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While the responsibilities and administrative decisions required of division

chairs/deans have been documented in research conducted at four-year colleges, research

on division chairs/deans in community and technical colleges has been limited.

Consequently, this study was conducted at a community and technical college system and

was further distinguished from prevalent research in that it was not focused on the

professional development of new division chairs/deans.   Instead, this research was based

upon a proactive stance in determining professional development needs of aspiring

division chairs/deans and in determining continuing education needs for current division

chairs/deans.  In an age of accountability, and with the recognition of looming massive

retirements, low retention, and high burnout of division chairs/deans, the need for prior

development, the need for succession planning, and the need for continuous learning

were indicated.  The action research of this study, conducted at the Louisiana Community
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and Technical College System (LCTCS), culminated with the System being presented

necessary data and recommendations to effectuate positive change to meet those

challenges and opportunities.

 Quantitative analysis was conducted through a survey disseminated to current

division chair/dean participants of the LCTCS; a System composed of 7 community

colleges, 2 technical-community colleges, and 1 technical college which has over 40

campuses.  Division chairs/deans were asked to determine the importance of activities

associated with the role, to assess their need for development in the activities, to gauge

the importance of mentoring, and to rank their preferred modes of professional

development delivery.  Through this participatory approach, division chairs/deans were,

in effect, empowered to design professional development programs.

Support of this research by the LCTCS was indicative of its commitment to these

mid-level administrators and of the System’s desire to advocate development for their

myriad of tasks.  As a result, application of research results should prove beneficial in

both ending a cycle of exclusive on-the-job training and discovery learning, and in

creating a productive continuous learning culture for those division chairs/deans currently

in the positions.  Findings of the study are displayed through the use of tables to indicate

frequencies, percentages, and rankings, and findings are also described in explanatory

narratives.
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CHAPTER ONE

INTRODUCTION

Knight and Holen (1985) assess that the success of an institution of higher

learning is measured largely by the success of its academic departments, and Coats

(2000) asserts that the quality of an institution’s program depends almost entirely on the

effectiveness of its department chairpersons.  Even with this enormous responsibility,

division chairs are often under prepared when they assume their roles.  As McHenry and

Associates (1977) note, relatively little attention has been given to the selection of

department chairpersons or to their development.  Additionally, Coats claims that

department chairpersons usually receive little, if any, guidance regarding how to carry out

their responsibilities.

Since division chair positions are most often filled by faculty members, Gmelch

(2004) posits that chairs have rarely anticipated their current leadership roles and have

had minimal training outside of teaching.   Ritvo, Litwin, and Butler (1995) concur that

successful transitioning from faculty to chair requires a mastery of skills having little or

no resemblance to the requirements of the prior role.   To support this claim, Ellis (1991)

determines that there are no less than 10 and as many as 46 areas in which faculty and

administrators expect the chairperson to perform, while Tucker (1992) catalogues 54

separate duties.  In essence, Tucker and Bryan (1988) surmise that deans in U. S. colleges

have been expected to be all things to all people.
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Consequently, many of those who assume the role of division chair/dean in

community colleges are not prepared for what is in store and find themselves learning as

they go along (Tucker, 1992).  While training is necessary for successful management,

higher education institutions are among the few that do not provide training for middle

management (Spangler, 1999), and preparation at the community college level has been

deficient nationally (Miller & Seagren, 1997).  Notwithstanding, the Louisiana

Community and Technical College System set a precedent for developing its next

generation of  leaders through the establishment of its Leadership Development Institute

in 2002 and has recognized that the time is now to determine professional development

needs of its division chairs/deans and to design programs specifically tailored to meet

their needs.

Background

National Background

In the foreword of Bennett’s (1983) book, Managing the Academic Department,

Thomas A. Emmet provides a history of the position of department chair noting that the

role was just over 100 years old at the time the book was published.  The structure of

American colleges and universities from the founding of Harvard in 1636 until after the

Civil War was such that a president served in all administrative capacities.  The use of the

title, dean, first occurred in 1792 when Samuel Bard was appointed to head the medical

college at Columbia University, and it was decided that the university could not have two

presidents.  It was not until the advent of the land-grant university at Cornell, the Harvard

administrative reforms, and the founding of the graduate schools at Johns Hopkins and
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Clark University (all in the late 1800s) that the position of department chair came into its

own.  In Emmet’s (as cited in Bennett) historical synopsis, it is also noted that after

World War II, community colleges adopted an organizational system of divisions.  The

divisions were headed by a chair who usually had limited teaching duties.  Later, in the

1960s, the model was applied to liberal arts colleges where divisions replaced the former

departmental structure.

Regarding training, Emmet (as cited in Bennett, 1983) informs that it was not

until the last few decades that attention has been given to the in-service development of

faculty members who are selected to serve as chair.  He reports that the first

organizational efforts for professional development of chairs took place between 1967

and 1971 and included a Danforth Foundation grant to the Western Interstate

Commission on Higher Education, an initiative by the higher Education Executive

Associates, and a sponsorship of institutes for public colleges in the Midwest by the

American Council on Education.  Later, according to Hecht, Higgerson, Gmelch, and

Tucker (1999), in 1994, the Department Chair Leadership Program, under the auspices of

the American Council on Education, assumed its current format of providing an annual

set of three national workshops.  Additionally, they note that the Council of Colleges and

Arts and Sciences as well as other discipline organizations such as the American

Association of Colleges and Schools of Business and the Modern Language Association

have begun to offer training for chairs, and Filan (1999) recognizes that Maricopa

Community Colleges established the National Chair Academy for two-year college chairs

in 1991.
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LCTCS Background

The Louisiana Community and Technical College System (LCTCS) is the newest

community and technical college system in the nation; and, under the authority of the

