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. cern for blending,the interests, of faculty“and stud'hts, the

L} i . « . b \ . .
- "‘ . (' - . , - '
. a , . . )
) . . INTRODUCTION ’ . *
- . . ~ Ed ’

- -
.

, .

To provide f1rstha2d knowledge of investlgators and in-
4, 4

Qtltutlons for the e&aﬁpatlon of grants proposals, the Grants

-staff of Research C rpqratlon v1s1ts hundreds of colleges and

- a unique influence

*

actenis

-

From'th;s close view of. academic sci-

univarsities each y ar. -

it is contin? lly-apparent that department chairmen hdve -’

i ]

ence;

’

on the conduct of research and the motxva-

&
1 ] PR

tlon of students, as Webh as the total env1ronment in wh1ch

St;ong departments 1nev1tably haVe .

faculty and stude ts work.

== or receptly have had -- effectlvexchalrmen., L '. )f
Altnougn individual styles differ, .there are certdin char-
M . . . ) ’ : ! ‘. - ’ ‘ .
lics.that‘pérsonlﬁy effective chairmen: -a gemuine con-

apbility to harmonlze the department g activities w1th those o
\-\ 0,'
) \

of the whble 1nstxtution, a capabyllty for judlclous adanls— .

. T

tration and pexrsonal qualities of leadershlp. S

How do chairmen reach this pinnacle?

Q

N~

i
Very often chosen

“on the basls of measurable ach1evements as faculty members

-~

but only prbmlse as ‘administratdrs, ‘new chalrmen take up thelr

posts w1th v1rtually no_preparatlon.

- r
"

.

-

must make will have crucial consequ

.Ei)‘gl -

| ——

Yet he dec1s10ns they

o

The new' chairmen




have to hit the track running: for.from:the first day they'

are heLping~to make or break tNEir-departments and‘ingluenc-

ing,;however subtly, the course of their. institutions?

« To help new chairmen get mOVing quickly, Research Corpo-

_ration again ip 1974 conducted separate week- long working ses-—-

- - [}

sions for heags from;private-and.public institutions. "Each -

confexence included- eighteen newly-appointed chairmen, three

highly successful resource people who could draw on their ®wn

i3

experiences as department heads, and_several additional spe- .

. . 3
cial discussion leaders. . “

+

The informal notes which follow are those of the confer-

&

ence for publicly sppported institutions. The conferénce Was

,@6& intended to be all inclusive, but to prov1de coverage/of

"those tGplCSsWthh wére of current interest to the chairmen:

[} - - . / . . .
Those who\have'read t?é notes of earlier meetings, however,

»

~

"will observe.that there are certain recurring problems’ forlﬁ: /
| v

1 Y ’ ' . ’ '
which neW'solutions are still being sought.
T
Copies of’ the counterpart notes of the” 1974 conference

—~

for heads at private institutions are available from Research

*

Corporation, as areicopies_of the notes of the sessions held

annually since l97l L . ,

o

Although o conferences will- be held in 1975, a book.based
4 ' "¢ . . N
on the seven sponsored to date by the foundation is being pre-

‘ P

pared as an aid to new chairmen in tackling a jbb that has ¢

been described as "thewmost frightaning, most ill- defined

.l .

most challenging of any in academe. R - ) ’
. - . . ] _.]v ' \




THE CHAIRMAR'S™ PIVOTAL ROLE
i o

1 . . o

\Iﬁ.the department head faces what might be called an iden-
< ‘tity crisis, it's no wonder. The:students see him as fhe re- .

. . . . ] . i Phannl T p

Cexver of complalngé. The faculty may view him varIously as

a boss, colld@gue, as a dempcratlc decision maker, or merely 4

as the {epresentatlve fpr»the department's needs. Chances

/. . - N . . —
are excellent that the upper administration, on the other hand,‘

. sees the chairman as a grontline lieutenant, an interpreter

[ - s ) '
. ' \gz:gzgh—level decisions who can manage resources and communi-

—~

. ~cafte effectivelyl/ S : | . S
~ What are the chairman's motlves in all this? Does he
.‘ A Y
- . see hlmself prlmarlly as an admlnlstrator or as a faculty mem-

‘ber, and is it lmportant? Roles aside, it is evident that

. certain elements are needed Tor suctess. As a faculty. member

-

he is first\améng equals and must be effective in advancind
~ . . X - ‘
the dcademic program. As departmental administrator he must

riow how déctsiaps are made above the department level (the

. e . ‘
procedures of local and central administrations and the state

) X . '
itself) and how he can influence the process. ! ] .

The reactlon expressed by one néw chairman ("God, the

last thlng I want to do is¥ get lnvolved ln that bureaucratic

———

~ . \




- .
. s ) L]

maze!") represents a danger. Securing'adequaté resources for
. the department, recruiting students) hiring and firing facyl--

ty members and resolv1ng ather probléms can be done only w1th
1 . )

' reference to decrslon points that ‘range from the dean rlght
1]

» » 4 . - s
/

up’ to the state admiantratlon. ' s

?
9

Recent .changes -- declining numbers of students, scarce

/

resources, faculty unions and the 1ncreas1ng tendency of state

governments to become concerned w1th accountability and edu-

. - b ’

cational policy.-— make communication more v1tal tﬁan ever.
Student bodies are changing as yonng people "tak’/a break"
during their college ‘careers and_tﬁeir elders ’eturn'for re- .
fresher courses. |

The fldid state of higher education pr duces anfiety among
faculties and administrations, rapidly shifting goals; and

a need for far more flekibility than in the past. Innovation,

it was suggested, depends on facnlty and administration work-
,1ng together, and " the department head 1s p1votal Chairmen. .
were adv1sed to tell the whole story, to alert their'admlnls* |
trations as to beth preseqt and ﬁuture needs and to demand
adeQuate:input all the way aiong the line.' "The biggest prob-

y iem is fear of the'unknown,"‘said.one,conference leader. "Don't
make people ask, 'What on earth is happening?'J

, . \i l |
. . oo SN

Lack of Communication gt/a Typical Multicampus University :
1 / N ' - . >

Communication was held to be very much a ope-way process

at one large state university. Although department chairmen




°

]

ﬁlle extensive reports on‘goals, plans, and needs, they sel-
dom receive feedback. ‘A provost is located on a central cam-
pus, and much adm}nlstratlve paper work is funneled through
layer upon layer of charTmen, superchalrmen and hlgher level
admlnlstrators. Budget flgures are handed down without com-

ment.

"I'm asked to report how much time my faculty:members

& - .
take for coffee breaks," said. a chairman from the university,

-

"yot I ‘get no reactions, no.infqrmation, just temporizing."

-~ llere, it was sdggested, the care-and feeding of the cen-

‘ / N

tral administrationimust be dOne. rom‘the grass roots-level.

The chairman, should visit adminigtrators on a -routine basis
. = o -~

as a reminder that gooed morale. ends ornt good communication.

(A mlemo on faculty -gccomplishments to the dean With copies

S

to the president and vice_presihent may havé a positive and
refreshing effect.) One should let the administration kth
: % . . :
when something‘goes right; with some effort it may be’possi—_
olé to make the.administration better than it really is.’
At a second institution a chairman,took the initiative

by setting.up a monthly meeting for all university vice pres-

idents. Although the administrators were initially reluctant,

]
the sessions now prowide a useful interchange. If dt all pos-

~sible, some'such erttrée to the president's office should also
be found. In a chain of command situation, a leader advised,
one should tell those up and down the line what one wishes

to discuss w1th the pre51dent or the vice pres1dent but should

. not let the chain of command prevent the dlscuss1on from tak-

‘ \

N TR L




ing place.
One "science department handles the communication gap by
R i
publlshlng a weekly newspaper which is distributed to faculty
membersL other department heads, and all administrators inclufr
. iné the presideﬁt and board of trustees. The publication in—'i.Q‘
cludes news of p ograms,.accompiisﬁments, gripes, and so on,fz;j
- When the admin'stration‘faile to inform a department of impend--
ing developments, the department is in a'position to respond
that "we certainly informed you!"

While half of the conference participants_had talked to
their chief administrator during the past year, most are in
constant contact with the dean and othere. ‘(Deans tena to
value department heads who keep in t07pﬁ, it was suggested,

and one/éhould not wait for a crisis.) Some department heada

L ]
would prefer to eﬂpha51ze informal channels of communication,

-

and pu& much t1me and talent 1nto utilizing them.

N
N

Cnalrmen were advised to be dlrect‘and_forthright with

their administrations. While there was some apprehension that

. ’ .
certain university executives might resent such an approach, °

it was pointed out that there better not be a wall between'
chairman and administrator if the chairman is really to func-
tion as a frontline lieutenant. At a minimum the head must
- know what's going on and be able to_communicate it.
An administrative style characterized by lack of commu-
- nication; stiffness and a general unwillingness to consider
. >

new ideas might yield to department chairmen acting together.

(.- "Whether it's an informal social occasf%n or a no-holds-barred

L I !/

‘ _ . ”3.?. - 11




. e

Je i

discussiéh,;itfs important to get administrators out of their
- L, e . '
offices," a conference leader urged. (Chairmen should care-

fully weigh the ne ativefversaéﬂthe positive a§pects'of meet-

ing§ of the.latter sort.)’ o * . )

M

| Bringing It Back to the Faculty

:_:' 1
Eh

rv_bistrgs;-geemg to be éenerated by distance, and the fur-
thef ;em6§§8“aqfédﬁinistrator is from the department, the great-
er the probiem#wffﬁéychairman may have to take steps to~ovar?
gomg¢ the "we-they" dichotomy that is inevitébly generated,
ber aps by inQiting'admiantrators to the ‘department, but also
by‘fgsterihg Q‘Ebnciliatory attitude. Thus, when a-fiig}ty

er asks,-“What will the dean think pf this," the head may

find it aesirable to say, "Well, the dean ig a reasonable man...":

Given the need to inform faculty members of administra-

°
/i

ive decisions or pending actions or programs, it is necessary

or the chairman to equip himself in every way possible --

y. seeking out those responsible when all elsa,fgils. People
have a right to know how the decisions were made, it was point-
ed out,'when it comes to the allocation of scarce resources,

or when personnel policies are undergoing change.

Ig there is distressing ne;s to relay, séme chairmen in-

vite the chancellor or other responsible administrator to a

question-and-answer session with the faculty.

