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The way, thet depertment heeﬂe lee:n the chair role
was etﬁa*éa through interviews with 39 department heads :endemly . ,
selected from nine colleges’ within a single university. Pour  types of,
roles were identified.’ Feeultyserientea department heads described
+their pr*mef? responsibilities as recruiting, developing, and- '
‘evaluating-faculty members: facilitating, the work of the faculty: end
-reducing intradepartmental conflict. . Externelly*eriented department
heads described their primary responsibilities as representers,. -

~brdkers,. negotiators, or grantsmen, and their goals were to ‘increase
both the number ard funding level of ‘research grants and contracts,

to obtain eaaitidnel space and equipment, .and to enhance the - ..
.department's ima;e._?rcgrem -oriented department heads deec:;bea their
”pf*merv reepaneibility asprogram development. Among their goals were
.20 increase the npmbef ‘of student-credit-hours generated and the o
numher ef unaergreauete majo*e and: greduete etuﬂente in their

, Aesra’atf E

rima#v reepeneibilitiee as: 1eaderehip, faeilitate;, or eaerdinatez
to indicate that -their job was to procure and allocate depaitmental
resources and to- effectively run the department Perceived, sources.of
' skress, important extradepartmental involvement, and. pette:ns of - o
socialization were also identified for each type of ‘department head. . .
Among the responsesrare the fellewing. externally-arlented department :
heads, ﬂefiveﬂ their:role expectatibns from experience as. sgeceeeful
qranteme? ‘or 4s. 1eaﬂere in professional associations, ghlle -
program=- oriented department heads" reported that their experience. as -
"practicing proféssionals or as acadenic administrators influenced

+heir role expeetetiens._Tmplleet*ene for the eeleetien and training

of aepertmeﬁt heads are eaneiﬂereﬂ. (S® ' : _ A

e
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departmeﬂt heads regeive nc farmal ttaiﬁing in management-ﬁff”:':’"m'aL“J'"ﬁ';

i \‘administrativé skiilsi The assumptiﬁn 1n aﬂadéme appears tn be that if ¢

e

o The puprSE of my fesearch was t d erminé ng dEpaftmEﬁt heads

learn the headship role. Specificallyial setvﬂut'ta answer;thfég:--

- teseafch questia,s f ', e T Z 'j L e

1. ch dn depaftment heads define the headship rale? T e
2. ch are individual depaztment_heads aecialized tn perfarm o ‘:':“ Ty
the headship role? ’ - : : '

lﬁl- What relaticnship, if any, éxists between the pattern
of socialization and the department head's définition

of thé headship role?~f L
v The literature on. prgfessianal and adult g0 i%;izatian Suggested .i )

isgv%ral gammaﬁiélementsg In their bugk Begoming Prnfegsicnal Bugher>

and ﬁteLling examinéd four sacializatiﬁn factors. Elé Elaying;-af L

=

experiencé in perfurming actual ralé tasks role mcd'ls-*pgg;‘gfnup
interactians; and caaching and criticism.; Brim in-1 EE suggested that o

adult=sacialisati¢n i? int%;activé i e., that the adﬁlt baiﬁg

P

Asncialised unlike thé child is an active participanﬁ in the proces§ by

selecting and evaluatiﬂg experiences values, and rgle models. Finally,-

;
!

Tharnton and Nardi suggggted that the Socialization Dﬁ‘a rale incumbént-

expectaticns by way cf fg,:al dacumgnts such as. jnb dascriptions and
handbnnks, praceeding thraugh infafmal péer iﬁteraction to . transmit'

attitudinal expectaticns, and cﬂncluding With the Ancumbent shaping the’

[ : . -

fqlg tc fit him/herself— - o I I RS

y - . N

It was apparent “from these and other Etudies that expéctatians “and

e
o

edback on pEformaﬁCE, the crux of the sacialization pracessu might

O 7 : : o ’ - : = ‘ ' L [y




- peere (eee Teble 1) Any at all might influenee the depertment heed s

'“Q;eeif=eveluetion._ In eddition, the preeeee might etretch over a .