Louisiana Board of Regents, administers seven community colleges, two technical-

community colleges, and one technical college which has over 40 separate campuses

throughout the state (Killacky & Wells, 2004).  Each semester, the LCTCS collectively

educates approximately 46,000 students, employs 1,407 full-time faculty and 1,419 full-

time staff, and operates with a yearly budget of $266.26 million (Louisiana Community

& Technical College System Annual Report, 2003).  The LCTCS was created in 1999 to

bring the state’s community and technical colleges into one governance body.  Driven

primarily by the need for increased workforce training capabilities, then-Governor Mike

Foster promoted the system idea as a simplification of the complex and inefficient

governance structure in operation at the time (Manning, 2004).  The LCTCS mission

statement is as follows:

The mission of the Louisiana Community and Technical College

System is to improve the quality of life of our citizens through

educational programs offered through our colleges.  We strive to

increase the opportunity for Louisiana’s workforce to succeed

through skills training programs.  And, we work to provide our

citizens with the opportunity to learn continuously.  We are

committed to teaching what is needed, when it is needed, and

where it is needed within available resources.  (LCTCS website)
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It is against this backdrop that this research was conducted.  As the newest

System, the LCTCS has already demonstrated its proactive stance in professional

leadership development and now welcomes the opportunity to provide specialized

training for its community and technical college chairs.  Filan (1999) corroborates the

unique needs of chairs in systems such as the LCTCS in the following quote:

Due to the unique roles and missions of community and technical

colleges and their open-door policy, chairs need training that can

provide them with the skills needed to serve the growing number

of first-generation college students, the underprepared students,

and the increasing numbers of adult students as well as students

enrolled in certificate, transfer, and occupational programs.  (p. 47)

The importance of well-developed division chairs is recognized as an integral part of the

System’s commitment to provide quality education to its constituencies.  And, through

this effort, the System demonstrated dedication to its ethos of continuous learning for

internal stakeholders as well as external stakeholders.

Statement of the Problem

Academic division chairs/deans in community colleges play a critical role in the

success of the college and its students.  According to Knight and Holen (1985), 80

percent of all administrative decisions at a college are the responsibility of department

chairs who have seldom been trained as administrators.  Although there are self-help

books for new chairs that can assist in their transitional roles, the reality is that many
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chairs come to the position with little managerial experience (Creswell, Wheeler,

Seagren, Egly, & Beyer, 1990).  This places the division chair at a disadvantage as

demands of the position are complicated and ambiguous; the chair is expected to be loyal

to both faculty and administration.  Gmelch, Wolverton, Wolverton, and Sarros (1999)

posit that the conflicting duties of administrative work and scholarly endeavors do not

make “good bedfellows” as deans’ academic interests turn them toward their departments

while the leadership of the college is based on the overall functioning and mission of the

institution.   Because of the idiosyncratic nature of the role and because of the context

and organizational conditions of colleges and universities, Gmelch (2004) contends that

the dimensions of leadership for chairs have no parallel in business or industry.  And,

Bolton (2000) verifies that the culture of the college structure can conspire against the

effectiveness of department chairs.

The issue of faculty relations also has another dimension in that a large number of

full-time faculty retirements are expected in the near future necessitating a greater

dependence on adjunct faculty in community colleges.  Roueche, Roueche, and Milliron

(1995) indicate that part-time instructors typically have less teaching experience; and

Gappa, Leslie, and Tucker (as cited in Roueche et al., 1995) stress that the critical

relationship between part-time faculty and the college depends largely on the department

chair as he or she often has the sole responsibility for recruiting, selecting, and orienting

part-time faculty in their areas.  Roueche et al. concur and emphasize that there are

challenges to a good faculty-chair relationship because chairs often receive little training

in the hiring process, diversity concerns, or staff integration.
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The common thread weaving through the multiple tasks and complexities for

division chairs/deans is that of lack of preparation.  In an era of accountability when the

effectiveness of division chairs/deans will be measured, they will have been placed at a

disadvantage if they have not been adequately prepared and supported in their positions.

As Roueche, Johnson, and Roueche (1997) emphasize, persistent calls for accountability

are not going to go away; instead they will only grow louder as accrediting agencies,

taxpayers, students, and legislators call for institutions to account for themselves.

“Measuring up” for some chairs means the pressure of making decisions and of being in

control of areas in which they feel they have little or no experience, or have insufficient

knowledge, education, or training (Greiff & Munter, 1980).

Resolutely, without preparation, support, and development, retention of chairs is

low and burnout is high resulting in negative effects for both the chairs and the

institutions they serve.  Hecht et al.  (1999) note the significance of the problem by their

estimation that the turnover rate for chairs is 15-20 percent per year, with a term of

service lasting approximately 6 years.  As a result, Spangler (1999) notes that the

problem self-perpetuates when a high turnover rate is combined with inadequate formal

training and an inexperienced candidate pool.  And, as Andersen (as cited in Gmelch,

2004) emphasizes, when positions go unfilled, colleges suffer from lack of leadership,

departments suffer from lack of representation, and faculty suffer from lack of advocacy.

The “sink or swim” performance philosophy presently practiced for division chairs needs

to be confronted, recognized, and addressed to prevent continuing deleterious effects

from  placing individuals in positions in which they are ill-prepared and reliant on the
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goodwill and, sometimes unavailable assistance from others, for survival.  As research

indicates, most new two-year department chairs learn how to function in their role

through informal and discovery learning rather than through a formal process that

addresses their specific needs (Smith & Stewart, 1999).

