria and gualifica-
tions tor the position, with space for evaluative comments or atings, is 4
usetul device insuch citcumstanges,

In mamy public institutions, and some larger private ones, 1t is not
uncommon tor semi-tinalist candidates to be subjected to what have been
cdlled “marathon’ interviews. In the “marathon” situation, candidates are
interviewed not only by the search and screening committee but are dlso
made available to various constituent groups in the institution  faculty, staft,
students, alumni and community, It such o procedure is to be used, candi-
Jdates should be told in advance. Obviouwsly, such a procedure precludes the
possibility ot contidentiality . Anv one who agrees to engage in such a lengthy,
Jidoften aggressive, proress must be strongly motivated to seek the presic
denay. At this point, competition between gualified candidates may develop
and reproesentdatives ot various constituencies will become interested in the
views, positions, manner and pessonalities of the various “contestants.” Some
people are oftended by the very idea ot marathon” interview sessions, which
mav imvolve 1 candidate for a tull two-day period. Others detend the practice
on the grounds that it is o realistic approximation of roles a president nmwst
plav ina comples institution,

There is a necossary tension in the entire seardh, screening and selection
provedure: detween ta provess that would be gentle and attractive to es-
cellent candidates, and (21 4 more open process that enables a4 microcosm of
the snstitution to participate in order to achieve an initial consemsus ot all the
crosis who might otherwise attempt to withhold legitimization ot the new
teaders I the gentie process, candidates may be given a very distorted view ot
the reatitios ol the post. On the other hand, some candidates will not want to
subicct themseives o the open process tor fear they may be rejected or that it
mav a0t wong aul theis best qualitios. Lach institution will have to deal with
these tensions e deaide tor atselt how to arrange the process, Either way,
thore are advantazes and disady antages,

Whether the process s open or ddosed, candidates will be ashed to
enpress their views on g wide variety ot matters, Board members and taculty
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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, patictal 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

Thc 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 <*ill 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

Fhe selection group will want to make discreet inquiries about the final
candidates from associates and others with whom they have had working
relationships. In many cases the board chairperson will want to participate
activelv in the selection process at this stage. In multi-campus systems, the
head ot the system will now become directly involved.
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A common practice is for “on-site’ visits 1o 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
cach candiddate and should not be a surprise.

Onssite 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 be 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 findl interviews.

Yet it should also be remembered that any one of the tinal candidates
may be 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 candidate, recently appointed to the presidency of a
private university, had this to say about on-site intervicws.

My major reservation about a trip made to the candidate's
home campus is that it is an uncomtortable experience that is not
very productive. It has a tendency to emphasize a negative evalua-
tion on the part ot the candidate in regard to his present role.
There is no turning buack at this point and thus it is a rather
one-sided proposition. | do believe there are better way's in which
ohe can verify the letters of reference and other information than
to muke an on-site cdll. It was at this point that | felt | was u ripe
apple beiny possibly picked or sold.

FINAL INTERVIEWS

The tinal interview betweer: the candidate and those who will make the
actual selection should be a matter of caretul preparation on the part of the
selecting group and the finalist candidates.

The board should assume the full expenses of cach 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 familv, an offer ol reimbursement for child-care during the
parents’ absence should also be made. Arrangements should be made for the
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candidate’s spouse to see the campus, the presidential residence it there is
one, and the local community.,

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 ot helpful information, including budgets and financial reports.
They should also be prepared to answer the candidate’s searching questions.

For the candidate, this may be the last opportunity to obtain informa-
tion vital to a decision tor acceptance if the presidency is offered. Before the
interview, or during the campus visit, a candidate should ask to sce the
agendas and minutes of past governing board meetings, minutes of faculty
mecetings for the previous year, a copy of the personnel policies covering
Laculty, copies of student newspapers, campus newsletters and othier relevant
materials. Every etfort should be 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.

Fhe tinal interview provides a last opportunity for the selection group
and the candidate to “size up” one another. 1t should also clarify the nature
ot the expected relationship between the president and the board and provide
acomplete appraisal of prioritices, problems and the institution’s finances. The
interview procedure should provide an opportunity if desired for the candi-
date to meet individually with the board chairperson or key committee chair-
persons.,

Recently, |. Stephen Collins surveyed the opinions of a sample of
collede presidents who had left otfice vver the past five years. He reports that
torty -tive pereent of the respondents said, in retrospect, that in the selection
process they had gone through, the board did not have a dear understanding
ot its own duties and responsibilities. Sixty percent said that their boards did
not have o ddear understanding ol plans or goals for their institution for the
succeeding S 10 10 years.?4

In the same study, former presidents were ashed to identify those major
items ot intormation a candidate should have before deciding to aceept o
presidency . The two most trequent responses were: (1) substantial knowledge
about the tinancial status ot the institution and, (2) more knowledge of the
Board itselt and a clear understanding of its expectations,
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By the end of the interview process, the selection group should have
identified onc or several persons it is willing to recommend to she appointing
authority for the presidency. The committee may wish to rank several candi-
dates in order su that if negotiations with the first choice prove unsuccessful,
it can proceed to the next without question.