5:-'-.13 B &

i.ﬁ




3 'S . . ‘ .
{23_ o -+ Specific Ptoblems . ) ” ot
. . . . - i § : T § ) ) )
e f A reqUest for a projectlon of fall enrollment made by e
one cha1rman to the admlnlstratlon, fell on deaf ears. "There -

-

_1s no free 1nterchange, no. communlcatlon,':the.head stated:' L
"People at my 1nst1tut10n are 51mply used to not know1ng. !\\j)
/)p' In such a,51tuat10n, it was suggested, -one mlght 51mply'

. pick up-:.the phone and call the reg;strar. ;It is posslble,to

develop alternate channels without alienating higher'author—
. . 4
) / v

‘1t1es. ~In another case, a chalrman did pump\enrollment flg—

1)

ures from the reglstrar, and 51mply sent them to the dean and oo

ag%ed~h;m why all charrmenxweren t receiving the 1nf9rmatlon
. i i 7 o T | _ )
on a regular bas1s. . _;‘~ "

Eo The value of out51de consultants was stressedlby one chalr—
man who had the problem of securlng a replacement for an ob—.«'
A.solete computer.‘ An IBM conSultant from 50 mlles away was -
+~called in for adv1ce._ Just h1s oplnlon, as revealed in hlS ﬁ? s

letter on the llmltatlons of the machlne, was” enough to COn-‘

" ,v . .
v1nce the admlnlstratlon a replacement was. needed'

,‘:@a A proposal for reorganlzlng the blology depar'
frllttle response at a large state 1nst1tut10n. »Despite the o
fact that masgsive . amounts of data Weﬂb assembled and oplnlons
’SOllClted from blOlOngtS aLl over the country, the admlnls—_ ;

tration's only comment Was "the Natlongl Science Foundatlon

is not runnrng the unlver51ty, we are."

|
4

The chairman had sent a reorganization proposal to all

biologists on éampus, deans and the presidept. Discussion
: ! ! . . ﬂ_: et

%y

L

| : %% .13_




rrelationshlp had been establlshed be ween the chalrman and - o
. T
the middle admlnlstratlon.' Should the chalrman have SG 1c1t- v

ed oplnlons as to Whether or not his pr posal should be c1r—
: AN

cu1ated° Could he have\developed more su ort in the "m1ddle?"

. -

A strategy for advanc1ng§a p01nt of v1 W should be care-. .

fully thouggt_out, 1t -was suggested because the first reac- ’
»

’tlon to anythlng that appears to be a fronta attack may be
anger or competltrve splrxt._ Too often, a aralysis of anal—

 ysis® -- rather 'than actlon - follows.
o * N . i

"Where there are«dlfferences of oplnlon create a dlalogue
tﬂgt 1swm1n1mally threatenlng,' cha1rmen wefe -urged. "Even

o thodgh a d1rect attack oﬁ your own may have a certain'thera-

]peutlc value, you d be better adv1sed to’ count ten and either
=<f;te a’ letter or make a phone call and ask your admlnlstra-
tors for an app01ntment.v Your excuse could be 51mp1y that

"&.\-

‘1t ns 'very hard to’ cover all this in a memo -- can we sit V.

;down%%nd dlSCUSS 1t°'"
o ’

e ' How does ‘one contend w1th the "wheelerﬁdealer who owes

4

‘his app01ntment to someone in the state admﬁélstratlon° "Such

ﬁg*ﬁgrson may tell you he's advancing your best 1n§erests,

[
sa1d onevdlsgruntled chalrmanJ “but somehow he never lets you
. . u‘l' \

1
know exactly how., 'In a few cases such{admlnlstrators may

‘ be»tOtally,incompeteﬁt,rand may tend to solve problems simply

" by cav§pg in to.political. pressure.
Just ‘as the department-chairman should praise good admin-

istration, he may have to golafter incompetence. An invalu-

. .

B T T




ié_safeéuard is d’fdrmaI, ongoing.evaluation system that

< includes adminisﬁratoré»frﬁm théfdhairman on up. Although

» »

//  " fomprehensive programs may be relatively rare, a number of °
~. . ] - . o R
- institutions are beginning to do more to measure administra-
-tive peérformance.. . ., o '

-~

Aside from the difficulty in détermining if somebody is.

. truly incompeteﬁﬁ,.the departme t‘head might well be_wéry of
making'accusations’withbut c§:§: and‘conVincing evidence.

Facts qnd.SUpport”are ﬁeéded, it was observed, for without

them one will simply lose poipts in the‘béttle to ha&e_a poor-

*

administrator removed.

- L e

- Sufmary : )

-~ If there's a moral to be drawn, it was offered by a con-

- ference leader who obServed'that the "we-they'" syndrome can >

only be-diminished by involving the administwfBion inidepart-

LM

tration may simply withdraw from tense situations. .

men&gl affairs. Givensa lack of commuhicatiOﬁ, the adminigi .
ﬁ 13

It is up to the department chairman to take the ‘initia-

s

<

tive.




_one asplrlng to win a popularisty contest, observed one cha1r-

' DEALING WITH PEOPLE  *

. -
e

&, v

) The'post of'chairman could_ be abolished'if it weren't

LN

for human relatlons, suggested a conference .leader. Given '*’

-
-

teach1ng instructions (perhaps from the state cap1tol), spaCe

E

.and salar1es, one could expect at least some- product1ve labor

rom the faculty The cha1rman 8 real™~job is to get more than
4 P

e sum of the parts from a talented staff and to coord1nate

its 1nterests w1th those of students and admlnlstratlon.

“The role requires someth1ng between a Captaln Bllgh and

man. "If the university is the ship and the'students are the

cargo, you've got to deal w1th the crew -- the professors -- .

;h
and w1thout the technlques that led Bfigh s crew to muthy.

The 1ncom1ng .chairman is usually %ware that everything

“-’"&-.

he does will be 1nterpreted in llght of the hlstory of the
e

department. Generally there is a tradltlon that tends to gov-

P
..

ern, promotlon, remuneratlon and tenure, and “there may be a

"mythology in force regarding’ teach1ng and intellectual achieve-

ment. Alteration of existing procedures may best be accompllshedv

through a knowledge of their precursors.

" The sénior members of the.department can often provide

‘«e'?t". '.,1"'
T\ L




<

useful advice; seeking'such counsel ~- whether the chairman
agrees‘with-it or not -- is also.a useful means of promoting
_ s . Y - : ‘ -

understanding. "Rather than calling people to my office, I
like to dropainto offices or laboratories, outline ,a problem
L and just simply listen," sald a conference leader.

One might want to borrow admlnlstratlve techniques, but

only as appropriate: what.has\worked for others may not work

i . T & o .
for a new chairman. There/is no one way to run a department,
’ }

it was suggested,'and a second and a third way will evolve
from the first. By and large the chairman will have to adopt

those procedures that. seéem most comfortable.
«° ! 1Individuals

/

v
v

~
Q

A challenge to the chairman's authority'may call for the
‘mediation of -a D1srae11 or a Benjamin rranklln rather than

a John Wayne— tyle shoot—out, observed an admini3trator. Called
F

for are a cultivated "nonflappablllty and a talent for see-
: , .
.ing all sides of a question.

The senidg professors‘of~the;department, secure in their

positions and with thhing~to lose, can be a source of trouble.

Given an opportunity to expreés their opinions and '‘emerge with

‘honots 1ntact they may join the chalrman s camp. Re commend-

ed was a calm, confldent attltude based on a w1lllngness to

admit mistakes ‘and to reason logically.

Typlcally, other d1s5enters include the man who needs
'reCOgnltlon and is not gettlng 1t through normal channels, .

h‘;.

KR
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~ . . - ' I ' : ’ ‘ *
N ~\‘the person who. is just not “with it," doesnlt know’ what the o
" department is d01ng, anq therefore makes gross mlstake that

ion, and the individ- °

L

. br1ngs down the wrath oftthe adm1n1str

j' .ual who'doesn't have enohgh work to ep him busyf' It is somed .

. thing of an art to reCOinze these v A ;q
g dial measures by giving people t’e jobs and recogn{tlon they ‘
N need. .

P "Generally;" oommented T

- ed by mattresses, not fo sleeping, but for thOSe who - regular— .

ly topple off."

. Young and 01d d S

A . z"'ﬁ

-

g " Preparing for the arrival of a-newcomer .involves not only

an apnouncement and a request that other staff ‘members help, >

but making sure the new recruit will'have;space, money'to do

at least mlnlmal research and enough time to learn the job.

~

.wf/zf\w Older staff people may be called upon to assume, the newcomer's
teachrng load for the first quarter, to ach1esce in adjust- °

ments‘to equipment budgets and so on.
In some departments, a senior professor can be counted
upon to take young people under his wing, with the chairman
. nmaklng only a mlnlmal effort to 1nsure that everythlng is tak-
en care of in an orderly and efficient way. "I always thank

a

a senior man for helping a youngster," said one chairman.

e 18
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"I»tell him 'it must be a pleasure to see the evolution in

this department that you brought about

o

As. a young ‘staff member begins to grow, the department

head may be called upon/to help him discover new lines of re-

) .

. search (of rediscover old) and to point him toward possible

.

granting sources. Committee work ~— to the extent desired
3 .

Vby the individual -- can follow an increasing ability to func-

-

[ . [} ’ N [ *
tion within the university.  The ability to teach ,is typical- o
ly developed over a-longer period of time,*based on the staff
»
member's understandlng of departmental philosophy and hls/ﬁ;
4

sire to excel inm teachlng. T ’ - ’ . "<

-

Older professors can présent problems somewhat similar
. to those posed by newcomers and, as one oonference articﬂpant

observed, “"young bucks cdan give you butterflies ip tl{e stom-
LN : Eo . ' .
ach when you're 55." Assuring a senior member of his ‘contin-
. o, \ . ) . :
uing role in the éepartment may mean providing new jobs for

b

him, and it may be necessary.to éijince an.older m;?ﬂthat
. / \ N . Lt B

& return to productivity will be worthwhile in terms of pos-—

2 . : . .. % -
sible salary increases and other .recognition.

If research 1is out of the question, a senlor professor
/
should be given other opportunities to contribute by doing

t .

- extra teaching or by taking on administrative duties for the
department. "It calls for tact," said a conference leader.‘
"Rather than pierce the ego, ong, 'has to repalruand reactlvate
it." . ' ' L :

A\

\\/ . o
.
A v
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Communication ls.Vital.‘

Communication ‘stal;ts at staff meetings whei:e everyone Ve v,

has a chance to speak his mind (even- if this means starting
‘ J

at one s1de of the table and 901ng all around it). Even though

they may be time- consumlng, such exchanges smooth the function-

A}

ing.of the department and serve as safety valves to bring hid- ’

den grievances into the open. !