Purpose of the Study

The purpose of this study was to determine the professional development needs of

both aspiring and current division chairs/deans of the LCTCS.  Professional development

programs of study specifically designed for division chairs/deans should prove

advantageous in their growth, in their ability to effectively perform their duties, in their

retention, in their manifestation as role models for future chairs, and in their recognition

as leaders in the System.  While it has been well-documented that historically the

professional development of division chairs/deans has not often been addressed at their

institutions, the LCTCS had an opportunity in its short-lived creation, through this

research, to provide a unique approach in which the needs of division chairs/deans were

solicited from them.  By allowing them to define their needs and the needs of aspiring

chairs, the System indicated their input was valued, and the System set a tone of

collegiality versus a top-down hierarchal pedagogy in which their needs would have been

defined by upper administration.

Recognition of the importance of the division chair/dean position was

demonstrated by this research.  Utilization of the division chairs’/deans’ insights

demonstrated the System’s acknowledgment of their contributions and commitment to
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their development.  Forty-six LCTCS division chairs/deans from throughout its

community colleges, technical-community colleges, and technical college completed the

survey.

Significance of the Study

Research regarding administration and academic chairs in four-year colleges and

universities is well-established; however, similar research regarding community colleges

is lacking (Petty, 2001).  Cohen, Brawer, & Associates (as cited in Petty) determined that

from 1982 to 1993 only 0.6 of 1 percent of the ERIC Clearinghouse for Community

Colleges articles pertained to department chairs and institutional leadership.  Indeed, it

was not until 1992 that the first comprehensive study of academic chairs in community

colleges was conducted (Seagren, Wheeler, Creswell, Miller, & VanHorn-Grassmeyer,

1994).

This study is significant because it allowed division chairs/deans of the LCTCS to

assist in the design of a professional development program for aspiring division

chairs/deans and to determine their own needs based on their experience, or lack thereof,

and to do so in a non-threatening, confidential format.   From their self-determination of

needs, the System will be able to accommodate them in reaching their potential in an

environment of trust and respect.  While some studies focus on the professional

development needs of new division chairs only, the LCTCS is committed to continuous

learning.  In an ever-changing environment where accountability is paramount, the status

quo will never be acceptable to the System.
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Research Questions

To determine professional development needs for aspiring division chairs/deans

and to meet the needs of current division chairs/deans for obtaining their optimal

effectiveness, participants were queried on six major categories of activity commonly

associated with the role.  The categories consisted of department/division activities,

budgetary activities, personnel administration, communication, curriculum and

instruction, and student relations.  And, within those categories, specific activities and

sub-categories of activities were addressed.  Mentoring was placed in a separate section

as it is not commonly designated as a job responsibility for division chairs/deans.

Regarding modes of professional development delivery, options were provided for

participants to utilize to rank their preferences.  Resolutely, in applying foci from extant

research, the following research questions were posed to determine results for this study:

1.  Which of the specified activities do division chairs/deans perceive as being

                  important to the effectiveness of their role?

2.  How do division chairs/deans perceive their need for professional

     development in each of these specified activities?

3.  How do division chairs/deans perceive the importance of mentoring in

     the professional development process?

4.  Which modes of professional development delivery do division chairs/deans

     prefer?
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Definition of Terms

Division Chairs/Deans – Midlevel managers in community and technical colleges

who are called deans, chairs, or administrators and are responsible for daily operations

essential to the division such as assigning faculty duties, maintaining course syllabi,

attending meetings (Foote, 1999), curriculum and program development, faculty matters,

student matters, internal and external communications, financial and facilities

management, data management, and institutional support (Hecht et al., 1999).  Due to the

various titles associated with the persons responsible for the same roles, the titles of dean

and division chair will be used interchangeably throughout this paper unless the title,

dean, has an alternate meaning.

Division/Department – An academic unit in a two-year college which offers

instruction in two or more subject matters and which meets the following criteria:  is

headed by a chairperson or a similarly titled person, has a budget specific for that unit of

the institution, and serves as an area of assignment for instructional personnel (Gordon as

cited in Ellis, 1991).  The terms division and department will also be used

interchangeably throughout this paper.

Chair effectiveness – Effectiveness measures will be determined by importance

rankings of activities in areas of general unit functions, budgetary functions, personnel

administration, communication, curriculum and instruction, and student-related activities.

Assumptions

The following assumptions were made regarding this research study:
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1.  Professional development is necessary for the enhancement of

     division chair/dean effectiveness.

2.  Division chairs’/deans’ former roles as faculty members do not prepare them

     for the myriad of tasks and responsibilities of the chair position.

3.  Division chairs/deans are motivated to acquire the knowledge and skills

     needed to be successful as chairs (Ellis, 1991).

4.  Division chairs/deans are able to assess their professional development needs

     and the needs of aspiring division chairs/deans.

Limitations

As in all research, data was collected only from those chairs who were willing

and/or able to participate.  Through quantitative research questions, forced-choice

questionnaires suggest answers that respondents may not have thought of before and

force respondents into what may be an unnatural frame of reference which prevents them

from expressing their exact meaning (Sheatsley as cited in Ellis, 1991).  Also, when

questionnaires are utilized, the researcher is unable to ask for clarifying information when

answers are incomplete (Dillman, 1978; Sheatsley as cited in Ellis, 1991).  It would also

be beneficial if this research were to be complemented with follow-up longitudinal

research  after professional development measures have been implemented.
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Conclusion

This introduction has provided an overview of the need for professional

development of division chairs/deans in community/technical colleges.  It has been

demonstrated that the effectiveness of division chairs/deans is essential to the quality of

education produced by an institution, but administrators routinely give their normally

under prepared division chairs/deans tremendous responsibilities without equipping them

with the skills and training necessary to perform effectively.  Historically, higher

education institutions have not invested time or funding into the training of division

chairs/deans, and preparation at the community college has been noticeably lacking

throughout the nation.  While efforts to address development began in this country in the

late 1960s and have resulted in a limited number of national organizations devoted to the

development of division chairs/deans, few community colleges have addressed

development at their regional level.

