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It was the purpose of thls practlcum to better dellne the -g,f¥5'

_respons1b111t1es of the departnent chalrperson.f E& was belleved_';'
by many~tha¢ there was,a need for. clar1f1catlon of the Job def1-

' nltlon of the BuS1ness Departnent Chamr%%rson at Castleton Statef

_————q._
.
’

The f1rst procedure was to revaeﬂ the 11terature in: the'area

of orpanlzatlonal.structures pz academlc 1nst1tutlons and other REE VY
9 . " S b

-"pertlnent research done in’ thls area.‘IAfter'the reV1ew of th1s

l' - Lo

;llterature, the key 1ssues and problems of orcanlzatlo al - structures
and ]ob responS1h111ty at astleton State College werew&

‘ev1ewed by
ﬂ_1nterv1ew1n3 key faculty members and adm1n1strators.g The current
pjsystem was also rev1eWed by uslnCr the followlnv documents. Castletbn

:,~State Colleve Loncr aange Plaﬂ, Castleton State Colleve Facultx Hand~ ;:}
T _.__.;._

Ec book, and The Avreement Between Vermont State Colleves and the_-g;

\

LFacultv Federatlon. By comblnlnr the resear&h and “the current

rganizatiOn problems-that~were;perce1ved at CaStletoniState Collec_,'~;
. . . .. . . s, . . . . . . / . . :» o i )
'-the r°searcner develdped\in al ternatlve Jstem based on the evalua_lon
7of several factoys, These factors are presented from research and :

’ffreconmendaflon by faculty and admlnlstra%ors at Castleton State

fCollece.; - 'h'~i\ S -3':%**f“{f#[f f5’~’gﬂ‘%f S o\
. . . . cL ‘ . 5 . »‘ o N . . .
It was: the feéﬁlnv ol th1s drltPP that the departmental chalr- %w'
. . . /(.‘.'._’
: quersons straqtureﬁfhat eX1sts at Castleton State Collene 1s a System .
' : . L e L R o
o S T e . SR
RS R .
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brobWem was that there was no real ]ob descrlptlon for the department

L.
/'1

_,_;f chalrnerson. The s%udy recommends constructlnv the d1v1slona1 d;rector

';'whlch establlshed m1dd1e management to better delecate authorlty from’

vl > . N

..-the centrallzed sttem at the deans 1eVe1 to the departmenb chalr _Jf-
rrersons. The real reason for developlng a structure was to develop

a 11ne of authorlty that could functlon from the deans offlce to

f

denartment cﬁalrpersons. The recommendat;on was tq’stre\gthen the

department chalrperson to an effectlve department chalrperson and

°

, 73
N _to establlsh m1dd1e management d1v1s1ona1 dlrectors. The recommen-/

,datlon establushés a comblnatlon of these two systems whlch could

'}be used at Castleton State Collere by taklng the beneflts pf B

4 deTévatlng 1¢nes of auth6r1ty3@ rm;the:deans dffice‘tdfthefdirisienalﬂf'

Y

-dlrectors and then furt erlnv tiam;llne4of authorlty to the - depart-.

4-iment chalrpersons. By keeplnu epartment chalrpersons we - 1ntegrate_',

the 1dea that/de01s10n maklng should and is best,made;at the;level

where it w111q%e 1mp1emented'?t'iéontroliedﬁfumAfat; - ‘f——f*‘ﬁt

Dutles of Denartment Cha1rnersontb1~ ;4':7 ' ;  , ' m }' ' (id
;?rﬁlf Underﬂraduate and Graduate Currreulum_DeQeiepment; SR

3.'. Cél.asszﬁo‘ -Assv"m/ent A. | & o .' B iﬁ : ]

'Dutles of Admlnlstrator“ (DlVlslonal Dlrectors)

"

. T. anaaement of new faculty - (Adgunct-ana Fu11 t1me) A
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‘ {INTRODUCTIog,' ﬂ.;;_.;vg ;\T.téf 53,:f'*jfﬂ{,“ai-’“'ﬂ“ .
The maln purpose of th1s pract1cum was,toﬂclarlfy ;he JOb l'* '

def1n1tlon of the BuS1ness Department Chaxrperson attQastleton :'“'

l

'; State College.' It had become necessary to be. "5‘ef1ne the *;; \

i;[vrespons1billt1es of the Buslness Dﬁpartment Chalrperson as,a resul

) . K

of student enrollment belng excess1ve 1n th1s areT and addltlonal :
. } R ‘ . LA
a&mlnlstrative respons1b111t1es that:come as’ a resplt of thlS '

?

q .
;~ *enrollment.. It was necessary to: deve op alternatﬂve forms of

< o, i

i organlzat -structure 1n 6rder that-the‘respon31b111t1es of the

adm1n1strat10n and the department chalrperson be better def;ned
w1th1n Castleton State Collé(ge. TR SRR RN \

"\j Admlnlstratlon dut1es belong\to the Academlc Dean and other

adm1n1strators (Gastleton State College F%culty Handboo 2 p.37'

(',Thls llne of respons1b1l3ty, however, is often hard tb draw between

ean, eSP"'Clally When ‘the entlre system is- i

R

The questlon is also rayééd of whetber the chalr-:

person can afford no’ to play a second rolelox an adm1n1stratorn'§ﬁu

(

‘or adm1n1strator. ,j : . 1‘

It 1s qu1te olear tnat ne1ther\$he faculty handbook nor, the

»'contract deal sufflclently w1th the problem of excess1ve work loads.

The contract by glVlng one course release t1me Eo faculty chair-,}i'*

- fpc soqs snggas s that the work lqad of admlnl tratlve dutles Nould

\

‘@ . ' . .
beequal to teachlnd lﬂ nreparlng one courses ‘Thlss however; 1s .,-QN



: course release tlme.

: 4

P

strdcture as well as uslng the Casfleton State College Long‘Range

'used was the 1nterv1ew method Wlth several ke

g T . 9 N L4 AR oo e
AR . PR i .
. C

‘not the case ln relathonshlo to tne Buslness Deparfment Chalrperson.

'J'wThe admlnlstratlve dutles far exc%gd the‘equlvalent of bhlS work

7fﬁjcha1rperson shouldéhave an equivalent work 1oad as to equal one,'

.h1s, however, is not the case w1th the

;;Business DepartmentJand as a’ result the department chalrperson s

To glve a brlef descrlptlon of how thls stud was conducted ﬂ

the flrst step was to analyze the lltenature and research the area
>

“on: organlzatlonal structures .of academlc 1nst1tutlons'*

.‘ S «,;\ K] ~ v

.-. 1mnenet1ve that the researcher look at the _key issues to the problem

l

that ex1st at Castleton State College and its own organlzat}onal

Plan, Castleton State College Handbook land the Agreement Between

Vermont State Colleges and the paculty Federatlon. Anbther vehlcleﬂ:ff*

—~

admlnlstrators. ThlSiwaS also 1mportant to the 'uﬁy because of

v

"College. The’next step 1n conductlng thls study was tO‘anEIop an j

L

faculty members and .

"ffload,, One may 1mply by read:ntr the contract that the department- .

= rth—thls-lack of JdE descriptlonj".'

e

It was thenvlf

PR

f;past organlzatlonal structuressthat have ex1sted at Ca tleton State -

_falternatlve to the'eiiztlnv system based on research and attemptlng |

" to determlne its 1mpl entation.’ To follow up i

;ithe study was to be presented as a flnlshed produc,

) channe for tme Pres1dent of Castleton State Colleg .'

1mplementatlon
to propose the
The study was



Ldbu51ness depaiﬁpant 6f whlch the researcher is.a member.’ Thi'

Immedlate need is the result of hlgh student enrollments‘In the d

% - “,,

{area of buslness in the past few years whlch‘has caused" som?

». ~»

iproblems in’ the area of respons1b111ty overlap between the chalr-
.

w~ K

_person and admlnistratrpn.ﬂ Itcls agaln the purpose of thls,
Rt

q
‘ :

-

"practlcum to a11ev1ate th1s problem by developlng a proposal or

'alternatlve organlzatlon sp that the responslblllties of: both the

< K .

_department.chalfperson and adm1n1stratlon can be better deflned

as well asideveloplng and deflhlng the organlzatlonal structur
: .

between these two areas. Yoe e _‘,"‘
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5-..'-2':_11 BACKGROUND AND-SIGNIFIGANCE = s

The respon$1b111t1es of faculty were outllned 1n~the Castleton

v,!n

"klstate College Faculty Handbook based ‘on - the assumptlon that “the "

'chalrperson 1s a faculty member. Ihe folloW1ng 1s a job descrlptlon
! ' Ay
-xf§gm the faculty hahdbook.' Thls 1;£one§of the)written attempts

x .t def1ne the ob;ectxves/and respons1b111t1es of a faculty member L
at Castleton State Collegec _ -:T_ -y_v’ S - g_\}:
, At Castleton State College, a. faculty members
responsibility- encompaﬂ% a commitment to - .the students,
the ‘college, the academic d1sc1p11ne, and the profes- -
s on. The major- respons1b111ty lies in the role of.
tructor and adv1sor of students, ‘and membershlp of _
.thls’faeulty should i ly .2 primary interest in students
-and . in teaching. A comhitment-to the college,’ disci-
;pllne, and. profesS1on is only a s11ghtly sécondary = .
S respons1b111ty and among other thlngs 1mp11es the role'
o sout . of active part1c1pant in helping to give d1reptlon o

... the-quality of service to)students and the fut N
',aﬁ"{developm§h¢aof the college. Because Castleton tate '
. i Lollege is state institution ‘there i% also a commit-.

17 ¢ ‘ment to the people of: Vermont.- (Castleton State College
y #*5 Faculty Handbook, Pe 3) . \

Under thls Job descrlptlon, the cha1rperson must flrst 7
.h lconcentrate on hlS major resoons1b111ty of a teacher ' If. however,
;,wi‘financ;al resources is a problem W1th1n the 1nst1tutlon, pr1mary
virespons1b111t1es are to be sat1sf1ed f1rst, before creatlng or

deallng wdgp other commltmentss The cha1rperson.1s def1ned as a ’_

Y

\av’teacher and advlsor f1rst. . _' v_'_ ;: o

v Adm n1stratlon dut1es belong to the academlc dean and other
adm1n1strators (Castleton State College Handbook, Pe 3) Thls 11ne

';_ of respons1b111ty, however, 1s often hard to draw between the
cha1rperson aEd the dean, especlally when the ent1re system 1s -

v A
. i
understaffed. The quest'op 1s also ra1sed of whether the chalr-' C e

o

person can' t afford to.plyy h1s second role of . adm1n1strator w1thout

dolng damaﬁe to the progra as a’ whole. All of these varlables help '

. " . X : -
L. - . . . e
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to create the problem of how the Job descr1pt1on is def1ned and

o

-how the cha1rp rson sees h1s posltlon, as a teacher or adm1n1strator. -

Th1s def1 1tlon 1s also treated in the agreement between

B

LAlthough the depa tment cha1rperson 1s not def1ned under Art1cle e 3
XXIX, Workload, one, can see the 1ntentlon of the release t1me of
' \Vne course per semester as an 1nd1catlon of the probable load o}\

respons1b111ty that 2 department cha1rperson is. expected to have.J
. .