»

Contributing to the value of-regular meetings are prelim-
+ ’ \ . ) .
. - . B
inary agendas and other data made &vailable by the chairmang

Objectivity can often be served by first discussing an emotion-

ally-charged issue and then taking a vote on it at some later

.
date.

."({‘
Commlttees, coffee groups and social occas1ons)prov1de
* L
more informal means of communlcatlon which can produce support

for exlstlng programs and ideas for hew ones. Such gatherlngs

FS

also fulflll a need for members of the department who requ1re

‘4w

>» ~

some.social contact with colleagues.

-

A.normally reticent individual may find that it Helps

to talk about all subjects -- using as much time as he can

-~

‘ o 3 . . . ' . . L ‘
spare./ One chairman, wh® had an initial inclination to give

ﬂpart of his job tqQ an assistant, discovered that it would have

_ been a mistake. - It was necessary that he do the routine jobs

for the sake of communicating with staff members and talking

in detail with them about their work. The chairman is well’
. ' ‘ .Y

advised to remember his own role as an intermediary in all

dealings with faculty and administration: “,the administration"

1 20

.
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should be interpreted in terms of the people who happen to
. A - :
be administrators. - = ° : ' .

. - -
- Lo

1 T

Specific Problems LT

-~

.

How does one go about dealing %1th faculty members who

<: fail to pull the1r welght or who do things destructive to the *

L

department? -

‘tﬁ

.The otherwise'competeht.person who‘kep .the é%partment
boiling by spreading rumors was dealt'wfth by one chairman

who gave the man an expected promotion but no raise'in salary.
’

That action and @ three-hour conference 1mmed1ately thereafter

t B
eflmlnated the hall mongérlng and put things back on & construc—

tive course. "Essentlally we're talklng about good departmen—

—

tal citizenship, obServed a conference teader. "You' Ve'got

. ' 'to corner the offender and make him understand he's harming . -

Y

the aepartment."» | R & - . '\ .

Persuading people to.do their. share may sometlmes be a’

question of finding jobs they would be 1nterested in perform-’

. " . . -

"ing on behalf of the departmdnt. Success in such undertakings

ir.
i. .

tan lead to renewed enthusiasm in other areas. In any case, -

the head must take action when a person becomes so neéligent

that he gener%tes resentment among "his coljeagues.

.

! , ’

The Evolving Chairmanship
. ' /
N , R Kl I
"The new head will find it impossible to define his role~’

LS

f;‘» __: \
| LY |




-role will undergo evolutlonéfy modlfloatlons.

, ' f v
in -advance," commented an experienced chairman.:- "I assumed

‘e ~ ¥

I'd be representing the faculty to the admlnlstratlon, and
that I'da. be ~using faeu%ty meetings as a reklef valve - wr$h-

out worry1ng what people would thlnk After Walklng 1nto the

coffee room one day@anh/Aaklng a Joke to the effect that 'stu-

dent evaluations &ere going to be requlred sooner or later,'
Fl L}
I reallzed I had lost the right to be too casual They took

8
me serlously.
Department faculty members will often implicitly-demand
that a- :newglead become an admlnlstrator and, in. any .case, the’

Disagreements

with 1nd1v1duals must bemgeen in a new framewqu "and tember

I'd

must be carefully éontrolled "It"s a new Job w1th new respon—

sibilltles,' a conference leader c0ncluded “but the.prospects
are good for those who can relate to 1ndLv1duals.,vThey can ,
usua}ly find a way to: reLaté to thé whole.,vmv 4 -

&

)
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FACULTY ‘EVALUATION o

7o

Constructive evaluation, sa1d experlenced chalrmen, is
1)
based on ope€nness (ground rules are understood), frank d1scus-

slons with. facudty members, ‘and participation of others in ~

™ ’ .-

the department in carry1ng out the process.'.“As1de from the ..
fact I'm required to dlsfuss evaluatlons with all staff _mem-

bers,' said. one: conference leader, “face to-face meetlngs give

’ )

. people an°opportun1ty to unburden their feellnqs and galn in-, "

slght 1nto areas where they mlght 1mprOVe.v Whgt are others

[

in Ehe department d01ng? I can tell ﬁhem, destroy ruhlors be-

.
> » .

fore they get started.

"

Openness extends to publmshed salary llStS at- gome 1nst1—

o

tutlons, at other un1vers1t1es - desp1te reported cases of
union pressure for full 1nformation -- such d1sc;osures would.
represent afdeparture from tradition. _Wh}lé there is no one .,
way to'handie thelprobiem, the‘consensus,was that full disclo-
sure ultimately creates a better climate.

Support for evaluatlon often comes through an adv1sory'
committee wh1ch helps the chairman deal with procedures, ten-

. ure,;promotlon;and salary. How and when are evaluatlons to

\

b ‘ ’ Y

\ -
‘be made? 1Is it possible -to measure teaching performance?

v L ‘ e
b | R .
: .
.
.
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.~ Generally, it was observed, an _advisory committee will stand
behind the'chairman.as %ong as he takes a balanced departmen-

@

“tal view: o St - . f N
) More generaL partlcipation in eugfuation is typical of
‘ . sogp‘departments 1n Wthh all are encouraged to gather data.

(“When I ‘m asked 1f I have as51stants evaluatxhg full profes-
—-/
,sors I tell® people I have the department evaluatlng 1tSelf

-

sa1d the chalrman of one - such department ) In .any-case, those
o present at the conference stressed the need to plant a crit--

1cal attltude. The chalrman might set an example by accept—

Y

ing criticism in good grace{ even‘taklng pleasure in bejing .
proven wronga T fg;fu R o s
Teachlng performance, 1ncrea51ngly emphas1zed by some-

adm1n1strations, is d1ff1cult to measure, coﬁference part1C1—,

.pants agreed. . In most cases the department must createflts e

. '
.

own standards. Whlle classroom v1s1ts are re51sted by many

’ N ‘o, [

/
cha1rmen, some do drop 1n on sessions and 1nv1te other staff

members to v151t thelr classes ih return. Vldeotape is another
.. . A

. observatlon technlque, but 1ts usé was urged more as a means
ofﬁselﬁ 1mprovement than for evaluation.-

. "' Lacklng nore formal evaluatlve technlques, evidences ofn

' creat1v1ty and- 1nd1catlons of progress in teachlng were held

B 4

to be the only 1ndicators of performance. (Soberlng for some
faculty members has been the experlence of teachlng a sécond

c

course for students who took one of their prev1ous offerings

. as a prerequisite.) New staff members, 1t was’ stressed must

be given time to develop teaching ability, and cannot really
: ’ L

.

O o &8um.

5o
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be evaluated until they have "something to evaluate."

© ’

3

EY ™.

Formal Aspects of Evaluation

Aside from helping staff members do a better job,'eval?

-

uation has become more important with increased emphasis on

_legalism’ih hiring, firing, granting tenure, making promotions

and salary increases. With affirmative action and the joh

shorfagelhas come the need- to keep 6rderly1records of person-

. nel actions and changes, and to make regular (at least once
: ? . i

“"a year) evaluations of teaching, research,

<

pus cdntributions.

. Some chairmen urge relatively

. .
include,not only internal views -on

but. indication as to how outsiders
chairmen also report-all committee

* .

vidual faculty memberg and services provided on behalf of the

[} 0 [}
university.

-

"committee and cam-
N o B
L 13 .

L4

exhaustive statements which

research projects and papers,,

~ . ! .
regard the work. THese

duties pérformed by indi-

-

) Wh;le_mostvconference participants agreed the chairman

must have accurate and recent personnel information. on file.

[N

and that there must be standards

for personpél actions (at

-

a minimum certain staridards are mandated by -- not to mention

union contracts -- tradition, affirmative action and the Fair

Labor Standards Act), opinion differed as to what extent de-

partment head and faculty advisors could be‘heid'legally re-

-sponsible'for their decisions.

\

What kind of records should be kept? Can (or should)

»

L
- &

25
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.

the chairman keep,éonfidentiai records? Should the chairman

» and advisory committee members sign their recommendations?
Who takes résponsibility for an unfavorable evaluation? Prac-
r
tices vary widely. Many chairmen insist on slgned advisory

opinions and most sign at least some personnél mater;als (a
few have such forms tarized)' A minority view'is that the
department head should avoid such responslblllty. Conference

attendees differed on who would have to bite the bullet should ’

a personnel actlon involving dlscrlmlnatlon, tenure or’ g omo—

tion come to trial. g ’, o L N %. o
» - ok .
. . 7 -
: o0 ' e : ' oh AL 8
Developing An Evaluation Scheme | o .
: . . .. e ‘ e
ek . ' - VR
Yt ‘ . . . j A
) Faculty discussion of what activities should be evaluat- \(
L} 1

-ed and the relatlve sngnlflcance of each- preceded development%w %

of the evaluatlon scheme presented here (page zu)s Goals of

th1s particular scheme were to find ways to call upon and re-’

ward individual areas of excellence, and to maximlze plural—

2,

ism within the department Addltlonally, it was hoped that
» .
the evaluation would involye All in asse551ng thelr own out-

put while assurlng “them of fair treatment by forcing the chair-
man to objectiwve conclusions. (Point scores werxe to vary by
a "subjective" 10 percent, but as the result of multiple judg-

ments.) : Y

]

Staff members were asked to list‘their activities for the

year under such .headings as creative scholarship,'general.in—

-stitutional‘affairs-and'teaching; minor annual adjustments

¥ e

-
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o
‘were made in. p01nt.values to reflect changlng prlorltles

"The.blggest problem," sa1d the conference leader who devel- e

R

- oped and used the sCheme, was that some people didn't llSt -

prOJects 1dent1f1ed as being of value."

rwlse, faculty reception' for the evaluation was good,

and perfo mance was: sharpened by the fact that YOunger profes-

sors approa”" g the levels of their seniors were given addi-

tlonal fundlno.'

Whlle such a method of evaluatlon must be tailored to
‘the needs-of the‘depaxtment (the’value of plurallsm may'depend"
on the ‘size; of the department for example), it was held pref-

erable to most systems 1mp0sed by 1nst1tut10nal admlnlstratlons.

Important is Ehat.any evaluatlon scheme give the chairman a
'. . ’ ) ! ' ) , . \’.x»_ . ’ . . !..
judgmental framework and prov1de~h1m w1th'the comparative in-

N . . . . K .
formation needed to show individual faculty members how they “

can improve.