This study was unique in that the division chairs/deans of the LCTCS were active

participants in determining the importance of activities associated with their role and in

gauging their need for professional development in each activity.  This method served a

two-fold purpose.  Professional development needs of aspiring division chairs/deans were

determined from experienced division chairs/deans; and, as a result, a professional

development program can be designed to prepare them for their future roles.  The

determination of professional development needs of current division chairs/deans, as

indicated by the division chairs/deans themselves, provided the information necessary to

create a professional development program tailored to meet their needs.   And, by asking
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their preference for development delivery modes, they, in effect, had the opportunity to

design their own professional development program.  Resultantly, the LCTCS is in the

forefront of community/technical colleges in the country through its effort and dedication

to addressing the needs of the division chair/deans of its System.  With looming

retirements, low retention, and high levels of burnout of current division chairs/deans, the

LCTCS recognizes the importance of professional development.  Through this study,

division chairs/deans were recognized as valued and participatory team members, and the

information gleaned may be used to support them in effectively meeting their litany of

responsibilities.
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CHAPTER TWO

REVIEW OF LITERATURE

Introduction

Division chairs are simultaneously exalted as leaders in academia due to the

enormity of their responsibilities and diminished as leaders in academia due to the lack of

authority deigned to them to accomplish their responsibilities.  As Hecht et al. (1999, p.

22) state, “One distinctive characteristic of chairs’ role is its paradoxical nature.

Department chairs are leaders, yet are seldom given the scepter of undisputed authority.”

It is a role that is often ill-defined and one for which few are prepared.  Purportedly, the

chair position at many colleges is a reward for achieving an academic honor or

maintaining longevity of service, and leadership abilities rarely play a significant role in

the selection process (McHenry & Associates, 1977).  Gmelch (2004) reiterates that the

academic leader is among the least studied and most misunderstood management

positions in America.

Recognizing division chairs as leaders may be the first step in obtaining

professional development for them; and conversely, attainment of professional

development by division chairs may be the first step in their gaining status for a position

that is both revered and discounted at the same time.  Scott (1990) asserts that the

community college system as a whole has thus far declined to make critical and

substantial investments in its future leadership.  The LCTCS is serving as a leader with its

initial Leadership Development Institute and recognizes with massive future retirements

approaching, with accountability mandates demanding attention, and with institutional
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ethics requiring quality leadership, the time is now to address professional development

needs of division chairs/deans.

In order to substantiate the need for professional development for division

chairs/deans, this literature review provides information on the selection process for

division chair/deans, the resultant role conflict and ambiguity that occurs once the new

chair assumes his or her new role, the implications of lack of preparedness, the resultant

problems of retention, shortages, and burnout associated with the absence of professional

development, the effects of gauging a chair’s effectiveness without providing

professional development, and the significance of the challenges and rewards of

chair/faculty relations and teambuilding.  Following the substantiation for need, this

chapter then culminates with a continuing literature review of professional development

needs for chairs in their performance of specific activities associated with the role.  The

review then completes with the implications for mentoring in the professional

development process, a timeframe for and methods of professional development, and the

profundity of the recognition of division chairs/deans as professionals and leaders.

Selection Process

Due to the numerous responsibilities faced by chairs on a daily basis and due to

the far-reaching effects of their decisions related to those responsibilities, the selection

process for chairs is worthy of mention and review.  According to Hoyt and Spangler (as

cited in Coats, 2000), academic departments play a critical role in influencing decisions

relative to the character of the institution, course content, and major requirements.
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Selection of those individuals leading the charge in decision-making most often comes

from the ranks of faculty.  Consequently, it may behoove current division chairs/deans

and other administrators to cultivate leadership in the faculty members of their

departments.

In an interview with William Julian, provost and dean of faculty, at Lindsey

Wilson College in Kentucky, which appeared in the Academic Leader, the provost

posited that when hiring faculty, he looks for a person who has energy and who likes

people.  He then watches the person to see how he or she operates, places the person on

committees and taskforces, and then observes how the person leads a team of other

people.  And, he notes he tries to be alert to faculty members who show an interest in

leadership.  When the opportunity arises, he discusses future career paths, suggests

networking workshop opportunities, suggests readings which focus on transitioning into

administrative work, and sends aspiring faculty leaders to department chair workshops

(“Realizing Faculty Leadership Potential,” 2004).  This proactive stance in cultivating

leadership shows promise and may prove integral in succession planning.

Currently, Carroll and Wolverton (2004) explain the hiring mechanism for chairs

as either faculty-oriented hiring systems or administrative-oriented systems.  They note

that in the former, chairs are elected by faculty or elected with the approval of the dean;

and, in the latter, chairs are appointed by the dean or higher administrator without input

from the faculty.  Dressel (1981) further informs that the ascension of faculty to division

chair is most often desirable and preferable by the institution and those faculty members

working for the chair.  And, he maintains that even though faculty tend to regard
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administration as a task too routine to be assumed by a scholar, they are also convinced

that only scholars should serve scholars.  Indeed, faculty search committees have been

known to specify in their vacancy notices that no prior administrative experience is

desired as a way of insuring that a new chair will be faculty oriented (Dressel, 1981).

If a new dean is not an academic, regardless of the prestige of his or her former

job, he or she will have difficulties making changes involving academic matters.