Any greater respon51b111ty would«be cons1dered to be "exces31ve"

-i under the contract._g "’, "u

o
\.- .0

, : L 3
S Vorkload \}adulty of the colleges shall not "
-~ - be required to teach in excessive numbers of contact: o
. hours, assume as excessive student load; or be assi ed .
: an. unreasonable schedule, it being. recognized by the =
“parties that the faculty has the responsibility, among
. others, to Je available to students and to assume | L
-normal committee as51gnments o "In maklng assignments, T
=~ due cons1derat§on shall be given to time devoted to non o
jcurr1cular activities such as coachinﬂ »* direction of
- student teachlng -and independent studles, adv1s1ng
. student’ newspapers and dramatic Or music production,
and directing athletic nrograms."j‘"Department Qeads i
w1th 5. 0or more members in a department shall be. assigned - . °
- one less course per semester. then faculty average- for
. that department -head witn 3 .or more members in g
- technical depdrtment shall be assigned one less course
- per semester than faculty - average for that ‘persons .
. department. (Agreement between Vermont State Colleges -
'and the Faculty Federation: p 30 ). .

Q

It 1s qulte clear that nelther the faculty handbook nor the"j.
- contract dealS sufflclently with the problem of excesslve WOrk-

_ loads.‘ The - contract by g1V1ng one course release tlme'to thegw

\

Jfaculty cha1rperson suggests that the workload of adm1n1strat1ve3

e A

' dut1es would be equal 59 teachlng and preparlng one course. Thls“

kY

i however, 1s not the case in relatlonshlp to~the bus1ness depan&ment

.'cha1rperson,; The admlnlstratlve dut1es far exceed the equlvalent e
' ) e . é

T




foftthis workload.: One may 1mply by.readlng the contract that the
-rdepartment chairperson should have eeulvalent workloads»to equal

e

' one course release t1me. ThlS howeve§~ls not the case w1th1n the
~bus1ness department and as a result, the’department chalrpersons
JOb is’ one that 1s not wanted. :;;ffk’ '2 "" : R
In a study by Thomas L. Weaver on "A Proflle of Faculty
Admlnlstrative Perceptlons of a Colleges Governors Characterlstlcs;ﬂ
. perceptlons of what takes place at the college were surveyed. Top ;,-
: admlnlstrators response showed conS1stently hlgh poS1t1ve percep-~
tlons of . 1nteract10n, dec1s;on maklng, communlcatlon, leadershlp, L
| motlvatlon, and goals (Weaver~ p.22) Responses of other admln-'i
‘1strators resembled those of faculty in all but areas of interactlon
and communlcatlon, although other admlnlstrators tended to a more o
posltive perceptfon than faculty. Faculty perceptions were f _
d1st1nctly more negatlve 1n the -‘area of 1nteractlon, declslon maklng
and communlcatlon. and in certaln areas of leadershlp and motlvatlon.
* A more’ partlclpatory governance model was recommended to enhance':
faculty/admlnlstrator relatlons (Weaver: p.27) Because of th1Sr;,{J
. difference of perceptlon between admlnlstrators and faculty membersA
and thelr 1nvolvement 1n governance, it does create a problem of
cooperatlon between the two factlons. The ablllty of a faculty
member to be a. department chalrperson is hampered by dlfferent .
7 outlooks of Job,deflnitlon and abllity to reallstlcly functlon ﬁ'
Withln the organlzatlonal structure., It is for thls reason that
the Job def1n1tlon of the head of the buS1ness department at
Castleton State College was further analyzed and deflned and all
| optlonal structures were explored. S l" ’1t”‘,‘

’;
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In the Vermont State College Contract, the cr1ter10n 1s not

*set for add1t10na1 compensatlon for the head of &he department. Iﬁ |

»

a art1c1e by Curtls E..Taylor "Settlng Admlnlstratlve Salar1es

}‘9 factors were 1dent1f1ed thatwere common to all adm1n1strat1ve

:}posltlons. The cr1ter10n used were tota1 years 1n current p031tlon,?

'tota1 certlfled experlence, h1ghest degree earned, cred1t bevoqd 5fl
» R S T
z.the bachelors degree, number~of months worked per yearu ﬁmtra :

' hours per week requlred by the posltlon, 1eve1 of management .}A
d;responslbllltles, and. effectlveness (Taylor.~p 18) . Each factor‘
:has a potent1a1 p01nt value, and a computer programmed determln;s

the p01nt value 1n terms of dollars. Thls type of alternatlve ;
:system could be estab11shed as a means to evaluate the role of
.the buslnessﬁdepartment cha1rperson and could result 1n a. more lT‘,f-
'equlble bas1s for additi nal c0mpensat10n (Taylor: p.19) }"p'%a
o A study was undertaien 1n the spr1ng of 1974 to evaluate the //c
'effectlveness of the adm1n1strat1ve structure of the 1nstructlona1 B
,program of East Los Angeles College and to- make recommendatlons
| for chanve. Both the survey and the sea:ch of the lnterature "
ed1sclosed a market preference of 1nstructlona1 adm1n1strators for"l'iﬁ
a d1v1slon or a d1V1slonal department structure. Recommended .

1nstead ‘was a, group of the eX1st1ng departments under two or. three'
vasslstant deans. Each of whom would be g1ven a 11ne of responsl- |

-

'b111ty for,"11m1ted and spec1f1c functlon and ellmlnatlon oﬂ the'

) - ‘L

1s10n as a senarate adm1n1strat1ve ent1ty. (Smlth: pg7)

fevenlng df
Thls type of a system Would very well f1t 1nto the Organazatlonal

structure at Castleton State Collece and would take away the burden ‘%f

of some adm1n1strat1ve responS1b111ties £rom theﬁhead of" the\ji‘ s

-

;department.: Thls_#lves the head of the department mor"tlme;for |

B < L . . J




the development of the programs, currlculum, and student asS1stance. s

PP .

'"” Sm1th (1972, p.hO) states the 1ack of a clear deflnltlon of -.:

" 4 -

| the chairpersons\role appears to be a maJor Problem in confrontxng “mh:

Communlty Colleges: Department chalrpersons want and need role:7c

: claSS1ficatlons. As managers of human and phys1ca1 resources,..

5" ‘a : L

chalrpersOns are called upon to res01Ve constant confllcts between

organlzatlonal levels, to dlrect the depan¢menta1 sub-systems, and

' to coordlnate external departmental requlrements 1n organlzatlonalalf}"

_‘ Ve 'o" i . . . . ‘0

_ resources and nee _u:'=:rgi_~._~ ' CoT -Q

y

Tlllery (1970 Ed 061931) 1ndlcates that across the natlon
_ about 1/3 of the colleges are organized on the basls of departments Qﬁ?:
only, It 1s apparent,\however, that tradltlonal department

structures/are in for con%lderable change. In general, thlS‘_ ) o

apbarent trend suggests e1ther gggater consolldatlon of the several
flelds of learnlng and communlty colleges or new efforts of - = 417.'

coordlnatlon across existlng departments by grouplng them 1nto '
. . . o o . N
1arger d1V1s1ons. S P R LIE o 0

Increa31ngly, Tlllery (1970q Ed 061931) 1n his study found o

O }
.! that most pre91dents be11eve there would be’ a reductlon in the
‘ s

degree of respons1b111ty delegated to departments where colleges

S

-:ﬂ ;'—;..'.‘z?

reorganlze.;.‘fﬂjg“ - | .
g h There appears to be two models\of department cha1rpersons o
performances 1. The cha1rperscn as. a representatlve of the depart-‘.~
ment. 2. The chalrpi{son as an admlnlstrator.v N1coll (1971: pg.82)

SRR AR
Y prov;des a good analysls of these tWo models. They are presented




1\”./»\ ) ‘ - . R .. . .:. - . "n.r . ) ‘ e

/h State C°llege ha e experlenced therefore the models have dlrect )
1mp11catlons for th1s practlcum. v P o o

The Re;fesentatlve Ghair'erson.' The ult1ma;Z representatlve

of this model is the chalrperson who 1s elected h1s peers.v Th1s -

chalrperson is "the-}wst equal among equals" (Lombard1:l974 p 33)
Th1s model domlnates in b year colleges and un1vers1t1es. The
representative chalrpersonlfé charged to pres1de over collectlve .

dec1s1on making, to admlnlster the". departmént 1n the faculties'

8’ -~

‘_ name, and to represent the department and the1r 1nterests to thef

v adm1n1stratlon. In. th1s model\accountab311ty 1s to the faculty and
e not to the admlnlstratlon., S «;”'vﬂe) .
- ] . ., ‘ .- - . .
' The effectlveness of the representatlbn type of cha1rperson \-, v

rests heav1ly w1th the style 1n wh1ch the dut1es and/respons1b111t1eS-:
3

are performed however, if respons1b111t1es and tasks are poorly
-f def1ned confus1on results because there: 1s 'no common set of*values' .
as accepted by the department faculty (mebardl 1974 p 390.
Lombard1 further polnts out that thls chalrperson may appean,to be:y
’ unrespons1ve to tasks because h1s value comm1tment 1s to another
set of values, and he may be unable to accept an admlnlstratlve Tf;"'h
- assignment,' Therefore, 1t 1s hard 1f not 1mposs1b1e for the .;.T
| admlnlstratlon to hold representatlvé type of department cha1r-
person accountable. Th1s polnt 1s the ult1mate confllct in the-ﬁ&n
N representatlve model for “the leg1t1macy of any adm1n1strat1ve o ”;'
"system rests on the degree to whlch adm1n1strators can be held |
| accountable to there superlors (LOmbard1:l9743p 39)} |

*he Chalrperson as Adm1n1strator. As 1llustrated by Evans o

and Neagly (1973 p.222) the department ehalrperson serves as the
' llnk between the faculty and the dean. TheIJob 1s_a-d;ff1cult |

e T

f
A




'and an adm1n1strator. bgpartment chalrpersons as. adm1n1strators

: 4re appo 1nte

l'embarrassment and w

‘t1me teachlng\iaculty member. '«' 5.f{.“"

.and characterlstlcs. They should prov1de effectlve 11a1son~~

_should be 1eaders 1n ma1nta1n1ng a vital and - educatlonal sound

department program. They should be models as teachers and

'Vone because the cha1rperson 1s both a teachlng faculty member

UV; equentlyJOn_a-year,topyeargbasis bylthe bdérdabfl'

) \

'htrus,ees. The app01ntment ‘is an asslgned one, and a chalrpersonvj

9. .:-'-,

] . e, r
' may_r A h1s admlﬁistratlve asslgnment as chalrperson W1thout

hout preJudlpe to hlS future role as a full’

R

| Welch (1971» tpg: ,31) suggests” that the role of the fJ.rst llne

admin strator is a nebulous one and 1n some 1nst1tut10ns they are

‘elected and appolnte& by the adm1n1strat16n and 1n some 1nst1tu- (3

.,‘

'tlons they are class1f1ed and are in fact second llne admlnlstratorsf

-

and others they are llttlg more than lay teachers.' _ h"";.'T '.‘ ya

o

~ In the cha1rperson aiﬁadm istrator model, Lombard1 (1974 p.39)
d scr1bes the cha1rperson as an\admlnlstrator app01nted by the~
college admlnlstratlon and d1rectly accountable to the: adm1n1stra--'
tloA/;or the performance of all dutres ard . responslbllitles :

.

performed. The chalrperson as an adm1n1strator represents the'

'

-admlnlstratlon to the department faculty rather than representlng

_the faculty to the adm1n1strat10n.

