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EDITOR’S NOTES

The department head at the community college may also be known by other
titles, such as department chair. division chair, division dean, or academic
dean. This position is considered Lo be the front line in community college
administration. Department heads are managers ana ieaders who are internally
responsible for the day-1o-day operation of the college. In charge of academic
departments. divisions, or programs, the chair (a compromise title) is the quin-
1essential manager or le ader from the middle level of administration who deals
with curricula and prog-am review and change; faculty hiring, development,
evaluation, and scheduling: student satisfaction with curriculum and faculty;
student complaimnts, grievances, and success; and budget and planning analy-
ses. Additionally, chairs act as liaisons and representatives 1o staff, upper-level
administration. and the community. Thought of as the glue that binds wgether
students, faculty. curriculum, and college, the chair rerely acts as a free agenu.
Rather, he or she is a representative of the institution to its constituencies.

The complexity of the midlevel managers job has been addressed by
many previous studies of this position. Recognizing that complexity, this vol-
ume posits the need for midlevel managers to learn about and train for this
unique administrative job and leadership role in the community college. In the
various chapiers. university professors, college presidents, and practuitioners
offer nsight into the roles and needs of the midlevel manager in community
colleges today. Specifically, the authors respond to the need for learning and
training for leaders at this administrative level. They describe several existing
options for learning and training, and offer insight into the changing nature of
midlevel management and leadership as we approach a new century.

In Chapter One 1 address the question. Is midlevel management needed
in community colleges today? The question is revrewed in light of current
trends in the business world, where midlevel management is being reduced
and organizations are being restructured. The need for training and profes-
sional development is influenced by such contextual lactors. This chapter
illustrates how a credit-carning university program for current and potenual
community college chairs can develop the skills necessary for management at
the wudlevel. The program focuses on five core arcas for chair training: lead-
crship, scholarship. research and apphcation. tcamwork and collaberauon.
and skills.

In Chapter Two, Robin L. spaid and Michael H. Parsons. two administra-
tors from Hagerstown Community College, address the need for midlevel
managers to respond to current and impending organizational change Accord-
ing to a new leadership paradigm, leaders will need o focus on releasmy
human potential, balancing individual and group needs, defining, values. and
st imuanve and responsihiliyaf institations are 1o prosper m the new
nillennium The key to leaderdnpas commameanon, and the overall goal 15

b !

I R N T T T TR TN AP DRV W AR,
ey ¢




2 PREPARING DEPARTMENT CHAIRS FOR THEIR LEADERSHIP ROLES

ta foster shared meaning, understanding, and commitment. On the basis of
these emerging leadership concepts, Spaid and Parsons conducted a study of
midlevel administrators at community colleges and a regional hospital. Both
groups of managers indicated that honesty and learning from mistakes were
their critical values. These midlevel managers agreed that teamwork is essen-
tial to effective administration. Furthermore, they also agreed to learn to lead
from where they currently are.

An example of a district-based administrative training program is given
in Chapter Three. Mary S. Spangler, president of Los Angeles City College,
describes the creation. function, and administrative development concept of
the Administrative Leadership Institute (ALI) for staff of the Los Angeles Com-
munity College District. Recognizing the need for midlevel management devel-
opment, the ALI program seeks to cultivate future administrators from among
current college personnel. Drawing from various learning and training mod-
els. the ALI attempts to offer training and development programs that utilize
internal sources in order to serve organizationat vision, mission, and princi-
ples better.

In Chapter Four. Albert B. Smith and Gloria A. Stewart share their find-
ings from a study of fifty-nine new department chairs in Texas. The chairs wete
asked how they prepared for their jobs, what they encountered on the job, and
how they adapted their jobs to the challenges they did not or could not antic-
ipate. Role transitioning or socialization forms the theoretical basis for under-
standing this study. Not surprisingly, new chairs had little formal training for
their jobs and had to rely on past experience or observation to guide their prac-
lices. They were unprepared for the amount of administrative tasks involved
in being the chair, and the most often cited mcthod of learning the job was
“doing 1he job.” Smith and Stewart demonstrate that these new chairs were
seeking formal training for their jobs.

In Chapter Five, six community college presidents—Donald W, Cameron,
Rabert C. Messina, Jr., Stephen K. Mittelster, Anne E. Mulder, Abel B. Sykes,
Jr., and Jerry Sue Thornton—respond to questions about midlevel managers
on their campuses. These top-level administrators provide definitions of
midlevel management and descriptions of duties, opinions about the necessity
and efficacy of midlevel managers, and examples of the successes of current
midlevel administrators at their institutions. All of these presidents agree that
there is a need for this position in the community college. Also, all six view
clfective communication on the job as the midlevel managers top skill.

Gary L. Filan, exccutive director of Maricopa’s Chair Acadermy, is the
author of Chapter Six. He describes the development of the Chair Academy
from a grassroots movement n early 1990 to an organization that now spon-
sors a {ull-fledged nauonal conference. By highlighting exemplary practices of
chaits in community collepes nationside, 1he academy offers two training
rottes for present and future comnmimity college midlevel administrators. Furst,
the weeklong annual conference pravides a chance 1o learn from and share
with others through svmposia, raundiables, and networking The Char Acad-
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EDITOR's NOTES 3

emy also provides administrators with the opportunity to ergage in a three-
year practicum and training program for chair development. Furthermore, the
academy has benefited from the resulis of 1 national study on chairs’ training
needs and is beginning to offer college credit courses on-line for midlevel man-
agement training.

We have been apprised and reminded by several of the authors of this vol-
ume that chairs and midlevel managers generally learn their job on the job. In
Chapter Seven, John M. Pettitt honors this tradition as an excellent example
of adult education practices. Situated learning is such a practice in which role,
relationship, and legitimate participation are derived from actual activities
engaged n on the job—that is, learning by doing the things chairs do. Data
are given that demonstrate characteristics of North Carolina department chairs,
and a model for mplementing situated learming is offered. Learning can be
self-directed and eflicient; situated learning demonstrates this from the per-
spective of learning by doing.

In Chapter Eight, Erika Yamasaki considers the challenge facing chairs
who not only juggle their conflicting academic and administrative roles but
also desire to be leaders. As the literature indicates, successful management
does not necessarily constitute effective leadership. Therefore, those who strive
to be managerial leaders must provide departmental vision, empower col-
leagues and staff, and foster shared values in addition to fulfilling their admin-
istrative duties. Emerging leadership models provide some guidance for chairs
as they pursue this formidable task.

Finally. in Chapter Nine, Elizabeth Foote of the ERIC Clearinghouse for
Community Colleges describes various studies of the chair posiion not
included in the preceding chapters. She also provides an overview of leader-
ship training programs designed for community college chairs.

Rosemary Gillett-Karam
Editor

9
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Recognizing that the dutics and responsibilities of the department chair
in the community college are quite complex, Nerth Carolina State
University developed a training program for practitioners.

Midlevel Management in the
Community College: A Rose Garden?

Rosemary Gillett-Karam

Theres a good ol’ country-and-western classic called “l Never Promised You a
Rose Garden” in which Lynn Anderson attempts to point out the struggles and
expectations that relationships create. She could very well be talking about
midlevel management in community colleges. This job is all about relation-
ships, and it too doesn’t promisc a rose garden. .

Although chairs are considered administrators, they really are not. They
are also considered faculty, but they are not really. Although they are consid-
cred leaders, they are usually managers whose job descriptio.ss, toles, and
dutics are bound to traduional hierarchical organizational siructuses. Though
not priests, psychologists, accountants, or lawycers, chairs ac in lese roles.
Thought to be riding the wave to the top, chairs are more often in 2 holding
pattern and not in line for advancement te high-level admimistration. Gmelch
and Miskin 11993) and Tucker (1993) report that four of every live chairs
never move up the admunistrative ladder. Furthermore, burnout and stress are
occupational hazards of this job that frequently takes a toll on individuals per-
sonal lives, health, and outside commitments.

The undersiandably comiplex position of department chawr links students
to faculty, faculty to administration, and people o the organization. Long con-
stdered the buffer between faculty and administration, the chawr 1 more a
mediator, communicator, and facilitator than any of the convenuonal descrip-
tors bestowed on leaders by the literature. The chair is ever present and often
considered the key administrator who resides over daily college affaus.

Institutional success parallels that of the chans suceess, because without
the chars sense of tinung, direcunon gkills, and leadership, the college stands
to fose 1t~ cohesiveness, ahpgnment. and representanon. Unhike upper-level
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6 PREPARING DEPARTMENT CHAIRS FOR THEIR LEADFRSHIP ROLFS

administrators who are responsible to various external constituencies, the
chair’s attention 1s focused internally on the day-to-day administration of the
campus. Upper-level administration is expected to declare the vision and mis-
sion of the college, but without coordination and cooperation between upper-
level administrators and chairs who are atigned with students and faculty, the
vision and mission of the college would not be well grounded or representa-
tive. Acting as the conduit for faculty and student concerns is not the only role
of the chair. howcver.

Researchers have spent the last thirty years trying to understand the crit-
ical role of the chair in both university and community college settings.
Scheufler (1973) suggests that the chair performs as many as 113 specific
tasks: Lombardi (1974) lists {ifty-one duties; Tucker (1984) names fifty-five.
Seagren and others (1994} asked community college chairs to respond to 190
questions pertaining to chair responsibilities. Generally, research on chairs and
midlevel managers in higher education addresses the question, What kind of
persani can develop expertise in overseeing curriculum issues, hiring and fir-
ing. resolving student complaints, mediating disputes among fazulty, manag-
ing a budget. facilitating community relations, understanding the legal
implications of lawsuits, administering policy, and being a participative and
collaborative leader? Furthermore, what kind of a person can do thesc jobs as
ateam player both with upper-level administration and among faculty, staff,
students, and community groups? Researchers agree that the chair’ role is dif-
ficult and that leading from the middle is no easy task (Gmelch and Miskin,
1995 Hickson and Stacks, 1992; Seagren and others, 1994, Lucas, 1994).

The refrain from “1 Never Promised You a Rose Garden” provides some
indication of what is needed 10 accomplish the duties, tasks, and responsibil-
ities of the chair. Anderson warns us that often there are individual costs asso-
ciated with the risks we take. To heed this warning, chairs need to be trained
to gauge the depth of the waters and to look before they leap. Learning
through practice and continuing to reflect while on the job are the corner-
stones of this training process. Thercfore, colleges and universities whaose
departiments and faculty provide administrative leadership training should cer-
tainly consider extending training to midlevel managers and leaders.

Al North Carolina State University (NCSU), faculry took on this challenge
three years ago by offering current and potenual community college chairs and
division deans an opportunity to develop their leadership skills. A needs
assessment revealed that most college chairs rarely received any training for
their complex positions This information prompted NCSU faculty 10 work
coaperatively with the state community college sysiem to develop a statewide
program for practhitioners

North Carolina community college presidents nonninated and paid faculty
from their colleges to engage in six hoturs of eredit-caming training from NCSU
Centibieation was guaranteed throuvh the North Carolima Community College
Svatem In weekend classes Tasting two semesters. chas and potental Chas
worked to Jearn feadership and organizational <kills appropiiate to nudlevel

11




MIDLEVEL MANAGEMENT IN THF COMMUNITY COIEGE n

management positions. During the second semester, students interned with sea-
soned chairs. Both in the classroom and 1n an experiential setung, students were
able to study, observe, practice, and make (and correct) mistakes before they
moved into midlevel management positions. One student comniented, “1 never
realized the enormity of the job: no wonder the majority of chairs return 1o fac-
~lty positions after their tenure is over.”