Imposing an unpopular candidate choice on faculty can be disastrous, and it is usually

better to appoint an acting dean until an acceptable permanent choice can be made

(Dressel, 1981).  And, Watts and Hammons (2002b) note that it is much more cost

effective to make a good hire initially than it is to train or retrain a new hire or to have to

start the search process over again because of a mismatch the first time.  If the chosen

dean is a former business executive or governmental official, for example, key people in

administrative jobs, as well as faculty, may have negative biases against the individual

because of his or her former position (Dressel).  Gould (1964) verifies it is believed by

many in academia that deans must come out of the teaching ranks in order to know their

constituencies and their needs from a first-hand experience.  Therefore, it is not

surprising that Seagren, Wheeler, Creswell, Miller, and Van Horn-Grassmeyer (1994)

report that a survey done at the Center for the Study of Higher and Postsecondary

Education of 3,000 Community/Technical College chairs in the U. S. and Canada

indicated that 96.9 percent of those surveyed had been faculty members prior to assuming

positions of chair.
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Reasons for accepting the position vary.  Tucker (1992) notes in many cases,

chairs receive extra compensation, full-time summer appointments, and more luxurious

office space.  Wolverton and Gmelch (2002) also posit reasons such as pressure from

deans or colleagues to serve (a sense of duty), financial gain, an opportunity to help the

department, or a way to advance professionally.  In the least desirous of situations,

Bolton (2000) warns that many department chairs have actively sought to avoid the role

and view it as a disruption of their teaching.  However, in positive scenarios, Gould

(1964) enumerates decisions to serve based on opportunities to improve the institution, to

encourage personnel to work together for a worthwhile goal, and to assume

responsibilities for creation and revision of policies.  Tucker (1992) adds there is also the

challenge of leadership which many chairs find invigorating, and they also anticipate

rewards in being able to “guide the guiders” of students.  And, even though it is not often

stated, Morris (1981) attributes ego as the primary attraction to the job.  He maintains that

the position provides status, and while many faculty members openly scorn the position,

most are flattered when recommended for the role.

Role Conflict and Ambiguity

Once they accept their positions, chairs are often faced with role ambiguity and

the realization that academia has not prepared them for an administrative position in

which loyalties must shift.  Bennett (1983) explains that the difficulty of the new position

for former faculty members is due to the manner in which the chair position challenges

established patterns and relationships.  For example, he notes that former colleagues may
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resent the new authority the chair has for their evaluation and curricular assignments.

Resultantly, when a chair has strong needs for affection and approval, Tucker (1992)

cautions that stress is exacerbated because old friendships and support groups may have

become less approving and less accessible.

Suddenly, the new chair is also expected to be loyal to both faculty and

administration.  In this position, whatever decisions the chair makes, he or she is going to

disappoint someone.  Resolutely, the chair’s success as a leader will be measured by an

ability to address and balance oppositional groups, and this type of conflict demands

short-term tradeoffs which can be full of ambiguities (Bennett, 1983).  As Filan (1992)

notes, one of the most difficult aspects of the job for the new chair is learning to resolve

conflict between faculty in their departments, between faculty and students, between

faculty and administration, and between themselves and their faculty.  To assist in

addressing and balancing oppositional groups, Hankin (1992) posits it is beneficial for

community college leaders to communicate to the campus community the standards and

values they expect to see reflected in everything that everyone at the institution does.  In

doing so, however, Lucas (1994) notes that conflict may prevail.  For example, she

explains it is often difficult for the chair to find the appropriate line between fighting for

the faculty and alternately persuading the faculty to give up certain things for the good of

the institution.

Obviously, solutions for these types of dilemmas create enormous pressure for

leaders because either way, the cost is high (Greiff & Munter, 1980).  And, in the chair’s

delicate position, he or she must be prepared to be blamed by both sides (Devane, 1968).
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Gmelch (2004) describes adaptation to the conflicting and dual demands in the following

quote:

To balance their roles, they must learn to swivel without appearing

dizzy, or “two-faced.”  They must employ a facilitative leadership

style while working with faculty in the academic core and a more

traditional line-authoritative style with the administrative core. (p.75)

Thomas and Schuh (2004) concur that the transition can be abrupt, and idiosyncrasies of

the role quickly become apparent to the new chair.  Bennett (1983) identifies at least

three major transitions.  The first, he describes as a radical shift from specialist to

generalist in which the chair must develop a broader understanding of pursuits of the

entire department.  Secondly, Bennett notes the chair quickly realizes working

independently, and in isolation, is a luxury of the recent past, and the chair is suddenly

working at the pace and procedure set by others.  And, thirdly, Bennett explains primary

loyalty to the institution becomes an expectation of the division chair by administration

when the chair is presenting the institution’s perspective to faculty.

Not surprisingly, Miller (1999) emphasizes that the chair position is often referred

to as one in which an individual is “caught in the middle” serving both senior level

administrators and faculty.  The chair is expected to be a buffer between faculty and

administration, a position which requires mediation, communication, and facilitation

skills – in essence, the job is all about relationships (Gillett-Karam, 1999).  Resolutely,

Hecht et al. (1999, p. 35) maintain, “The complex role of department chair requires a

skilled individual who can both serve and coordinate multiple constituencies.”
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Preparedness

Since most chairs assume the role with no formal training or administrative

experience, Greiff and Munter (1980) contend the only resources chairs may have are

their good judgment, their instinct for logical analysis, their talent in leading people, and

their skills in problem solving.  Because of the lack of experience, Tucker (1992) advises

that a candidate for a chair position should try to obtain as much information as possible

before agreeing to accept the job. Types of questions that Tucker suggests should be

asked are as follow:

1.  What does the faculty expect from the chair?

2.  What do administrators expect?

3.  Are these expectations consistent with each other or do they conflict?

4.  Are department expectations realistic in terms of human and fiscal resources?

5.  Do faculty members of the department work together cooperatively?

6.  Does the candidate have the temperament and personality to provide the type

     of leadership needed for this particular department?