Chalrpersons normally have the follOW1ng responslbmlltles

5between the adm1n1strat10n and the department faculty._ They

scholars, and they should be effectlve and efflclent adm1n1s- |
trators of the department mach1nery (Lombardi l97h:pg 38). : - .
Evans and Heagley (1973 pg.85) afgued that the best depart—

ment chairpersons are usually those persons with graduate work in

. | _ S s 7



."4 R

admlnlstratlon and extenslve teachlng expeJhence 1n a csmmunityf

: program and faculty plannlng. : ','u,‘*\£"'

)

0

- college. The chalrperson should be an 1ntrlcate part of the deans

vy o7
team and partlclpate 1n all declslons regardlng the 1nst1tutlonal 'é?ﬁ

&

In summary, the. department chalrman at Castleton State College

may be a représentatlve.or an admlnlstratlve cha1rperson. The _*f-

l \ .

essence of the d1fference between the two types 1s the account-~.
X

ablllty d1rectlon. .In : representatlye model the cha1rperson'

',1s accouhtable t"the department faculty and the admlnlstratlve _J—f~f*

~Ge

model the chalrperso%§1s accguntable tofthe adm1n1strat10n.,,*

LR a
- At Castleton State-Sollege the organlzatlon*recognlzes ghe

-,

adminlst;Ltlve\model. howeveni 1n terms of beh 1or and .in -

different degrees the cha1rpersons~perceive representatxve modell.’.OKE

as the 1de;i4mgde - c sequently, égﬁfllcts 1n management ahd :;lﬁxf.

personal styles have exlsted for some chafrpersons because of ‘;_ vjﬂf
| local env1r€ﬁmental factors aqd polltlcal env1ronment.¢iﬂi~}r,,,f"

department has on college governace: however, he ‘saw the 1mpact

Blomerley (l97l=pg 38) also recognlzed the 1mpact that the

‘ as p031t1ve slnce faculty members were able to 1nteract and make o

- declslons at the department level .on. matters that most effected _;‘ T

them. Th1s slgnlflcance of'Lombardl and Blomerley posltlons for
th1s practlcum as that the dep rtment chalrperson must balance,
Often most d1ff1culty, between department;level facylty 1nvolvemente-'

and declslon maklng,.and admlnlstratlon expectatlons. TheVablllty

| to effectlvely manage the department depends upon the cha1rperson

be1ng able to promote broad faculty 1nvolvement and part1c1patlon

| whlle at the sam7/t1me meetlng the expectatlons of the cpllege fff

admlnlstratlon and the governlng body.




".‘j :

Another aspect the department chalrperson 1s the potentlal

.;of compartmentallzatlon qf 1nsuructlon.‘ Morphet, fohns, and

',Reller (1959 pg.Zul)‘:laTm that over the years aepartmental

J_organlzatlon has been subgected to considerable crlticlsm. It has

‘idcontributed to the mf‘ntenance of 1nstruct10n Wthh was not

' some colleges 1t has: seperated the

~Mthe“'Embers of whlch have llttle understa

Q{State College Faculty ﬁandb&ok nor delt

_that nelther the Faculty Handbook

.

a to the stated purposes of th college.< In

af£~&n —type—compartEEEtsj—-—__

P

A ‘ .
departments are doing. At tlmes 1t has reeulted 1n the neglect

S

of- needs of stugigts who dd@not 11t lnto the purposes of respec-_"‘
s. . . . . W ) ) . T C

”tlve department

The peed for- th1s study was qulte ev1dent—at Castleton State

. S
College because of. the lack of job: descrlptlon of a Department

5Chairperson. It 1s not outllned clEarly Zféugh in- the Castleton ";

th at conskferable length'

‘under work load 1n the Agreement Between Y;rmqnt State Colleges\¥
'and Vermont State Colleres Faculty\g:deratlon.r It is qulte clea

)r the contract deal sufflclently

[

] with the problem of excess1ve workldads. The contract by givmng

'equal one course release tlme. ThlS however is not the case in

lcourse release t1me the faculty cha1rperson suggests the workload

'of the adminlstrative dutles are equal to teachlng ‘and preparlng

"“Q

one course., Thls, however, is not the case 1n relatlonship to

the buS1ness departnen hallperson.v Iu 1s the feeling of many T

-,that the admlnlstratlve ‘duties far exceed the equlvalent of th1s4"

work load.. One may 1mply by readlng the contract that the

'department charrperson should have’ an equlvalent workload to 'ff_'

LM

“t



the business departmgn” and aq a’ﬁésulkijhefjob'isnane that 1s-.

anot wanted.:.Thié_éf ;has hdaqgreat value to Castleton State e

f';Colleae because 1t

v 2

'tlve systems\?f organlzatlon for the :v‘

 1mp1ementat1on o admmnls ratlve responsxblllty,‘_u';

,chalrpersons and admlnlstratlon. ThlS practlcum
-
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5 111. PROCE‘bUR’(— R T L S
The procedures tnat weze followed 1n th1s pzactlcum were
y structured for tne purpose of the. development of a proposal to tne

\ (]

‘ Preoldont of Castleton State College. ThlS prouosal dealt w1th the N

-_orcanlzatlonal strﬁcture of admlnlstratlon and would be used to

ot

l_suggest—changes—for*better—admlnlstratlve effectlveniss. ~The~'i

follow1ng piocedures to be followed were.r.::‘ . . .

1..-The evaluatlon of 11terauure 1n the area.of orvanlzatlokal_;
'.ystructure of academlc 1nst1tutlons was . reseaLcnéd.; | .

- .:“fé-nghP detogzlnatlon of e key 1ssueg.to the pzoblems that

| | '“o;ex1st at Castleton State College and 1ts organlzatlonal a>

] “‘structure was researched. The evaluatlon of the’ %ugrent

) system was dono by u31nﬁﬂthe follow1ng publlcat101

kL .
.a;'fCa tleton otate Colleg% Faculty Handbook. B : Lo

"l b.p Castleton State Colle~e Long Range Plan. . f" Vo
A . “ ? EN .
~mc,>'Ag1eement Betwecn Vermont State Colleges and the »
‘Faculty Federatlons.‘- o {"_-_,- ~'_’f".~4 _
f;, Also s1x (6) key faculty members'were 1nterv1ewed. Thesev -

. ;ndlvlduals were chosen because tney were\all exposed to “the®

r/ N A

w.d1v1slonal d11ect01 syEt,e'n of 'the nast and the cunent deualtment

[ ‘e ‘

.‘qysten.> The data collected was also. used to evaluate the current-

- system. quggestlons by these 1nteIV1ews were used to construct

i B3 )
”:tha recommendatlons for change to uhe Pres1dent of Chstleton S ate

-

current or an;zatlonal structuze based on the resoarch and datgﬂ\

collected.'

,5W; U;‘ The.. lasthproceduze was to present %he pzouosal and reCoﬂmen—

datlon;\to the Presldent for conS1de1atlon. This. step 1ncluded a .

'-nersonal 1nterv1ew of 1ntzoductloq and plesentatlon.

-

15



o IV LIMI”ATIONS gvn ASQUMPTIONS 'af{a:f S ﬂ:' o

at 2 Lo

o }fi Because of the llmlted amount £ 1nterv1ews taken and the fact
~ /
‘ f

< /

h qtate Collene, the sample data rece1ved may be less than desir
" ‘.‘/. -

As,a result the recommendatlons to the Pres1dent are 11m1ted to

am o e ; ';,

those thai_took—nart—ln“the 1nte}v1ew1ng process.,b : :¢;_°
_" The researche\ also assumed that there was, a need‘for such :
reconstructlon oﬂgthe orvanlzatlon because of the current workload
'.oﬁ the denartment cha1rperson 1n the profess1onal areas. These
assumotlons were based by the researcher by ob\ErV1ng the depart-
ment chalrnersoa W1th1n‘the bus1ness dgpartment from 19?6 to 1980.
| To venerallzeebeyohd the Adm1n1strat1ve structure of Castleton
-“1State 0011eue‘§ay n6/'be deslrable. The recOmmendat;ons to the
. Srqsldent were un;quely deslgned for the~current sjgucture at
\Castleton atate College. Udless s1m11ar cmrcumstances @Xlst a@
.gnother 1n°t1tut10n, the recomnendatlons of thlsé'racticumris b;{ -

llﬁuwed o r‘astle*l;on State College. ¥ﬁ- (jf}

. y 5 bt
, each department cha;rperson was approx1mat’f& the sam Th1s was,‘

no+ the case fron the. data collected by 1nterv1ew1ng 1n the system.
. _.)’

N : ¢ . .
‘}Thls w1ll effect the credabllltj of the study~because of the‘ L )
X s ‘
varvables tqé ex1st betwéen deoartmentsv student Workload, number

g\
—of faculty, adm1n1strat1&e-reSDons1b111t1es, ‘number Jf courses,
f?onth of debartment, etc. *%ﬁ: '__;F‘“,,;; el
. o . S 4

_ . A e
o N o)

that all were taken by 1nd1v1duals/currently employed by Castl:zj .
e,

)

i



© The primary results of tﬁ'“’ act:Lcum wa's' deduﬁted from the”,

_— ~

_.procedures of'this practicum; The analyS1s of the llterature in o

the area QT rvanlzatlonal structures for'educatlonal ;nstltutlons

e

-l

_;L'»-was conducted—and treated 1n tne backdround and 81vn1f1cance'

s « IS < NN

- sectlon of tth oractlcum (Procedure J1). j Thls-research was used
to evaluate Plndlnas of the effectrveness of the department '-‘f &

" . ’ ) " ) .“
' chqlrnersons and d1v1sronal dlrectors. E I S w‘f'

A look. a:)the key 1ssued to the Droblems that eflst at

. ° . «“'f}‘ .
Castleton State College and 1ts orcanlzatlonal structure was . (f

c'nducted.' The referencedJ}o\tne Castleton State College Long»
SR Ranfe Plaz7 Castleton State College Faculty ﬂandbook;\and the 2“.:".-
Adreement Between Vermont é&ate Colleges and the Faculty Feder—_

el atlon were. al} treated in tae\hackvround and 31mn1f1cance sectlon

- R v olﬂ
of tﬂlS practlcu" (Pfocedur@fz).- ﬁuﬁ'g, e :pgt; wn e o
' : N TN
-,f?: The last procedures to be conducted was t0 develop an alternative

*

to the existi Q’“ﬁygten ba%ed?on the*research.}'In kooendlk C of the
PR
factlcun the’ wrlter 1llustrates the document A Reoonmendatlo”'far-'

'_'neorsanlzatlon of the Deoartmen+ Structure at‘Cdstleton %tate '?*3

\_,,' . -

oolleu°< Proceudre 2, Tecnn1Que13) ' ThlS product proposal was a’

recommen‘ tlon for chanre and rresented to tne Presldent of

-

C"Stlp‘ton q ate COll’eve. '\e

P

Tt 1s qu1te clear that nelther the faculty handbook nor the

Coe
co:;zaot deals sufflclently wltn the Droolem ‘of excesS1ve workloads.
/.

Th contract, bv ’rlvln’r one-course release tlme to the faculty

chalroerson, su ts that the workload of admlnlstratlve dutles

4 A

153 Jould be éanl to teachlncr and Urepaqénv one course. ThlS, however,

1s not the case in relatlonshlu to tne bUaneSS department-chalr—“”

oerson : mnc ad11n1strat1vc dutles far exceed tne equlvalent of thls

\'~ o R . e ) . . .
’ 4




IR ‘ : \

'workload, Oqe may 1mply by re adlmr the contract that uhe depart-

._'ment cnalroerson snould have equlvaleat workloads to - equal one
- . i

_ Lo
course release t1ne. Thls, however is not the’ case W1th1n tne
,buslqess denartment and as. a result, the department chalrpersgns'

JOb 1s oﬂe that is not wanted. T 'ﬂﬁ,' S -

°
.