Development Model

Chair training in the NCSU program is designed to help managers and other
practitioners broaden their knowledge as well as their mudleve! supervision
and management skills. Training also helps them apply leadership coneepis.
practices, and processes, especially as they relate o the neceds of actual work
situations. To develop etfective management and leadership skills, the program
emphasizes five training areas: leadership, scholarship, vesearch and apphea-
tion. teamwork and collaboration, and skill development.

Leadership. This core skill requires the acquisition and further under-
standing of patterns, competencies, behaviors, trairs, personality, and orenta-
tions both of leadership in general and in one’s own leadership practice. This
recognition of personal leadership style and practice is the subject of group
analyses as well. Understanding the responsibilities, roles. strategics, and aspi-
rations of midlevel managers is key to learning to be a successful leader Rela-
uve to upper-level leadership, leading from the middle is more hands-on and
duties are less easy to delegate. The chair is instrumental in mouvating, eval-
uating. rewarding. and providing faculty development. When these ellorts aie
deficient in an instiiution, the chair 1s responsible. As a communcator, the
chanr is a listener, an interpreter, a memo writer, a planner of meetings. and a
fair and impartial mediator. The chair does all this communication up. down
and laterally in the organization. As a planner, th- chair integrates the collepes
vision and mission into his or her academic arca. As a survivor, the char s
resitient to the unexpecied while also maintaining a healthy college chimate To
facilitate a deeper understanding of this leadership concept, the trumng, pro-
gram reviews traditional styles of leadership, the power of leaders. mnterper-
sonal skills, ethical leadership, and new models of leadership and work

Teamwork and collaboration. 1ths expected that the participants, working,
i the NCSU program’s team setting, will develep several useful docunments
and practices for implementation at their individual insotunons 1 insinu-
tions are to become more learmuing centered rather than teaching centered, col
laboration among various levels of administrative strata s expected ¢lealy
neither a single dictate nor a single department can alfect the entive imsuiu
non Collaboration requires learning to work in teams, handling confhict res-
olution; making decisions through a broad, cthical process, and expecting
pohteal roadblocks. The conventional wisdom among husiness gurus s that
midlevel managers are hest suited 1o orgaize ancd develop produacive etly
clent teams 17
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8 PREPARING DEPARTMENT CHAIRS FOR THEIR LEADERSHIP ROLES

Scholarship. Praciitioners require an inteliectual base 1n which to ground
their understanding of organizations and leadership responsibilities. Therelore
the iraining program’s emphasis in this area requires acquiring and under-
standing the major research and theoretical developments in muidlevel manage-
ment and supervision, especially those relating o the chair as an organizational
leader. and including the more obvious discipline-specific knowledge. Schol-
arship’s pursuit, its relationships 1 other disciplines, its application to the issues
of present social reality, and its relevance 1o the active learning of the student
are all chair responsibilities. Furthermore, once thought of as senior-institution
tasks, publishing and grant writing are also the responsibhility of chairs in com-
munity colleges.

Research and application. Practitioners are required 10 develop proficiency
m selecting, integrating, and applying appropriate concepts from social and
hehavioral science and adult education in formulating and implementing
approaches to management and supervisory problems and issues. Organiza-
nonal studies thar employ leaming and critical theorics, rather than traditional
structure and function approaches, are often utilized for this purpose. Observ-
ing and acting “outside the box™ requires practitioners to question present
expectations and norms assigned to the midlevel manager. By becoming reflec-
uve thinkers, practitioners can evaluate the eflectiveness of practices and
results. Additionally, they can establish research-based practices that are more
mearmingful 10 their work, their discipline, and their college.

Skill development. Although all the concepts alrecady mentioned require
skills. the area of skill development specifically addresses those skills that arc
essenuial to practitioners’ job and role effectiveness. Practitioners devclop skills
i conflict management and mediation, making presentations, oral and writ-
ten communication, team building, policy interpretation, liability and legal
imphications, change, and stress reduction. Case studies that most closely rep-
resent situations and 1ssues in the workplace are used as learning tools.

Training

The fundamental expectation of the chair training program is that alt work will
be accomplished collaboratively. Early on, participants are assigned to several
affimity groups. As an intreductory exercise, they work together without using,
words to define the roles, responsihilitics, and job descriptions of the chair.
This team-building activity emphasizes that cach individuals ideas are impor-
tant and thereby leads the way to further teamwork and team learning. The
exereise also frames Ieadership as a team responsibility in which experience-
hased learners are expected to discover and practice the interconnectivity
between leadership and personal relationships.

Parucipants also examine current rescarch on chars (such as Seagren and
others, 1994 Gmeleh and Miskin, 1995: Hilton, 1997), espeaally those stud-
1es that concentiate on the roles of chairs m colleges and universities., Particy
pants also adnnnister questionnarres: Meetmng i ieams o discuss the phases

13




MIDLEVET MANAGEMENT IN THE COMMUNITY COLLEGE 9

and minuses of the questionnaires used in the studies, each student interviews
other class members to determine their views of departments and divisions
they have known. Further questions are asked to assess present department or
division needs, including the foltowing:

How do you describe the strengths of your deparument (position)? Why are
they considered strengths?

How do you describe the weaknesses of your department (position)? Why are
they considered weaknesses?

What changes would you suggest to improve your department {position)?
Why?

How well do the following terms describe your chair: leader, scholar, manager,
faculty developer?

How would you delineate the use of time by your chair?

How effective is your chair? What criteria would you usc to evaluate his or her
effectiveness?

These questions aid practitioners in determining the perceptions not only of
current chairs but also of their constituent groups, including faculty, students,
community groups. and upper-ievel administrators.

Team learning is acconiplished by using case scenarios designed by both
students and the professor. After the case study method is reviewed in class.
several scenarios of chairs” expericnces are presented. By offering a nonpuni-
tive setting for role-playing, some common issues alfecung chairs can be played
out with various outcomes. The cases can be replayed and reexamined as new
issucs arise

Another tcam-learning method utilized in the program is benchmarking,
& process that requires students to look at the best practices in the literature.
on college and university campuses, and in business. Program participants
must gather evidence from at Ieast five institutions regarding their best prac-
uces for chawrs. Guest speakers from both academic and business sctungs offer
their expertise, experience, and advice to potential chairs.

Student teams also learn by examuning and implemenung various leader-
ship skills in the areas of presentation and communication; hiring, firing, and
retiring: curnculum: human relations: budgeting; legal and policy analysis: and
mediation-facihtation. Current chairs, division chairs, deans. and presidents
also share their experiences, offer advice, and provide work experiences for
mnterns.

Shadowing a supenor or ather pracutioner provides another traiming,
venue for program participants. This aspect of traming s meant to provide a
real-world expernience in which the student is ex ted 1o become actively
mvolved i the work and workplace of the ner'. vhe mentor and partii-
pant jointhy deaide onthe projea that wilt forne ane basis of the shadowmg

expericrnee
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10 PREPARING DEPARTMENT CHAIRS FOR THEIR LEADERSHIP ROLES

Finally, continuous evaluation of the training model constitutes a critical
learning opportunity. Also important is discovering how the training program
affects the work and lives of the trainees.

Conclusion

Anderson’s song reminds us to smile through our difficulties and to find joy in
what we do as leaders. Rose gardens, it seems, can recover from thunder-
storms. And so can chairs. The “good times” are gleaned from insights and
research into the modern midlevel manager at the community college. Recov-
ery comes through professional development and training,

Professional development and training programs help future chairs to
understand the leadership roles that will be expected of them, Lo recognize and
make better use of decision making as a collaborative venture among equals,
and to expect and participate in team building among the various constituen-
cies in both the college and the community. In developing their skills, chairs
also learn to put into practice the managerment skills of the chair. They are
more than manipulators of paperwork (more than accountants, record hold-
ers, schedulers, report writers, formal evaluaters, budget managers, executors
of policy, and in general, information disseminators). They are also human rela-
tions experts, dealing with people issues, conflict, dilemmas, debate, and con-
troversy. They are expected to he managers of human needs and wants,
negotiators of interest groups, examiners of power relationships, mentors, and
change agents. Finally. prolessional development and training prepare chairs
io guide the college’s academic disciplines and programs and the successes of
faculty and students.

Chairs are currently the subject of attertion from many groups, including
those involved in organizational studies and business management who, in
accordance with restructuring, rightsizing, downsizing, and bureaucratic lay-
ering adjustments, are questioning the need for midlevel management. Com-
munity colleges are also questioning the need for such positions, especially
- when the roles of faculty and administrator coincide and collide, as in peer
evaluations in a union setting. In these situations, chairs have clearly become
only administrators. Obviously where some colleges go, others will follow. But
the refrain remains the same: chairs can provide the gooed times, and in doing
so, allow the rose garden (or college) to prosper.
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A new paradigm for leadership i the twenty-first century dentifics
essental elements for adapting w change: weaving u shared vision,

appreciating a variety of views, communicating effectivelv, making

decistons based on principles, and creating the future.

Meeting the Millennium’s Challenge:
Leading from Where You Are

Robin L. Spaid, Michacl H. Parsons

As we completed the research for this article, fewer than five hundred days
remained before the onsct of the twenty-first century. Most futurists believe
that the twenty-first century will be characterized as a new age of knowledge.
Community college staff, working as community development agents, must
design new sets of compelencics necessary to reap the opportunities associaied
with 2 new paradigm (Norns, 1998). Change will be an integral part of the
new centurys challenge. but even change will be different. 1t will involve a
complete break with traditional perception and require 2 major reconstruction
of every aspect of an organization. If community colleges are to remain the
people’s colleges, they must depend on internal leadership to manage discon-
tnuous change. Elements of this leadership will include adaptiveness, fiexi-
bility, respensiveness, and ethical sensiuvity.

Half a century ago. Einstein indicated that "ne problem can be solved
from the same consciousness that created it. We must learn to see the world
ancw,” (Wheatley, 1992, p. 5). A common theme that permeates futunsts’
analyses of the coming century 15 that hierarchical, top-down leadership wll
no longer suffice. [ 1s imperative that people learn to lead from where they are
Middle management will play a sigmiicant role in changing the focus of lead-
ership. In her synthesis of physical science principles and social change.
Wheatley (1992) reminds us that people support what they create and recre-
ate As the leadership design changes, all parucipants will also change. through
engagement with others and with technology. and through mteraction with
mternal and external events Clearly a new leadership focus will be essential
i order for community colleges to continue thar histonie aussion
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The Path of Leadership

The need for change in leadership has not gone unnoticed. A number of orga-
nizational analyses have begun to look at the nature of redesign. In their assess-
ment of more than one hundred public and private sector organizations, Kline
and Saunders (1998) identify as a critical benchmark the need lor everyoue in
an organization to change if institutional redesign is to be productive.