7. What is the culture of the department?

8.  What are the problems currently facing the department?

9.  Why did the previous chair leave?

A careful understanding of the undertaking of the chair role is important; as Greiff and

Munter posit, when left to their own devices, chairs often have a fear of “losing face” –

making a huge mistake that others learn about and bring to their attention.  Confirming
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this idea, Wolverton, Gmelch, Montez, and Nies (2001, p. 108) quote Mary Catherine

Bateson, a former liberal arts and science dean, as saying, “Being a new dean is like

learning to ice skate in full view of your faculty.”  Hammons (1977) also confirms that

lack of pre-service preparation suggests serious implications for the new chairperson and

the community college in the loss of initial effectiveness and in the damaging errors that

can result from poor decision-making.  He warns that communication breakdowns,

problems with conflict resolution, avoidance behavior, and low division/department

morale can result when in-service training is unavailable for middle management.

Franklin (2001) brings into focus another growing dilemma in chair preparedness

as she is a junior faculty member who accepted the chair position prior to earning tenure.

She asserts that the pre-tenure trend may be occurring for various reasons, either senior

faculty are not interested in taking on the task of department management and/or large

numbers of faculty are retiring and leaving departments composed primarily of younger,

more inexperienced junior faculty.  Regardless of the reason, Franklin emphasizes that

junior faculty come to the position with added difficulties such as a limited understanding

of academic culture and politics and no tenure protection.  She suggests that junior

faculty need guidance and specific advice about the unique challenges for those who are

academically inexperienced and who are transitioning into the chair role.  Resultantly,

Franklin encourages others in her position to do a better job of requesting ongoing

professional development and leadership training.

Hecht (2004) agrees that the learning process for most division chairs is on-the-

job training, and Gillett-Karam (1999) asserts that chairs need to be aware of the risks
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they are taking and need to be aware that learning through practice is the present norm for

training.  Because of this, she suggests that colleges which provide administrative

leadership training should consider extending the training to midlevel leaders.  Ehrle and

Bennett (1988) agree that many chairs come to the position without preparation, work in

relative isolation from each other, and often serve with inadequate institutional attention

or reward for accomplishments; and, they confirm there has been a paucity of

professional development for chairs.  This is where the LCTCS plans to be a system in

the forefront with this research and its plan for professional development measures for

division chairs/deans.  Gmelch (2004, p. 71) agrees that most higher education

institutions have “inadequate hiring, training, promotional, and succession planning

systems,” and he proposes that it is now time to teach academics about leadership.  As he

so aptly notes, “The time of amateur administration is over” (Gmelch, 2004, p. 75).

Retention, Shortages, Burnout

Hecht et al. (1999) describe the chair position as a transitory one.  For example, in

a three-year stint, the new chair spends the first year trying to learn the system, the

second year rebounding from mistakes made in the first year and hopefully rectifying

them, and the third year avoiding long-term decisions and focusing on returning to

faculty life (Bolton, 2000).  Tucker (1992) indicates that institutions often have chair

turnover rates as high as fifteen to twenty percent per year and that chairs often resign

over frustration due to abusive incidents with both faculty and administrators, longer

hours, and reduced time for teaching and research.  The position is then once again open,
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and benefits to the present chair and the department under his or her reign have been

minimal or nil.

To develop a sustained leadership capacity in education institutions, Gmelch

(2004) posits that the issue of balance must be addressed in a leader’s life.  Time

pressures are high on the list of stressors, and chairs often feel trapped between pressures

and demands of performing not only as administrators but as productive faculty members

as well.  Unfortunately, without balance, chairs may return to faculty status feeling

outdated in their discipline or reach the end of their professional career out of touch with

personal interests (Gmelch).

In a related investigation on balance, the Gmelch et al. (1999) study focused on

stress created by the multiple roles and pressures that deans experience.  The importance

and necessity of doing the study was based on their premise that if an institution asks too

much, but supports too little, the motivation and leadership ability of those seeking the

position may be less than credible.  Based on the results of the study, the determination

was made that few deans receive basic training in management that would enable them to

effectively transcend the time-consuming minutia of administrative paperwork and focus

on vital issues (Gmelch et al.).  Their recommendations include pre-, present, and

postposition dimensions of development.

In the pre-dimension, Gmelch et al. (1999) advocate a systematic training for

future and new deans.  Concepts of “growing their own,” spotting leader potential early,

and cultivating promising leaders are encouraged.  Their identified areas for preparation

include conflict resolution, personnel management, time and stress management, change
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facilitation, team work, delegation, mentoring, planning, budgeting, and fiscal

management.  Watts and Hammons (2002b) agree that these programs are essential and

have the potential of being developed on every community college campus at no cost to

participants.

Gmelch et al. (1999) also stress the importance of continued professional

leadership development through in-house retreats, workshops, seminars, development

programs offered by national organizations, and professional leaves.  O’Banion (1997), a

proponent of lifelong learning, claims that workplaces that value and encourage lifelong

learning make ideal sites for communities of learners, as common interest is easily

determined and the level of resources available to support the community is potentially

high.  For example, he notes that video-on-demand and interactive training modules

could be delivered directly to the desktops of employees, and assessment services or

learning specialists could be housed at the work site as desired.

While these activities assist the chair both in his or her return to the faculty or in

his or her advancement, the benefits are not limited to the individual.  If chairs have been

effectively developed, when they move out of the position, they can play a vital role in

training future generations of academic leaders through mentoring, counseling, and

teaching initiatives (Gmelch et al., 1999).  In essence, the baton is passed, and positive

motivation, knowledge, and insight continue in the next generation.
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Gauging Effectiveness

Effectiveness in the age of accountability is imminently important to both the

division chair/dean and the institution he or she serves.  As Keller (1983) contends, it is

necessary for educational leaders to do less worrying about day-to-day operations and

look toward the long-term viability of institutions.  He argues that deans who are always

busy making many little decisions are now increasingly viewed as ineffective leaders

who are too shortsighted to see what is vital.  And, Heck, Johnsrud, and Rosser (2000)

stress that the increase in competition for monetary resources and decrease in the public’s

trust in higher education practices have resulted in increased demands for colleges to

demonstrate effectiveness and efficiency.  They note that performance of administrators

may provide needed information about the functioning of the institution, but it is a

double-edged sword in that it may also constitute a high stakes evaluation process for

individuals.