:;fi eeneidereble pe:iod of time beginning perhepe With the indiyiduel e

) M . e

1-experienee as a greduete etudent q; ee e:b nning feeulty member :

i; ’_i- (entieipetary soeielieetien), end sheuld inelude an examination ef the

o

Lte .
2t e

eeereh/eeleetien?preeeee as-a 1ike1y time for expeetetione to be "'F
, transmitted ee well ee of perieneee during inenmbeney.vri B R
EJK

At the same . time, th itereture en‘the rele nf department heads. end

‘Fole eenfliet euggeeted thet the headehip rdle was nqt monolithic, "A"
) Y : : o
I number of reeeefehers identified verione enne tiene nf reieted teeke

within the nvefeii ﬁeedehip Edle,'eonetellatioﬁe whieh fnrmed euberelee.i

s

_ Fnr exempie MeLeughiin Mentgpmefy end Melpeee identified three B
eub—rdlee:' the eeedemie,rthe adminietretive,_end a 1eaderehip eub—Tole.;=”

Smert end Eltnn in 1976 . identified 27 eeperete teeke whieh they eembined .

- i.

‘to fetm four dietinet fectnre. a. feeulty :ole, a eeefdineting role,

\ ] _i.

_ reeeereh rdle,.end an inetructionei role. . Reeeh elee euggeeted thet
depertment.heede;weefffeur eepefete“hete_ tAithdugh:the{eenfignretienex
diffeted emong theee three etudiee,hthe_ndeeihility Wes faieed that an
individnel dee, ment heed might define the heedehip role by empheeieing'k;v

one éf theee sub= folee. In eddition, as D: eei Jehneen, end Mereue

eted in. The Confidence Crieis (1970), the yay “the department head

. def nee is/her role may not be” enngruent with' the expeetetione heid by

-

4 thd deen and the depertmentel faculty, feeulting in role conflict or:
o _ : o .
'“@embignity_ _
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”:[-sn iﬁterview ,:m

"

' i:jj?Té aQSﬁérvthé*three researéh?questiaﬁs, 1- developed and pi

: servieé.“

< B R B : e . . .

Those selegted heade&?departménts ranging in size from " to 65

members, nct including themselves, with a meanfof 22 members. The period

= -

of incumban:y ranged from 6 manths tc 14 years, with a mean ef 5 years.-

At the timeiﬂf,appﬂiﬂimenxﬂ,the_;lpigal“dgpaz;meniﬂheadzwas,améE:;earﬁaldrx_ém__”;

malé ﬁfull" pfafessnf who had feceived his términal degree 15 yeafs .
PEes :
earlieri Almast eqﬁal numbers had béen appainted ftom within ‘as frnm_

outside the departments they nﬂw headed o

Analysis of the interview responges iﬁdicateﬂ the depattment heads

did indeed, emph, i p,;;,cular subsfolea in défining the-headshipg‘

5

Using TESPGﬂEES to the four questions Dﬂ rgle definitian which

: discfiminated amang department heads, I derived fcur ideal types nf

-

depaftment head role definitiOﬁ_ (See Table 2) v ,- ?,-"‘

gf

: ,'culty atiented dEpgrtment heads desgribed theif primary

'responsibilitie ag e ruiting, dEVElépiﬁg, and evaluatiug faculty Ty

members,:facilitating the wark af the.faculty, and feduciﬁg b

iﬁtra—depaftmental conflict to imprave fagulty motale,\ Their pfimary

gaals at time of appoiﬂtment were ta improve the quality of the faculty,v

\ S I

faeulty rasearch, and_tn,reducé conflict amoﬂg faﬁulty members. Théig.s

L . . . L. -
= et 3 - [ 7= &
. . . e L -




Interview.
-Responses -

i!_;;x

Faculty )
: Drientatiaﬁ

Table 2

Interviewaﬁesﬁanses by Rnle Definitinn Typnlagy :

Rnle Definitiaﬁ Typnlagies

Exterﬂal .-
Qtientatiun

Eragrsm
Orientation

Management

'.‘Qr;eggagkan'f

e ;=Pefceive&-"'

» - Primary « *
k;—Resp@nsiqu:
“bility”

—:gdu;é:

Fa;ultj e

development,

=‘1Fagilitatar,

Canflict

Re?fésenﬁef,7 Program
Negatiatgf
Granﬁsman

development

JgCDthiﬁatDr,

Leader, "t

14,4Ea;ili;a;gr‘7;i

.