The Kellogg Foundation funded a study conducted by the director of their
Leadership Scholar Program. Larraine R. Matusak (1997} spent two years
assessing components of lcadership in an era of unprecedented, multifaceted
change. Her findings suggest that critical incidents in leadership for the twenty-
first century will include visioning, initiating, guiding, and encouraging with
and through a group. Further, emergent leaders must have the courage to lake
the initiative that will translate a vision or passion into reality. Matusaks study
identifies four core values that are essential if an organization is to prosper in
the new social context (p. 21

¢ Releasing human potential

* Balancing individual and group needs

* Defining and defending fundamental values throughout the internal and
external community

* Instilling and facilitating initiative and responsibility at all organizational
levels

Another interesting insight that Matusak provides is 2 reminder that lead-
ership is situational. It is a process that requires moving from the role of leader
to the role of follower, depending on circumstances. Finally, she identifies com-
munication as the key (o leadership. The process is multidimensional. Lead-
ers must listen not only to what is being said but also to what is not being said.
The overall goal is Lo create shared meaning, shared understanding, and shared
commitment. This task is daunting. Where does an individual or an organiza-
tion begin this journey without end? Matusak suggests that “everyone must
take the initiative 1o discover personal strengths and assume responsibilitics
on whatever level one may find him or herself (p 21). Has the process begun?
Behavioral scientists, as observers of human interaction, treat their observa-
tions as measurement techniques. The resulting trends are critical incidents in
change management.

In an effort to determine what critical incidents are necessary for todays
feaders, we developed an instrument (see Exlubit 2.1) and surveyed thirty-nime
mdividuals. Qur purpose was to study community college administrators at var-
1ous levels by asking them (2 assess the niportance of specilic leadership behay-
1rs and requesting that they report the extent to which they can be situational
taciliators of organizational change. The concept of situational tacilitators is
based on the Hereey and Blanchard ¢ 1982) Teadership design used by public
aid private sector organizattons for more than thirty years

&




MEETING THE MILLENNIUM'S CHALLENGE

Exhibit 2.1. Leadership Paradigm

15

This behavior 1s an esscntial
clement of leadership.

1 am able 1o use this
element i my position.

\
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I 2 3 4 5 Servingasachange agent 23 4 5

1 2 3 4 5 Beingaccessible o my constitucnts Tt 2 3 4 5

1 2 3 4 5 Acceptingthe role of a follower I 2 3 4 5

1 2 3 4 5 Servingasa catalyst for consensus 1 2 3 4 5

1 2 3 4 5 Beingopen todifferent ways of 1 2 3 4 5
accomphlishing old 1asks

1 2 3 4 5 Promoting teamwork 1 2 3 4 5

1 2 3 4 5 Breaking down conumumcanon barners 23 4 5

1 2 3 4 5 Convincing others that my pomntofview 1 2 3 4 5
is correct

b2 3 4 5 Accepting compromise as a means of 12 3 4 5
achieving organizational goals

1 2 3 4 5 Beinghonest 12 3 4 5

1 2 3 4 5 Takingrisks 1 2 3 4 5

I 2 3 4 5 Admiuting mistakes 1 2 3 4 5

1 2 3 4 5 Learning from mistakes 1 2 3 4 5

12 3 4 35 listening o all pomts of view 1 23 45

Please state in two or three sentences your approach o leadership:

Sawree Capyrght © 19898 Robin U Spad

The Practice of Leadership

Scholars are examining human behavior as 1t is affected by increasing change. In
the past two decades a number of individuals have emerged as chroniclers of lead-

ership behavior. [n 1978, James MacGregor Burns published a landmark study
on leadership. It drew on his study of the Amencan presidency, translating criti-

cal incidents in presidental leadership into ahroader organizavonal contexi.
Throughout the 1980s. Warren Bennis studied leaders in both the public

and private scctars. Perhaps the most telhng synthesis of his work 1s captured

i the utde of one of his books, Why Leaders Cant Lead (1989 Finadly,
throughout the 1990x, Junes M Kouzes and Barry 2 Posner (1195 analvzed
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the “leadership challenge.” Their focus was 10 determine how people could
keep getting extraordinary things done in organizations.

A content analysis of Hersey and Blanchard, Bennis, Burns, Matusak, and
Wheatley results in fourteen critical incidents that we consider to be a leader-
ship paradigm (see Exhibit 2.1). We used this tool to survey twenty-five com-
munity college, midlevel administrators from small to very large institutions.
There was no attemt to make this study truly scientific, nor were we concerned

_about gender or ethnicity. The results, however, provide an empurical insight
into emergent leadership trends. At least half of the institutions surveyed have
gone through major organizational renewal or reorganization within the last five
years. Participants in the study range from vice presidents to directors. All of
these individuals operate below the senior executive level. Their ages range from
late thirties to late fifties; their levels of experience range from five 1o thirty years.
These demographic characteristics appear to be representative of what is occur-
ring in Americain community colleges on the eve of the millennium.,

Community colleges as public sector agencies are not operating in a uni-
fied leadership context. To create broader insight, we also surveyed fourteen
midlevel managers from a comprehensive regional hospital. The reason fr
selecting this control group was twofold. First. the organization is going through
extensive redevelopment. Second. societal changes are having as much impact
on medicine us they are having on education. Qur perception was that if the crit-
ical incicients of leadership cmerge in a similar fashion from both environments.
then the recommendations from leadership theory have some utility for man-
aging change. All of the hospital participants are classified as midlevel managers.

Findings

In general there was more similanty than difference among educators in their
choices of essenual leadership elements. The sample was drawn from midlevel
administrators in credit and credit-free programming. The top six essential ¢le-
ments of lcadership as defined by credit administrators include admitting and
learning [rom mistakes, breaking down communication harriers, being open
1o different ways of accomphishing old tasks, hstening, and promoting team-
work. For credit-free admmistrators, the ton five elements are honesty. serving
as a change agent, promoting teamwork. admitting and learning from mistakes,
and listening.

There 1s sufficient consistency between these midlevel managers i edu-
caton to draw several viable generahizauons Furst, leadership with and through
people is a theme that permeates this study: Second, an emphasis on teamwork
emerges as critical. Finally, the recognition that change brings with it mulndi-
menstonal challenges results in the need for learning from mstakes.

Is the hospital envirenment any different? The top live elements reporied
by midlevel managers include honesty, learning from mstakes., accessibihiy,
emphasizig teamwork, and admitong mistakes In general, leadership during
times of change seems o regaage mitiative and @ presentation of self - acraly
open, situatenal mode ) U
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To what extent are midlevel administrators able to implement their per-
sonal design for leadership? The top five critical incidents that credit adminis-
trators are able to use in their positions include being honest, leaming [rom
mistakes, listening, being accessible to constituents, and admitting mistakes.
For credit-free administrators the top five are honesty, admitting mistakes, pro-
moting leamwork, learning from mistakes, and taking risks.

One overwhelming insight emerges from these findings. Midlevel com--
munity college leaders are dealing with change as it is encountered even
though they are not necessarily serving as change agents. They perceive their
role as requiring honesty, working with colleagues, and learning {rom the chal-
lenges presented by both internal and external demands.

How docs the medical community implement leadership? The tap [ive
incidents include honesty, learning from mistakes, promoting teamwork, lis-
tening, and admitting mistakes. The congruence reinforces the reliability of the
behaviors in managing change in both social settings.

The final dimension of the study was projective. We asked participants
in the study Lo state in two or three sentences their approach to leadership.
Their insights are fascinating in that they reinforce the critical perspective
designed by Matusak (1997) in her national study on learning to lead from
where you are.

Conclusion: You Must Lead

Matusak’s (1997) Kellogg study presents a practical blueprint for infusing sit-
uational leadership into an organizational context. To bring focus to the qual-
itative component of our study, we use her five steps along the path 10 effective
leadership. Cach step is reinforced by concepts drawn from the participants’
open-ended responses.

First Step: Weaving a Shared Vision. Matusak suggests that vision
begins with insight, develops intentions, and creates an understanding of a bet-
ter way of accomplishing critical tasks. A continuing education dean reports,
"My notion Jof] and approach to leadership is to pravide a vision and then
nourish the people to help me realize the vision. Faclitation is a key to my
approach.” Matusaks synthesis reminds us that without the vision and its facil-
itation, the weaving is impossible.

Second Step: Appreciating a Kaleidoscope of Views. Matusak makes
clear that leaders will fail if they continue to view processes or situations
through a singular Iens of their own specialization, culture, or experience. They
must draw on the collective expertise of the orgamzation yet maintain a con-
cern for personal identity, An instructional vice president suggests that leader-
ship requires the generation of “ideas and o] encourage constituents to
develop and present new ideas and strategies in the academic area.” The rec-
emmendation that none of us individuatly 1s as sirong as all of us collectively
permeates the Kellogg study The anthor rennnds us that both creativity and
trust e hallnao ks of covoronments i which peaple feel respected. vatued,
and aceepted 2 1




18 PREPARING DEPARTMENT CHAIRS FOR TIEFIR LEADERSHIP ROL Fs

Third Step: Practicing Effective Communication. Matusak defines
communication in a very broad context. She assesses effective word choice,
nonverbal presentation, listening, and patience in determining actual mean-
ing. Time spent in carefully determining the perspective of the presenter will
save significant time in restructuring a misperception or rebuilding a loss of
trusl.

A critical-care unit manager from the hospital in our study presented a
five-step process for the interaction component of leadership:

* On policies that affect everyone, be fair to all—no favorites.
* Provide open, honest communication.

* Answer rumors with facts to stop them.

» Be accessible.

* Role-model professionalism both on and off the job.

Matusaks synthesis of effective communication reinforces the preceding
process: “Saying what you believe in an objective, open, honest, nonpersonal
way quickly eliminates suspicion and paranoia” (p. 78). It also helps (o solid-
ify team initiative.

Fourth Step: Deciding How to Decide. Decision making is essential o
all aspects of leadership. The Kellogg Study is insightful in that it suggests that
there are a variety of styles for decision making and each of them has a place
in the organization of the twenty-first century. Also, the study reveals that all
decision making, no matter what model is used, must have as 2 base a set of
moral principles, values, or ethics. A clinical coordinator in the hospital set-
ting synthesizes the decision-making process effectively: “Lead by example,
role-modeling, ‘walk the talk.’ Building a loyal team through {lexibility. under-
standing. Use opportunities to teach from ‘wherever you are.™

The characteristics of decision making presented in the Kellogg Study—
open, prompt, caring, and ethical—are well attuned to the changing demands
of the coming millennium.