Heck et al. (2000) indicate that deans perceive themselves to be less effective if

their role is not articulated clearly.  They need to fully understand their responsibilities

and authority and the expectations of their role – and senior administrators need to be

clear as well on their role-related functions (Heck et al.).  To further demonstrate the

importance of clarity in evaluation/appraisal, Hammons and Murry (1996) stress that

people need to know what is expected of them, how well they are meeting those

expectations, and what opportunities exist to improve their performance.  When Tucker

(1992) discusses signs of chair effectiveness, he uses the term, healthy department, to

symbolize the organization for which chairs should strive.  He maintains that in a healthy
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department, an effective chair has motivated faculty and staff who feel appreciated, who

are secure in their jobs, and who work well together as a group.  Tucker continues in his

explanation by describing a healthy department as one in which there are well-defined

operational and visionary goals which contribute not only to the mission of the

department but to the college as a whole.

Krahenbuhl (2004) determines, however, that the areas of authority and

responsibility that are vested in deans are often greater than what the faculty might prefer

and somewhat less than what is desirable.  Consequently, he determines the following

qualities as essential to being an effective dean:

1.  Competence (it is difficult to be effective if one is incompetent)

2.  Honesty (no one’s memory is good enough to be otherwise)

3.  Vision (a dean has to be able to imagine the possibilities)

4.  Decisiveness (leaders have to make decisions in a timely way)

5.  Communication (shortcomings here are very handicapping)

6.  Empathy (this will lead to more humane decisions)

7.  Balance (emotional, intellectual, behavioral; moderation applies

     especially to deans)

8.  Humor (don’t treat things lightly but have fun and create an

     atmosphere for those around you that is upbeat and happy)

9.  Delegation (fail here, and the work of the college will grind to

     a halt)

          10.  Optimism (it is hard for an organization to be more optimistic
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     than its leader)

          11.  Inspiration (seeing what others fail to see is a gift few have;

     settle for lifting others to greater success)

          12.  Role Model (the dean might cut his or her own budget first, teach

     a freshman seminar each semester, be a leader in deans’ professional

     organizations, and be a good university citizen)  (pp. 19-20)

Accordingly, these qualities indicate that effective leadership of a division entails more

than developing budgets or assigning class schedules.

McHenry and Associates (1977) continue in this vein of thought and include

intuitive integrity as an attribute that is necessary for effectiveness.  As they explain,

attributes of this sort indicate a need for holistic training for chairs which is inclusive of

reflective skills and value-identification.  And, according to McHenry and Associates,

intuitive integrity is not merely being honest and fair in daily dealings with others, but it

is about possessing a personal system of values that affords a basis of judgment more

sensitive than logic alone --  it is an attribute of leadership which is necessary in gaining

the continued respect of colleagues who have differing interests and opinions.

Resultantly, they emphasize that tensions are more often resolved through respect for a

leader of tested integrity than by manipulative compromises.  It is recommended,

therefore, that a chair should be a respected leader and not merely a mediator skilled in

neutralizing opposing functions (McHenry & Associates).  Resolutely, the future of

individual careers and the future of institutions may depend upon effective, well-

developed leadership programs which develop leaders, not managers.
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Faculty Relations and Teambuilding

Of course, program designers in academia must be aware of the anomalous

division chair/faculty relationship.  As Hecht et al. (1999) contend, chairs cannot lead

effectively without support of the department faculty.  Unfortunately, interaction between

the chair and faculty can be frustrating as the faculty members want autonomy but

request assistance, demand quick decisions yet belabor issues, and seek power but

delegate decisions to administrators (Creswell, Wheeler, Seagren, Egly, & Beyer, 1990).

To assist in interactions and positive faculty/chair relationships, Eble (1978) advocates

the chair establish a climate in which communication can flourish.  He cautions that

protocol and lines of authority keep people from being open with each other, and he

emphasizes that free flow and exchange of ideas is paramount.  As he notes, faculty

sensitivities can be easily aroused when they do not have access to administrators.

McArthur (2002, p. 5) states, “The reality is that faculty can be a force of resistance or a

wonderful repository of creative energy.  Which direction they take is due in large part

exhibited by the chair.”

Gmelch (2004) asserts that chairs need to define their own leadership and what it

means to build a community, empower others, and set direction.  An applicable definition

is found in Shared Vision:  Transformational Leaders in American Community Colleges

in the following quote, “Leadership is the ability to influence, shape, and embed values,

attitudes, beliefs, and behaviors consistent with increased staff and faculty commitment

to the unique mission of the community college” (Roueche, Baker, & Rose, 1985, p. 18).
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In alignment with this philosophy, Eble (1978) asserts chairs would be astute to recognize

that people come first and that personal and professional reward is built upon the wise

treatment of human beings; understanding and caring about them should be intrinsic.  As

Eble states (p. 81), “The administrator’s art as it applies to developing his or her own self

lies in bringing out and using wisely those qualities of personality and character essential

to the complex task of bringing out the best in others.”

Eble (1978) admires chairs and deans who visit faculty members’ offices and take

an interest in what they are doing, and he maintains that administrators must be visible in

providing support, encouragement, and reinforcement to others.  In fact, he posits that

motivating others should occupy a large part of an administrator’s time.  Essentially,

work teams composed of chairs and faculty function best when faculty members

recognize their efforts are appreciated and their contributions to collaborative efforts are

valued.  Tucker (1992) also appreciates the importance of shared decision-making with

faculty members.  He emphasizes that faculty are more likely to be cooperative if they are

involved in decision-making, and he recognizes they have the expertise and experience to

contribute to what he refers to as the communal democratic society of academe.