Salaries
Where salaries are flexible they are afpowerful tool.for

. v ‘ . _ ’
shaping the department; fixed incremental raises, on the other

hand, may limit a'chairman's efforts to effectively administer

~h

his department. Minimum teaching‘loadsoimposed by state or.

local administrations may have a similar effect, it was point-i

ed out. Where‘flexibility’tS”a*realistic goai[ the chairman P

T
.

can only try to/educate‘adm1n1strators as to 1ts de51rab111ty.“

Evaluatlons notw1thstand1ng, a practlce recommenﬂed by



'some is to set a newcomer's salary at a higher-than-beginning

‘leVel_in his_first year. Although he may not get a raise for

T e

two years, such action creates a favorable first impression
. ’ . o o ) . o
~and gives the chairman time to make a thorough assessment.

Tenure or Dismissal? -

. ]

s -

: '~ 'Is ‘there an obligation to.keep'nontenured, mediocre fac-

N

ulty:members? Can the chairman, in good conscience, drop a.
& " o :
merely adequate person in favor of someone better? How does .
' : v _
he»reach'a decision on tenure prior to the time it becomes

mandatory’ Unfortunately, With jobs tight and some faculty

oommittees prone to generous decisions, the chairman may have

1

to serve a&s hangman. Stressed by many was*that tenure must

not be promised verbally or-on. paper.’

LY - .- ~

careful evaluation each year is doubly necessary for the

purpose of identifying those qualified for tenure. "When the

N

question comes up.of'dismissing those obviously'unqualified,
said one participant, "remember that failure‘to act may create
fartgreater'problems for the future. Secondarily, it is uqu
ally to everyone's advantage to have mistakes corrected as

.

quickly as possible." . B

+

‘ ' Tenured faculty members who perform poorly offer other
problems that must someho/fbe faced. "It is rare to fire such
people for dereliction Qf duty, but there have been some vic-

tories," said a conference leader. “The-important thing is

that the chairman take appropriate action when it is called

. . .
~~ L . .
.
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A REPRESENTATIVE EVALUATION SCHEME .

»

. . » ¢ W~ ./ . ’
Activity _ A -Point Value
. N R c
Creative Scholarship " - ; . ,/’7% ‘
" Authorship of major monograph or text 10

Research publications (per paper):

" in major journal ' : 5
in minor journal = . o _ 3

'Inﬁernatiphal symposia papéfs A . g
International 10 minute paper < 2

National symposium . :
National 10 minute paper ’ *

= W

State academy of sciencev

symp05ia : L . 2
10 minute paper ’ ' _ 1.

‘Grant. $i1,000 o - (no limit)

Unlver51ty-w1de commlttee work .
College-wide committee work
Department-wide committee work
Recruiting of \superior students

. Advisorship of school or departmental

NN W
k-3

~student groups ) -1
'Student counseling ’ » : : 1-3
Public relations tapes and papers : ) \ 2

he L3

Credit hours taught x 1/2 o (no limit)
Senior research guidance (per senlor)

Graduate . rebkearch guidance : .
Graduate theses completed

Credit hours of courses revised

Confidential student evaluations (all courses)
Commentaries of -alumni "

'

wun Fwih
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Tn every item 1ncorporate a further 10 percent of total as
heaq's assessment : :

L]
4

- LN .

_AgtivityjIndéx 1 (TA;_g) + 2(Bj_7) * 3(Cj_y)

t
L3

- . K4

ilAct1v1ty indices total raisévmoney allotted.
- \

act1v1ty 1ndex. If A totalled 100, B 400 and

Ralses, then,

C 800 p01nts gben 23(100 + 400 + 800) 1300 AI p01nts._

A

If dean prov1des $2 600 in total ralses, %%%% = $2/p01nt.
A gets $200 N
¢ . i : v
. e~ B gets $800
;o C geta-$1600 "
' ' . . »
e " -
&
. ~f -




FACULTY UNIONS

.o
i M
L

4With the trend toward unionism gaihing strength at insti-
tutions of highep education, the subjéct received eﬁpenSive
attentién~fr6m cbnference participaﬁts and leaaers.‘ Variations,
abound in’ the approaches Egien'by bargaining agents, in indi—
vidual contracté'énd in the roles assigned to deparﬁmént chair-
men. 4
e . A department head from a large regionAl university, part

of a state system, reported that he was part of the bargain- .

-.ing unit which representéd all chairmen. The'employment sit-

uation’ was described as "épeﬁ shop," with the administration
: a
- cast in the role offemployer for collective bargaining purposes,
+ Not subject to negotiation is the work load of individual’faCf.
Yulty members which is set by the state administration. The
union,vit was noted, prdfeSses an intereég in improving the

institution as well as faculty salaries.

° At a second institution which selected the National Edu-

-

cation Association over the American Association of University"
Professors, chairmen are part of the.bargaining unit as are v

associate deans. Another effect has been permanent appeint-

ment, equivalent to tenure, for nonacademics. Conceding that

et
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. . .
_ . ) | ’

Il

Fhe unié has been run by professionals, aichairmah frdm the

university qugstibhed only the extent to whiqh such represen-

tatives bérgain for the real interests ofi faculty members.

) ”'Depantment heads afe part of the bargaining unit ét one

* ” university fepregented by the American Fﬂderation of Teachers,>
"We actually came'close‘to a strikg," said a chairman from

the institution, "but two weeks of negotiations resolved the -
B - R ( o 7 * :

problemns, "

e A professional association, madé up of a group of faculty

 menmbers, was selected as the a nt for negotiations with the :

_state board at another univérsity. The association, which

represents all except vice presidents and other high level

administratbrs,’has éncentrated on salaries and security rath-

er than on work loAdd and other matters considered academic‘

. C o .
in nature. Although it has tended toward traditional union- ‘

oup has not found it necessary to hire a'professicn-

£

ism, the

R

al ne tia;dr.

In one of the states where collective bargaining has been
& ) i -
k> AN

legitimized by state law, a department chairman reported that
the law itself had been instrumental in the decision of mem-

bers of the university system to select some bargaining repre-

. el
sentation.
° Half of all conference participants -- while loathe toil\
. R4 :
make a decision in advance -- felt they should be members of

the bargaining unit if unions were installed'at their insti-

tutions. Collegial reasons were emphasized by many. - oy

‘2§ 3.
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\ -

Among foremost considerations for proponents of facuLEy
[ _J * |
unions are salaries, job security and the resources necesséry ’/i
for effective research and téaching. In a time of shrinking

enrollments and economic austerity, it was pointed out, unions

‘

may.represégt the only lever gé available to maintain and im-

: A
provg'standérds at many universities. Most compelling in the

minds of some is the possibility that excellent faculty mem-
bers, lacking a union contract, may not be able to secure a

tqeuréd position after years of service

KY

. In response to objections,that‘uni;Liém may have a nega-

fti%? effect on students and the general public, proponents

o

argue there is no evidence to date to indicate that collective

@

bargaining or'other union activities have been particularly °*

detrimentaiﬁ, In fact, it was suggested, an enhanced appreci-
—. A ’ . . o -
ation of the scientist-teacher mdy result. "Like it or not,

faculty unions are the wave of the fq}ure,' said a conference

o

chairman. ""The question is how we can work to evolve a union |

. that will improve the university." \ ' , .

Opponents of collective bargaining view it as a threat
/ to‘collegial governance involving students, faculty and qdmin—

istration. "The academic scene is fragile and the educatioﬁa;

2

experience depends upon a subtle interplay,"

a participant
"  .noted. "Will our values be altered or lost if we move to a
-combative management—employee model?" Calling scholarly pur-

suits "the last bastion of intellectual free enterprise," an-
4

o

ic . - ¢ 33
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As part of the bargaining unit, he might become analogous to

' " associate dean. : T 4

‘was suggested, should be negotiated and structured to avoid »

. ference participant who found his formerly close relations

. -29 -
. o
o N ‘ . - ..
L * BN . L

s
other union critic pointed out that excellent people resent

leveling. "Dedicated people now work 60 or more hours a week,"
he commented. ' "Would they do so under a union contract?"

- | )
The chairman's role, poorly defined now, may become even

more amorphous with the advent of unionism;'it was suggested.

a shop stéward, with direct administration of the department
- . .
- d -
-= including the power to make budgets -~ resting with the

W

»

Adjusting to Change

‘
he o
v

Unionism can be expected tof¥affect personal ;relationships

>

and traditional ways of doing things. A union contract, it

inflexibility, unnece§§ary complexities and the setting up

Ofy a confliét—prone relationship with the administration.
inflexibil%}y in salaries may be impossible to avoid.

Reported by bne chairman from a unionized institution was a

case in which a fixed salary structure with incremental increases

made it impossible for him to hire a highly‘qualified special™\ ’

ist. Such situations may be particularly.unfortunate in othe;>

areas of science which are expensive in both salary and‘eqﬁip-

ment costs. A possib}e result, it was noted, might be the | ; o -

loss of well-qualified young people.

Changing relationships were attested to by another con-

a

B, 4
h T, El -~
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permitting collective bargaining, it was maintained that a

- =30~ ' Fa |
- ‘ . - ' A
with the board of t;ustees préempted by profeésiohal negoti-
ators. = - ' ' : o 7 o

The/power of the strike (against thg‘legislgtqre but ac-
£uall§4to put pressure,oh the public) couyd_be of doubtful
vaiué, it was agreed. Cited reasons for a&oiglng‘such action
included the possibly harmful effeéts on public opinion, ééu—
deﬁt mofale and ongoing résearch. '

;With over half of the conférqnce participants represent-
ing'stétgs whérg\iggislatures have paséed, or will pass, laQs
facult§ vote against a bargéining agent may qot,be a viable
option. "We can't go'back,f said one chaixman. "Flexible ) *
contracts that minimize conflict are the best EPSWéF°"’ The ‘X’
leveling eff;ctldfbfixed‘salaries can be mitiggted by .includ-
ing provisions fdf merit money (a featur€ of some AAbé contracts) .

'Stressed by a Jeader was that acédemicians mus t play a
constructive role in the evolution of uﬁionisnu:)"our jbb is
to eS%ourage the best faculty members to take part in a new
form\of governance,"_said a"chairman. "If you just sit.and

complain, you'll wind up with mediocre representationi"
' ¥/
/ |

~
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THE CHAIRMAN AND HIS STUDENTS a B

[ 1”’3'
@ .
¢ "'\r » s ) .. ' : ’ . '
(. ' - ' . ‘ .
V- "Students make your reputation on campus," said a confer- -
ence leader. . "The larger the number of students you deal With,‘

.

the more rapidly»barriers build up. They are*é living resource.
Learn their first names and interests and let them confide
in you occaslonally. |
‘e To help make students feel a part of th1ngs, the large
phys1qs department at one un1vers1ty holds speC1al tralning
pr0grams for laboratory\teachlng assistants. ‘"When#onr TAs,
the students' first contacts with the*department, realize the
- youngsters may’be frightened and unsure and that a parent-child
relationship is a poss1b111ty, theysbegin to change," the phys-
ics chairman reported. (The simple psychology book "% 'm OK,
You're OK," has proved a useful training‘aid,)
° The biology departmentmat another inftitution encourages

instructors to brush into laboratory sessions and stop and.

talk to demonstrate that.fhey are real, not,cold and hostile.