5 3

S "
.. Sources of : .
! S E.ré 5 g 1“‘ By

Gﬁaiéxat*time

@f appaiﬁtment

L S

P

.\,- ’
Important-
Extra-

. departmental |
°. »Involvement

e
'
&
i
[
a

AImpfuve fac-
'ulty quality -

& rgsearch

nppattunities, equipment, =
Reduce con- L Enhanﬁé image

iflict

Faculty

appuintment & ‘Research
_evaluation, " pfaductivity
Time for 6wn

fresearch:

Professional
‘Agsociations.
R ' - & éxtefnal

- Ihcrease. !
g:ant funding, modgl pfagfam, _
. pradugtivity.'“
* gram . direetian Improve morale,
‘Increase SCH- .
praduct;vity

Ptbféssibﬁél

Dévélap é

space,r&n

= .

fiﬁéﬂées,-’ ‘ Fa:ulty

L+ . start-up
: ... funding

wide
governance

. funding
agenciesif

appointment, &
productivity,
A - Inadequate -

University— :

3

“Rearganize for A

EffiCiEﬂEy &

“ Increase
prestige

Resources,
Intérpersonal,

_conflict,
* Nonproductivity

Ecllegé &

“university .

governance



primety etreeeee wefe elee feeulty relete&“ They were eeneerned ebeute

A the leek

time they :ed te devete to their own. reeeateh end ebeut L

@

I 'nfeeelty hiting, prometiaﬁ end teuure. They felt thet depertment heed; :;f,}i

' ff;involvement in’ prefeeeipnel eeeecietione was pertieulerly 1mportent 1n; B

'ti erder for- the department heed te keep up iﬁ hie field end in order te 3]-33
-v_». i oL = LT . ) ot
‘._fecilitete the reefuitment ef neW(f, l memﬁere; " ‘1 L .'_ :f:; L

Externelly‘eriented depertment heede deeetibed theit primery

Y - i [
-k Lo oy

ireepeﬁeibilitiee ee repreeentets, btekere, negetietbt;T or grentemen.'

_Their 30315 at time of - appeintment WEre quite epeeific. te-inereaee bgthe”

_,_ e

vrfAthe number and funding level ef resea

h gfente end contraete,,to ebtein

..-‘-‘.

'edditione11epeee and equipme trf r eeereh/ezeetivity, end to enhanee

. - \ !i!.

Tthe depertment imege.¢ Theit primety eeueee of ef%eee were a elewing iﬂ

:f gﬁiiity of. teeeereh funding and Low reeeerch preduetigity. They,r}rn
. LT ke

,.funding egenciee.x B

Pfogrem eriented department heede described theie primary

i . 3 - N 13

eponeiﬁglity as pregrem development. Their geel et time ef eppeiﬂtment .

gfwee to create the beet degree pregrem poeeible. They Wented to iﬁefeeee . o
- -ﬁ;the ﬂueger ef‘etudentsereditsheute genereted end the numbe f: 3
undergreduete mejefe end greduete students in their depettmente. They
i-eleo were keeﬂly'izere ef-ehengee in direction within the dis pline or - :
J prﬂfessiOﬁ to whieh the depertment needed to reepond Twe areas eau ed :
xthemietteﬁea the inebility to obtain funding to "etart—up a new progrem A
th_hite new feeulty end puteheee inetruetieﬂel equipment) and the .
slowness of the bureeueretie etruetute of the’ unLvereity regardiﬁg ' ;
:e;rrieulum epprovel. Pethepeffef thie-reet'reeeen“ most felf thet it wee
Q El! . N (




Msnsgement oriented depertment hesds were the 1eest consistent in ;

; theit tespons They des ibed their primsry responsibilities ss Jf; A

e

"leedership," "fsciliteter " ef "enerdineter" to. indieste thst theis job

. !