Fifth Step: Creating the Future. Matusak uses this step Lo assess
change management. She presents a rather interesting perspective: “Change
has considerable psychological impact on the human mind. To the fearful,
change is threatening becausc it means that thirgs may get worse. To the hope-
ful, change is encouraging because things may get better. To the confident,
change is inspiring hecause the challenge exists to make things better,” (p.
133) To survive into the twenty-first century, it 1s essential that we collabo-
rate to make things beter

A continuing cducation dean we surveyed desenbes the change manage-
ment process: “Leading m today’s dynamic environment requires viston. excel-
lent commumicauion skills, paticnee, and energy. 1 believe that my mshtunon
must change to conunue to thnve; without eifective feadership, 1t will not
change.” This statement 1= consistent with the Kellogg posinon that change
maniigenicnt requires dehberate personal and orgamzanonal aticntion

oy
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These five steps provide an accurate blueprint for community college lead-
ers as they prepare to engage the challenges of the millennium. Margaret Wheat-
ley’s (1492) work on leadership provides us with two helpful perspectives for the
engagement. Her assessment suggests that we reach out 1o and work with lead-
ers who are committed to creating sharcd meaning. These people give focus and
direction to individuals search [or meaning and help make the organization’
mission purposeful. They are cherished. She also extracts [rom the scientific con-
text the importance of field and ground. “Leadership is always dependent on the
context, but the context is established by the relationships we value. We cannot
hope 10 influence any situation without respect for the complex network of peo-
ple who contribute to our erganizations”™ (p. 144).

Will community colleges meet the challenges of the millennium? Our
research leaves us optimistic. We are hopeful; we are confident. The behavior
revealed in the study of midlevel community college educational leaders rein-
forces the importance of leading from where you are and suggests that we are
likely 1o be successful.
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Managers in a large multicollege district voluntarily created the
Administrative Leadership Institute, a svstematic approach to midlevel
management development.

The Practitioner’s Guide to Midlevel
Management Development

Mary S. Spangler

A key element in the continued success of community colleges and in their
ability to adapt to and change with the current environment lies in the capac-
ity of those who manage and lead to perform effectively. Although profes-
sional development activitics and programs are widely available, in at least
one large multicollege district there was a significant absence of systemic
midlevel management training. This chapter describes how the Administra-
tive Leadership Institute (ALI), one specific response to the situation, was
conceptualized, developed, and implemented over a threc-year period. The
discussion begins with the rationale for this approach to professional devel-
opment, describes the stages in ALIs development, outlines the program
model and contents, provides outcome information on the first year of s
implementation, and concludes by reccommending development straiegics
for other organizations.

The Need for Systemic Leadership Training

Based on the recognition of a need for midlevel management development, the
AL program 15 grounded 1n several basic assumptions. These include that
administrators and managers value collegality. are responsible for demon-
strating leadership, have the requisite skalls as individuals but can benefit the
organization and themselves through a group-oriented program, and recognize
the importance for the organization to prepare new leaders continuously.

In Cahfornia, professional development funds are provided to districts by
the state, but the wav tunds are expended 1= determined by the recenving msu-
tons Generally the funes are used by indivednals o attend conlerences and
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workshops pertaining to their particular interest or discipline, area of exper-
tise, or self-acknowledged need for specialized training. Kim (1993) states that
“organizations ultimately learn via their individual members” (p. 37) through
atransfer of the learning that occurs between the individual and the organiza-
tion. Training by and within an organization of a cohort of individuals already
in midlevel positions or interested in moving into such positions remains
unaddressed. Training programs like the National Chair Academy and the
Franklin Covey Institute are excluded from this discussion because they are
generally attended by individuals rather than by a cohort from a community
college district or sysiem. Consequently, the opportunity to create a critical
mass within the organization to enable it to be a learning organization (Senge,
1990) is generally untapped or lost.

Another reality readily observed within larger community college districts
and documented in the practitioners’ literature is that those moving into
mudlevel management positions, and managers and administrators moving to
higher positions, generally do so without formal training o assist therm. Thus
the management and delivery of the organization’s services, the expansion of
management skills and knowledge base, and the ability to recognize and
respond to external demands and challenges can be affected to the detriment
ol the organization.

Rapid and radical change threatens the viality of many community colleges,
yet the role of academic leaders is 1o manage the transformation process effec-
tively (Carter and Alfred. 1996; Lorenzo and Zajac, 1996). Covey (1992) states.
“Training and development programs should evolve naturally [rom the [organi-
zation’] vision, mission. and principles. Frograms should attempt 1o empower
people to soar, 1o sail, to step lorward bravely into the unknown” (p. 72).

Against the background of change and the stresses and demands attend-
ing this reality, leaders at all levels are concerned with how to survive and suc-
ceed, how to develop a sense of the future, and how to isull skills that will
shape leaders at the departmental or organizational level (McAdams. 1996).
Carter and Alfred (1996) note that theory and past practice do not provide
guidance in this uncharted territory but trial and error abound. Gelch and
Houchen (1994) usc the term amatewr administration to idesiiily laculty mov-
g into the admnustrative ranks as department chair. Seagren and Dockery
(1996) indicate that training is necessary for the successful management of
decline and competition, yet higher education institutions are “among the few
organizations that do not provide training for middle management™ (p. 33).
The Los Angeles Community College District (LACCDY 1s an orgamization thay
reflects these conditions.

The Iterature identifies the skills necessary for leadership and the roles and
accompanying responsibilities that administrators should perform. It also
addresses the challenges 10 sustaining the transformanon process Formal edu-
cation in these arcas has been assumed primanly by university programs and by
separate conferences, syniposid, and workshops. Yet constramts imposed by the
mstitntion and by outside agencies complicate the confluence of responsabilin

() N =g
te )




THE PRACUITIONERS GUIDE 10 MIDLEVIT MANAGEMENT DEVETOPMENT 23

and ume urgency and, often significanily. threaten administraiors” abiliies 1o
function. adapt, and transform when and where necessary. Diamond (1996}
addresses the complex tasks facing today’s unprepared managers: “The ume has
passed when this crucial position {of department chairperson or higher-level
administrator! can be a pre-retirement stopover or an assignment that faculty
members take tums at filling simply because ‘someone has 1o do ™ (p. B2)

Establishing the Administrative Leadership Institute

The LACCD is one of seventy-one community college districts in Cahforma
and the largest 1n the nation. It is a public, nine-college district with a service
area ol 882 square miles. With approximately 100,000 students of the 1.5 mil-
lion enrolled annually in comniunty colleges throughout the state. the LACCD
is diverse in its ethnic makeup: 42 percent ol its student population is His-
panic, 23 percent is white, 18 percent is African American, 15 percent is Asin.
and 2 percent is other. Personnel include 123 administrators and managers.
1.498 Tull-ime and 2,048 part-lime faculty, and 5,916 staff.

The size and complexity of the organization inevitably mean that simut-
taneously there are multiple positions either vacant or fitled on an acting basis
This situation undermines the organization’ stability. In rccent years the
Accrediting Commission of the Western Association of Schools and Colleges
has consistently noted this condition as a negative facter *a the LACCDS oper-
ation and recommended filling such positions. A high turnover rate, however,
combined with inadequate formal training and an often-incxpenenced candi-
date pool, continues to undermine the district’s ability to address adequately
its fiscal and operational responsibilities. At least among senior admimistrators.
however, there has been a relatively recent atempt to counteract the problem
with the proactive, internal ALl program.

Stages in ALI's Development

The idea for a systenne approach to leadership development ongmated i june
1995 with a group of 1wenty senior adnunistrators from the nie colleges and
the district office who selected as a primary educational goal the development
of an in-disirict training program. They recognized the need for a coherent.
tocused way to upgrade and expand the management skills of adunnisirators
while reparing potental admimistrators: The following major stages and acuy-
1ies trace the program's evolution

Development of Preliminary Drain. Vins brst stage lasted from Sep
tember 1995 1o February 1996 Alier the resolunion 1o develop the concept
was approved by the chancellor, mine commuitted volunteer admimisiiatons
assembled [rom academie affans. student services, and admimistrative semvaces
tormed the Al advisory board They developed programmatic assumptions
created a msaion statement. arteulated the benehts, and identihed possible
workshop topies

o 20
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Presentation for Cabinet Approval. In April 1996 a preliminary draft
was presented to the cabinet for review and discussion. Program components
were approved, and funding scurces and needs were considered, but no action
was taken. Funding was the mosi difficult challenge to overcome. The advi-
sory board members could not implement, manage, and conduct the programs
without significant auxiliary support; consequently. a substantial commitment
to fund the program was essential for it to be implemented.

Development of Program Model. From May 1996 to September 1996,
the advisory board met monthly to develop themes for workshops, consider
delivery strategies. refine funding needs, develop a preliminary budget. and
Create a dral packet of materials for distribution.

The initial budget request included the costs to cstablish the project, a
budget projection for an eighteen-month progran: of workshops and program
evaluation at the end of one full year of operation, and the cost of establishing
an internship program to begin in the second semester of the second year.
Because funding for the second year has been significantly reduced, this intern-
ship component was redesigned to be less ambitious.

Planning. This stage lasted from October 1996 to January 1997. Despite
a convoluted, lengthy development and approval process, the advisory board
sccured $15.000 from the chancellor’s discretionary funds as “seed” money and
initiated the program in the spring of 1997. These funds represented 12 per-
cent of the final budget. The board developed the final calendar of activities
and recruitment strategies; created an information brochure, application, and
strategies for recruiting; finalized the program for the first colloquium; and
arranged locations for the workshops. They also were successful later 1n secur-
ing full funding from the chancellor’s discretionary budget for one year. The
tmal budget of $115.000 was 8 percent less than the original request. During
the progran’s ininal year, the district office used its own funds to cover all but
$65.000 of two contracts. Other costs were absorbed by the colleges’ operat-
ing budgets or by the registration [ees assessed to participants.

The linal approved 1997-98 budget reflected the expectation that office
space and furnishings would be provided by the district and that the program
would not be charged for utilities, maintenance, or supplies.

Implementation. From January 1997 to May 1997, the advisory board
developed a districtwide communication process, tramed the arca representa-
uves to recrunt at cach college, received applications, and notilied applicants
of their status. The recruitment activities resulted in 240 individuals complet-
ng an apphcation.

An outside consultant was selected to implement the approved program
Competitive bidding was undertaken and the contract was awarded to Com-
pany of Experts, a professional developiment consulting firm specializing
community college clients. The one-year contract was 1o manage registration,
develop workshop materials and workshep presentations as approved by the
advisary board and schedule and conduct the yearlong workshops
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Regular programming began in September 1997 and continues as of this
writing. Projected financial shortfalls within the district during spring 1998
limited the district’s willingness to provide continuing (inancial support. Qut-
side funding was sought unsuccessfully; the 1998-99 program has been
reduced in scope to rely on internal resources and in-house facilitators The
district’s statf development committee is cosponsoring the program and pro-
viding $6.500 in exchange for opening access Lo the monthly workshops to all
interested empioyees. Thus, during the second year, registration {ees (o par-
ticipants will increase from $10to $12.

The ALl Program Model

The ALl is a systemic approach to middle management training designed to be
meaningful in content, [easible to implement, and attractive to employees. In
developing the program, the advisory board wrote a mission statement and
poals, selected program segments, recruited participants, and developed infor-
mational materials.