It should be ¢lear to the entire college community that if the process 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

“"Remember thut you are usking the new president to take u
very  demanding position, one of the most demanding in
American life. lherefore, provide him with un attractive salury
und perquisites und see that he has the strong backing of the
bourd. As with anyone clse, he needs friendship, cooperation, and
thouyhttul counsel to Jo his best work, und the p.ovision of these
necessities is one of the most important duties of the trustees,>28

Oncc the board has made its choice, the actual terms of the appoint-
ment must be arranged. The chairperson of the board or a subcommittee of
the buard 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 be 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 be informed of the board's decision. |f
agreemen! cannot be reached with the favored candidate or the invitation to
serve as prosident is declined it may be necessary to move on down the Jist of
tinalists.

Frederich deW. Bolman has advised governing boards, in concluding
final negotiations, to make what has been called *The Harvard Offer,”26
Betore formally electing the chosen candidate to the presidency, the govern-
ing board inquires oi the candidate, “1If, on the basis of our negotiated unuer-
standings, you are invited to be our president, will you accept?”’ This pro-
cedure may save embarrassment for both parties.

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

The governing board should know, before negotiations begin, what
terms it is willing to offer, including the salary, iringe benefits, conditions and
understandings it wishes to establish. It should be 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 candidates, Naticred by the out-
come of the search, ~nay feel that it is crass o1 inappropriate to review such
matters betore saying “yes' to the offer of appointment. This can only lead
to tuture conflict over the ditfering 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, | think it
would be a good idea it the scarch 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 trese areas are comidered ‘negotiable’, the committee may assume
that the candidate will bring them up. 11 the candidate fails to mention any of
these items, then the standard policies that the board of trustees has in mind
may not be consistent with the candidate’s view."”’

SUBJECTS TO COVER

The first items on the agenda for negotiation will be the obvious ones
ol salary, fringe benefits, moving expenses, starting date and the like. Retire-
ment plan provisions ought to be 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 for:n of term
appointment or contract, although it should be wnmistakably clear that the
president serves uat the pleasure of the governing board. Nevertheless, some
type of provision for terminal leave or separat.on pay is in order whether or
not 4 specified term of apoointment is set.

Some public systems of higher educat ‘'on have established term appoint-
ments or contracts which yuarantee certain cmployment 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 The Minnesota State College System are among those offering
term appointments.

Some colleges and universities will want to consider
some fo.m of term appointment or contract, although
it shuuld 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.

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

skl serve for u period of five years, during which
period the uppointee shall serve at the pleasure of the Board of
T'rustees. . .. Unless reappointed, the service of a chiet adminis-
trative ofticer shall terminate at the conclusion of un uppointive
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period. Prior to the expiration ot any appointive period the Board
ot Lristees may tormally: cvaluate the services ot the chiet ad-
ministrative otticer and may reappoint the incumient to sene at
the pleasure ot the Board tor o subsequent tive vedar period,

A chiet administrative otticer, upon dppointment, shall be
appointed by the Chancellor to the taculty: ci the Sniversity in
position ot dcademic rank with continuing appointment.

Louis H, Heilbron, tormer Chairman ot the Board of Trustees of the
Calitornia 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 states:

A contract term is usually not stipulated. 1t is better lor the
mn-titutionand tor its leader to have freedom in this respect. If the
chivt executive loses control ot the institution, or if he finds that
he is unable to work with the bourd, un unexpired contract
reriod will only be an obstacle to the inevitable and necessary
dissolution. 1 he attitude of most presidents is, it they don't want
me, } no longer want them.??

Whatever the board’s policy on this matter, terms o1 employment and
vther .greements should be clarified tully before the appointment is com-
pleted.

President’s House

Most coiieges and universities provide either a residence on or near the
¢ ‘mpus, or some form ot housing allowance to enable their president to host
various functions on behalf of the institution, It is important to clarify the
matter ot housing, for it can become a4 major burden for new presidents
unaware of its significance.

It the president’s house is located on campus there may be little privacy
tor the president’s family. If the house s regarded as a college facility, where
various sotidl events are scheduled, that makes for a vory diffevent Kind of
situation than it it is 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 be used for entertainment and a variety ol
sacddl functions for members of the governing board, faculty, students,
dumni and donors, then it becemes vital to have a clear understanding con-
cerning the extent to which the college or the president is responsible for
returnishing, decorating, maintaining and supporting, the facility and funding
such functions, Is the president responsible for such expenses or does the
institution provide such support? Many presidenis have learned, to their sor-
row, that trving to meet the hosting expectations of a4 governing board ias fed
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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.