Co The lolloW1nv are. questloqs used 1n the interview_process add:
- then tabulated to oroanlze the data.i The follow1ng table is a

sun mary ol the answers to these quesflonsn, A more 1ndeuth answer

ﬂis_ n follovuncr thls table to s”pport bhls data W1th addltlonal

L -

;,comnentsﬁand explanatlon.f o ’;' o . T,

LY : T @

”135-Afe department chalroerson s workloads excesslve due to

- the. ad“rjg’tratlve resnons1b111t1es° | f_"_’,; -
. o B o
2.. Do vou¥feel that a one course relea e tlne is’ suftlclent

. R B 1

1comoedsatlon or thls addltlonal workload%

-
3,_fIsteacherelfectlvenes hampered by th1s add1t10na1 work~~
“load oz belng‘departmen+ chalrper on° R S -;v“_,

'; . _&.’, dat erlterlor snould be used to evaluate a degartmental

)

nalroerson ‘to establlsh equltable compensatlon for the f,;

* . '_D081tion°.'

"s

5q~~dnat organlzatlonal strdouures ‘have you been exposed to ;

that would be a- oetter'system for Castleton State Collese
. ) .
6. 'Jhat 1s your posltlon about d1v1slon d1rectors vs.

to adopt°

-~
»

~department cna1roersons°

~

.

[




ESTION

—

"

4 .

rest

#l

%
pro-department
. chairperson -

Euling' }

. o o P
o

o

Yes in prcfessxonal

- areas’ -

pro-chalrperson

EﬁSon -

#1 {
. Yes; in nur51ng,a
Bu51ness, and Edu.-

ge e o

. pro-d1v1szonal‘d‘

~ directors L

aster

#l SRS
. Yes, in bus. ;™
educ., phy ed.,

4, .
1

Lack of Job o

-f:,lack of
| } descrlptlon N

Yeg, in yro‘e551onal
) I

e -
'.' .

l#z

#2

phy. ed., sc1ence

R AN

. Table I

Results of Inter 1ew1ng Slx Key Faculty Members

A}

Nd in bus., educ., i

o

o

' y
\

. . .
) Lo R ,
: \ -
o i MU
. f . .
’
L]

. ‘_‘

"”'"#'3 W s

i of_student:-'
maﬁor,'# of ;

. service students,,
j} #.of faculty

Yes . effective

chalrperson
for each
o depattment |

#3 ' ’#4 . #5
C# of courses, D humanltles i
4§ of student fine arts, -
" contact hrs, # of professional =
-mmmpam@,‘f‘pmwmnﬂml
Mot advising grps.,  and applied .
- accreditation burden - sciences, ,
abilities and strength,socual sc1ence
- of department | : o

BoH CoE
‘. Yes
-,Bmm%smdel &fﬁ

Organlzatlonal . bus.,; nur51ng
'l‘ skills, # of faculty educ, social
- accredltatlon burden, welfare
state responsrblllty criminal -
o natlonal organlzataons justice
; ¢+ & humanities.
,'~.§}Fv; - . soclal &
" v - natural sei.

. . v I'. ’ .
+ . ) " '
Y B
Bl ' !

om. #5
f‘Yes

fine arts,‘f
‘math, sci., .
Rursing; socDd
sc1., bus., .
“ phy, ed edua, ,

of faculty, ¢. of
students, class size -
- growgh of dept, .
adv1 1ng students
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K*#l S

Yes, in professronal
areas..

st

- T
36
. Divrsrcnal Dlrector

. i .' . [
. . . - e

7Yes, in professronal
programs (’ ¢

36 (
pro-department
.charrperson

t
o

No

v

Lack of ]Ob

descrrptlon

°

TS

Yes # of students;

R

"-f‘ggé_"# of students, # of °

* faculty, experience
in classroom, exper,
in career field, .

Business -

"Education -

© Naty sei o
Nursing and

condrtlon w1th1n dept. Phys. Ed.’

# of faculty,
budgetlng equrty
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q . : R o R
. R :

Soc1a1 Sc1
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. charrperson
for, each
department
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astleion State College .
L ,,:;'_[ .

BE Professor Johnson was a d1V1slon d1rector 1n tne area of ’
educatlon under the&system of dlvislon dlrectors at Castleton
1: “State College._ The follOW1ng are responses to the- questlons 1n

AT e
the 1nterview July 30, 1979".“;¢yr:~**

.'?’ ’

1{'- Are department cha1rperson s workloads excesslve due to
1{.adm1n1strat1ve reSpon31b111t1es9 : -

R Yes. Professor Johnson be11eves that in the career ,
;pprograms such as Nursing, Business, and. Educatlon, ‘there are’
¢ .'excessive workloads due to administrative responsibilities.
“"He.also félt that .the system was of a too democratic natures
. Too many decisions were. made: at the departmental level whlch
caused inefflclency g?d ( ’ .

“

eleaSe’tlme in sufficient .

i,fE;“ Do you feel that a one’
al workload?

= T icompensation for th1s addi'

. Thds depends on the department and certa1n varlables ,
- "such as-number of students, accreditation burden, number of
s . .courses and admlnlstratlve responslbilltles. :

B Some departments have so- llttle responS1b111t1es that

. .one course release time may not be ne¢essary. An alternative °
"'pos31billty pointed’ cut by Professor Johnson was to-allow -

6 credit release time for over. worked departments. and:2 ,
gcredits for: departments with 1ess of a workload. =~ . .~

% 3. T 1Is teacher effectlveness hampered by th1s add1tlonal work-
S ' load of belhg department chairperson° RS )
ot ) i A
N It depends on the 1nd1V1dual chalrperson.; If the cha1r-
R . person :is overloaded he may have to spend sevén days a. week
.+ to-aceotiplish his tasks. Professor Johrfson bellevedu however,
% .7~that the faculty chairperson has a first responslblllty to -
4 __the studentsuand second to the admznlstration. o .

b .
What criterlor should be used to evaluate a departmental
chairperson -to establlsh equitable compensation for the
Position° ;“j‘gv . .

i ' o e 8 h'f' -
wn l.- Organlzatlonal Skills . ' ' '

flos el 02, Number of Faculty et

R 4-3a; Accredltation Burden- - . .. .

oo - Be State Responsibility e »

e &5;' National Organmzatlons SRR S

_ . o-a V ‘? o ,
e T IR e




S to adopt?

5." What organizational structures have'you been exposed to -
' uld'bela:better'systqufor'castletoh_StateLCollége

L

~A modiﬂiéd@ﬁivisibngbirgctbrsgstéucturé._4F6r-éxamp1e£

o2
3.

' ;ﬁhafﬂis
~“ment cha

) 2 A A, e . T L .
,~aniness,,Nursing;jEducation,]Social Wélfare, .

‘Criminal Justice.
Humanities. -~ oo
Social and Natural Sciences o

L3

yoﬁf position:about*division;diﬁeq;ors vS. depart- <

o3

r]

R, e T N
’},:Tﬁ;-Div;slpﬁﬁdirectors Wbuldlhelp.consolidate the decisions = .

.making;prQQQSSEatithe adminiStrative'lgygl;ﬁjAlthbugh'there_ﬁ

‘°'would,bg~ﬁ¢§§ible“union;problpms.li$iis~ ‘A
C §qch-aiproposé1.‘”ProfeSSOr Johnson feels that the decision
"-j;WQuIdﬂbQ made at the central office.  Most reorganiZationf;;

ttempting;td_ratify-

.in_the ‘past has been made at the President's or Chancellors:

o office..

SN
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~ Dr. William Feaster = - R et
Academic’ Dean (1979) T :
Castleton State College T

Dr. Wllliam Feaster was a dtviS1on director as well as_' C
. Science Department Cha1rnengén under the system of d1v1S1on ' .
"7d1rectors at Castleton State College.. The folloW1ng are reSponses-

: to ‘the questlons 1n the 1nterview July 31, 1979.

1. Are department cha1rperson s workloads exceSS1ve due to
- administrative responsibilltles° L SR S
‘Dr. Feaster felt that there were three categorles to v T
be considered to determine the workload of adm1n1strat1ve_' o
_ respon81b111t1es for department cha1rperSons. o
Category 1l:. Departments having. 1ess -than five" (5) full—tlme
' faculty members have no release time. These departments
are not growing and with the exception of peak loads
(i.e« hiring new faculty, course schedule, etc.) have
very 11ttle adm1n1strat1ve responS1b111t1es.

‘Category 2. Departments that have more - than five (5) faculty Lﬁ
members but have an'adequate workload to Justlfy one -
course release t1me.t RS S - T

- vCatevory » 4 More active departments. (1.e. BuS1ness, Education,
Phys1cal Education, Science) that because of the number -
- of students and number of faculty should- have more - ‘eourse
_release time. . Dr. Feaster felt .that. the alternative. to
this would ‘be .to pay-an additional amount for adminis-
-'trat1ve‘work durlng the summer. - 0w

’ 2,'“"Do you - feél that a one course release time is sufficlent
S ,compensation for th1s add1tional workload° :

: Questlon 2'is answered in. questlon lodependlng on the__
v"cateﬂory of the department. S SR

-3.1- Is teacher effectlveness hampered by th1s add;tional workload f
: of belng department chairperson9 ‘:}qc o S

Yes. Dr. Feaster fe t that the cha1rperson can not help

to be torn between two sets of obligations. , This depends on

the priorities that is established by the department chair-. -
person. ‘One of the reasons for Dr. Feaster giving up the ' |
.position of Divisional Director was related to this problem .

"of. dual- respon31bilit1es. The priorities shift is between
. "both factors but i® essential to participate within the .
gwml‘,lnStltutlon to develop integratlon and cooperation.; v : L




‘- Be o What eriterior 'should’ be used to evaluate a departmental :

: - chalrperson to establlsh equltable compensatlon for the n081t10n°-
- 1 Number of Faculty T L ",“f e
N 2. - Number of Students SerVed v_flv..a" T
. R 30 ClaSS Slze LI 5‘5 RN R T
o - 4, Growth of Department (1.e. eurrlculum development, o
R . _new construction, new, prograﬁs, etc.),o- D A7
’ 5.;‘AdV1S1ng Students : {

v 5. What is your p031t10n about d1V1S1on d1reetgrs vs;%departmént N
o chaarpersons° ' : _ , 2 *-. ",_n- T
. Dr. Feaster favors a d1v151on d1rectors system to a o,
department system because: of the. 1ntegratlon that. is forced. 7.
of different disciplines.: Dr. Feaster illustrated.the =~ - .
dlfference between the- meetlngs and- accompllshments under.
“both systems. He felt that .the. department structure has -
failed to stimulate constructive change or faster cooperation
among disclpllnes although the. di leional‘system hag its" ST
problems in representing several ested interest groups equltable,
‘,‘ “it-is a better attempt of- 1ntegrat1ng the disciplines into -
.organizational structures. = The original reasons for the o
development of the d1v151onal system was. to stlmulate a common o
interest. L _ A L . .