Mission and Goals. ALls mission is ta provide a supportive environment
characterized by respect, collegiahty, and trust among and for its managers.
Through a structured series of colloguia, presentations, and workshops, cur-
rent and potential managers can expand their skills and strengthen their effec-
tiveness as educational leaders (Administrative Leadership Institute, 1996).

To achieve its mission, the advisory board identified three key goals: to
expose participants to various modeis of administration, to create a resource
for current administrators and a learning environment for potential managers,
and to provide professional opportunuties for pleasurable and productive learn-
ing. Additional objectives include improving communication among the
administrative stafl, providing information for long-range planning, strength-
ening leadership morale, and utilizing human resources more effectively within
the district.

Program Segments. The cighteen-month program consists of three
semester-long segments of workshops framed by three themes: administrative
concepts (for example, team building, managing good employees, and risk tak-
mg>, survival skills (for example, interview techniques, stress management.
and establishing prioriues), and applied knawledge (for example, employec
supervision, budget preparation, hiring processes, and contractual issues). The
content 15 based on a survey response to potential topics. Sessions combine «
variety of strategies and materials Lo encourage group interaction, problem
solving, and application to daily asks.

In its first year, 10 accommodate schedules and maximize participation, ALl
offered workshops on dufferent themes over an eight-month period. Each work-
shop wus repeated on two consecutive days dunng the month so that a total of
sixteen sessions were offered. The workshops covered the followang wapics: tead-
g, problem solving, and managing change: building weams; commumeaung;
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developing organizational climate and motivating; managing snd supervising;
managing time, health, and wellness: and making decisions.

In its second year, participants attend a single monthly workshop designed
and facilitated in-house. Each moderator is responsible for developing a pro-
gram in the area of applied knowledge. The advisory board acts as a resource
to coordinate the agenda and to recruit district personnel who are recognized
experts on the topics.

in addition to the workshops, a fail and a spring colloquium and a three-
day workshop on principle-centered leadership are offered. The spring 1998
colloquium was hosted by the Unuversity of California Los Angeless Graduate
School of Education and Information Sciences, based on their awareness of
ALIS success. The positive response 1o the first program has secured a com-
mitment to hold another joint colloquium in May 1999.

Qualified participants may also apply for a fourth-semester intern pro-
ject. An applicant must have accumulated at least twelve of a possible eigh-
teen points from attending the monthly activities; cach AL1 activity counts as
one point. The advisory board is currently reviewing and evaluating the appli-
cants’ requests in order to match the interns with the locations and mentors
selected.

Recruitment. Although the ALl was first conceptualized as being for cur-
rent administrators, participation is open to all regular, full-time employcees
who are leaders, managers, or both. The positive response emphasizes the need
for such a program and that a systemic approach to professional development
is appropriate.

The advisory board considered several strategies to recruit ALI partici-
pants and decided to invite one certified administrator and one classified man-
ager from each location to recruit as a team for membership at their locations.
A recruitment training session includes familiarizing the team with ALLS for-
mation, its goals and benefits, and its strategies on approaching current and
potential midlevel managers.

As area representatives, the team members also serve as liaisons to the advi-
sory board. This approach helps broaden involvement and provides an oppor-
tunity for leadership experience. In addition, the team knows best the culture
of their college and therefore is better able (0 approach potential applicants and
present the materials effectively. The team also functions to share the workload
by disseminating AL! newsletters and announcements on their campuscs.

Informational Materials. The advisory board ideatified Admmnistrative
Leadership Institute as the name for the program to emphasize the primary
goal of auracting, preparing, and strengthening administrators and managers.
A logo, masthead, and stationery layout were developed so that ongoing com-
munications would be idenufied with the program. A recruitment brochure
and application include ALTs mission statement, goals, benefits. thematic
workshops. and enrollment information. A newsletter to maintain communi-
cation and encourage networking was created and published monthly by the
consultant b the second year, the advisory board assumed this task. The con-
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sultant also created and asserabled into notebooks ihe materials developed for
the workshops. '

Evaluation Measures. The advisory board assigned the collection of
data te the consultani and the analysis of data to an institutional researcher.
For each activiiy, the consulrans asked open-ended questions in the areas of
content. precess, and environmeiit and rated the responses on a ten-point
scale. The results are reported in the monthly newsletler The highest marks
of the series were recorded in May 1968 tor the topic “making decisions and
defegating,” with 9.4 reported for content, 9.3 for process, and 8.9 for envi-
ronment. The advisory board also distributed its own assessment tool, a ques-
tionnaire of five items on a five-peint scale. The questions ask to what degree
information is useful in developing leadership skills, how it will be applied in
the person’s current positien, whether it is useful in furthering career goals,
whether the workshop will be recommended to colleagues, and if it meets the
person’s expectaticns in terms of ALIS goals. An analysis of the survey data
coliected from ALL activities {rora March 1997 to March 1998 reveals a range
of scores from 4.04 to 4.83, with an overall evaluation of all activities at 4.31.

These high marks, in addition to requests for the workshops to continue
and inquiries about new enrollments, supported the decision to continve ALI
for another year, despite limited funds, with the modifications previously
described. Adequate financial support would improve the assessment of the
information that has been regularly collected.

Recommendations and Findings

The experience of developing a concept into a reality proves that it is worth
doing. In the process, friends are made, skiils are leurned, people are influ-
enced, and autitudes mature. n the absence of a directive to create and main-
win such an ambitious program, however, individuals may be [rustrated in
carrying a project from inception to expression. Other attempts to initiate a
feadership program may well require a commitment to fund the activities
hefore individuals are willing to spend time heyond their regular responsibil -
iies working together to develop a concept. To increase the likelihood that the
clusive opportunity to create critical mass and cffect change will succeed, sev-
cral reccommendaiions are offered:

Assemble a team of individuals with a high degree of responsibility and a will-
mgniess to accept additional work and to share and learn together.

Meet on a regular basis, differentiate and assign tasks, and set goals and dead-
lines while keeping the mectings fun and informal

Hold the needs o the organization clearly in mind while keeping the planung
group small and locused on the tasks.

In the catly stages cspeaially. ensure that upper-level decision makers ate fully
mformed of the planning groups progress. needs. and expectations

Qnee the program s approved and funding s dennbied. select a contaet per-
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son to facilitate a d manage its implementation, handle the distribution of
information and r¢_‘istration matenals, and conduct an assessment and eval-
uation of its effectiveness.

Provide a communication vehicle for the participants, inform supervisors of
participants’ contributions to management-related activities, share credit
with all involved, and distribute evaluative data widely.

Concluding Thoughts

An apparently small initial effort to mect a real need has unintentionatly
become part of the catalyst {or change embarked on within the LACCD. This
agent for change is producing discernible outcomes in the areas of promotion,
goodwill, and skill development. Had the task of creating the project been
assigned to an individual administrator, 1t is likely that the AL would still be
a fleeting thought, a good idea not enacted. Instead, it is a dynamic change
agent sustained by teamwork, fun, and commitment. Despite the lack of sta-
ble funding, those who have participated in its formation and continuing
development have experienced firsthand the challenges and rewards of per-
sonal leadership.
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Workplace soaglization theory s a usejul framewark for
widerstanding the experiences of now depariment chas und for
meeting their professional development needs.

A Statewide Survey of New
Department Chairs: Their Experiences
and Needs in Learning Their Roles

Albert B. Smith, Gloria A. Stewart

The academic admuustrator 1s vital to mstitations of fagher educanon that are
redirecting their eflorts, moving forward toward new organizational forms, and
creatng chnates conduaive to cooperation and collaboration among divergent
constituencies (Creswell and cthers, 1990, Seagren, Creswell, and Wheeler,
1993) Yet many of those who assume the role of department or division chait
n community colleges are not prepared for what 15 in store—a muluplicity of
demands, fong howrs, and a change in perspective (Seagren and others, 1994)
Many tind themsclves “learning the ropes™ as they go along—thus makiug an
itherently stressful role even more so (Tucker, 1893

Avanety of factors can hinder or factitate the new chairs transinon o her
or hus rale Among these factors are the skills and knowledge hrought from pre-
vious faculty roles. the impact of unexpected elements of the new job. and how
the individual goes about learning the demands of tasks, roles, and mterpersonal
relationships Ihindeed most new twe-year-college charrs Iearn how o function
11 their roles through intormal and discovery learning (that 1s, by consultimg col-
leagues or by doing, watching, and reading), then it appears that instutons
should factlitate and suppart these acuvities in addinon to providing formal tram-
mg and development opportumues When taske, roles, and imterpersonal rela-
nonships assigned o an admunstrative posion are improperly disdharged, the
effectiveness ol the organizanon as a whole s impaired. Developig a deeper
understandmg of the role transiening process of new deparanent chairs will
assist admimistrators and facalty mevaluaung the ctheacy of cuarrent pracuces as
woll asm cquipping newly appomted Jhans for siecess
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Nature of the Study

The purposes of this study were to profile department and division chairper-
sons appointed in the 1995-96 academic year at community colleges in Texas
and to gain an understanding of the role-transitioning process based on the
perceptions of these individuals. Eventually this research will be used to sug-
gest methods and processes that might better facilitate role transitioning of
first-time department and division chairs in community colleges.

Conceptual Framework. The theoretical framework guiding this study
is the process of socialization within organizations. The terms socialization,
workplace socialization, role socialization, and role transitioning are used synony-
mously. Socialization is a series of stages that an individual undergoes in mak-
ing the transition from one position to another within an organization, as well
as when making the transition into an organization from the outside (Getzels,
1958; Morton, 1993; Rusaw, 1995). Role socialization is the process of learn-
ing expected values, attitudes, and behaviors associated with a position in an
organization as well as learning the tasks and interpersonal relationships asso-
ciated with the position.

Figure 4.1 illustrates the four stages ol socialization within organiza-
tions—anticipation, encounter, adaptation, and withdrawal. This cycle may be
repeated many umes throughout an individual’s career as she or he switches
jobs within an organization, moves to other organizations, or leaves the work
force.

Because the focus of this study is workplace socialization from the per-
spective of learning in the workplace, only Stages | through Stage 3 are perti-
nent. The anticipation stage is antecedent to orgamizational entry or appointment
to the position of department or division chair and includes what the newcomer
brings o the new position—skills and knowledge gained through formal, infor-
mal, and discovery learning efforts and work experience. When the newly
appointed chairperson assumes the position, the second stage. encounter; begins.
The third stage. adaptation, also known as assimilation, relates to the signals
received from the organization and from the individual that a successful role
transition has been made. What organizations do (such as formalizing orienta-

Figure 4.1. Generic Representation of the Theoretical
Stages of Workplace Socialization

Stage | Stage 2 Stage 3 Stage 4
Anuaipation Encounier Adaptanon Withdrawal
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tion activities or taking the posture of learn as you go) and what individuals do
(such as learning acceptable behaviors by observing role models) 1o promote
role transitioning become the building blocks of successful adaptation (organi-
zational and incumbent signals) 1o a new role (Katz and Kahn, 1966; Louis,
1990: Schein. 1992).