' }%1" d_ srtmentel eperstions._ Stfess wss esused by intr idep o
.feenfliet whieh interferted with eeepetetion snd henee, with effieiggey -15%5
= . . kﬂ%%_“(; :._\; 2
’i3snd ptnduetivity, with nonpr0duetive‘faeulty members snd with the need

i‘

i

‘to siineste fewef resourees thsn Zhey felt were needed to be ffeetive.,s

Thsy felt it was psrtieulsrly imp rtsnt for dspsftment hesds td:be:;

invelVed in both eollege snd nniversity governanee.f~xﬁ -

* e

'} v Censpieueus by ifs ebsenee in these des riptiens is thew

£

b

NI IS

inprofessoriel"'eﬁbifelei'fAllks t mpted to centinue the role: f* f.::;‘g;.i} 3‘
prnfessnr, i.e., tesehing snd advising studente, eondueting reseereh or Lt
3 .;-u 2 = 3 o

erestive wnrk end/of pefferming publie serviees. They did net ineiude

2 s
L

e s

g this sub=rs1e in their definitieﬂ nf the heedship, however beesuse it _fx

did not differentiate them from the rest ef the fsculty membefs in their

. departments. R g"r ': : _‘?fo' ?%‘ U o -

; : Oncé the

iyzeoeieliSetien‘

.

n within .one type differed frnm the oversll

'.(See Iebie 3., ; o o HE fn“g

v
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;fthet no prier experiences, eeide

f

e,:the petter oeielieetio

3 been helpfui to them in leerning their heedehip rnle._ They identifiedfg

A

R

’_echnlere whom they edmired ‘for theit reeeefeh as: poeitive role medele.ébiditf

_rezher then edminietretere, were negetive toward "edminiet tinn,'
f'theif heedehip tEfmS were enmpleted.

'?itheir expeetetiene ef the heedehip tole net frem exeerienee as e

'.,”teeehe

- eleo_cited deene;er eeeeeiete

L

:imembere. as - their PEete.' ThEY EDHSidETEd themeelves faenlty members

e ] = )
B .e'nd

P T= -
= -

At the other extreme, menegement driented depeftment heade,derived

r—echoler but from their prior experienee as edminietratere. They

o

L ident,fied other depertment heede ee peete end identified as negetive :

c"""

-i._fple medeie their predeeeee ‘, d ether edminietretere, whnm they g»,

= 2 -
e l

deeeribed ee ineeeeeeible end eutneretie. They enneiﬁered themeelvee
. . _

, ﬁd eeemed to enjey being depertmeﬂt heade. !

Ekterneily eriented depertment heede derived theif rele expeetetiene
V;‘g s [ .

' \from'eeeneietioee-within their field ef etddy, reperting experience

=z

h'nuteide eeedeme”either as euee f,l grentemen or ee leedere in their

!‘.netienel pfof on al -a e eeiatinne.v They identified Eermer prefeeenfe

Y

end prectieing p:efeeeienele, peeple eemmitted to end highiy success f 1 T

5 ‘ﬁf

in Eﬁe field, as. poeiti e rnle medelei They enneidered beth depertmentel

1;(

feeulty membere end oth r depertmentfheegi to be their” peefe, end a few

eietent deene as peete-’ Ehey did not

- HHGE




x

see.a dichotomy between facu1t§ and administrative statises and expressed

openness to the possibility bf'assumi@g another administrative position.

~ Although program-oriented department heédé-alé§_62fived role

'éxpéctatigns:ﬁfom their experienceg withip,.théir fields, the pattern of

gééializatign differed from that of externally oriented heads.