It was Dr.AFeaster's positlon that before e1ther type of
‘structure would be successful that the ma1n 1ssue would be&‘w

o What are the admlnlstratxve resnonS1b111t1es of theiv_ T
'department cha1rperson9 . v :

£
S,

- | If a. d1V1S1onal director system was’ to be adop‘&d, Dr.-
IFeaster would favor the folloW1ng model system: -

- ‘l.-,Flne Arts/Humanltles:; o L _—
oy 2, ;Math/Sc1ence/Nur51ng/Soc1al Sclence
- #% 3, Business s T e
~© + 7. PhysicalpEducation . . RN R
R uf;ff",Educatlon \»-;-;x, LT ’. f} e
T Ll o : AR
The d1v1S1on dlréﬁtors Wlll report to the academlc dean
- and ‘the’ academic: dean will report to the Pre51dent. Dre.
© Peaster feels that this will take. ‘a number of problems that
L the Pre31dent need not solve._ : ,




R e g
. br. Wllllam Jordan SR e Pt
Assistant to the PreS1dent T v _',"u\
Castleton State College ' :

Dr. Jordan was ‘a- dlvhS1on d1rector in the area of 3001al

Y

',Sciences under the system of d1v1S1on d1rector at Castleton State

"College. ‘The follOW1ng are responses to the questlons 1n the '5d

N

' _'interv1ew of July 31, 19?9

. .i’fp
: v_adm1n1strat1ve responS1bllit1es?

2.

Are department cha1rperson 8 workloadssexceSS1ve due to

Dr. Jordan felt that chalrperson s workloads wereanot -
excesS1ve in most cases. He listed several’ var1ables that

‘ would be poSS1ble causes of excess1ve workloads.

o Number of Students
. . Number of Faculty
‘;'o Faculty ‘Activities

N There are cases where workloads ar exceSS1ve because
of these varlables (1.e.~profesS1onal P 6grams).-,

" Do you feel that 4 ohe course release time is- suff1c1ent
o compensatlon for this additlonal workload9 -

Dr.’ Jordan felt that before ‘this questlon could be B

‘answered, ‘job description .of department chalrperson should7

' ~be better defined. The. implementation- is- esSentlal to a '’
' better llne of author1ty and coord1natlon. S RTINS

" resp
.their'flrst alleglance to the students.

'chairperson to establlsh equltable compensatlon for the

Is teacher effectlvenss hampered by th1s addltlonal workload
-‘of belng department cha1rperson° ; .

'j"

Dr. Jordan felt that the first’ reSponsibillty of the’

. department chairperson should be - teaching and secondly to
-administration. A good .system of priorities is: 1mportant to -

be aogood department cha1rperson.. Although both areas.of
sibilities are extremely important,. the faculty owe f~

What cr1terlor should be used to. evaluate a departmental

n? -

. Number'of Students
+. - Number of Faculty
Jo Budgetlng Equlty

uv_\

.
b e "



5. - What organlzatlonal structures ‘have- you bekn * exposed to that S
: v..would be a better system for Castleton State Collegeg}o adopt9
o Dr. Jordan again belleved ‘that the Job'%efﬁnltlon was
=,essent1al to have a strong organizational strudxure. He
: favors an effectlvezchalrperson with responsibility and =~ &’
Lo 'ﬂgﬁitauthorlty to make administrative- dec1S1ons._ ‘He- also suggested
: i that the divisional director system worked better than ¢the :
- existing department structure at Castleton. The important
.aspect of Dr. Jordan's point was the estab11shment of,a strong’
-and effectlve middle management with the Dean as a. ba ance to
ensure the divisional director or department chalrperson
-represents a11 vested interest groups equltable.-" .
6.;,,What is your pos1t10n abou ?"v1slon«d1rectors-vs. depart- .
. ment chalrpersons9 S ' ~ L s

Dr. Jordan felt that an autho ita 1ve%del could not -
: ex1st at Castleton State College becau it has. always been . -

- very democratic.. The need. for m1dd1e mahagement is essential
. to develop a worklng cooperatlon between,faculty and ‘
T admlnlstratlon._. : S =

. Dr. Jordan also belleves that is 1mportant not to
,pd&arlzq,the Liberal Arts and professiohal programs.  They
must be 1ntegrated to develop coordlnatlon and cooperatlon.

.:‘;
'ﬁa

e



SN Professor Robert -Forest
AT ‘Education Department -j ,
' Castleton State College e

7 Professor Forest 1s a member of the educational department :q
‘___‘f_at Castleton Statg College and has ‘the unique advantage of also
ifbeina a superintendent for a number of years 1n the Castleton area.
| The followina are responses to the questions in the 1nterv1ew of

-:.--"July 30. 1979.

w h- 5 . , . . . ) S

1. .Are department chairperson s workloads excess1ve due to'..'
- administratrve reSpon81bilit1es° S .

o The answer to° this questlon depends on . the perception
of ‘the department chairperson and the members.of the depart-

" ment. - Different department chairpersons perceive the. -
responsibilities of the;r poS1tion different ways and.- to :
different degrees. N . -

'"2.'j_Do you feel that a one course release time is sufficlent
. Vcompensation for é:his additional workload‘? '

o Again the release time’ that is given is sufficient to
" some .department cha1rpersdns and-riot accessive to other .
'chairpersons.- The most important aspect of workload 'is
-again: the perception of responsibilities. The real problem .
- must be in. the job description of the department. chairperson.: . -
- There 1s no clear definition of authority or responS1b111t1es. L

B 3¢7g?Is teacher effectiveness hampered by this additional work-
IR .rload of belng department cha1rperson° ' . ,

Professor Forest believes that any amount of work that

."1s not- ‘applicable te¥ teaching will take away from the’ teaching'it's~l

"quality. He. also believes however,.that a total teacher . .
'should not only be expvosed to the classroom.' A teacher should . .
. ‘have a tdtal perspective of the. entire program and: -system. -
" Professor Forest feels that if one strives to be: ‘department - -
: ' chairperson ‘and 1mplement their philosophy. ‘that 1deally should :
: enhance the quality of education of the- department. ,

B, What criterior should be used to. evaluate a departmental R :
! 'chairperson to establish equitable compensation for the poS1tion°
Professor Forest does not totally favor: the quantitative
approach to the evaluation of department cha1rpersonobut a
- combination of a self-leadership role. with some quantitative
,_criterior for evaluatlon._ The criterior to be evaluated are:-[

1.' Number of Student Magor
2._.Number of Service Students
3.fuNumber of Faculty ' -

. - . m - .
B i e e T e s Lo e e i - o . P N yy o




.¢ﬁhatQofgaﬁiiatiOn21 stfucturesvhaferyoﬁ'been'expdééd' L
"~ - .would ‘be a‘betpgr[§ystem for Castleton.State College t0 adopt?

‘megt'chairpersons?

¢

to that

4' mThéfkey't6'fhéAéXiSting problem at Castleton State College
~~1s to have a decentralized system. . It is important to bring
~the authoratative structure to its lowest level of decision -

making. - The department. chairperson is the key position to

-, make administrative decisions. . The chairperson is able to -
- better evaluate the situations at a place. where there is
* more informat}on-and knowledge_of"pending‘circumstanqes.-';

What 1s;your:poéition abqﬁt:di#iéion'directorévvs._dépantf;}

' Professor. Forest béiievér:that"“Powér‘dbrfﬁpté’énd‘pure"

power corrupts totally". Decentralized departments should .

exist but with more structure and description. of authority

- and responsibility. Middle management should be’thes depart-.

ment chairpersons with:-the possibility of‘L/Z'release'time_tq

‘execute. their duties.  The existing department structure-

should remain with the ‘development of more explicit job
descriptions. - ' T . .

e
Wy

<F¥
T
M P e T

s



LT T e Vel ATWLLILE R S
. Actlng Pres1dent —
Castleton State College )

- Dr.,Reullng was a d1v1s10n d1rector 1n the area of cont1nu1ng '

' educatlon under the system of division dlrectors at Castleton -
State College. The follOW1na are responses to the questlons’ln ;

~the 1nterv1ew of. July 30, 1979. ,.3*':"? t,:, . .C; : /‘.

-1 J~Are department charrperson s workloads‘excessive'due¥to.g‘ R
admlnlstratlve workloads”-" _ . ,

5

_ Dr. Reullng felt that the department chalrperson d1d¥ PR
- not have excessive workloads. He did’ recognize that in. '
--certain circumstances that workloads could vary - profes=
sional areas during accred1tat1on periods, for. 1nstance.
" There are potent1al 1nequ1t1es 1n the system.

v'7; Varlables:'

T o - 1. Number ‘of Faculty
) . 2. -Number. of Students
: . .7 . "3 Accreditation Requ1rements r _
T B N k.. Ad Hoc Committees .
I 5. Local & State AdV1sory Commlttees t'
2. Do you feel that a one coursé release t1me 1s sufflclent
R compensatlon for th1s add;tlonal workload° o

Yes, but avaln 1t depends on the var1ables that are 11sted
in question one.. -Although there are differences. among depart-*
- ments, the overall perspect1ve of one course released t1me 1s
ca good startlng p01nt.‘n s o
3. _.Is teacher effectlveness hampered by thls addltlonal workload
- of. belng,department cha1rperson°

I No. ‘Dr. Reullng felt that the pos1t10n mlght enhance the
. . professor's effectiveness because of the added overall per-
spective that comes from dea11ng with the entire department.
_ ‘Also, the one course release: t1me could give. the: department
v' - chairperson more time to prepare hls/her classes and as a
~ . -.result better performance ~ and even though there are’ other e
presSsures, the- reduced student/paper/class demands ‘might allow»‘~
- for ‘a better focus of attentlon 1n the remalnlng classes. :

7T TWhat criterla should be used totevaluate a departmental cha1r-ffz
R person to establlsh equltable compensatlon for the posit1on?

*

a.. Number of Courses L R
. " be- - Number: of. Student Contact Hour
. Ce Numbér of Course Periods . -
d. - Number of. Advisory Groups- 7
R .'e+ Accreditation Burden S
SEGURET Ab111t1es and Strengths of the Department

0D
LUt
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.. : Dr.'Reuling Suggested that ¢ost would certainly be a factor

. . . For example:. o o
'l//fj- 7. "¢ 1., Humanities and Fine Arts

. Dr. Reuling is senSitive_torthejneeq;for equity in
workload. He feels that it is only fair!
‘ment to aIl;departmentichairpersons.,‘

 What drganizétional*sffucthresﬁhaéé.yod been exposed to that :
f'wpuldzbe:a_beﬁter<system‘for,Castleton State College to adopt? -

ﬁ*:*Di;lRéﬁliﬁgﬂfavofsfwhatevéf'Structurévwouldtbring more

 for thejrightkreasonsyga:division director structure would
enhance interaction byﬂcOmbining-the.aregs into a more .
~coopérative. organization. S 3

. 2, Professional Programs

2;  Natural and Applied Sciences
- e Social Sciences .. . .

. It was Dr. Reuling's feeling thak the organizational

> stricture, whatever it might be was -important to, foster

.communication and identification. to the overall objectives
and' goals of the college. Another alternative was to '
develop several deans_that would be responsible for a - o

:-,1oosely related set of departments. 'This would also enhance
communication between disciplines and foster cross-disciplinary .
- scheduling, purchasing,'use‘ofvresources, etc. . '

6.

o~
<

What is:your position about division directors vs. depart-
ment chairpersons?. ST L T o o

_invitin"attentiah._'(Divisiqn'directbrs-VS;:erartment_Chair—
"persons). The old system of division directors received

- one/half release time vs. one/quarter release time of the -

.department chairpersons. 'Al'so, union consideration is

 important for the development of an alternative organizational - .

structure ‘because of: the AFT Contract and its requirements
(ive. administrative status vs. faculty status).. - -

. -

. . c L
SN °\
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to.have equal treat-- -

~.areas:of disciplines together. -He felt that if.instituted j*_;f:.
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S iff,Pfdféssof’Hoﬁérd Ward' ,'f:ij*' _ .ﬁﬁ; ) L
".’ - Business Department - . .
- Castleton ‘State College . .