Another advantage is that the connectlon between lectures and

. laboratory work can be gotteﬂ‘HCross -- to the beneflt of stu-

-

2

dents attempting to master a course.

® In order to make nonmajors enrolled in service courses
Y

» .
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. feel a bit more at home, one chairman makes a point of intro-

" den'ts, on a random basis, to talk to department he

n . .. . 0.

” . ‘ ‘A A

. T

ducing lecturers. He tells students who 'the man is, what he's
like, what ;esearchahe's doing and-how it fits into sciehce

as a whole. »

' . ’

[ The, problems of commuting students were recognized by Lo

" one university which organized departmental associations, and

B

generously funded them (about $60,000 annudlly). The associ-
. . L)
ations -- in addition to a number of purely social activities

'-- devote their resources to instruyctional activitdes involv-

A\

ing both faculty and students. Additionally, the students
themselves have put uh money for student-faculty resegrch,
sums, that were matched by the institution. N

' The associations and a s;udent.copncil have furnished
enthusiastic, goal-oriented Studenté who serve on committeeé
throughout the university. "Measures such as this gave our C
'commuter college' enormous vitality," said oﬁé of;its adﬁin—
istrators. "OnFe you get above the apathy ievel'ydu can create - <
a great deal of activity." :

What steps can the chairman take to give students Aurture'
and eﬁ;ouragement, to make thém privy to department plans and
to enlist their help? Aside from open-door policies which
give‘students easy access to the éhairman and his staff, some
departments maintain conference rooms for faculty and studenés

that can be used for. study or just for conversation.,

A few institutions have experimented witM\inviting stu- : A

-

ds or high-

er level administrators.” (After being summoned to :;E pres-

' x:1 37 o “ .




ident"s off?ce at one large West Coést-univérsity, one young-

ster promptly reported back that "It's P.R. day with the chief!“)~
. In a similar vein, students at a number of departments have

been‘assisted in giving small awards, occasionally o6f the tongue-

.

in-cheek variety, to faculty members they consider outstand-
* LN
. Coe . !
| ing. . . f‘ n ¢ N . '

R - The problem for'the chairman, il was'agreea, is to not !
only recognizé préblems before’thidgsﬂgo wrong, bdt to tap

s;udents fér tﬁe-useful ideas they can provide and eAlist.their
enthusiasm on behalf of thé‘départment. . ;‘* a ‘ 4

A . "' . . ' Ii

. A}
» ) Students-and Research

v

.
4 . - » A4 . . ' ’

. . " "We're in action-oriented disciplines,“fSaid one confgr—
- ence participant,‘"and scientists aré what they do." Research

experlence 1s v1tal to succeﬁsful education in the sciences,

it was agreed, and there are other advantages. Publlshed'pa—

pers are especially effective in giving students a'bobst to-
) 1
' ~ward advanced work in science. . . ‘ ' g

o

Is money necessary for such efforts? "No," said one chair-
mén who fﬁodght that this myth ‘had been breéted'by ﬁa£ional. L
'Scieqce'Foundation gradts programs for student research. While
funding is helpful many departments provide at least some
studentlreseafch experience.with little money or none at all. ‘

Iﬁ one, case, $50.granted to indivyidual students for.smallipro—

]ects was reported to glve both a taste of research and the

] L
Opportunlty to write? up a paper for classroom présentatloh
: - . o

. . . .
o ~ A . v A . '




'one or more members of the department know a little about,"

* course, have a stimulating effect, as'do programs in whlch stu-

. - _3“_ . : ’
o 4’, . . . N

.

Suggested by an .experienced  chairman was that two or more

. L - )
_ students work on a single project to insure that one will drag

the‘others along. "I also like them to work on something that

v . ' .

, he volunteered "because we have a limited amount of time."

Grants for student or student- faculty reSearch do,,of

.

dents participate in industrial research. Lacking suchfoppor—

tunities, one university established afstibend of $l,000_for

. ' : : ] ] ’ .
juniors or seniors proposing meritorious research to be con-

ducted with .2 faculty member.
. v

U . " Recruiting Students. ' -

- * .

o

. «@ + A college that has had outstandinq‘success in recfﬁiting

' physlcs students has been anOlVed for years in every sclence

fair in tAe area. The chairmaﬁ of the physlcs department writes

a letter to every promising- youngster. .. |

e Lecturers from some departments present gpecial programs'
for hlgh schools (mentloned in physlcs were such tOplCS as,

“black holes" and "a tour of theAunlverdb 'Y One uniVersity's

biology départment offers a dialogue course, for both high school

students.and other 1ntenested_persons that explores where the. -

. w

d1sc1p11ne 1s/k/aded ' : h W Y
. . . .,o

-

o A large Midwestern 1nst1tutlon offers a summer "Chautauqha

program. for the general public. It's conducted in|a'downtown

park and publicized through announcements in the lotal news— /

i

. A " i ﬂ&‘ag K ’
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® An increasing number of departments are attempting to )

~ . reach out and help local hi@h school teachers by conducting o

o L
. °\§E¥clal pkograms and making equipment and advice available °
‘ ¢ Other- key elements in recruitnng include personal or com-

puterbletters to promising high school studehts, campus tours

v
°

and visits’ ang the involvement of area sCience teachers and
[-Y

e interested alqmni. Letters to- indiViduals may stress.the de—

' partment's‘heavy involvement in research low studentrfaculty
ratio or other attractive aspects of its prOgram and conclude'
by inViting the student to visit the campus.' SOme departments
invite local high schools to send_their.top seniors for a pro-’

gram that may include a tour, lectures and a luncheon.

Recruiting of minority and women students for/écience

'stydy is improv1ng according to some chairmen who see shifts -

rom ethnic and social studies into buSiness and science.

emedial preparatory courses are helping overcome weak back—
L

grounds at some institutions.- . " BN

_\\\\\ . Disciplinary differences are, pronounced While biology '
soe \ - \ ) .
) attracts women (they make up 40 percent or -more of students

in some departments)[ there are very few female physics‘stu-'

~

dents or phys1cists. bne physics department chairman has ap-

pOinted -a young\woman faculty member who will attempt to in-

terest.high school\girls in entering the field.

s

%




Adult Eduéation -

"Are returning'professionals and other adults important

,. to our institutions?" a conferencealeader asked. "Do we really

care about them? Should we care when our young cllents are

2
1

declining in number?"

' .o o a / - _
Generally, most chairmen\felt that revitalization and

other programs for'adults_are desirable. L"There is, however,

a* certa1n element of faculty trauma in’ th1s,

' > s

* observed one

part1c1pant. "They may say,"Here we are,‘hav1ng a tough t1me

attractlng students and now you re 901ng to dr1ve them away?'"

'
&

o Whether or not such prqprams help the science department,

marketlng\surgeys and other data tend to 1nd1cate that self-

N I3 -

renewal lS ‘the wave of the. future. Already in ex1stence.at

many: 1nst1tut10ns~are off—campus and extension courses, cor-
/ .

A -respondence offerings w1th film and audio a1ds and self- study

K . programs with tutorlalsa Sc1ent1sts and profess1onals are
| 'ret&rning for'revitalizatlon, Air Force personnel can‘take
"y . -
“ ¢ by one- un1vers1ty ‘is typlca% of efforts to 1nterest adults
9, . in more educatlon after years ofihustllng for. a living.
"Programs for adults may solye more. problems than they
greate, .snggested a.qonference leaderu "The 1mportant polnt"
" is thatvthey‘re growind and we must he.prepared for them{"

+

coufses’atﬂcertain bases, and the "Young at 40" program offered




INTERDEPARTMENTAL BROBLEMS .

\ ﬂ‘ \ .« . /_-/F

-

While what were termed "fun, self-fulfilling intefdiscie
ipllnary courses“ may be past their peak p0pular1ty3‘the sci-
ence department cha1rman stlll finds himself ~caught between
two extremes. Sc1ence majors, 1ncrea51ngly concerned aboutv
job’ prospects, demand relat1vely narrow spec1allzatlon 1n cho—
' sen_d1sc1pl1nes. honmagors, on the other hand, continue to
ask for socially-relevant offerings that give them a broad |
understanding of science: _ | - d ' i . 2
"We need_less emphasis on devrsing interdisciplinary cour- ("

-

- ses," a conference leader suggested, "and more on people.
it requ1res careful th1nk1ng to g1ve an understand1ng of sci-
ence to nonmajors, and such programs are ‘difficult to put to—
gether and keep together. _Thehchairman has to find the kind
of people who can do it." | o 4

D1senchantment w1th certain k1nds of 1nterd1sc1p11nary

trainlng were voiced by a number of conference participants

B w1th«more radical experlments be1ng v1ewed the most skeptical-

ly. Thus, while one institutiaon has a program by which the-

- student can take_his=own~major wgthout reference to departmen—

tal lines, the‘séudent is cautioned to evaluate the economic

A:‘ 422 . ” . "

! -
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‘told them it was OK with me if they insisted on establishing

-and people dropping out.

value of the degree - w1ll employers see it as meetlng a real

- need? An "awareness co%lege‘ustarted by a-second un1vers1ty

'isffadlng;'this as'administrators become "aware" that there

are ho opportunities for its graduates. "

o v

An. interdepartmental environmental institute at another'

university drew this comment from the physics@chairmanéi "I

2

a degree, -but not to ask me to find jobs for the holders.

*

Industry want d1s01p11nary tra1n1ng and maybe somethlng ex-

\ S .

tra - phy51cs and meteor ogy, for example." oy

‘

Several conference pa 1c1pants .expressed the fear that

the student is sometimes decelved when superf1c1al courses
) ~

create'the illusion he really knows somethlng. fHe\should‘

" be,told that he must have a major and that{he can play with

his electives," a leader,broke in. ' .