Research Question. This study explored how chairs learned their
roles—what skills and knowledge they brought to the position (anticipation),
how they went about learning their role (encounter), and how they assimilated
into the role (adaptation). The primary research question was, What is the pro-
file of new department or division chairpersons in two-year institutions of
higher education in Texas with respect to demographic characteristics and role
transition variables?

Methodology. This study used survey research techniques to investigate
how new chairs went about learning the tasks, roles, and interpersonal
demands of their position. Eleven survey iterns addressed the chairs stages of
role transitioning-—anticipation, encounter, and adaptation. Another twelve
questions sought information regarding the respondents institution, depart-
ment, and personal data. ltem-response scales for the first eleven questions
were constructed using five-point Likert continuums, with possible response
choices ranging from “strongly agree” (5} to “strongly disagree™ (1.

Based on information provided by representatives at 163 higher educa-
tion institutions in Texas contacted in fall 1996, a total of 193 new chairs
appointed in 1995-96 were identified. Of these chairs, 99 (or 31 percent)
worked in community colleges. Of the 99 new community college chairs, 59
(or 60 percent) responded to the twenty-threc-item questionnaire in fall 1997.
Data from this group of 59 responding community college chairs form the
basis of this chapter.

Major Findings Related to Background and Preparation
Characteristics

New community college (CC) chairs in Texas were predominately White (71
percent), with the next largest group (10 percent) being Black. With respect to
age, the largest group (44 percent) fell in the 50 to 59 range, with the next
fargest group (41 percent) falling in the 40 to 49 range. Thirty-nine pereent of
the new chairs were female, showing that the new chairs reflect the general
male-female composition of comimunity college faculties nattonally: The great-
est number of new chairs reported holding a masters degree (59 percent). fol-
lowed by 20 percent holding a doctorate. Few new chairs (only 15 percent)
reported being nontenured, with most (85 percent) being tenured.

Thesc findings arc not surprising, cxcept that one might have expected a
larger percentage of Hispanics among the new chairs given the mcreasing pet-
centage of Hispanic faculty and students m Texas community colleges. One
additional training area for new or established chars might be mthe state’s
lgher education docioral programs, because only 20 Peregnt ol the new com-
nuunty college chairs e this study held a doctorad dvgi‘}!n%
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One other interesting finding is that only 59 percent of the chairs lasted
mare than two years in their posiuon after their 1995-96 appointment. It was
found that 12 percent (seven) of the fifty-mine chairs lasted only one year and
29 pereent (seventeen) lasted only two vears. This hinding alone suggests that
there mav be a need for more cffecuve education and tramming of chairs. par-
ncularlyaf colleges are concerned about consistent leadership at this most
important fevel of adannistration

With respect to whether ongomg training was required. encouraged, or
olfered on a purely voluntary basis, we found that only in six cases (10 per-
cent) did the chairs report that formal traiing was an ongoing requirement in
their colleges. Fifty-two percent. or thirty-one, of the chairs indicated that for-
mal. ongoing traming was encouraged. and 37 percent, or twenty-two. chairs
noted that trimning was only on a voluntary basis.

Regarding length of appomtment, we were surprised to find that forty-six
of the filty-rune new chairs (78 percent) reported that thar appointments werc
ongoing with no term limus, We had expected o ind more delinite term hm-
its that would provide deans with perrodic opportumities to evaluate a chairs
work after three to six years. Contrary to current hteratare, the department
chairs do not appear to be 1n short-term appointments.

For the most part. new CC chairs in Texas are classihed as laculty with
part-time admmstrauve futies Frfiv-four percent (thntv-two of the fifty-nine
new chairsY descnibed themselves as part-ime adnunistrators. Some questions
could be raised here Would 1t be better to have CC chairs as administrators
with part-time faculty duties® Would 1 lead 1o more effecuive leadership in
community college departments and divisions af chairs saw themiselves as
adninistrators with smportant leadership responsitilivies rather than as hemyg
primarily facudty members?

Finally, we lound that the filtv-mne new CC chairs were farly evenhy
distnibuted across disciplines. 34 percent were acadenmic, 44 pereent were
vacational-technical, and 22 pereent were acadenuc-techmeal We did not
study these three groups separaiely, although it mav be mteresting 1o do <o
m the {utare

Given the importance of this poston n two-vear colleges and given moest
new chairs” apparent lack of knowledge of adnunistianon pohicies need ro b
estabhished that require imual as well as ongoing formal ranamg and develop
ment of new CC chairs The need for more formal traimng. something that
many (. deans and presidents currently have, was evident i many ol the
comments recein d front chawrs atter they had completed thewr questionnaires
stuch as the lollowmg,

Farmal trammg should be provided by the mstitution There are admnus-
v e requirements, policies, rales busimess procedures, and <o onamndud-
g budgenng ssues that are genere 1o the nistiation: Receving, traming m
these areas and tecenimg an operaticis nanual will assist temendoush i
gotng dochmated 1o the posison
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Basically, 1 was thrown into the job with practically no training. If it had not
been for relationships formed while 1 was a faculty member, 1 would have
been totally tost. Thank goodness 1 don’t mind asking hundreds of questions.
I got most of my answers from administrative assistants. 1 would never want
1o go through what 1 went through. I think other department heads look al
it as a form of hazing—I did it. so you have 10 do it 0.

These two comments are typical of those received from many chairs who had
no prior administrative experience. There appears 10 be a genuine interest in
the process of role transitioning among new CC chairs. Fifty-four percent of
the 59 chairs pravided comments regarding their experiences. and 88 percent
requested a copy of the survey results.

Perhaps one of the most revealing questions asked in the survey ques-
tionnaire was, How long did it take you to leel comfortable in your position as
a chair? The majority of the new chairs (thirty-four. or 58 percent), reported
that it took them six months to feel comfortable in their new positions.
Although this is good news, such a comfort level could probably be achieved
in a shorter period if formal training were required of chairs for a year prior to
their new appointments. The fact that ten of the fifty-nine new chairs reported
not feeling comfortable in their new role until two or more years after their
appointment is a troubling statistic. This finding led 1o further exploration of
the questions, How do new CC chairs learn their roles? and Can a model
showing how chairs learn their roles be developed for use in administtative
development programs for prospective or new chairs?

Major Findings Related to New Chair Experiences
and Needs

The rest of this chapter relates what the fifty-nine chairs had 10 say about their
transitions into the chair role. In this part of the study, the chairs were asked
to respond to fifty-nine questions.

Anticipation (Stage 1). CC chairs reported having very httle formal
learning to prepare themselves for the position. Taking courses for credit,
attending in-house workshops, or going 10 outside workshops on administra-
tive issuces were activities used only to a slight extent by a majority of the
respondents (thirty-six, or 61 percent). By far the most frequently mentioned
ways 1n which these new CC chairs learned their roles was through informal,
self-guided activities or from prior work experiences. To a great extent these
new chairs reported learning their roles informally from previous administra-
tive duties, by serving on conumttecs. by reading books and journals, and by
obscrving role models. They reported that their previous task demands, role
demands, and mterpersonal relattonships greatly helped them to prepare for
the demands of the chair position

Encounter (Stage 2). Chars strongly agreed that their orientanon was
micimal and mdividuahzed withm the ongoing work of ther mt Fhev also
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tended to disagree strongly that their orientation was sequential, orderly, or
provided by their predecessor. They did. however, tend to percave the estab-
lished members of their units as aceepung rather than chatlenging their abnlhi-
ties o do the job.

The new chawrs were asked what unexpected cvents or surprises they
found in the chairs role. The greatest shock or unexpected activity reported
was the amount of paperwork involved  twenty-seven (46 pereent) of the fifty-
nine chairs gave this arca cither the highest rating (5) or the second lughest
ratng (4). The other two shocking areas were found to be the large amount of
time that admmistratve duties consumed and becoming a pubhic figure with
constant interruntion,,

With respect to thenr orgamizational cultures, the new chars tended 1o fecl
that once they were in thewr positions, risk taking was not greatly encouraged,
and cquipment and material resources they needed to fearn thetr jobs were no
ample or eastly accessible: On a positive note. they tended to agree that knowl-
edpe and skills were generousty shared among members of the college. The
orgamizational miliecu in commumity colleges appears 1o be a nuxed bag when
1t comies to being supportive of chairs learning thewr roles,

On another positive pote, the new CC chars tended to be somewhat sat-
sfiedt with the support, on-the-job learning expenences, positive experienees,
and performance feedback they received in their new positions. However, on
only one out ol four of these items did the chairs” mean responses fatl in the
“strongly agree” range. Why more new chairs are not responding that their
first year and second-year experniences are very satistying should be a major
concern of their supervisors.

Earher in this chapter it was noted that new CC chairs in Texas repoited that
their learning of the chairs role prior to assuming the chairmanship was more
hikely to be mbormal and self-guided rather than formal We found that such pat-
terns of informal and discovery or setf-directed learning were also the more {re-
quently used methods of earning by chairs once they were on the job. The most
often reported miethod of learning on the job was “by doing™ followed by “con-
sulting with a supenor in the orgamzation ™ Other popular learning strategies
appear ta be of anainformal or discovery nature as well, such as talking to peer
experts mside the nstitution or reading books, magazines, and manwals

Clearly the Ieast-used on-the-job method of learming, by new CCcharrs s
the formal learning strategy of taking a university-sponsored course for credh
I hirty-nine of the new CC chawrs reported having never taken a univeraity
course after ther appomtment to fearn their new roles, and another eleven
individuals saud they rarely have taken i credit course at a university to learn
more about therr voles This tast fimding perhaps suggests a new challenge o
community college educators located near or im university tugher education
programs  Conntmmty college educaton programs need o hind new ways 1o
serve s mportant group of leaders

With respect to then views onanterpersonad ielanonships, the new Texas
chans tended 1o show wpood deal of conlidence They were w taly sttong
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agreement that they knew who could give them answers, who was interested
i helping them, whom they could go 1o when they wanted o get something
done (that is, whom they could select as confidantes), who were their most
respected colleagues, and who had the power 1o get things done (that is, who
were the key upper-level administrators). These particular findings may point
to one of the first qualities a dean looks for in selecting a new chair, that is, the
ability to get along with a wide range of people. This may be an area in which
new chairs need the least amount of preparation for their new roles.

Adaptation (Stage 3). How are the new CC chairs adapting to their roles
in Texas community colleges? Il we had [ound that they were adapung very
well 1o their new surroundings, then there would be very litlle need 1o con-
unue this rescarch. This was not the case.

The chairs’ pereeptions of their adaptation activities proved to be a mixed
bag. In terms of organizational signals, there was a fairly strong tendency for
the filty-nine chairs to strongly agree that they had received a favorable per-
formance evaluation. Twenty-two new chairs (37 percent) circled the highest
possible response (5) related to their performance evaluations, and another 26
(+4 percent) circled 4, indicatung that they too agreed that they had received a
favorable performance evaluation. Eleven chairs, however, circled a neutral
respoase for this item, indicating that they were having difficulty deciding
whether they had had a favorable performance evaluation. These eleven indi-
viduals could probably have had a more positive evatuation if they had been
better prepared for their roles by their institutions.