'In'ah_ihterview’ﬁifh'Howérd'WardG(BuSiheSs Depariment Chair;f 

person‘1974+78)-thé following:WQréfthe fesu1t$ of Quégtibnéfii6; ”i".

.

"appendix A.-
111;?E’Afe*dépar%mént’chaifpersoh's_WOfkioads-exceSsiVe due to .
: - administrative workloads? - R .

Lo M Ward felt the*éh&irpersOn?S,Wbrklbad.waé.gxcessive .
. due to administrative responsibilities. The followErg reasons.
. were: . - s ST RS ) —

‘&, Documéntation'necessarysforfproceduréﬁ-and;curriCulum e
. . matters. _ A L v
.  Dbe Respdnsibilityvfor,faculty'assignments-and schedule
-\ . worksheet. , - 5 . SRR
S' - G« Advising U
d. Number of business

‘ ot .studentsfg.f_

.'2." Do you feel that a one course release -time is sufficient
' compensation for this-additional workload? -~ . - - '

. Mr. Ward felt: that one course reiease time was not S
ufficient consideration for- the head of the business depart- .

ment but for other departments. it could be &onsidered reasonable

pending on several variables, . == ' . BT L

s s'téé¢ﬁér_effectivenqsé"hampqped,by.fhié'additiohélzwquload K
' of being department chairperson? - 5 Co . '

- :Mr, Ward felt that beingidepagtmenttchairPErson,could“' :
hamper eacherfeffqgtiqueSSlbut~nqt on a:constant basis.. -
A Dﬁring:pepjodséqffheavy.administrative‘assignments;ithé class-
- rdom'may~suffer.due;to”the immediaté»responSibilitieS*qﬂ;the;
_--department ¢hairperson. - . HER s N Lo
&, What criteria. should be Used to evaluate a departmental . - ¢;f T
-+ chairperson to establish €guitable compensation for the ‘position?

. PV
g L ) . ,-A.'(,-‘"

'+ @, Number of students = .° e - e R

¢ be * Number of Fadulty ~. = - ~ . actors influencing

. ..., ¢« Experience. in the clasdroom_ = _ _ _ he_;mpacts.oﬁithelpi

"." 4. d. -Experience in ‘the career field . .Qg;;mhgipmgnshﬁpfnwﬁ’fg
e Conditions within theadepartment-(i.dgvdugriculum"g},_ PRI

.~ development, growth, adj&hct#;aéulti,f¢tc;)

»
LN -
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. 'What organlzatlonal structures have you been exposed to that
‘ would be a better system for Castleton State College to adopt°

: Mr. Ward favors a d1v1S1onal structure as long as “the :
o organization-is equitable. ' Mr. Ward expressed concern that
. when Castleton State College was under a divisional organiza-
tion the members were elected to serve as directors and were
not from a representatlve portion of the populatlon and _
interests of. the department's d1sc1p11ne.- . T :
’ s . .
6. What is your posltlon about d1v1slon d1rectors VS, department
chalrpersons° I : : A

Belng a supporter of d1v1slonal d1rectors, Mr. Ward
would like to see the orﬂanlzatlon structured ‘in the follow1ng

divisions: : , : _ L B T
v . - i . ] . i o o . - . . : e . - ‘:‘,!:
) ! 'y - . _— o . 46 ’ . . . . L REE
a. Business' . } L J e R R
. N . P A A PN o
be ~ Education . D v

- .. -~ ‘ce Natural Scierice ' S R S
.k d. Nursing and Physlcal educa n
: e. Social Sclence . .

[

: ThlS does not, however, rule out the pOSSlblllty of _
recatagorlzlng existing courses at Castlet %n State" College in
other disciplines that.they currently exis (1.e. econom1cs
placed under buslness._,

-
>
B
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v;flelds of 1earn1ng and commuq1ty colleges or new efforts of

*coordlnatlon across gxlstlng deuartments by vrouplnv them 1nto g

.. reorg,anlze ..

" 1mollcatlons for this practlcun.-'r : _" . "}i&ﬁ“

7.
)
Tt

‘ments only.‘ It is apparent, nowever, that tradltmonal department

“Structures are. 1n for cons1derable chanu !. In general thlsutﬁ.é L[

_larner lelSlons. "': e ,ir . E ?”"v E “_‘*?éif
;decree Qf'r°"“0”31blllﬁv dele#ated to departmeaﬁs where colleges“’7

'nerformance. 1. The chalrperson as a representatlve of the depart—;

3;esseﬂ%e of the confllct that d°partment chalrpersons.at Castletonh,

ﬁ@tate Colleae have experlenced therefore tne models have d1;ect W'

¢=of thrg\model is the cha1rperson~

e

LY S
.

Tlllery (1970' ?d 061931) 1ndlcate that across the: natlon -{ﬁ‘

about 1/3 of the colleaes are organlzed .on the baS1s of depart—f::

- » f

“..

annarent trend sugﬂests e1ther.areater c nsolldatlon of the several

'

. ’

i
B

gi IncreaS1ncly, rp1llery (1970 Ed 061931) 1n hlS study found
that most preS1dents~be11eve there Would be a reductlon 1n the o
S\

S

t-‘k —-"‘-' 5. s ’ .\ .‘ ' "5"3:' : S ' . o . o " ' -1;\:
**‘Thére apoears to be twd’models of department chalrpersons

g

"hwent. 2. ng chalrpersod as. ad admlnlstrator Vlcoll (l9?l:p .82)

YRR l“
nrov1des a rood analyS1< of tqese two ﬂolelr.‘«mhey are presegtedﬂl
. . !

'as follows 1n the conS1derable deta11 since “EFY-

{)é ;5

.‘»v»,

-
e "'74-

Th° Representat;ye Ghalrnerson.; The ultlmat

é representatiye*<

e

,",A,-. {- P

*my admlnlster the deoartmen";

name, qd to represeqt tne deoartment and tn

1 a8



: fﬁ nfadmlnlstratlve f“'

'o.

a551gnme1t. Therefore, 1t 1s hard 1fwnot 1mposslb1e fog the"‘

nadmlnlqtratlon to- hold renreqentatlve type of depar;nent chalr-iilq

..‘,_. Dhad

person account&ble. ThlS p01nt lsathe ultlmate confllct 1n the §€;>%

h'admlnlstrator.” Denartment chalrperSOns as admlnlstratorsuare\

;;trusteas.”

:may reslon

l
elec%ed and app01ntcd by the'admlnlstﬁatlon and in some: 1nst1tutloae~

'.3 . : a

,nthey are claSQ1f1ed and are in fact second llne admlnlstrators and ;ﬁ:’

1 .

8




o S S R P R
In the chairperson*as admlnlstrator model, Lombardl (1974:-5;5
3 L
pp.39) descrlbes the cha1rper on as an- admlnlstrator appolnted by

'.v

‘*the college adm1n1stratlon and d1rectly accountable to the admlnlstra-?"

pn,tlon for. the performance of all dut1es and respons1b11ities performed.h
mhe chalrperson as an adm1n1strator represents the admlnlstratlon ‘

to‘the denartment faculty rather than representlng the faculty to 17¥

-~ o
-

the admanlstratlon. o ’_Q - *~',}_ j“f 5”7 ::_ Egﬁ_'
'{. Chalrpersons normally have the following respons1b111t1es and
1 characterlstlcs. They should proV1de effectlve llalson between the
Jadmlnlstratlon and the department faculty. They should,be leaders
1n malntalnlng a v1ta1 and educatlonal sound department progfam. .
They should be models as teacﬁers and scholars, and they should bet]l.lﬁ

effectlve add efflclent admlnlstrators of the department machlnery_

el

(Lombardl, 1974: pg. 38) .nf:"f,'""f -'#7;'.“ .: ) ...:‘ .o '
| ?vans and Heapley (1973 Pg. 85) argued that the best depart-u

.‘ment chalroersons are usually tnose personsgwuth graduate work ln
L -.& : ;“5 .. .
admunlstratlon and extenslve teachlng.experlence 1n a communlty

o .o - - -% ) v

collene, The chalrperson should be an~n trlcate oart of the deans
A .!

team andwpartlcipate in all decls1ons regardlng the 1nstitutlonal .

; plannlna.;w

[ . ) 1

program and facu

T,

In the Vermont State Collese Oontract, the crlterlon 1s not

°'set for addltlonal compensatlon for the head of ‘the- departnent.n I o
Sk @. DR 4 )
.an artlcle by Curtls E.lTaylor "Settlnv Adnlnlstratlve Salarles,"-f‘

_bnlne (0) lactors wele 1deﬂtifled tnat were common to’ alf/ad;Tthtrab )

I‘a.’

t1ve oosxtlons.. ?he crlterlon used were total years 1n current

g
ﬁ - b

nosltlon, total certrfled exoerleﬂce, hlvhest degree earned, credlt
7 . 'y . _ "‘

beyond the bdohelors devrﬂc.__umber of" months wo “ed per year;.extraia‘

. .,.

B
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-

D resnonslbilltles, and effectlveness (Taylorg Pb-18) Each factor :;,_

.'»equible basis for additlonar

. .

hours uer week required by the oosltion, level of management

‘r'h sha potentlal point value,'and a: computer programmed determlnes

Ry ¥

o« ﬁ
'system could be established as a means to evaluate the role of

Q

the business department chairperson and could result in a nore

compensatlon (Taylorz‘pr. 19)

A study was—undertake ln the sprlnc of 1974 to evaluate ‘the-

k
"vq b

e effectlveness of the admlnistrative structure of the 1nstruct10na1

procram of East’Los Anveles Collece and to make recommendatlons T

for change.\_ oth;hhe survey and the search of the literature

‘a d1v1s1on or a d1v1s10nal department structure. Recomnended

g E ‘ u’.)’ E

v

- 1nstead Was a crroup of tne exlstlnv departments understwo or'three

ih_aSSlstant deans. Each of whon would be crlvén a llne of responsi-

7_class1flcations.“ As*ﬁanaaers oF hunan and physical resources,

-8 ‘ 403 #

*,_the p01nt value Ln terms of dollars. This type of- alternat1Ve.r5;$y”

B dlsclosed a narket preference of lnstructlonal admlnlstrators Ior -

1 ¥ .
bLIITnyor a llmlted?hnd specific functlon and ellmlnatlon of the,

.nls tvue of a systen would very well lt lnto the orcanlzatlonal

structure at Casti tonygtate Colleae and would take away the burden

of sSome adnlnistxh ~ve respons1b111tles from the head_of the"

‘1

the ohairuersons role appears to be a.maaor problen 1n confrontlnﬁ

Communlty Colleves. Departm§nt chalrpersons want and need role

LA

<

airnersons are called upon to resolve constant confllcts between

\

orranlzatlonal levels. +h dlrect the department sub-systens, anc

1 A - -~

tg coardlnate external departxental requlrements ln organlzatlonal

o - A .“ . . BN ,'

resources and needs. e

. 'eveqlnv d1v1s1on as aAseuarate adm1n1strat1ve entlty..(Smﬂth pv ?)'