Program-oriented department heads,repgfted'an average of twelve years of

prior experience as practicing professionals or as academic

administrators. Unlike department heads in the other typoloégies,

program-oriented department heads identifiei_ghéfismaticﬁréle models:

either practicing professionals or former professprs, who were "towering

figures" in the field but who were, nevertheless, interested in thémywhen

they were students or neophytes. They considered other department heads

-

to be peers and considered themselves faculty members in some situatiéns
. R _

and administrators in.others. On the average, they met more frequently

. planned to return to full-time faculty status when they stepped down from

the headship_

Referring again to Table 1, several items originally assgmed to be
important are absgnt.frgm these four patterns of socialization. First,
responses to questions on the search, selection, and orientation
processes did not éiscrimiﬁate among department heads. More than half of
the department heads could not recall any kind of charge having been

given by. the dean’, and 92 percent reported none from the search committee

'or departmental faculty at the time of their appointments. Instead, many

‘described an interview process in which they did most of the talking,

outlining their priorities and the directions in which they felt the

department Bhould move. The resultdng impression was that their

13



L3

e

appaintmeﬁt was an implicit agreement by the. dean and’thé.fa;ulty with

the directions and priorities they had outlined.

Fully 82 percent' reported no orientation of any kind. ® Most
depariment heads were simply pravidéd'pqlicy manuals and. given

instructiors to call if they had any questions. & . -

process. Dépaftmenéﬁheadglapﬁarently talked among thémselves_and gaw

their deans rather frequently on the a&erage_' Only one-quarter, however,
_ : @ LT '
indicated that their deans evaluated them annually. The rest relied on

periodic formal reviews by others or more informal means for feedback.

One in eight, for e&ample, felt the dean impliaitlr provided feedback

through annual salary increases and/or thféugh the number of special

/s 2 ) .
1s that the message can be easlly misconstrued.

as these

Nonetheless, most department heads reported a poéitivé
. -

gself-evaluation. Self-evaluation waé based on criteria of the

individual's own choosing,” such as level of research productivity,

external funding levels, successful recruitment of graduaté students,

etc., rather than on evaluations by others. By choosing as criteria.

areas in which they ‘excelled, mest department heads were able to mailntain

a "successful" self-image. .
’ b

Although thay‘pésitively evaluated their performances; most

- department heads expressed frustration in juggling;thé percéived=:;

important tasks of leader, manager, and schdélar. There was simply not

" enough time to do all that seemed to be expected.! The iack.ﬂf éieafﬁand

consistent éxpectations and the inadequacy qf'{’edbagk exacerbated 7

feelings of role ambiguity. Although they had dg¢fined’ their roles

14
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according to one of these four ideal types, they had no concrete

;ﬁtha desn shQuld seekf;

¥ w

-

indications that the .dean and departmental faculty concurred. Academl,c

institutions have tended to intérprét role ambiguity as freedom.

=

‘Vagueness in position descriptions and role expectations appears

beneficial; it appears to permit individuals the latitude to devélap
their roles according to their special skills and galents. This

research, however, suggests that there-'may be a poigs at which ambiguity

becomes counterproductive and wasteful of talent, a loss both to the

individual and to the institution.
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What are the implications, then, for the future orientation apd

bl

training of academic department heads? First, these findings suggest

that institutional expectations for the headship role,' need to be L
i |

‘clarified. CLatifiiation of roles could occur at two poiﬁté:‘ dﬁriﬁg the

-gearch/selection process and during the initial orientation period of the

new incumbent. )
~, 7 I .
During the search ptc;ess.‘thesesfindings suggest that daang and
searéh_gammittees zauld.use bacégrgund inférmati@n-aﬂ candidates to
identify those best suited to the needs of the department. For example,
if the dean and the faculty were to agree that thé department's primary
thrust should be @nithe Eétablishment of a model program designed to
reflect zh%ngés in thé field and to prcduce first-rate graduates, then
thése déta Sugéest that they should Eeek an experienced pract i
tafessianal’wﬁa7h§djwcrkéd with and eapauses the beliefs of the "giaﬁts"

in ‘the field .(a pfégraméofiented'departméﬁt head).. On the ofher hand,ﬁif

~ the deﬁagtmentﬂweré”in a‘state,cf.chaas, with the faculty meﬁbers-ﬁdoing;

tbéif'DWﬁ thing and praductivity decliﬁing, then these data suggest that

&

nzexperienced administratﬂr with a feputation fﬂf
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successful operation in a c@liegiél setting. Used for the initial
screening of proépective candidates, this information could then serve as

a basis for discussion during the interview proc ess. Such an approach

%

assumes, héwever, that there is a mechanism for analyzing departmentél
needs.