The two-year-college chairs we surveyed tended not to see themselves as
msiders. Also, a majority of them rcported not receiving an award or other
recognition for their work. These may be two reasons why twenty-four of the
surveyed chairs (41 percent) did not stay in their new positons more than twe
years.

Another negative finding of this research was that 36 percent, or twenty-
one, of the CC chairs agreed or strongly agreed that they often thought about
returning to a faculty position. Community colleges need chairs who are
excited about leading their departments for at least three to five years. s not
a healthy situation for community colleges 1o have a majority of their new
chairs saying that they are cither essennally neutral or that they would not rec-
ammend assuming a chair position to others. In this study. thirty-seven (63
pereent) of the hfty-mine new chairs responded erther that they were neutral
(seventeen), that they disagreed (thirteen), or that they strongly disagreed
{seven) that they would recommend that others assume a chair position.

Summary

Phas chapter contams the paraal imdings of a research ctudy of the expeniences
and possible needs of new community college depariment Chaie m Tesas The
study profiles fiftv e new chawrs with respect to selected background and
role transttion vanables, These tescarch findimgs dearly scem o pomi o the
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need for more formal training of prospective or new community college chairs
in Texas as well as in other states To the extent that community colleges in
other states {ind similar leadership needs expressed by their new and current
chairs, these colleges should develop preservice and inservice department chair
education programs. For community colleges to remain strong, each two-year
college in this couniry should establish a department chair leadership program
for prospective and new department chairs. These programs could be offered
on campus, through partnerships with other two-year colleges. or through
cooperative programs with nearby university community college leadership
programs
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In conversations with six community college presidents, issue editor
Rosemary Gillet(-Karam asks about the definitions, roles, essennal
skills, and accomplishmenis of mudlevel managers at their respective
mstitutions.

College Presidents Examine
Midlevel Management in the
Community College

Rosemary Gillett-Karam with Donald W. Cameron,
Robert C. Messina, Jr, Stephen K. Mittelstet, Anne E.
Mulder, Abel B. Sykes, Jr, Jerry Sue Thornton

Midlevel management positions at community colleges tend to be complex and
demanding jobs. For this reason, surveys and other quantitative methodolo-
gies may be inadequate 1o0ls for gaining a deep understanding of the responr-
sibilities, conflicts, and outcomes these positions entail. Therefore, in an effant
to gain a comprehensive view of the role of the department chair (also known
as division chair or academic dean. among other titles), six current and past
college presidents were interviewed about their perceptions of these mdividu-
als at their institutions.
The ndividuals included i these cenversations were

Donald W, Cameron, president, Gulford Technical Community College, NC
Robert ¢ Messina, Jr.. president. Burlington County College . NJ

Stephen K. Mittelstet. president, Richland College, TX

Anne E Mulder. past president, Lake Michigan College, Ml

Abel B. Sykes. I, president. Lansing Community College, M1

Jerry Sue Thornton, president, Cuyahoga Community College Distnat O

The Interviews

Lach president responded 1o six questions that prohed the wiv their instiiu
uon defines the role of the chair, the organizanonal place of these mdimduls,
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the need for these midlevel managers (given the trend in business and indus-
try to eliminate many of these positions), the problems encountered and suc-
cesses achieved by these individuals, and the qualities embodied by those
chairs who handle their positions gracefully.

The six institutions represent a range of sizes, emphascs, and locations
among community colleges. It is not surprising, therefore, to find that the
responses 0 the questions varied from institution to institution. However, sev-
eral themes cmerged across all interviews. Of primary importance is the con-
victon of the prestdents that. for the present, these positions are essential to
smooth operation of the colleges. However, there is no consensus about the
extent 1o which this role will exist in the community college of the twenty-first
century. Second, there is recognition that this role is, by definition, subject to
significant conflict. because it serves as the interface between faculty and
adnunistrative demands. Third, the presidents agree that the most essential
trait for success in this position is superior communication skills.

Following is a synopsis of the responses to each of the questions, along
with sume divect quotations froni the conversations with the presidents.

QuUistioN 1. How do you define the position of chair at your college?

Only two of the presidents interviewed referred to midlevel managers of the
academic and vocational areas of their institutions as chairs; the remaining
presidents and their institutions called their midlevel managers deans. The
one-time chair position is called division dean or academic dean, usually to
differenuiate this posizion from a faculty position.

CAMERON: The deparument chair position meshes adnunistration, student ser-
vices, admnistrative services, staff, and nstructional areas to ensure quality at
Guilford Technical College. To function effectively as a department chair. an
mdividual must possess excellent leadership, managewent, facilitation, medi-
ation. communication, planning and organizational, evaluation, instruction,
public and student relations, and supervision skills. The chair’s positon and
duties are so broad and comprehensive that all known skills must be utilized
by the successful department chair. The chair must communicate effectively o
the faculty, staff, and students the policies and goals ol the college. The chairs
have responsibility to see that these policies are adhered to uniformly and that
the goals of the college are met.

MIFTHSTFT Division deans represent midlevel management at Richland Col-
lege. they are responsible for academic units such as humanitics, sciences and
math, communications, weorld languages, business as well as instruction
tadjunct faculty dean). and human and academic development. They are
ltaisons to the community involved in pubhe school articulation, tech-prep.
and recrmument of students. They play a role in keeping current in new pro-
pram exploration They allow us to he successful m keepimg this place apen
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on a day-lo-day basis. We count on these leaders for program review, sumimary
information, narrative and context data, [and] personnel recommendations,
and for general faculty morale.

SYKES: At Lansing Community College, division deans are academic leaders.
senior fevel administrators whose levels of complexity on the job are moni-
tored by the union. The more complex the division of responsibility or focus
isl, the greater [is the| number of supervisors required by the union. They are
contracted as supervisors because the union says that union members cannot
supervise their members. Thus their leadership is derived from the union def-
inition of supervision. Division deans have responsibilities 1o see that the oper-
ation and supervision of programs, faculty, and students works. They are
involved in making policy and procedures as members of the president’s cab-
inet and they are responsible for communicating and supervising their subor-
dinates. They ensure [that] the college machine runs smoothly; they see to
scheduling, hiring. curriculum, personnel, discipline, and complaints.

MULDER: | make my remarks as an ex-community college president. At Lake
Michigan College, where T was president, the chair was a first-line administra-
tor who was nominaied from faculty ranks. In my opinion. chairs have the
world’s most difficult roles because while they are faculty and representative of
faculty, they are also administrators and representative of administration. From
the faculty perspective there is one view; often {rom the administrative side
there is another diverging point of view. Conflict seems inevitable. The college
must provide chairs with a strong support base that allows them to make deci-
stons where the action occurs, at their level. This means [that] the college pro-
vides chairs with clear pohcy so that decision making can occur at many
administrative levels consistently:

MESSINA; The old defimition of division chairs was people who were collec-
tively defined by their discipline; we had fourteen 1o sixieen chairs. But there
was a problem: these chairs were also in a collective bargaining unit. How
could a chair be effective if he were in the same bargaining unit as faculty in
his academic department? Therelore, at Burlington we consolhidated responsi-
bilities 1n academic areas. Now two deans—one in science, technology, and
math and the other in liberal arts—have averall responsibility to review cur-
riculum and to evaluate full- and part-time faculty. None of the administrators
have faculty rank; they are administrators who serve at the pleasure of the vice
president, president. or board.

THORNTON. AL Cuyahopa we do not have chairs of individual departments
Midlevel managemnent here means deans of academic disciplines and program
coordinators. Her division, such as liberal arts or humanities. defin s a dean,
and her main duties mclude evaluation, scheduling, and hiring, In particular,
the deans evaluanon duty separates her rom faculiv. A deparniment head or
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division chair is quasi-administrative, neither administrator nor faculty; we feel
it is better to assign one role to midlevel management at Cuyahoga—adminis-
trator. This administrator leads [rom the nuddle—a crucial leadership positon
in the college.

QUESTION 2. What are the dutics and roles of the community college chair?

Cameron gave the most exhaustive list of chair duties. The other presidents
categorized the duties of midlevel management into the [ollowing areas: cur-
riculum and program review, class scheduling, evaluation, hiring, budgeting,
faculty professional development, liaison to community, and supervision of
office and stall. Lombardi (1974) suggested that the difference in detailing
duties and responsibilities depends on whether a college is unionized or not.
Colleges with unions had fewer duties or categories of duties, while nonunion
colleges had a long list of duties. North Carolina is a right-to-work state.
According to Cameron, Guilford Technical College spent months conducting
a DACUM, a round-robin process of collecting, analyzing, and agreeing as a
group on measures that elicited the following list of midlevel management
duties:

* Scheduling and controlling work assignments, including determining course
offerings and preparing individual teaching schedules

+ Maintaining adequate (day and night) staff, including prepanng newspaper
advertisements, interviewing, recommending the hiring of new employees,
providing orientation and training for new faculty and staff, supervising the
instructional programs to ensure that program objectives are met, and pro-
viding necessary materials, orientation, and training to full-time and adjunc
staff

+ Auending meetings representing the department and holding meetings in a
timely manner with the department

+ Handling all aspects of registration, including hut not limited 10 assigning
faculty duties

+ \Working with appropriate personnel 1o develop desired student outcomes—-
usuathy by developing a DACUM chart

* Mainuaining current course syllabi for all departmental courses m accordance
with competencies from the departmental DACUM chart

» Working with faculty to mamtain current nstructional cquipment and sup-
plics

« Working with laculty to provide professional development opportunities

+ Working with retention activities ai the college, divisional, and departmen-
tal fevels

« Recommending individuals to the college president for appointment to adwvi-
SOy commultecs

o Scheduling, conducting. and mantaning minutes of advisory committee

mectings 4 3
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» Marketing the college and the department to service area businesses, high
schools, and other cducational institutions in the area

* Recruiting students

* Preparing appropriate program materials in conjunction with other college
stafl

* Preparing program reviews [or presentation to the board of trustees

+ Handling student, faculty, and staff grievances in a professional manner

+ Visiting classes 1o observe the quality of instruction and working with thase
instructors who need assistance 1o improve instructional methods

+ Working with faculty and staff to meet deadlines for preparation and sub-
mussion of required documents (such as prehminary rolls, 30 percent forms,
grade sheets, payroll, new faculty, files, and others)

¢ Preparing. implementing, and controlling budgets

+ Preparing evaluations of f{aculty and staff in the departiment and recom-
mending pathways to achieve any needed improvement

+ Working with faculty to select and approve textbooks consistent with course
competencies

+ Promoting a positive feeling toward the department and college in the com-
munily

* Projecting course cnrollments in order to provide adequate classroom space
and to order textbooks and materials

* Providing leadership for academic and career guidance activities

° Supporting mstitutional activities

+ Serving on assigned institutional commitiees

+ Working as an instructor (for example, preparing classes, maintaining good
student relations, conducting classes, preparing teaching and assessment
materials)

QuesnonN 3 What are the reporting structures for chairs at your college?