R L
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-:_pj;;- S e Ry

.'ﬁof: ohpartmentallzatlon of 1nstructlon. Morphet, Johns, and o

.i“lRoller (1959 241) claln tHat over the years deoartnental d*'f

iorganlzatlon has been subaected to cons1derable crltlclsm._‘It has

contrlbuted to ‘the malntenance of 1nstructlor7 VIthh was " not »

.; sufflclently related to- the stq,ed purposes of the collece. In»:
'some colleves 1t has seperated the staff 1nto type conpartments,.

1"the menbers of whlch have little understandlncr of what other |

.cdepartnents~areld01nr., At, t1mes 1t has resulted 1n the neslect

of need of- students who do nou fit 1qto the purposes of respec-lb

= t1ve deoartnents.: : “f:il:i.r' \,'§~" o '

4

Mhe 1eed ?or th1s study was qu1te ev1dent at Castleton State,

“'gColleoe because of the lack of job descrlptlon of a Department

‘ Chalrberson. It 1s not outllned clearly enough in the Castleton~
A : T

'ﬁvqtate Collene Faculty Handbook nor delt w1th at consiﬂerable 1envth

a .
e

under work load an the Agreenent Between Vermont State Colleges
and Vermont State ﬁollepes Faculty Federatlon." It is qulte clear -
" that nelther tne raculty Handbook nor the contract deal sufflclently G
_'w1th the nroblen of excesslve workloads. The contréct by giv1nc'_ |
'course release txne the faculty chalrperson suggests the workload
:.of ‘the’ admlnlstratlve dutles are equal to teach Ng: and preparlng
’f.one course. _mhls, however, is not the case in relatlonshlp to |
;the bus1ness denartment cna1rperson.~ It is the feellnv of- nany
'iltnat the adnlnlstratlve dut1es far ezceed the qdulvalent of this
"rwork load._ One nay. 1mply by readlnv the contract- hat the _Ah_ 354;5’
l deuartment.chalrper son. should have an equlvalent wOrkload to‘L“f S

9qual onP course releaoe t1me. Thls, however, 1s not the case in

e -
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;the buslness department and 'as a- resplt the JOb is one that Isk'
5fnot wanted.v ThlS study has had great value to Castleton State;;'
_f{Colleve because 1t better deflnes the department chalrpersons/y
‘I'Job descrlptlon as well as supplylng admlnlstratlon and faculty

§
ywith the optlons of alternatlve systems of organlzatlon for the'

| implementatlon of admlnlstratlve responslblllty..
oo

ThlS study related to the governance module because Castleton

‘ State Colleve vias 1n need of 1nst1tutlonal reorganlzatlon in the

?;area of faculty chalrpersons ans admlnlstratlon. Thfi.practlcun f:'vvg

- was used as a proposal to the admlnlstratlon to enhance a better
_understandlnn between admlnlstratlon and faculty organlzatlon. It
_1s the oplnlon of “this wrlter that th1s necessary chanve be made f’ﬂ
w1th1n the 1nst1tutlon because ofthe 1nequ1ty of worfiqad between-
”the faculty menbers and the cha1rpersons.= o . -

In sumnary, the department chairnan at Castleton State Colleve
;lmay be a repn@sentatlve or an admlnlstratlve chalrperson. The essence‘f
~;of the dlfference”oetween tne two types is the accountablllty X;- '
-'dlrectlon. In the representatlve ‘model the chalrperson 1s accountablex
;Lvto the department faculty and the. adm1n1strat1ye/mode1 the chalr- " |
;'person is accountable to the admln;stratlon// “;3".If " - _'_nnffffﬁf

At Castleton State Colleve the oﬁganlzatlon recovnlzes the .
tladm1n1strat1ve model however, ln terms of behav1or and 1n dlfferent

-

';devrees the chalrpersons percelve represéntatlve model’as the ideal .
;ﬁmodel. Consequently, confllcts 1n manavement and personal styles
E have exlsted for some chalrpersons because of local env1ronnental

factors and polltloal env;ronnent._

-
L.




Blomerley (1971. pa 38) also recovnlzed the 1mpact tnat the

g department has on college governance, however, he saw. the 1mpact
e CE
f‘ as v031t1ve 31nce faculty rembers were able to 1nteract and/make

d90151ons at the department level on matter" that most effected

them.v ThlS 510n1f1ca@§e of Lonbardl and Blomerley pos1tlons for ;:f,;fi

thls bractlcum 1s that the devartnent chalrperson must balance,
n bften most dlfflculty, between departnent level faculty 1nvolvenent'd'

! .and deciS1on maklnc, and admlnlstratlon expectatlons.~ The ab111ty

g to effectlvely nanage the department depends upo .the cqalrperson f -

belnc able to nronote broad faculty 1nvolvement and partlclpatlon

0 - ! B
. ) . ) . ) _‘(, K
- D \ L . . -
> . o o ‘ 1
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,f VI}- DISCUSSION, IMPLI“ATIOWS, AND RECOMMmVDATIONS
o The more unlversal recommendatlons of th1s practlcum; for~
',appllcatlon to Castleton State Colleore is. to establlsn an év
- organlzatlonal plan that Would Urov1de for ‘the . delegatlon of?
L authorlty fron the Dean level to ﬂf/"d1v1slonal d1rectors W1th
f;speclfled llnes og autuorlty for spec1f1ed operatlonal tasks.'
I The faculty at Castleton State College holds an unusual
'rorvahlzatlonal poS1t10n. he has authorluy?nelther to formulate
| academlc obJectlves nor to 1mpose a system for the 1mp1ementatlon.
'“ol tnese obJectlves by'hlerarchlal flrst.- ThlS responslblllty ;'
' rests w1th the admlnlstratlon, but the dlffused authorlty and the _f
lack of ope;atlna 1nformatlon amonr the adninlstratlon prevents
’othelr formulatlon and 1mplementatlon of - ObJeCthGS.: Th1s is the
broblemtthat requlres further researcn; there 1s no establlshed
process w1th1n the Castleton State College,system for the
dec131on upon a distlnctzve mlsslon or purpose 1nto speclflcr'il
faculty act1v1t1es, cour e development, and 1nstructlon. or for -

the flnal evalmatlon, n0u1vatlon and control of those act1v1t1es.

® ‘.-",rv

In.short; th1s practlcum establlshed a workln# document to bealn .
the orranlzatlonal chanved needed to promote better declslon makJ.nb
f aﬁd cooperatlon. 5 | . _f _ ‘: ; | | o7
It ls the Llnal concluslon of th1s practicum and oprnlon of

Sthls wrlter that the . departmental chalrpersons structure that f
ex1sts at Castleton State College is a system that can Work
effeclentlj from a mana?erlql standpolnt. The overall problems .
: that exists W1th1n the current 5ystem 1s that there is no Job |
descrlptlon for the department chairperson. In the process of

constructlng the div1slonal dlrectors, we Wlll establlsh mlddle




i% mananement to better dele ate_authorlty from"theﬁ

N B

centra11zed system»t

at the Deans level to the department chalroersons 1eve1 where most

de01s1ons have to be made..‘
.".

<

The folloW1nc are recommendatlons derlved from the 1nvest1ga-

tlons and research..

v

'1{ Castletoa State College academlc program 1s organlzaed

/-‘.

.~ 'u

'j>by deoartnents. De01s1on maklng at theﬁDean level has been to

centrallzed. There was a concensus of thos 1nterv1ewed that

e

'structural chanves are needed to accompilsh a delegatlon of

,ieach group of the flve d1v1slona1 d1rectors. ‘He would the"

-th1s structure.

requlred to deternlne the task fro wh1ch authorlty to the Dean
;would be delevated,_althouvh there was concensus from the

h1nd1v1dua1s 1nterv1ewed that neneral plannlng, pollcy 1nterpretat1onﬁ

W1th ‘the Dean.® - .i RN _’ o

oy .

: of aﬂj u1d°rrepresented denartments that would be includea

‘pre01de over'any de01saon tnat would 1mpare the goals and 0

\

lxauthorlty. Furtner study 1s recommended to deta11 the nature of

-

'for speC1f1ed operatlonal tasks be created“_unrther study is

(

wersonal grlevance nrocedure, and other non routlne dutles as. well

as neneral superv1s1on OI the 1nstructlona1 proﬂram would remaln

13.~ The Dean would a1so be responslble for the spe01a1;-'

3 .

-~ I

of the. 1nst1tutlon..y;- - d’ h;f. S »% J"‘:”__a
l&.

0
.



f}of worklng W1th department chalrpersons and members of the admln-, j3

1stratlon on organlzatlonal Droblems.: “h”v ;>=—Lﬁ;fg1¢;}a:r

5-¢ It is recommended that changes 1n organlzatlonal patterns ."

‘Ye Wldly dlscussed,,tra also a slncqge and concerned effort be”i'if;i;i

‘g

_“made to develop suﬁﬂbmt for such changes as may be made and - “that ..

.~1mp1ementat10n procede in' such a matter as to 1nsure that the 1east

[ |\ \‘

"poSS1b1e disruptlon of the educatdonal program 1s made.

| . ﬁ'l'i;; 'Divisioﬁs;
- .g_va‘. ==tssarlo | ,V
Several of the 1nd1v1dua1s 1nterv1ewed felt that d1v1s10na1
dlrectors would helo to consolldate the dec1S1on maklng process at
the adm1n1strat1ve level. Although there would be POS:lble unlon
rproblems, in an attempt to' radlfy such a proposal because of the_;‘~
contract'stlouiatﬂons of release tlme., It was - felt that th1s typev;
“io; pronraﬂ would better attempt to estab11sh a delegatlon of
Rauthorlty 1n the dec1s1on maklog process._ The exlstlng department 5 L
dstructure lowever-should reﬂala Wlth the develobment of. more B
'.texnllclt Job descrlptloﬂs. The centrallzed departnent shou1d ex1st
- but W1th.more structure aﬂd descrlptlon of authorlty and respon31b111ty.

The folloW1ng ar the groups’that were more popularly thouﬂht

f from the 1nterv1 ' _‘ SETE ldiv181ona1 dlrector system:
_ .f1.'-" : I 3

3
Thgse flve d1v1s1oa° would report dlrectly to the ass1stant

dean,andacadem;c.dean. ~wh1s, o; course, is only a prellmlnary

¢




- structure or deflnltlon

; Vasslnnnent of departments and nust f1rst be processed throuﬂh the’“zl

- recommended commlttee from faculty assembly.. |
| It is: also recommended that an organizatlonal plan that would
.'orov1de for delegatlon of authorlty from the deans level to the
phd1v1s1onal dlrectors W1th spec1f1ed 11ne authorlty to the dep t- gf?}f

\

: fment cha1rpersons be created.. Pollcy 1nterpretatlon, maJor plann;nv'ff}

N

:lact1v1t1es, and other non-operat;onal responsiv111t1es should res1de”
'ZW1tn the dean as does the respons1b111ty to \he pres1dent for 'ﬁ '_f
'.1nstruct1onal'programs at- the college. - | ;v_ ._'
Tt is also recomnended that a better def1n1t10n of department
?ichalrperson be constructed.; It was the feellng of all those 1nter-£
v1ewed in the studJ that the depa;tnent cha1rperson would evaluate
h1s JQb respons1b111t1es ln relatlonshlp to there 1nd1v1dual per—:
ceptlons of what that JO required. There was no organlzatlonal {ﬁ
Eordlrect the de01S1on maklng process.i“"'
"There was also noted 1n th%blnterv1ews that there were 1nequ1t1es
,.that ex1sted between departments in nelatlonshlp to work load. It
'_lls also a recommendatlon of th1s proposal thau crlterla be estab11shed '
“-to better,evaluate the workload OI the department chalrperson in |
;:order that there may be h1dden lncentlves to better process admlne
| 1strat1ve de01s10ns that are‘cruclal to’ the 1nst1tutlon.. The ;"Vf
hifollow1ng are. such cr1ter1a-that should be. cOns1dered from feedback

& o -
.from key adn1n1stratqps and faculty members at: Castleton State College.51

jpéf “'l. INumber of student maJors. _i.." - i : E

t:'42-~ jNumber Og service students.
'?33 'Number of faculty eXperlenced in. tne classroom.
Lo ,”xnerlence 1n the career fleLd._g' “i,_i, o _.;5;5;;,

5. 'Condltlons WLthld the deoartment. (*or example,fcurriculum ‘

'“.development, growth, age of faculty); .