Seéond, rather than simply a "getting to know you" or "selling"
process in which candida tes "Seil" themselves to the department and dean,

the iﬁtEfViEw process tculd be an exchange of inf@rmatian so that the —

B

candid es, the desn, and the dépaftment can determine whether a

L . .
' i "o

partituLar candidate might "fulfill the department's and dean's -

2

expéctatiéﬁs anﬁ vice versa. Often in the SElECtiOﬂ procedure, too much

- .

emphasis is placed on a single interview, ! Instead, a series of

interviews with prospective candidates or addifional visits by the new

department head after selection but hefore assumption of the position
[ E . f
would afford the opportunity for articulating role expectations more

clearly. At some point, the search and selection process needs to
include the clarificatlon of expectations of .the headship role by all
parties involved--the candidates, the dean, and the departmental faculty

=

members——to avold later ambiguity.

No matter how well suited the selection process is in meeting the
B ' ) . [ :
needs .pf the department, however, department heads also require some
rientation to their new role. The most important means of learning the

headship role appeared to be through interactian with other dEpaftmEﬂE;

heads. Several departmgnt heads éxpressed gratitude for a kind of :
. , ) ‘ ,

"big=5rather"‘rELationship they had had with an experienced department

head when they first assumed the headship position. Others seemed to

seek out and benefit from t@e informal interaction with'departmEﬂt-héadé
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annuak'evaluatian by the dean and'a peri

in related fieids; ' These informal relationships aﬁoné!départmént heads
were the principal means of conveying tﬁe university's palit?ﬁal and
social culture. Where the’infétmal network is ﬁ@t:well_gstablishédi the
dean might E?ﬁS?dEE sett%ng up a pairing system as one means‘af orienting ‘
new dépértment heads to the headship role and .to thé institdtion. .’
Another possibiliity is to provide QﬂEcampu; %ﬂfkshops for new
department heads and as ''refresher" courses for experienced department

headég Experiénged)department-headsswithin a college could organigé

gsessions for theifﬁnew colléagues, Although all new department heads may

m

benefit from an orientation designed to impart the institution's

-

décisiaﬁ*making organization, policies, and procedures, this resegrch

iy}

Uge

ests that depéttment heads within each ideal type may need assistance
) =

in gifferent areas. Faculty-oriented department heads, for example, may

benefit particularly from a workshop on techniques of budget management,

while a session on external sources of funding might™ be margzuséfuL to

o

program-oriented department heads. Management oriented department heads,
instead of participating in on+<campus sessions, might be encouraged to -

participate in organizations and workshops for department heads sponsored

L

by 'a number o pfafessianél and disciplinary associations in order to
keep them in touch with their fields. Some kind of orientation to the -
heédghip role as well as t@itﬁe institution is needed.

Finally, in addition to clearer expectations for performance,

department heads appear to need more adequate feedback. From this study,

Lo
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: depéftmEhi heads (their peers) would pf@fide the feedback needed to -

Jeparen , AR o x_ | \ %

improve performance. S ’ Fo

A clear and consistent presemtation of expectations to depdrtment
[P ] 7 i., ] . .
heads during ‘thie selection and orientation processesfand formal .
+ \ evaluation of performance by the dean and by peers could reduce thé

- N E

department head's sense of role ambiguity-} The aim’ of these suggestions
department heads, but rather to remove some of
- - = » -

. is not to produce "happy"
_ R ) .

';he barriers that seem to be preventing growth and crgafivity in role

L3
performancé. o S : _ . s
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