Other reservations were expressed. . Experimental programs
. ;

require a dsep commltment by students and ‘faculty that is hard

to -sustain and even harder to reward.» (Most 1nst1tutlons,are
% rl
set up to recognize good research, teaching and service within

a discipline.) Secondly, administrators currentlyilook askance

)

and are spendlng, it was reported veig&%

at oostIy "new’ toys,n

little on them. Both factors contrlbute to a waning interegt

Y . ’

- . -

The Argument for Interdisciplinary Effarts _ o el
. : ° l ’ )

Most conference participants and leaders a@réed that,

- 43 -
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if radical'experiments'are bound to fail, there is a‘need for

‘some diversity, that the'trainingjof science majors might be

'/4‘ 4 Yoo ‘ . A . : .
broadened;gbyond the "traditional disciplinary boxes," andw

) N .
that nonmajors must be given an' adequate understanding of sci-
ence. And, while new programs and degrees may be lacking, |
'muoh'evolution must, in any'oase; take place within tradition-
al departments ——_unheralded by dramatic nouncements. "We
must keep trying," one leader observedf//?jl's a question of®
multiple pro8luction, evolution and'selection." ’ : )

a

' The current job_market provides no clear guidance: A

st gugt?
conference le4§er present at a number of industry mééffﬁgg()
/-

N .

¥

reported "the talk was about things broader thdn one dis;}pline,

¢
-perhaps reflecting a time lag between current thinking and
. ] -
actual hiring’ practices. A possible conclusion? "A broad

program might be acceptable tozﬁndustry, but it should be couched

in disCiplinary terms; enVironmental sc1ence, forhexample,’

»

’

might actually be enVironmental‘?hysics.
. One the plus side is that interdisCiplinary programs may
4attract the students\necessary for, the surVival of the insti—
tution, and that some of the best of ﬁ?ése courses ultimately
bring people into the diSCiplinary fold. "It s not all sour,"
said one chairman.- “It s just a question of finding the right
combination.iAVe ve got 30 percent of our. people in our phys-
'ios.and oceanography p;ggréft“ |
Certain offerings have, indeed, beengboth timely and well
_ receiued;_ A‘course on "Man's Physical World" at one univerr’

1
—

'sity has grown at three"times the rate of the institution;

. Eh’

3

~—~
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. bl > I3
" a course on "Science for Survival"™ -- in which the chemistry, o

biology, physics andvhistory departments cooperate -- has proved «

popular on another campys. . A third university's lecture ser-

L

vice course on conceptu’}'phys1cs also draws stude%ts. "It's °

‘a lot of fun to go into why meﬂél surfaces are shiny,.why gg}d

-

is gold—colored and so on," the responsible chairman stated -

"We' say if you can't teach it without math and gargon, ydu:
. | . . ] . -

don't really understand it." f

Other courseséhave beed\built around explaining how gad--
e _ 9 ' A . 0
gets work ("It's a mistake to ignore simple things in favor

.0f the most modern, most sensatiOnal.textbooks)" agreed one

participant), or exploring science as a part of history, cul-

. Al -7\
tuge, art or music. - (Declining history departments might bene-
. : 4’1\ . : ,
fit From such cooperation, it was suggested.) .'i( .

Energy  is of current interest, and some universdities had '

I ’ .
broad courses in thid area as long as six years ago. The.dur-

rent crisis may add up to a%proliferation‘that begins with

"energy and public affairs” and winds up with specialized of-

~

ferings 1n chemistry and physics. " ("Why," lamented one chair-
h N
man,_"did we.51t on our duffs teaching F equals MA and the

Carrnot cxcle?") . . -

. A major in nutritibn,/planned five years ago and extend-

ed to the departmentsfof home economics, biology and agricul-

1 ¥

ture at one multicampus university, has also proven timely.
."The 1dea is to get up the sails before the wind blows," the
chairman stated. "Usually you're left with a lot. of sails,

but in this case it was good thinking

- = ppdd
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.\ o Inspired Teaching Réduired : | Ce L -

A

Broad-survey courses intended to impart-geheral understand—'
ing place a very high premlum on teachlng, and gett1ng the
people to do the job was seen as a major stumbllng block

"The attitude 1 f1nd is that when you.don t understand some-’

thing, you start wr1t1ng formulas,' said one chairman. “"How
do you get someone to~sput 1t on a verbal level and then stick : >

with ft?"

At the un1vers1ty that offers the conceptual physics course,

(%3

little effort is neededto 1nterest new instructors. They

[} ”

are invited in, and gradually eased 1nto-teach1ngjas a part

of a team. ~ So popular is‘the‘course that even faculty members - |
Qﬂﬁh heavy commiggents have asked to be asSioned, leading to

a rule that one can undertake the job only twice -- with ‘a -
break in between. "This“sort of,COurSe may be among the last

"

bastions of-honest teaching," observed a chairman. "You're

. R Y

.on a hlgh for the duratlon, and you're depressed when 1t ends."
More reluctance 1s‘encountered in other s1tuatlons, and |
in any case faculty ‘members’ must be ablé’to ‘get back to har@
dlsc1pllnary offerlngs wrthout too. much of a t1me lapse. staff
members may be 1nsp1red“to teach, but can 1solate themselves
from their own flelds and colleagues. Secondly, there may

be a temptatlon to use such work as a means to escape depart-

e mental problems. ' )

. | /, 1\.. " | . ) | _(\J
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Collaboration'gn‘g Practical Level
. i . B ”

L3
&

N T .
There is-an ohviogs needsfor cooperation where discipiines.
overlap;’:Thus,vprograms in geophysics are’ put together by
physics'and'geologg departments; a technicai meQicaL program
is run by biology;‘physics,and chemistryioepartments teach
a joint courseﬂin‘thermodynamics, and. a biophysicist is hired
jointly‘by an_institution's physics and bioiogy departments..

‘Where interdepartmental cooperation is lacking, it may

- be easier teo undertake it ih;research-than in the curricular.

area. Aty a minimum, sharing equipment may beivital to the
success of all. . As one example, optimizing computér usage
and programming often becomes a joint pursuit. '

Faculty members may initiate cooperatiVe-projects: At

one institution a chemist who 1is also a bird watcher teaches
a beginning coursQ'in ornithology for)biology, ‘a physical chem~

ist who is'also a ceramicist is often loaned to the art depart-
F; . - Fﬁ

ment of another university. ' ' ‘ -
Elements which promate 1nterdepartmental cooperation in-

clude a strong aébising system for students (one which 1ncludes

.

representatiives from the two or more.disciplines 1nvolved):

team teaching to help faculty members 1mprove their skills

and ability to function with counterparts from other depart-f—

ments, and a sympathetic administration W1111ng to estah&rsh

e
a reward system for all ﬁ’?tiCipants. . A curriculum committee

representing all science departments may prove des1rable.f

L]

.

Cooperation may also be badly needed in noriscience ‘areas,
N _ g )
‘ﬁﬁ . : ‘ ~ -
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notably with schools of education. "The dean says we're go—-
ing to work with thém if it ki1ls ué,“ said one'chairmaﬁ.
."We pay the full salary of a,biologist.and loan him tb-the

school o6f education." At other universities, many science

~

department staff members are involved in-training science teach-
ers. While there may be few profes;iohal rewards, such effofts
are often overdue. "We musst. foster the idea within our depart-
menés ﬁhat people doing interdiséﬁplinary work are not really »
iost sodls,"'a paFticipant obsengd. |

Some words of caution were voiced, both as to légic%l -
limite of interdepartmental courses and to the4quality of co-.
operafivg updertakinés. "Biology and chemistry get,albng well
at my university," said g{participant.‘ "The onl? problem is
‘that- we're ‘running SCareA as to’our sefviﬁe qpmmitménté to

other schools. Each one wants a- course in biology or chemis-

3

try flavored for their own programs. We've already had 'Chem—“\7

- istry fof Child Development!‘'" \.

. ' . o
. Where Does the Administration Stand?

' .
.t

Administrative .inertia can ge a barrier to cooperative
— efﬁprts;'and the chairﬁan may -have to convince people that
N . X ’ .
. traditional academic departments can be fiéfi?le. "If inter-
disciplinary progr&mg are going to succeed, someone has to ' R
.commit resources at ﬁfhighér.level," iéi? oﬁe conference lead- |
v

er. "There have to be rewards for's;udehts and faculty mem-

bers. Pedple will look for traditional names first, and then

.

J;Bi(;_ " ' ""t’ - r
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they'll beéin to see ‘that something extra may be calied for.
It can pappéql-—'if the university's chairmen feel it's the
gight directipﬁr;o travel and tfanslate it to the adﬁini tra-
_tion." | |
B At‘gther ihstitutions.the administration has'takéh_the
lead in setting up courses -- and even aepartmenés -- that

cut across traditional disciplinary lines. At one.large mid-

-

.

'western)uniyeréi?y, there are departmen;s of compafative pa-
thology, laboratory animal medicine and eﬁperimenﬁal psychol-~
ogy, all without real estate or establishedzbudgets. While
such loose grfangements,“which draw on the resource§ of estab-
lished departmengs, often create headaches for the chéirmen
cdncergéd, they do have the virtue of giviné studénts more
choice in selecting programs and degrées. - -
"The,ﬂmpqrtant thing is whetﬁer or not yg're doing mean;.‘

ingful things, concluded a conference leader. "Today's stu--

£

dents hold diverse interests, and .traditional specialties may

be too narrow. On the other hand., we take a long time to gear

up for a new effort -- so much that a'new intefdisciplinary
prbgram may be'out—ondate when it'arrives. At best, however,
a prggfam responsive to real ﬁeed; means new‘interdepartmen—‘
tal mdiors% more peBple, more suppd}t. A}J that” went out

of the department in establishing it returns tenfold."
- . ) -~

._{Q', . ‘ - ' ’ ) -
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- PUBLIC RELATIONS

"We tend to forget we're scientists and assume everyone
thinks as we do," a conference leader observed. "The need

for good public relations .-- communications ~- extends td stu-
) ' :
dents, community, local press and state legislature. In the

broad sense it is .explaining the purposes ‘of the universify.
5 ’ - ) .

For the science department chairman it includes giving laymen

an undfjstanding of science and'the role of the -department

and its program." ¢

o Good communication begins with the uriversity presés and S ..

public relations offices. Stressed was that they should be
kept well informed as to new research projects Pnd developments,

- programs, student achievements and the like. University and

';) external publications can reflect such news only to the extent
- . . ‘ i . - N
that a flow of information is maintained.

[ University news bureaus are often grateful for assistance .