6. JClass siZe._f

,'7;f”tNumber of adv151ng students.",

-8..'-Accred1tatlon burden.‘ g. _
E-9. . Total years in. current position...“*iﬂ '°i( i-t‘_g,:~;ﬂ
- 10. ..-_}{ighest degree, . »' | o ‘ - : b
'fhlltJ.Credits beyond bachelors deﬂlee..dti;. T |
'.liz,[ Number of months worked per. year;y"i..

;lj._fLevel of mananement respon51billties.-,f_' o

‘ There are several systems and college stﬁpctures@that qualify
_éfor each of. these criteria to develop a polnt value system in order
that a faculty member be evaluated 1n relatlonshlp to thlsjcrlterla.-;
'V_The polnt va ‘ue 1s then converted 1nto a dollar amount whlch | '
-establishes the compensation of the ind1v1dual faculty member. From
'::a quantltatlve standpolnt th1s can be shown to be a more effective
“for at least more equitable system of evaluat1nc a faculty member
- whether'he 1s qualified as a department onairperson or. an administrator:
‘EIt 1s also Tecommended that the div1s10nal d1rector be allocated K
,gfone half release time to compensate for his additional adm1n1strat1ve ‘
°'tworlload. ThlS, however, may cause problems from a’ union perspec-ri":
t1ve because of the existing contract.‘ ﬂowever, w;th any means of ;
evaluation throuvh the criteria that is illustrated above the

-

-iproblem of t1me allocation can be corrected in relationship to .
- Lpossible havinﬂ addltional compensation. L '}?:'i:'fdijﬁ. -~f=
| . _ L Summagy a '?H°H;ii'il - .
It is- the feelinc of this wr1ter that the departnental cha1r~-“-

._persons structure that etlsts at Castleton S ate College is a systen,¢

D

B that cad work effecientlj from a manaverial standp01nt.: The.overall~ﬁh'

e




’.iduties'e Ainlnlqtrator.= (31Vl§{” ..rDlrectors)

. H .
w,

3
ng agement of new facultJ = (Aiaunct and Full Tlre)

52{_[ Bu' nesq Advxsory Com ttee

rf.ob;ective here is to better dlstrlbute the Work load of an already

underfuqded »overWorked ﬁacultJ. It is also necessary to reallzei

. -1

;that many of these resnon51b111t1es are: over—lapﬁ1ng and there ﬂust

h‘fEE‘E*éfratwdeal_oiecggperatlo1 between- Dean, Departﬂent Q@alrperson,v'

\
and D1vaslona1 Dlrectors. | Lo
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‘Pf: A Recommendatlon for Reorganlzation of the Departmental Struéture at
SRR E_f__.'c Castleton. State College ' Lo

: August 8, l9?9
'TO§1 : President of Castleton State COllege. Dr. Melers
. FROM: _Bryan L. O'Neil | |

K - ’ .

) .»’v

“Fulfillment of Partial Requlrement for Doctorate of Education 1;;
~of - Nova Univer51ty . o o

| The recommendatlons\derlved from the ;nvestlgatlons and re-
R search done by Bryan 0°'Neil, . ASS1stant Professor of the Buslness_ =
| Department from six key . 1nterV1ews.ﬁ“ ', B
l l.“ CastletoE\State College academic program is organlzed by
-.;h-departments. Qeclslon maklnc at the dean level has been to central-af

%

- 1zed.: There was a concensus of those 1nterv1ewed that structural
U chanves are needed to accompllsh a delegatlon of authorlty.- Further

' ;’study 1s recommended?to detall the'hatuﬁi of thls structure.g_»

| Qf?,ﬁ It is further recommended that aq»organlzatlonal plan that

0

g

| to f1ve d1v1S1onal d1rectors Wlth specifled llnes of author1ty for

‘ Spe01f1ed operatlonal tasks‘be:oreated.é Further study is requ1red

7 =

to determ1ne the task,for thch'autﬁorlty to the dean would be

delegated, although there was concensus from the 1ndiv1duals

intervlewed that general plannmng, pollcy 1nterpretat10n, personal

uff grievance nrocedure. and other non rout1ne dut1es as well as- general
re B

superv181on of the instructlonal program would rema1n Wlth the dean._

3 The dean would also be respon81ble for the spec1a1 1nterests -

of any underrepresented departments that would be 1ncluded W1th1n ;f~f s
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eaeh group of the five d1v1$1onal directors. He would therefore- _
fh'yvprecide over any decision that would 1mpare the goals and obaectivesl;
.f;of the institution. | " | | . | i L
: ‘:,4 It 1s recommended that the pre31dent by encouraged to ’
"flconstitute a committee from the faculty assembly for the purpose "
'gof working W1th department chairpersons and members of the admin-’ ;
o istration on organizational problems. o o .‘ |
’ '.55‘ It is recommended that changes.in organizational patterns
- 'be widly discussed, that also a 51ncere and’concerned effort be-
‘°made to develop support for such changes as may be made and that
-1mplementat10n procede in such a matter as to 1nsure that the least

,'possible d1sruptlon of the edueational program 1s made. |

-

Several of the ind1vxduals 1nterv1ewed felt that d1v1slonal

.A

'd1rectors would help to consolxdate the deciS1on maklng process at_-rﬁ,pp
the administrative level.” Although there would be poss1ble unlon ;“JT

g'problems, 1n an attempt to radlfy such a proposal because of the _
*4fcontract st1pulations of release time. It was felt that this type'lﬂm
.o (- : .

‘;iof ‘program would better attempt to establiph a‘delegatlon of

authority 1n the decislon making process.l The ex1st1ng department

..’

' ‘structure however shoulr remain:w;thﬁthe'development of more explicit

':,'Job descriptions.“ The centrallzed department should exist but W1th ',;
o i RS
'more strueture and descriptlon of authorlty and reSponslbility.;-

The followxng are the groups that were more po larly thought
vof from the 1nterv1ews to be d1v1ded 1n a d1V1siona§ld1rector system:;;
| E% f._ l. Fine Afts - Humanities o 'T '“Hw | ”,_
| ; 4’;'2f Education, Cr1m1nal Just1ce, and PhyS1cal Education '
f . N _ . _ ;
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1.3‘p Nursing and Business _

b, . Natural and Applied Sciences |
‘7£%jﬁeg§. Social and Behavioral Sciences_. ,
- These five divisions would report directly to the assistant

dean and academic dean.v This, of course, is only a preliminary
7a§signment of departments and must first be processed through the '
'.recommended committee from faculty assemﬁly. | . R ;_ ’_
_ _ It is also recommended that an organizational plan that would
1¥provide for delegation of authority from the deans level to the

"

fvdivisional directors with specified line authorityhto'the department

with the dean as does the responsibility to the pres dent fo.Jﬁﬁfl'

,finstructional programs at the college. #:' N T
w&t is also recommended that a better definition of department‘
;chairperson be constructed. It was the feeling of all those inter-'“”"
;-viewed in the study that the department chairperson would evaluate .gpi
-his JOb resnonsibilities in relationship to there indiVidual per- -
' ceptions of what that JOb required.,.There was no organizational
_'structure or. definition to direct th?’deciSion making process. There'
_fwas also noted in the interViews that there were inequities that :f
' existed between departments in relationship to work load. It is" also
Sa recommendation of this proposal %hat criteria be establishe% to '
-better evaluate the WOrkload of the department chairperson in order
.that there may be hidden incentives to better process administrative :fh
LdGCISionS that are crucial to the institution.v ~The following are
such’criteria that should be considered from feedback from key .{7_;'

administrators and faculty members at Castleton State College._
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1 Number of student maJors. ~f-.;'\jf R
7:} g 2 Number of servxce students.

'.f3. Number of faculty experlenced 1n the classroom.

_'4.’ Experience in the career field. e _ |
5. Condltlons W1th1n the department., (For example, currlculum
. development, growthp age of faculty).

'!6.o Class 81ze. | ’ o | N

7. Number of adv181ng students.;i, i,':“} _;l:“ 'n.d |

_8(, Accreditatlon Burden. C ,.‘-“ l""l":l:'fﬁv%"l

:9; Total years in current p081tlon: )

10, nghest degree. ) CoaT _

. 11. Credlts beyond bachelors degree.-; 5;;2 7~fnf h;‘_IVTf

}'12. Number of months worked per year. |

‘ 13. Level of mananement reSpon81billt1es.-”

:The polnt value is then converted 1nto a dollar amou

nt which,




‘- R .

v'evaluation through the cr1ter1a that is 1llustrated above the
'problem of time allocatlon can be corrected 1n relatlonshlp to

”pOSSIble hav1ng addltlonal compensatlon."'

'“Su' gx

It is the feeling of th1s writer that the departmental chalr-'
'e~persons structure that exlsts at Castleton State College is’ a system 3
-gthat can wbrk effeciently from a. managerial standpoint. The overall

"_problem that exlsﬂs withln the current system 1s that there is no

-real job descrlptlon for the department chairperscnﬁ' In the process

of constructlng the\§1v181ona1 director we W1ll establlsh mlddle

management to better de;egate authorlty from the centralmﬁed system

Tilat the deans 1eve1 to the departmeht chalrpersons level where most‘.

CogE .

:T*decisions have to be made. The 1mportance of this practieum 1s not

;il sional systems are more efflclent_than departmental systems.

.t t a comblnatlon of'these two s stEms could'“
“b«

lleae by taklngfthe benefits of ..3‘f . lf



v also intergrate the 1dea that decisxon maklng should and is best ..d
made at the level’where 1t will be implemented and contrclledF :

'Dutles of Department Chalrpersons

.o

." ‘~o,‘

‘flsx Undergraduate and- Graduate Currloulum Development

H;2 Student_Advising

.5 Classroom Assignment ';.”;'V,‘, q."e- c -'f_ :";fv
Duties of Admlnlstrator: (DlVlSlonal Dlrectors? T

ml. Engagement]pf new faculxy o (Adaunct and Full-tlme)

| 2.?$BuS1ness Advisory Commlttee : ,ff =

- o
- E - AL

3. ”Off-campus Programs - j o ﬂf@?ﬂ“ *
k. WBA Programr - -
:%Q'“ 5;;’Deve10pment of ?bmmunlty Needs.- - _ , o
W .\The breakdo['v‘f'n of these Job‘rwesponSi :[; ‘es is a dlfflcu'lt |

process but a necessary one under the present c1rcumstances;
. 4"*?‘ _' ’ N

.underfunded, overwork;d faculty. It is also necessary to reallze .

.that many of these responS1bllit1*s
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