Houschold help should also be a matter that is settled at this point.
Although most presidents are married, it should not be presumed by the
board that the presence of a spouse means the presence of an unpaid house-
heeper 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 large, spacious president’s house may appear to be a “fringe-benefit” to a
governing board, but it can also be a4 major buiden 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 sclection committees are urged to
mahe carnest efforts to encourage the nomination and candidacy of qualified
women be they married or single. Even so, the fact is that most college
presidents today are inen who are married. Therefore, the wife of a president
may be 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 arca 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 be taken for granted. If the leading candidate is a man,
the board’s expectations of his wife should be explicit and not left unspoken.
Is the wite expected to be 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 househeeping assistance will be available?
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ricl Beadle, wife of the former president of the University of
¢ L0, otters her own thoughts after returning home with her husband
fi. i a presidential interview:

tor my part, the idea of running that house wus uppalling.
A thousand " faculty wives to get to know. Eight thousand
students, Goodness knows what other responsibilities. At Caltech,
I had obsenved Doris DuBridge’s uctivities with sympathy, and |
doubted that | could be as consistently nice as she was to pecple |
didn’t like very much. Given my inability to dissemble, 1'd surely
lose the University some multimillion-dollar gift by insulting a
potential donor. | am an activist; could | restrict myself to non-
controversiul Rinds of activism? And | detest cocktail parties.
What the University of Chicago needed, | was thinking ds we flew
buck to Culifornia that night, was a First Lady who had more
social sawy than | had.?3

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 carcer if that is her choice. .

When it is clear that the president’s wife is willing to play the part of a
working team member, the institution should make adequate provisions to
aid her in doing <0.* When the president is requircd 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 mav be limiting themselves seriously in candidate selection if they insist on
the wite being an unpaid part of the presidential team without an opportunity tor her
own career. [ is the writer’s view that more younger couples will seek 10 avoid such a
tequitement ay unduly restrictive.,

Tumes are changing tapidly in this arca. 1t was only in 1969 that the job description
tor the presidency ot a prestigious private college in the Midwest contained the foll ow-
ine desenpnon:

“Marital status: candidate should be married the President's wite is an impor-
tent part of the team. She must be cnergetic, personable; capable of being an
eaeetlent hostess 1o all the groups that make up the college's publics students,
tacults | trustees, alumni, Jdistinguished visitors, etc. Wives of all candid ates being
serioushy considered must be interviewed.”
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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 drea of primary concern is the in-coming president’s authority
and relationship with the governing board. 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 godls? Are there any “sacred cows' of which the candidates
must be made aware? Does the board 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 be provided to clarify these understandings and all
reporting relationships. A president cannot be effective unless the governing
board insists upon appropriate reporting procedures and resists “ends runs'’
around duly constituted authority. The governing board should give the presi-
dent ample opportunity to respond to complaints and grievances and not
raise stch matters initially at board meetings, placing the president in the rolc
of “*detendant.”

There should also be clarification of the president’s external role. Board
expectations concerning the exteat of the president’s activity with the legisla-
ture, potential donors, alumni, the community and church relationships
ought to be 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 be discussed and re-
solved.
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CRITERIA FOR EVALUATION

Most presidential appointment processes do not deal adequately with
evaluation procedures. Nor do they dearly specily the criteria by which the
president’s eitectiveness will be evaluated. It it is mentioned at all, it is an
atterthought. After the “honey moon® period, the president may be criticized
tor Lailure 1o meet ohjedtives that were never mentioned at the time of
selection, [Fa board appoints a new president with the understanding that the
budget will be reduced by 155 it would be grossly untair to then hold the
president responsible for the animosity among the staff which will surely
ensue,

In any comples institution there is plenty that can go wrong. Sinee the
president is the one person directly responsible to the governing board, the
president is otten the tocus of all criticisin be it related 1o student conduct,
faculty salary demands or the ceonomic condition of the institution. In a
sense, the president must accept these responsibilities. But presidential evalua-
tion should tocus on performance related 1o the goals or eriteria set torth at
the time of appointment,

David L. Mchenna recommends that “performance goals” ought to be
agreed upon at the time ot the president’s selection, e suggests that a three-
to-tive year evdluation should be planned 1o assess a president’s effectivencess.

Once the pertormuance goals tor the man and the institution
have been Jdetined, evahaation is o naturdf process. As it is how,
prosadents may have contracts or agreements, but they senve ai
the pleasare of the bourd. Under this system, presidential evahig-
tionr is a0 whinsical and emotional process which swings from
character investiqations to sentimental testimonials. Pertormanee
deals and planned evaluation will put ~some stubility into the
swstem and tuke some emotion out ot the process. Rather than
evdluating o president by tikes and distikes, his ot tivencess
shoukd be measured by the degree to which he has met the per-
tormance youh which were agreed upon at the time ot his selec-
tion. "9

Not all institutions are prepared 1o state 'performance goals' at the
outset. Many goverming boards desperately search for a new pruesident pre-
cisely because they require help in defining the goals and objectives of their
institution and need sorncone to guide their own activity. Neverthetess, some
citort shoukl be made to provide o prosident with construdtive feedback and
periodic counseling. There should be o shating ot a board’s concerns and a
willingness 1o provide 1the assistance necessary 1o overcome difticulties,
Warren Bennis noted that the presidential search can become a “seesch and
destron™ mission, Every etfort must be made to help the new president
sureeed. U will be tragic it a board, even unwiltingly, contributes to the
destraction of a president it has searched so hard to tind.
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A number ot institutions, both public and private, have introduced
evaluation procedures in recent years, Some were initiated by governing
boards of public systems of higher education while others, primarily in the
private sector, were established at the request of presidents.