[}

in spotting newsworthy subjects and preparing releases or ar-

- “

. <
ticles for intetnal publications. Some departments have ap-

*

pointed correspondents (often a journalism’student or science

-

major interested in writing) who type rough copy. Pictures

. are always effective and student or faculty help can often

+

té 50 .
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., be drafted in the absence of .a university‘photographer. "We
have, one" overworked man in our. press office," said a- chairman,

"but with our help anxone in the department who is honored

y ~

s

B ' ~ is written up."
L ® Where coordination with the institution's press and pub- e
lic relations offices makes it possible for the department,

to work directly'with:tﬁe local press, .chairmen were urged : .

to find subjects of general'interest ahd encourage reporters

to{cover‘them. "While a newspaper may not.havepa dualified'

_science writer;'it isﬁofteﬁ possible to identify a reporter

who at least has an'interest in a particular area. "Peoplef' |
4 r_ Call me and sometimes I call them}" said one ieader. "I al-

ways have several ideas~- in my desk, ready to go."

o Newspaper stories are usually noé‘checked with sources
prior to publication, and certain inaccuracies orﬂsensation-
~alism may result. These drawbacks should be\halanced~against ’

the desirable aspects of press coverage>_ Although a’mistake

or an unfavorable article can 0ccasiona11§ be countered, there

is always thefrisk -- if the pnblioation prints a retraction

.or correction -- of finding the original error,prominentlv

restated. }One alternative: simply start over with a/ fresh

idea‘for an entirely new articie.) | /L |

important, university—Wide developments, especially those

that might he interpreted negatively, are often the subjects . .
of press briefings at institutions consciOus of good puhlic

~ . -

relations. "I made a point of briefing the press on student = . ,

. riots," said one high-level administrator. "There was much
LT v, L - ) ’ -
. ) P . - \
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. that Tesulted.' - - . . - .

‘and| othle programs for the community«are being supplemented

<
’

. -

- . L A ) '_, - ) ¢ .
Community Relatiens - _ v P .
y o K . ¢ .

.

A grow1ng awareness of the need to 1nterpret college;and

! -
.

ist'at'ons and a growing body of faculty members. Open houses

blic." Blology, phys1cs, chemistry and more general . ql
é 1ngs in the sciences are available at many instltutions.

Also of ‘a SC1ent1f1c nature are a number of popular and very' o

v » ’
W

practical courses (hort1culture for example)

In some &ases, ‘faculty members arq paid extra for teach»

7 v
v

ing‘the courses andngiven a mileage allowance if'travel is
necessary. Staff reception for such projects‘has ranged from ",

apathgéic to enthusiastic. (Given the latter]attitude, a few

'

cha1rmen have had to reduce regular teaching loads or find
X < r g0
other ways to prevent outside act1v1t1es from draining faculty

. . -
members ) - . -

* "Even small community relations projects reap dividends," s

)

said one chairman who organized‘an open house entitled A Day

_~ s
of Science. "What you present may lag actual developments

by a year or two, but your credibility goes way ‘up:

Other ways of reaching out into. the community include' .
' / N
active participation in .the university!'s Speakers‘ bureau,

. . - 59




conducting departmental toqré or presenting lecture programs

for the general public. While the campus administration typ-

i:cally has the respohsibiligy:of,mainfaining high visibility,
* - - v . Lo
it~was suggested that the science department can also make:

itself knoWn gived coordinatibn-with.othef university officeéu'

3

' )

. ’ o
X ) .- \ ‘
‘v
L. J

The State Legislatuxe.
. N T
Y . e

‘Good relations with state legislatureé are essential to
-~ . ' ’

pubiic institutions, and écience‘department ¢hairmén may be g
called uporn to‘help p%esent.university probiemé, policies or
hépes'foH the future.: The need for coordination\ik usuélly
intensified, fogltﬁe presidehnt and his édminis;ration typically

“ » -

assume reSponsibility for such liaison.

y

Efforts reported by chairmen to inform legislétors on

scientific subjects ranged from "véry.successful" to."a dis-

aster, .we were completely rebuffq@f“ Among those claiming .
N 1} . -

success was one department_ head who arranged a semiffar on nu-
clear pbwer._ Extensive interaction between legislators, mem-
bers of state regulatory agencies and faculty members helped

give all a better idea of the univeg&ity‘s programs and poten-

‘tials. - ' |

"Invite politicians to such meetings," a leader suggest-

a -
‘

ed, "gna make a point of recognizing them if they show up.

You'll score points.%here they count."



1<

.attract highly qualified faculties."

~dination.

- foundations and individuals,

of itself,

! 3 : ., W

OUTSIDE SUPPORT

- o

* v

"Outdated is the tradition that public instjtutions should

leave private donors to private institutions,” said a ‘confer-

ence leader. '"The flow of. public money to private institutions

has been increasing, which' is appropriate. Also apprOpriate

is that some corporate and private support be available te

public institutions as tney increase their capabilities and

Fund raising requires an.institutionmto develop a profile

make match-ups with corporations and individuals,

estahlish‘contacts and follow through. A development office

.

is Vltal in maintaining up-to-date information and for coor-

Worthwhile gifts are often available from local

and some public universities are

receiving funds through wills and bequests, sdurces private

institutions have relied upon for years.
Foundation and corporate fund raising is baSequpon a
knowledge of the donor'organi;ation's priorjities ‘and what it

has funded in the past. Whether or not the president or other

1
uﬁiverSity officer helps in tying down larger gifts, there

must be strong institutional support for deVelopment. .

2 5y
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Coordination e ,
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Approaches to large corporatlons, a local business, lo-
cal foundatlon or 1nd1v1dual (the last three may be undervless
pressure and more receptlve), ‘all demand preparatlon and cof a
4ordination. Sad but true is the*story‘of the faculty member

s : tWhO tapped a large corporatlon for $5 00%—— th1s Just prx

to the t1me when the development offlcer Had hoped to get $50 000

g

©

-annually.
‘Aside from compromisinguprofessionalwfunderaising efforts,

: repeated appeals‘can create ill wlll. éz 1,'
Coordination . includes communication, and administration;'
faculty,‘students and the general public should know the goals
'of a development program, the sources of funds ra1sed and what
'\\%kﬁ :wlll be done w1thithem.‘ Whlle the president w1ll}usually out-

line’a'majorbfund—raising program, the department chairman .

must brlent faculty members as to-. the proper channels for get-

t1ng things done. "You may be slowed or stymled-by the devel-

opment office," it was observed. "This kind of coordination L

"

takes time‘and effort{"

&

Fund raising remains in an embryonic stage -at most pub-
lic 1nst1tutlons Only f1Ve of those represented at the con-

/
‘ference’ had programs for receiving g1fts from 1nd1v1duals.

On” the corporate .scene, some, scholarship ograms attract
fsupport deSp1te adequate industrial manpower -+~ this for the1r

“ publlc relatlons value or because they bolster act1v1t1es im-

!
. portant to the company (mass.spectroscopy at one un1vers1ty).

5
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' A local lumbericompany,’widely attacked- as a.polluter, gave . -

another institution m0ney for pollutlon research 7 (Community

-

and students should be 1nformed as to such donatlons and what(

i

they w1}l be used for, it was urged.)h

Grants-for Research
3 - L i

r 4 / - . 'i

: o L ) .
_ The outIook for federal research grants was seen as less
'than promising’ According'to onevleader, the National Science '

Foundatlon (desplte inereases in funds for energy and some

’

Vbas1c research) lS fundlng only about 30 percent of appllca- »'“(/
‘tlons.ﬂAThls compares w1th a level of<\2 percent a feﬁeyears

ago. Support from the Natlonal Instltutes of" Health is more
\) o '

llmlted and subject to 1ntense competltlon.
Visits to federal grantlng agencles in Washlngton ‘are -

de51rable for gettlng a "feel“ for the1r operatlons. Faculty'

members and students may rely on the chalrman for. tlps on. grants-

manship. He w1ll usually %1nd it des1rable to be able to tell

4

them how to prepare a research proposal free of mumbo jumbo,

‘

‘and how to present and sell it.
A study of such publications as "The Foundation Directory,"
the_publications#of the Taft Information Service and the "An- -~

nual Register of Grant Support" will reveal much about the

1nterests of natlonal regional and larger'local foundations.

Agaln, clear, stralghtforward proposals to do s1gn1f1cant work
, P
stand the best chance of be1ng funded. Personal visitg to
L
a foundatlon may'or may not be in ‘order, depending on the prac-

e

R




{jon a discretionary basis. o Y.
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tices of the organization. . ‘

¢

Making the Mést gg_Grantéi
Grants that cover a portion of salaries,and'overhead may
free inéfituﬁidngl“funds budgeted for these purposes -- "and
explain just what flexibility means to your department if your
administration isn't awafe of it," chairmen were urged. Where
the ﬁﬁivéfsity has -long covered‘all indirect costs, it might

. L I
'~ be sold on the virtues of doing less on the long term and more

«

 Pstible uses of such funds'might igcludevthé purchase
of expeﬁsive iﬁems-of’equipﬁént or the makiﬁg,ofﬂ“mini-grantsli
for research.f At one institution overhead monies go "into a |
- pool to furnish’gra;ts for all departments. " (Although the
pool Qaé largely created by fhe science departments and 80
.pcrcent of the grants went to art; and letters, it rebounded
tq great'advantage. The other departments eqthusiastical&y
suppdrﬁed{a scientific'reseafbh proposal requiring $SOb,000
in university matching funds on the basis tha£ "the stronger
they arehlfhe stronger we are.") -

Ih some caées‘indirect cosf monies and salaries covered
by'grants havelggg been returned. It was suggested thét féq;
ulty time -- at a minimum -- should bé,replaced.by the univer- .
.sit; as a mattef of ethi¢s. 1In some cases, uni&ersity expen-

ditures for salary ahq overhead can be shown as matching funds
(

‘needed to secure -a grant; in other cases, they serve to insure

.
51
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ithe flexibility needed téfconduct the research covered by érants.

a - o 4

Contract and Cooperative Research
y . . * gk
&

~

In qany'cases, SCience departments have spedial skiIls
" that can be made available to government or industry, althahgh
‘sueh actio? is not Witheut problems.f One department,'for ex-—

) ‘ample, has\for many years bid aggress1vely on prOJects for

- the National Institutes of Health and for 1ndustry. Others
-maintaln‘reciprocal research'agreements, consultlng agreements
" or conduct waterApollution tests“and tﬁe like. |

Thete are manyfopportuﬁities: A concern with a new. drug,
- for example, miqht like the prestige of a Gniversity behind

it. A science department can do- the necessary'research cheap- .
f N . . i .

. ) . 9
er than industry, but should it? Specifically, can the chair-

%z

man risk usihg state facilities and supplles in a cooperatlve » s e
arrangement? -And, assuming that it is permlss1ble to do the
work, how shouldsfunds from outside sources be handled? \
‘Such research is vital to many institutions,‘it was point-
ed out. 'The work does pay salaries when the Lnstitution can-
not,'and it does train graduate students and permit the aepart;
" ment to buy equipment. In order to resplve the confllcts noted
here, some institutions have set up speciail corporatlons, eon— \
sulting boards to evaluate all proposals, or merelyvspeCLal
funds through which to h%ﬁ%Te receipts and disbursements.