As nudlevel managers, deans report either to a vice president (division deans at
Richland College and academic deans at Burlington County College) or a cam-
pus provost (division deans at Cuyahoga and Lansing Community Colleges)
Some report to the exceutive cabinet, at least periadically, such as those at
Burlington County College and Lansing Community College. As nudlevel man-
agers n the commumty college move from bemg called chairs, their status
changes. They are consequently closer to upper-level management by at least
ane level of administrative rank, but all the presidents agreed that this position
was “front hne” to faculty and students. Thomton deseribed these teaders as
those “in the trenches™ Mulder described them as first-hine administrators.

In most of the insututions tepresented here, division or academic deans
may teach, usuwally one course and usually as adjunct facuhy. Academic and
division deans may have admimistrauve assistants (usually a full-time fac-
ulty member) and ther duties detine release tme. At Richland they are
called facuby-teaching adimmstrators, are disaiphne specthic, and have
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twelve-month contracts. One responsibility they may have is to mentor
adjunct or part-time faculty. At Lansing Community College, division deans
have academic team leaders and directors of various programs. Cuyahoga
deans are aided by program directors.

QUESTION 4. How do you describe the need for midlevel management in your com-
munity college?

Described as the “balkanized” position of colleges and universities. the chair is
seen as being squeezed between faculty need and upper-level administrative
need. Although chair duties are many and diverse and the expectations for
them are great, many observers, especially in business, have seen this role con-
flict as the reason for the chair’s demisc. In the paragraphs that follow, the pres-
idents respond to the challenge of midlevel management roles. Each of them
points out the conflict invalved in the role of chair and at the same time
describes the great need for the position.

caMERON: The department chair deals on a daily basis with conflicting roles.
Most colleges [in North Carolina] classify academic deparument chairs as instruc-
tors (faculty). The primary responsibility of an instructor is to teach and advise:
thus the department chair teaches and advises. In addition, he or she prepares
the master class schedule, assigns instructors te classes, divides advising respon-
sibilities, assigns faculty workload, and works with other department heads.

As an administrator. the chair evaluates instructors even as he or she works
as a colleague who shares instructional materials, classroom, and student stories.
Balancing a dual role can create uncomfortable situations for the chair. faculty.
and staff in the department. The chair deals with conflicts such as gricvances.
too, including student complaints about faculty, faculty-to-faculty gricvances,
and so on. More complicated still are perceptions about the chair’ role. Usually
the chatr sces himsell as faculty (except [or pay or the need (or administrative
communication), higher level administrators see the chair as faculty, and faculty
sce the chair as administraior. This places the chair in a very vulnerable position.
While uncomfortable and difficult, tlus 1s an essential role for leaders in com-
munity colleges

THORNTON: As long as there is a strong delineation between faculty and
administrative roles, we will need midlevel management. Schools that are suc-
cessful at blurring the lines hold out promise, however. [Richard Alfred at the
University of Michigan discusses this idea, and it 1s currentiy being imple-
mented 1n the Mancopa Community Colleges.] Academic deans are sull sand-
wiched between faculty and admunistration Thuy have the critical rale of
interpreting hoth sides of an 1ssuc. an argument, and an dea. They are the
front-line workers for admimstration. Many times such adnimistrators become
gatckeepers, not mnovaiors )
9
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At Cuvahoga we are experimenung with innovation \We are interested n
providing a condunt for ideas and thinking, for creatviy. Orgamzauonally we
are sensitive. open. and accepting of new 1deas and 10 providing pathways for
those ideas to emerge To encourage creativity, we have created a think tank
for change. for new 1deas. Cochaired by a faculty member and an administra-
tor. the college and the foundauion are funding the think tank In the past
many felt jthat] new ideas were not getung focus. research. or exanunauon.
Now the think tank provides a catalyst for new wdcas The members are get-
ung out ameng faculty to encourage new 1deas. parucularly about curnculunm,
Thev are responding to the statement, “If we did things this way .7 Our next
step s to organize a thmk tank for suaff

AKES Inthe best of all worlds it might be mice to tuncuion without midlevel
managers. Those persons closest to the main business of the college—students—
coutd simply make decisions within the confines of the vision and nussion of the
college The difficulty 1s we do net funcuion in a perfect world. In a union cul-
ture, 1f the first-line supervisor has membership in the group he s trving w
supcrvise. there 13 a problem. Walking the fine line between admustrator and
umon member 1s difficalt Cultures of umons are cnucal o understand  Evalu-
anon of peers 1s an embedded concept in umions. it 1s not allowed. Peer super-
vision causes standsulls, disernpowers the midlevel manager, and causes the
mudlevel manager to lose his iniportance to the orgamizational structure Divi-
sion deans are adnimistrators because they have to make hard. unpopular dear-
“a0ns

MITTFLETET 10 s absolutely impossible to ehminate midlevel managemen:
when facalty {are] on nine-month conwracts Colleges are vear-round institu-
tions and we count on mudlevel managers to keep everviling gomng More
mportantly. the division dean plavs a huge role in keeping the curnculum cur-
rent and tn new program expleration These people mect and respond to cnt-
wal rieeds w1 the communuty for courses and programs. they assess and launch
countvwide sunvevs to determine communiy support of new curmcula or pro-
grams Theyv develop and involve advisory commuttees and keep thewr admin-
1strative colleagues informed

For example. one such new program s the fast track for courses Now 2
course can be completed in four weeks, students can enroll for two course-
every four weeks, completing a vwe-vear degree in one vear Thisdea cane
about after a study of weekend dasses where it was determimed taat tetention
was significanthy higher than in semester-fong dasses The longer the semes-
ter. the higher the dropout rate: We paid atteniton [The program 1s] now i
1ts second vear of a fiive-vear plan tor fast-track courses seven-hundred <t
dents are cnrolled The mostimteresting facor of this new program s that the
madel seems excellent for at-risk stndents aswell No matter jwhati the nisk

farly worie CidienT i lonpwen s ciiss s casier o plan o ang oonplen

~

1
-‘L(,’




44 PREPARING DEPARTMENT CHAIRS FOR THEIR LEADERSHIP ROLES

MESSINA: Midlevel managers in community colleges will always be needed
because of the complexity of the institution. The issue of accountahility pro-
vides a good example. If ADA [Americans with Disabilities Act] policies are con-
formed to, then who brings the sign language teacher to class for the deaf
student? This iraplies management training and development, including on-
the-job training. Colleges have an obligation for the professional development
of their midlevel managers. The cld idea of the depariment head being squeezed
from the bottom and the top is eliminated if one takes midlevel managers out
of the role of faculty; faculty has its own voice. Once midlevel managers are in
place and have training, it is incumbent upon upper-level management to sup-
port them, especially when the going gets tough. In order to learn not to make
rnistakes on faculty contracts, midlevel managers review, observe, and learn the
contract system—nhere’s what it is, heres how to handle it heres who can help.
When grievances occur, capricious behavior cannot be attributed to the faculty
supervisor because there is a clear separation between administrators and fac-
ulty. [The union chair at Burlington County College is not considered faculty.}

QUESTION 5. Describe the surcesses and difficulties of chairs in your college.

The college presidents reflected on the successes that midlevel managers in
their community colleges have brought to their institutions. In many cases.
100, they discussed the problems associated with the position. Because the
position of midlevel manager, chair, or dean is so central 1o the internal func-
noning of the college, it is a very stressful job.

MULDER: Often when 1 looked for a new position due to a vacancy, | saw the
department chair as an effective interim. At the time [ was president, Dick
Alfred at University of Michigan was involved in traming for department heads
and his program was extremely helpful in teaching and learning management
skills. One particular department head was able to scrve laier as both dean and
vice president. 1 gained wisdom from him and wonderful ideas about effec-
tiveness. He also offered me, at times, my fiercest opposition. 1 knew he was
an nfluence broxer; he needed good data quickly. 1 valued his opinions. Later,
when we instituted lnstitutional Effectiveness, it was from a model program
developed by him. The position, the department chair, is where rcal lcader-
ship in the community college can be found.

Because I needed to work with whomever the faculty had selected as
department head, 1had to pay attention to them, 1o keep them informed and
upto-date on college 1ssues. From the department head . . 1 learned that |
only was playing a mind game with myselfif 1 thought I was holding on 1o
power. From them 1learned to reexamine things from different perspectives.

CAMERON. The quality and cohesiveness of the learning environment [see

O'Banton, 19971hs part of the crucal posiion of the chan Fhe elfectve
char caluvates excellent workag relatans with instractors, students, student
11 ot
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service and maintenance staff, administrative services, and senior administra-
tion. Chairs are in position to see all sides of most issues related to the primary
responsibility of the college, that is, instruction. No other position within the
college has the same level and frequency of contact with the entire college staff.
As colleges move toward [being} a more learning centered environment, the
role of the chair becomes even more critical as he or she provides leadership,
encouragement, and assistance in this paradigm shift.

MITTELSTET: We count on our division deans. They keep the office and the col-
lege open. \We are dependent on their leadership at the college and in the com-
munity.

QUESTION 6. What are the essential skills of a chair at your college?
Good communication skills were mentioned by each of the presidents.

MESSINA: Communication. A skilled leader is someone who conveys the direc-
tion of the college president and board to their faculty, never leaving surprise
as an option. A good chair is also personable, someona who can engage the
faculty without offending them. A skilled administrator makes faculty want te
work at the institution, makes faculty happy, and cares.

MULDER: Communication with peers, subordinates, and supcrordinates. Bud-
get understanding,.

CAMERON: Curricular knowledge. An understanding of accreditation. Know-
ing how 1o meet state curriculum standards. Working with business and indus-
try. Marketing of programs. Recruitment and retention of students.
Cc mmunication skills are critical. So is trust. Good leade1ship skills are essen-
tial; thesc include consensus and team-building skills. Traiming regarding per-
sonnel issues such as hiring, sexual harassment. termination. working with the
media, legistators, public relations. and fundraising. Knowledge of the national
perspective of community colleges and higher education.

THORNION' Good communication—constantly navigating murky waters. Orga-
nized, detailed—constantly working on detail work. Flexible—ability to do
diverse tasks simultaneously; ability to handle complex tasks. Credible—among
faculty, demonstration c{expenence, that they have been there, they have taught.

Conclusion

Chairs and those who serve 1n midlevel management posttions retan a
strong hold on the organizanonal hievarchy of community colleges. None
of the presidents meluded here could imagine a system without ths entical
position, which they have dubbed the “front-line positton™ at the college
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Some of them warned, however, of the likelthood of burnout and limited
pathways for chairs and division deans. Some mentioned the difficulty in
attracting faculty members to this level and offered alternatives—people
who could serve in administrative support positions to aid the midlevel
manager. For the present time however, well-trained, informed chairs and
deans are needed by these institutions to provide the foundation for mov-
g colleges ahead academically. The guarantees for the future are not as
forthcoming as some present-day chairs would expect. The likelihood of
replacing chairs 1s being discussed, considered, and weighed by some of the
presidents.

This discussion is a snapshot of the thought and consideration given to ques-
tions posed by the editor to college presidents in various locales in the Unned
States. Neither the questions nor the voices are exhaustive. A similar analysis
could be made at other institutions, and with other constituencies, such as fac-
ulty or the chairs themselves.
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