In 1973, the State University of New York adopted a policy of five-
vaar teemeappointments coupled with a tormal evaluation procedure for those
presidents who seck reappointment. The 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 detined responsibilities and basic qualifications which were taken into
account in the search process. In addition o the president’s own prepared
statement of self-assessmient, an ad Aoc evaluation commitiee prepares
written appraisal, evaluating the president’s performance in respect to:

Academic leadership and management
Administrative leadership and management
The institutional tone set by the president
Internal relationships

External relationships

6. Sensitivity to the needs of campus

‘vt —
. . .

.

N -

Fhe Oregon State System ot Higher Education has been exploring the
possibility ot adopting specitic criteria for evaluating the performance of
cimpus presidents. Although no formal action to adopt spedific criteria has
vet been tihen, the Board ot Higher Education has been considering the
tollowing “suggested criteria”:

Phy sical condition
Energy
Administrative competence
Relationships with Board's office
Relationships with other institutions
6. Relationships with institution statt and students
7. Relationships with State government
a) Lxecutive Department
b) {egislature
¢) Other
¥. Relationships with public, especially the local public

:\Jl&.kﬂld—‘

In 1973 the Minnesota State College System adopted a iew policy for
its presidents which included a five-year term appointment. Under this policy,
cach president will be evaluated during the third year of otfice and, agdin in
the fifth year. The specific critetia to be utilized in the evaluation have not
vet been approved but the process inddudes the use of outside consultants to
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presidents will be evaluated! Governing boards, faculty, staff, students,
Alumme and others, will react 1o the performance of the president and the
state of the college o university he or she heads.

Perhaps the examples of tormal evaluation procedures described in the
preceding paragraphs indicate an attempt toward a more rational procedure
than now exists, They we mentioned because assessments of presidential
pertormanee need Lo be thought about and discussed at the time of appoint-
ment,

Some presidents will oppose any predetermined time period tor evalua-
ton ot their pertormance, Certainly there are disadvantages, as well as ad-
vantages, tooamy tormal swstem whidh does not take into account the ex-
tenuating crcumstances that may exist at 4 prescribed time, Yet sound man-
aement and good human relations require some mutual understanding of
expectations and ground rules tor assessing pertormance.

CAREER DEVELOPMENT CONCERNS OF PRESIDENTS

Amonyg the concerns ot chosen candidates, veteran presidents and en-
livhtened governing boards are those matters which come under the heading
of "aareer development.” This is often referred to as “the care and feeding”
ul presidents,

As we have mentioned earlier, most new presidents attain the office
while i their torties and have from 15 to 25 working years ahead of them
petore normal reticement, As Cohen andd March have pointed out in their
studv oot the presidency, "Part of the teason that presidents leave the presi-
deney atarehatively tapid rate around age SO is that they reach the age ot st
opportunity atter which the quality of jobs for which they qualify starts to
deterionate rapidhy 30

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.

Daved Lo MURenna talks about recyeling presidents.” By the thind or
tourth vear, some presidents grom weary. They have used up most of their
cneray rosehves, as welb as quotations and ideas lrom tormer reading, and even
the best storchouse of dinnet-speech jokes has been exhausted. Normal vaca-
tons, cut-olt trom all ottee communication, are impossible tor most. The
dternative s often 1o seeh some type of administrative leave tor a period ot
fe cbeation, o To thnk about changing jobs betore it is too Late to do so.
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Given the substantial investment a governing board mahes in tinding o
president, Bt is simply good management tor the board to conserve this im-
portant resouree. Leadership is o scaree and precious asset that should not be
tahen o grented,

Lhe Association ol Ametican Colleges adopted a "Statement on Admin-
istrative Leaves” in 1971, The statement suggests that just as a sound program
ot taculty leaves was of vital importance both to the teachuer-scholar and the
institution, similar benetits would result from g panallel program of adminis-
trative leaves. The AAC statement provides this tationale tor its proposed
policy:

The VNssociation particalarly tecommends that boards ol
trustees take special steps to provide o requtur leave program lor
the chiiel administrative ollicers ol our colleges and aniversities.
Lhe patpose and principal benetit or o presidential leave program
is o help assare the institation ol the highest possible quality ol
dacademic leadership, Colleges and aniversitios expend d great deal
ol cltort o identity and secure presidents witl sensitivity,
imagindation did perspective, and are well aedvised to provede them
with opportunities tor maintainting thase gualities.