(Such a fund is also used by ene department to handle receipts

from the sale of laboratory manuals and equipment to students;)

.

ﬂj& ) 5'8




Outside_research eonducted by a department or Lts members
calls for some indirect-costs formula to insure that the in-
stitution.(and hopefuily tne department) receive a fair return.

COoperativé,research,Aaysouree of discretionary funds for many
departments, should be supportive or institutignal objectivesf
+In a special category may_be‘arrangements such as that noted‘
bytpne chairman: A local industrial firm permits students

o do research on their premises in exchange for occasional
use of department facilities.' |

Industry grants to individual faculty members (somet1mes

made with selflsh motlves) or consultlng ‘arrangements w1th
‘them may call for superv1s1on by the department head. Depart—

5ment'and institution should be compensated for time and facil-

ities where warranted.

;

Surplus equipment from s*ate and federal agencies is an-

s
[ 2y

p
77

e Surplus Equipment‘

other source of suppovt, and certa1n federal grants Can g1ve

'a.s01ence departmbnt a high priority in obtaining it. As one

example, a-pnysics department managed to acquire $1.7 million

&

worth of surplus metalffrom'an.aircraft manufacturer. Small-
er’ amounts ‘of material and various items of equipment are rou-
tinely acquired by other science departments and put to good

. /

use.




ADMINISTERING THE DEPARTMENT

Is there some maqic oombination.of people, equipment and
funding tnat will lead to a hignly prodUctive science gfpartf
ment? Probably not but itafflng was. held crltlcal in creat-
ing a stimulating env1ronment. nAchlevement may be nonlinear
until'ghere are two or three active r archers to create a
dialogue; at that point, product1v1ty can soar.

Chairmen of small departments (and espec1ally heads at

small colleges which offer a broad currlculum) were urged to
seek out people who are capable of teaching in a number of
areas and who fit not’ into just one group, but two or three.
P0551b111t1es for creative interchange often exist between
1nst1tutlons in the same érea, and reglonal and natlonal sem-
inars and conferences offer other opportunltles. Said one

TN

chairman: "I used to dream I was. in a fort in a desert --

until I got two staff members who shared some of my interests."

Regrettable though it mayvbe, curtailing certain programs
et :
may be beneficial to the department as a whole. "My goal is

to set goals," said a participant, "to be able to drop some

’things and excel in others."

.Aside from staffing the department, money for equipment

gy -

-




and supplies has been growing increasingly scarce q‘,many in-
stitutions. Reported were equipment buéget cuts as large as

) _
SO_percent, and statew1de freezes on all expendltures. Stressed

3

wE&*the need to do a selling jeb ‘not only with the dean and
. , T .

adm&nistration, but with state legleatorSA

-

The Chairman's Time

Rare is the science department head who works less thaq’
60 hours a week,vénd even'then heesucCeeés only insofar as he ' S
has established'priorities, deiegated jobs and . found an effi- -
cient way for the staff to handle the teaching load. Can he'
still keep app01ntments and ma1nta1n an open-‘door to faculty
members and students?

| One chairman's coffee breaks have‘dLsapﬁearea,tn favor

of conferences with.faculty membefs, while others report that
only a sack lunch gives them time to read journals and do mis-
cellaneeus chores; a similar meﬁu for dinner gives a fewrheads
productive hours between 5 and 7 P.M. on déys when family ac—l
tivities permit.

At Ieast some time free of interrugtidns is essential,
and chairmen fortunate enough to have an iﬁﬁer office often
use it to sigﬁify they are not available to vieitors. Also
suggested was that functions be closely @elineated as to tiﬁe\\\\\——d
and place: one chairman, for‘exahple, makes a point of dis-
cussing physics j-}and only physice -- in the laboratory.

Despite such measures, most new chairmen find they must

3461 I
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curtail certain activities. "The quesfion," saéé‘ékg} "is
S
whether it's going to come out of teachiﬁg, admiqisb@ation
or'résearChJ" Althougﬁ_it was agreed that res arch involve-
ment usually suffers ("I stiii try," said one head), éome work
, méy:be possible given a technicién or graduate assisfants.

Reported by an experienced chairman was his intention of re-

- questing such help in lieu of a salary increase.

Delegating Authority

Cbmmittées,'appointed directors foﬁ suppli;s and services
and supersecre;aries turned administrative assisﬁants can all -
help ease the Chaiihan's load. Although there'arg pitfalls
with committees (because of proliferation or because théy-are
usea for political or other purposes), some chaig?én rely on
them. Several conference’pérticipants felt a few hard-core
commitgees deﬁi}able, especiaily a committee of committee chair-
men. Such a groﬁp,can be made into ‘an execu£ive council for +
running the department. .

Assignment of specific chores to individuals, perhéps

_ to senior staff members not heavily iﬁvolved in scholarly pur-
suits, may be useful as long as caré.is taken not to divert
too much time and attention ffom teaching.

A good secretary may be made an administrative aésistant.
One conference leader reported that his assistant had author—'

ity to cancel appointments and reschedule them, hire secretaries

” ' ' E .
dﬁand sign his nama. Attractilng and keeping a good person for

A

, . . | * Es‘z ‘..
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such a job ﬁaf mean intercession with the administration to
secure an adequate salary and job classification.A

Teaching assignments -- sometimes an administrative head-
aohe.aithougn they simpiy seem to fall into place in other
departments _- are-delegated to a'faculty'member or members
by a few chairmen. With minor adjustments, a good arrangement
usnally evolves. Some department heads prefer more input (the
best man for the course; more time for research for some).
Coordination of scheduling between departments is handled through.
chairmen's meetings_at a number of.universities. dften a sys-
tem evolves (the same course at the same hour) which'can.be

‘repeated year after year.

-
L4
L]

University and professional association oommittee~assign-
'ments are time-consuming and some might better be delegated
"There is-a tendeﬂ%y to get overinvolved," said a leader, "when
you forget you have very intelligent people yorking for you."
Chairmen were uréeg to propose faculty members for jobs, re-

lieve tnem of the duty of reporting everything that happens,

and then step back. ’ \vﬁ’g’/ | N

Dealing With Support Departments
3

/
"If you alienate support personnel they'll get slower

and slower,' observed one conference leader. "Our department

|
gives them the same reCOgnition as it does professional staff : l
members." ‘

|

° When something must be fabri¢ated in the machine shop,

ERIC - - w¢83 | - ‘
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‘one .chairman makes a point of taking the machinist to the lab-

oratory to show him what the device is to be used for and now;
it should work. |

° After trying to get timely.figures on.expenditures from
the acooonting department; another chairman offered his secre-
tary's services 1n helping keep books. The arrangement has
workedYWell, and the.support people now call her.

° Close'cooperation with the purchasing and accounting of-
fices paid handsome dividends for a ph&sics department at a
large state oniversity. foice personnel worked long hours *
tolmake possible acquisition of surplus industrial equipmént

[

and supplies at advantageously low prices —-- despite a state

law requ1r1ng compet1t1ve bidding.
'o The Job of working with support people has been delegated
in.a few departments to a staff member capagle of acting as

a buffer between them and otner faculty members. ("Where ‘there's

a»conflict I tell complaining,raculty to just stay out of the

way and let my director.handle-the problem, said one chair-

man. ) o , 7 . BN

@ Other suggestions were that departments '‘post pictures
. . iy

3

. 0of support 'staff members, hold informal luncheons and brief-
~ings for them, and make ‘a point of commending people for jobs
well done. I

° A favor returned is never amiss. At a-university~wnere
the 1ndustr1al arts department does much work for the science ,
departments, soience-chgirmen joined together to secure and

pay for surplus materials for the machinists.

v'éﬂgg
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The Chairmanship: How Long and-What After?

4 -

X
.

How lohg,spould-a‘chairman serve his department? ,Shouid1
. hg carve out a permanent career as head, ;etu:n to the faculfy.
 or\§trive.forva highér post in the administratien? These and
otﬁér'queétions_were raised during the final session of the
1974 conference fbr science department cﬁairmen atvpublic in-
stitutions. | |
On tHe sUbjeqt of the chairman's longevity, an experienced
‘leader suggested it takes a ysar to get a good undgrstanding
- of the 5ob, and thét effectiveness increases over three years.
An appointment should be made for a minimum of five years,
gndirenewed'with faculty apprdval. TIJd be happy to see a
chairhan serve for a iong.time if hg is effective," the léader )
noted,'"while giving him ppportunities to develop."
’.L Definitely not gecommended’wére short tenures of a year’
-- a period not long enough for a-re hairman to begin to
function. |
And whaF ofvthe chairman's aspirations and goéls? Among
questions asked were whether or not it was true that "one has
' to move up in fou;'yea;s'or be passed'over," whether "one has
to move because it is felt he would make a good dean."
Although it is,dangerous to generalize, the old "up or
out" philosophy was debunked By,a,conference leader who sug-
gésted there are highly effectivelchairmen who would never
make'good university presidents. From the chairman's point
’ af view, perhaps the best clue is whether or not he continues

- @éﬂiﬁ




“the leader, "st on."
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%o‘fiﬁd the job exciting. . "If ybu;fe riding a high," ocounseled
Returning to the faculty maf{also be difficult, it was
po;nted:outf . After a long period as depéptment‘head, one must
somehow assume a former rolé and eschew the temptation to of-
fer advicé to the new chairman. "You can do it," said a par-
ticiéaht, fbutvyou have to foréet,héw you ran fhe department
and let ghe new mép make his mistakes. My’ﬁredecg;sof, chair-

man for 20 years, has done very well at it -- I have to seek

him oﬁt." ‘ab _ \

A return to tné\iaculty\aﬁter a lengthy period as an ad-

0" . . L]

ministrator was seen as likely to pose even greater problems °

. . \ . . \
(although, it was pointed out, most institutions do give such

- people sabbaticals for review and ngreshment). "Perhaps hap?

piness is achieved," commented one chairman, "by simply avoid-

ing the ultimate promotion."

A decision to strive for a higher administrative poéition
usua}ly means giving up research and teaching activities.

Will the individual find substitute satisfactions (to qhote’

one administrator) "in making things happen in academe?" Will
such compensations be sufficient over the long term? "There

are more and more trade-offs as you move up the administrative

\

ladder," said a conference leader. "It's.an individual deci-

sion in every case, and it's hard."