Persondal retreshment and renewal are vital to the mein-
terance ol ellective leadership, Fhe onprecedented physical de-
miands and psy cholodical pressures ol the college presidency add
an clement ol urgency 1o the weed tor ddministrative leaves, s
never hetore, the umelenting demands ol his oltice deprive the
college president ol an opportanity tor a normal private lite, e,
his wite, and olten his tamily, become pablic ligures who st
devote unrcasonable portions ol their time and energy to the
weltare ol the institution they serve, A presidential leave provides
o much needed opportunity tor study, relasation, retreshment
and renewdl,

Presidents, tike other administrators and tacadty members,
muy on oceasion request leave tor a varicty ol puarposes sach as
public service or the recovery ot health, Such requests strotbd be
granted whenever suitable arrangements can be made,

Bewause of the necessity ot caretul planning to implement sudh a
policy, the AAC statement also suggests the tollowing p; ocedures:

Because ol the unigue position ol the president and the
specidl plunning required tor implementation ol a presidential
lewve, the yoverning board ol the institution should asame 1e-
sporsilility: tor initiating this leave program and provide special
tunding to support it.

The president shoutd not be regurired o "upply ' tor leave.
Instead, the governing bocrd shaald take the initiative in espress-
iy ddearly o the president and the campus conmuanidy its
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expectation that regular and extended periods away from the
duy-to-duy management of the institution will enhance the presi-
Jent's ettectiveness and provide him with the opportunity he
needs to  guain perspective and to contemplate the future
development of the institution,

Although flexibility in <cheduling will be necessary, the
vpportunity for leave should occur regularly and with reasonuble
frequency, perhaps every three to five years. A president’s initial
period ot leave should not be deferred beyond the fifth year of
his tenure in oftice.

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

Since a long presidential absence necessitates careful
plunning and reassignment of administrative responsibilities, these
arrangements should be made well in udvance and commuricated
cleurly 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, !
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Presenting the New President

Thc search and selection process is nearly complete. An important
phase of an eftective conclusion involves the thoughttul 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 be 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
sclection.

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 cach institution. For some
colleges and universitics, 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 be appropriate. Whatever the scale of the ceremony, it is im-
portant that the leadership selection process conclude with the formal con-
terring ot legitimacy and sanctioned authority on the new presidsnt.
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Epilogue

Wlml has been deseribed here is general and not prescriptive. Each
collexe or umivensity should develop the search, screening and selection pro-
caedures that best meet its individual needs, Many will be surprised with the
glowing openness of selection procedures and the extent to which repre-
sentatives of the taculty, stoedents, dlumni and the campus community may
become involved. Despite the clear final authority of the governing board to
select and appoint the new president, the trend is clearly toward gredter
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 heightén the
possibility of acceptance and the success of the
new leader. The process, done well, is worth the effort.

It, in order to be successtul, a4 president must have the support (or at
least, absenice of oppaosition) ol competing constituencies within the campus
community, then their participation in the scarch poocess is imperative. No
matter what the legal authority, it is impossible tor g college or university
prosident to be an eftective leader without the general consent of the
academic community,

The leadership suceession process sometimes prolonged and irritating
to those who must conduct it is caleulated to heighten the possihility of
aceeptanee and the success ot the new leader. The process, done well, is
warth the etlort.
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Appendix

Fivc different approaches to the search process for presidents are
described below. Highlights ot 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).*

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

. 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.

tw

The Presidential Search Committee met to discuss the parameters
ol 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 Commitiee.

B. Only one candidate would be presented to the Board at a
time.

C. The Search Committee would establish and work closely with
4 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 ol 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 fai as it had developed.
The faculty was requested 1o elest three of their members to
senve on the sub-committee, which eventually became known as
the Screering Committee. They were also requested to submit
names ot persons they felt should be considered for the presi-
dency, and in the third place they were requested individually to
prepare a4 briet sheteh ot the qudlifications which they felt the
new president should have.

Pl Coscapnon of procedures was otovided by D, G W, Wake, a4 trustee of Culver-
Stochton College and chaitman ot ats seaich commitiee, Dr. Wake s, also, 4 tormer
nresndent ot Lvnchbung Collede.
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4.

6.

9.

10.

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

The Presidential Scarch Commiittee 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 cvolved. 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.

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

The Presidential Search Committee and the sub-committee then
began to look at credentials together. After examining 4 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.

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

In the final joint meeting of the Presidential Search Committee
and the sub-commiittee 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,

The Presidential Search Conumittee 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 comintice
artanged these interviews and explained to cach candidate the
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status of the committee’s work and that patticipation in these
interviews did not involve any commitment on their part or outs,

[l the Presidential Search Committee quickly decided on the person
it wished to present to the Board of Trastees tisst, Fall informa-
tion was prepared concerning the candidate. A Board meeting was
wdlled. The candidate was presented and elected.

Fhioughout the entire procedure every etfort was made to avoid
asituation in which the facalty, the stadents or the Board of Trustees
could become fragmentegt becaase some supported one candidate and
others another. The difticalties that could 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
gradudlly came 1o g full acceptance of the point of view that its pro-
cedures should not only resuft in the selection of a fine president but
shouald be carried on in such 4 way as to maintain the solidarity ot the
cittire college community,

Munkato State College, Minnesota, one of seven state colleges in
the Minnesota State College System. The State College System is governed by
A nine-member Minnesota State College Board. The Chancellor, appointed by
that board is the exeeutive ofticer of the system. The president of Mankato
State College is the chief executive officer of that college and is responsible to
the board through the Chancettor,

Minnesota State College Board

Administrative Procedure
for the
Setection of a President for Mankato State College

May 22, 1973

L Purpose

the procedares set forth herein apply to Mankato State College
a8 it participates in the recruitmen?, nomingtion, evaluation, and recom-
mendation of presidential candidates for its institution. This procedure,
implementing the Governing Rules ot the Minnesota State Coltege
Board, will be in etect uanti' such time as a President for Mankato State
Colege is appointed by the State College Board.

These procedutes reflect the commitiment of the Board and of the
Chancellin to seeh the broadest possible invol.ement of members ol
Mankato State College and of representatives from the brogader campus
community. The policy tollows in prindiple the major coneepts 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 bachground studies, determining those
finalists to be 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 con.. ittee.
Results of backhground studies are shared with PSAC. PSAC decides
on basis of interviews and background studies those finalists to be
recommended to the Chancellor.

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

Confidentiality

There is to be 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 be 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
betore 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
wampus visit is not a part of the PSAC screening and selection
process and (2) maintain as much security as powsible during and
atter campus visits,

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

The board approved procedures tor selecting chancellors is as follows:

. Upan indication of such vadancy, the President of the Board would

promptly designate a Special Regent Committee to be involved in
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the selection process tor a replacement comisting ot not fess than
three noe more than five Regents, Fhe Board President would desig-
nate 4 chaitman ot the Spedial Committee.

2. The Spedial Commiittee would then confer with the President ol the
Svatem and advise him at that point of any special quatifications for
the position which they telt shoutd be comnsidered. 1o essenee, the
Speunt Committee would work with  the System President o
produce 4 briet job description taking into account the speciat char-
acteristivs of the institution 4t which the Chanceltor would serve or
the special characteristics ot the administrative position to be
ocupied.

3. The System President would then appoint a Search and Sereen Com-
mittee comprised ol
&N majority of faculty, selected by the System President after
comsuftation with appropriate faculty representatives,

b. Students and administrators,

o\ chairman shall be appointed by the System President trom
among the taculty members of the Committee.

The Search and Screen Committee would be provided with
the job desceniption prepared by the Svstem President and the
Special Committee. Interviews ot candidates by the Search and
Screen Commuttee will be within the discretion of that Com-
mittee.

4. The Search and Screen Committee would subsequently return d list
1o the System President of at least five individuals that they feht
were gualitied in unranked order along with an alphabetical list of all
persons considered. Delivery of the fist shall be at a joint meeting of
the Search and Screen Committee, the System President and the
Special Committee in order that the System President and the
Specal Committee can receive an oral presentation on cach of the
candidates recommended. The Search and Screen Commitiee would
then he discharged, provided that il no person contained in the
nitigh hist presented by the Search and Screen Commiittee is found
deeeptable, then the Sedarch and Screen Commiittee shalt be reacdti-
vated and ashed to provide a second list of at least live additional
candidates.

Fl

Fhe Svastem President, in conjunction with the Spedial Committee,
wodid review atl ol the recommended candidates and interview those
they desited. The System President would then make his recom-
mendation 1o the Spedial Committee which in turn would make its
report on the Svatem President’s recommendation to the Board,

b balbapprovat ot the System President's selection shall be made by
the Board ol Regents.
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Anox College,* Galesburg, lllinois (private), As finally constituted
the Knox Search Committee was a large one of seven appointed trustees, two
ex otlicio 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
13.

The geographical distribution and the work schedules of the members
made trequent  or even regular meetings impossible. Phone calls and
memoranda had to suffice. As time went on those members in Galesburg
became a4 “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:

. To recommend at the june 1 and 2 meetings of the Trustees an
Acting President to serve until a permanent President was clected
and took office.

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

[ 2%

The first mecting of the entire Committee was held June 1, and atter
tull discussion it was agreed that Hermann R. Muelder, former Dean of the
College and 4 highly respected faculty member and scholar, be recommended
to the Trustees as the Acting President. The Trustees aceepted this recom-
mendation and the first assignment was completed.

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

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

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

1. Who could develop an exciting’ concept of liberal arts at Knox. The
development of such a concept had to come from hisfher own beliet
in the small liberal arts wollege and trom his/her recognition that
Knoy has g superior base tor building an exciting and ‘century
dhead’ program ot tiberal arts.

. Who would communicate elfectively the Cexcitement’ of liberal
arts and the Knox program — to all related publics.

te

s desenphon ot the search pracess conducted by Rnoy College in 197 374 was
orovidud by the Chaitman of thesr Presidential Seatch Committee, Trustee Swott
Plareod,
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3. Who could  because of hissher own self-induced enthusiasm for
liberal arts  be an etfective fund raiser,
(Note: As time went on the Committee recognized that this third
requirement should be expanded to include etfective recruitment of
students,)

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

So far as the budget was concerned, an amount of $20,000 was cstab-
Yished.

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

A tentative time table was established to have front running candidates
identitied by the October Board mecting and to have a candidate recommen-
Jation by the winter meeting of the Trustees,

During June, July and August of 1973, substantial e fforts were made to
obtain the names ot 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 au-ition, 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
tor consideration. The Committee then followed the routine described below:

I. The Committee gathered available data from biographical sources on

the suggested names and started a file on cach name. A thank you
fetter went to the one who suggested the name.

2. The preliminary biographical data so obtained were forwarded to

cach member of the Committee for an initial reaction on an ‘A’ ‘8,’
*C’ basis.

3. From the 290 suggested names 48 reccived Committee grades

wartanting turther investigation.

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

5. v the result of the interviewing progess, four prospective candidates
were imvited to the campus. One withdrew betore a campus visit but
three spent at different times about a4 day and & halt in
Galeshburs meeting taculty, staft, and students,

From time to time during the screening process described above, the
Committee, either in mecting or by phone, engaged in an informal ranking
and comparison ot the candidates being considered. While the names did
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change somewhat, it became generatlhy evident that a relatively few stayed at
the top and that the majority: ranking was consistently the same,

This was evident at the December 15 mecting of the Conittee when
there was abo realization thet time was running out it & recommendation was
o be made to the Trastees at the Winter meeting. To expedite the work of
the Committee, a three-member *Action Sub-Commitiee' waas vmpowered to
act tor the Committee in the final discussions with the leading candidates.

The action ot this sab-committee culminated in the selection of 1 candi-
dute ratitied by the Committee through o telephone pott, The recommended
candidate was appointed President by the Lrustees o Februany, 1974, to take
oltice as ot July |, 1974,

a2
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Asaist in the assessment of performance. Following evaluation the president
mav be ashed to serve anew term or be offered a faculty position.

Private wolleges wnd universities have also developed evaluation pro-
cedures. Best hknown, perhaps, is the action of President Kingman Brewster,
who called tor an appraisal of his leadership at Yale in 1970, as a condition
tor continuing in ottice beyond a seventh year,

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

The criteria tor the evaluation ot President Coleman's performance
were expressed in the torm of "evaluative benchmarks.'' These were:

Administrative ability

Relations with various segments of the Havertord community
Personal qualities  objectivity, fairness, humanness, sensitivity,
honesty, openness

4. Commitment to scholarship and academic excellence

5. Commitment to Quaker values moral dimensions

6. Commitment to Haverford College as an institution

7. Quality of leadership and decision-making ability

Pl adbe

‘T -

A lengthy and  candid  evaluative report was written, identitying
strengths and wedknesses. After examining the President's performance in
terms of the “'benchmarks,” the Committee recommended that john
Coleman be invited to continue his service to Haverford College as its Presi-
dent,

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

The Altred University Committee addressed itself to these principal
Juustions:

How v the nresident regarded by the university community?
How well is the administrative system tunctioning?

How wan some ot the burdens of the otfice be Lightened to
permit more time tor tund-raising?

4. Are the president's salary and  fringe  benefits fair and
appropriate?

>t =

President Leland Miles was continued in oftice.
This discussion of tormal evaluation is not intended to prescribe any
particular method ot evaluation or set of criteria. One thing is certain all
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patterns employed at St. Cloud State College in 1970 and at Southwest
Minnesota State College in 1972, realizing that adaptations are neces
sary o accommadate differences in tocal college governance structure
And to take advantage of experience acquired in - these previous
Processes,

These guidelines have proved to be extremely valuable in ob-
taiming highly qudlitied candidates at both St. Cloud and Southwest,
and the Board and the Chancellor e confident that the same puositive
result will ocear at Mankato State College.

1. Organization 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 be composed of no more than thirteen per
soms® wha are to represent all components of the college commun-
ity teaching taculty (tenured and non-tenured), students, profes
stonal support personnel, administrators, and alu:nni.

The exact number of representatives from the student, faculty,
and protessional support personnel components shall be determined
through neeotiation by the governance bodies for these various com-
ponents at Mankato State College.

Ihe Committee shall include one administrator and one alumnus.

C. Representatives of the students, faculty, and protessional support
personnel shall be chosen by the respective components through
their ofticial agencies for governanee.

D. The administrative representative shall be appointed by President
Nitkerson (outgoing President) and the alumni representative shall
be selected by the Alumni Board.

E. The membership of the Committee shall alvo be representative of
women and ninorities on the campus.

F. Any member of the Committee who becomes a candidate for the
presidential vacaney automatically loses his or her membership and
must be replaced.

G. The Committee will be chaired by the Viee Chaneellor tor Aca-
demic Athairs, who will be a nonvoting member, and staffed by a
seeretany designated by the Viee Chaneellor,

H. President Nickerson shall tormally communicate in writing to the
Chanceltor by June 1], 1973, the names ot the members of the
Commitiee.

*The search committee membernstip was expanded trom The 13 sprevilied in the pros
wedure teeg total of A1 The campositon was: T Laoulty, 11 students, S prolessionagl
support personnel, 2 adiunstratorn, and 2 slumne.
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111, Procedures of the Selection Process

A. The Search Committee will hold an organizational meeting early in
the stummer at a time convenient to all members, However, in order
to not exclude anyone trom the Committee because of summer
commitments oft-campus or outside of Mankato, the Commitee
will not meet again during the summ er.

B. The announcement ot the Presidential vacancy and a description of
the position shall be circulated broadly throughout the academic
community by the Chairman of the Search Committee early in the
summer and nominations and applications will be received through-
out the summer months.

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

C. All nominations ot persons for the positior and all applications shall
be made in wriving o 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, A/l credentials collected during
the summer will be made available to the Committee on a confi-
dential basis in g seeure oftice on the campus of Mankato State
College. Moreover, during the summer credentials of presidential
applicants will be available in the oftice of the Vice Chancellor for
Academic Aftairs tor members of the Search Committee to review
w0 they may be tully intormed and prepared for the evaluation
process which will beginin the tall.

E. By October 5, 1973, the Chairman of the Search Committee, on
behalt of the Chancellor, will submit to the Committee from the
applications received alist of 20 names for discussion and evaluation
bv the Committee .. d will request the written reaction and com-
ments ot ¢ member ot the Commitiee.

Additionally, the Committee may add trom any ot the applica-
tions reeeived any names which at least sia members of the Com-
mittee desire to have the Chancellor consider turther.

F. By October 12, 1973, comments coneerning the gualitications ot
the fist 01 20 and those names added by the Committee  shall be
submitted to the Chancellor,

G. By October 19, 1973, the Chancellor will re-submit 10 names from
this list to the Committee for further written comment and evdlua-
tion, such comments to be filed with the Chancellor by October 26,
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1973, 1t a4 majority of the Committee is so inclined, the Committee

mav incdude tour additional names for comment and evaluation.

H. The Chancellor shall review these comments and the qualifications
ot the 10 candidates, and shall invite at least three  and more if he
chooses lor interviews. I a4 majority ot the Committee so recom-
mends, the Chancellor shall invite one or two additional candidates
lor interviews,

I. Interviews ot cach of the candidates shall first be held on the
college campus in accordance with procedures established by the
Committee. Such interviews will include ample oppottunity tor
representatives ot the various campus components to meet with
the candidates. An assessment ot cach candidate may be sub-
mitted to the Committee (on the appropriate form provided by
the Committee) by cach individuat involved in the interview
process.,

- After 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 cight residents representative
ol the geographic area which Mankato State College serves. The
Regional Advisory Committee shall meet with cach of the candi-
dates interviewed for purposes of providing the candidate in-
tormation on the community which the college serves. Members
ot the Regional Advisory Committee will also have an oppor-
tunity to comment in writing to the Chairman of the Presidential
Scarch Commiittee concerning their impressions of and reactions
to the candidates interviewed.

3. Each of the wandidates shall be interviewed by members ol 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 trom the members of the college components and the
Regronal Advisory Commiittee, shall be forwarded by the Chairman
of the Committee to the Chaneellor,

. By January 1, 1974, the Chancellor will plan to recoramend to the
Board a nominee tor the Presidency of Mankato State College."”

lw

*Actuabiv, the Board imterviews were condacted pablicly with the news medig present.
Fhe toree tinalists were ashed bastcally the same questions inintersiews Lasting appoonis
mated. 35 munates tor such candudate. The Board voted by ballon, the votes were
Lathied, annd the o salls announced. The Board then unanimogsiy passed o motion to
ane the candidate withoa magesits ot votes as Prosident of Manhato State College,
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Culitornia State University and Colleges System, ¢ omprising
nineteen separate camptises under one Board of Trustees.

The title president is used to designate the chicf exceutive otficer of
cach institution in the system. Fhe chancellor of the entire system is the chiet
enccutive officer of the board,

Procedures for the Selection of Presidents*

Establishment of Presidential Selection Advisory Committee

Whenever g presidential vacancy arises, 4 Presidential Selection Ad-
visury Committee (‘PSAC') will be established by the Chancelior and the
Chairman of the Board of Frustees with representation as follows:

Campus representation  three members of the campus (the mem-
bership and manner of selection determined by the campus)

F'rustee representation  two Trustees to be named by the Chairman
of the Board of Trustees

Presidential  eprasentation  one President to ke named by the
Chancellor

Advisory Board representation  one member of the Advisory Board
to be named by the Advisory Board

Statt representation  Viee Chancellor, Faculty and Statf Affairs
Chancellor

Purpose of PSAC

The 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
ol Trustees. He may submit more than two.

Sources of Candidates

The PSAC decides trom among those nominated who appear most
promising for interview by Chancellor and/or Vice Chancellor if they
Are trom out of state. I from insstate, they may be interviewed by
the Chancellor and/or Vice Chancellor or by the PSAC. (Results of
interviews ot those from out of state, and in-state where interviewed
by Chancellor or Viee Chancellor, are reported to PSAC. Committee
decides then whether to invite them for interview); and

From pool ot promising potential  candidates  interviewed by
Chancellor andfor Viee Chancellor  committee decides alter review
ol vitue and report ot interviews on those to invite for PSAC inter-
Vivw,

*Lacerpted trom g policy document dated August 15, 1973,
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