Due to the nature of division chair leadership, therefore, the art of collaboration is

essential in their skill-building attributes, and it is important that collaborative efforts

extend outside the realms of division chair networks.  Conger (1992) believes it is

effective if work teams, along with their supervisors, attend training sessions together so

that each supports and reinforces the other’s skill-building efforts.  Filan (1999) verifies
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the importance of collaborative skills for chairs in the following quote emphasizing the

necessity of leaders as team builders and team facilitators:

The leader of the future must be a tireless, inventive, observant,

risk-taking, and ever-hopeful builder and enabler of management

and leadership teams within the college.  If successful, the leader

will have constructed teams that carry out the organization’s

vision, goals, and purpose.  By working together, these teams will

accomplish more than their individual members ever could, therefore

proving once again that the sum is greater than the parts. (p. 54)

Acebo (1992) concurs that team training is important in engendering the idea that

collective success is rewarding and that the success of a team is dependent upon the

effective meshing of the diverse talents of its members.  And, she posits that there

continues to be a need for colleges and their leaders to learn how to use teams

advantageously to accomplish desired results.

Professional Development Needs Associated with the Role

Gmelch (2004) cautions that one of the biggest challenges for those who are

creating leadership development programs is that of eliminating vague concepts of what

they are trying to accomplish.  Successful leadership must not only appear to be

desirable; it must also appear to be achievable.  One way to do this is to instill confidence

in those aspiring to positions of division chair/dean and to those assuming and

maintaining the positions.  Gmelch asserts that chairs need to develop and demonstrate
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appropriate behaviors and skills in order to effect leadership, and Pettit (1999)

emphasizes that chairs often request training based on their interpretations of community

college chairs’ needs.   When Tucker (1992) compared university and community college

chairs’ importance rankings of responsibilities, he determined that the two groups

included the following five in their top ten, although not necessarily in the same rank

order:   fostering of good teaching, maintenance of faculty morale, recruitment and

selection of faculty, communicating needs to the dean and interaction with upper level

administration, and updating curriculum courses and programs.  Therefore, meeting

professional development needs is confirmed by Tucker who asserts that increasing

complexities and shrinking budgets have led administrators to delegate more tasks to

chairs and that it is in the best interest of colleges that chairs become as knowledgeable as

possible about planning, management, and leadership techniques.

And, to further affirm the importance of professional development, Watts and

Hammons (2002a) recommend that development be institutionalized in order to make

participation a criterion for performance appraisal.  In fact, they view it as essential and

not as a voluntary activity.  McAdams (as cited in Spangler, 1999) also recognizes chairs’

need and desire for development in that he contends departmental leaders are committed

to surviving and instilling skills for the future.  For example, he credits department chairs

at Maricopa Community Colleges for their initiative in researching and designing a

program to provide department chairs with in-depth, skills-based training in areas of

academic and administrative leadership.  And, this form of creativity should not be

surprising since Path and Hammons (1999) declare that community colleges are often
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viewed as models of innovation and change when compared to other higher education

institutions.  Through this research, division chair/dean participants of the LCTCS

defined their needs and indicated their preferred professional development delivery

formats.  Categories of research focus encompassed the importance of leadership and

skill-building in:  department/division activities, budgetary activities, personnel

administration, communication, curriculum and instruction, and student relations.

Department/Division Activities

According to Hecht et al. (1999), institutions of higher education rely upon chairs

to implement and carry out campus policy and the mission of the institution for the

central administration.  Tucker (1992) also emphasizes that departments must create

missions, purposes, goals, and objectives that parallel the mission statement of the

institution.  He contends that in an age of accountability, this entails not only having a

statement of purpose but having the ability to state professional aspirations of the

department in such a way that those aspirations can be compared with actual

accomplishments.  To do this, the chair must be able to determine how much precision

and quantification can realistically be used in reporting and planning the department’s

activities.  In effect, leadership includes the ability to foresee consequences and to have a

good idea of effects on the department when plans are carried out (Tucker).

Bolton (2000) agrees that successful institutions expect each unit to define a

strategic plan, and he suggests that incoming leaders spend time listening and forming a

view of the strengths, weaknesses, and possibilities before being tempted to take

premature, decisive actions.  He contends that acting prematurely could be disastrous in
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that groups can become permanently alienated and future support can be diminished.  In

effect, Bolton advises the chair to begin by carefully evaluating resources at his or her

disposal and to consider the extent to which they can be improved during the life of the

strategic plan.

Evaluation, therefore, is a crucial step in determining the quality of programs and

in making informed decisions for indicated changes.  Emmet and Bennett (1990) advise

that at the regional and local level, departments can determine societal needs through

environmental scans, marketing studies, local demographic data, data from the regional

labor bureau and chamber of commerce, and data from special commissions that may

have identified future area needs.  They also note that student demand will bear some

relationship to the current market opportunity for graduates, and special institutional

relationships can provide standards from which to gauge program success.  When

assessing quality, however, Emmet and Bennett emphasize that relevant standards should

also include past departmental records and accomplishments of both students and faculty,

appropriate comparisons with other campus programs, and competitive programs at other

institutions.

Budgetary Activities

With input from faculty, the chair prepares the annual budget request and

maintains primary control over the operating budget (Tucker & Bryan, 1988).  And, by

the nature of the position, Tucker and Bryan indicate the chair serves as the department’s

advocate when preparing the budget request.  However, according to Tucker (1992),
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there are times when the chair must be the advocate of the administration due to priorities

of the department not coinciding with the institution’s goals.  Tucker (p. 38) states,

“When decisions that adversely affect the department are handed down, the chairperson

must be able to share the institution’s perspective and try to implement even an

unfavorable decision with some grace and style.”  This idea is corroborated by Hecht et

al. (1999) who stress the chair needs to understand the department budget in the context

of the institution.

Routinely, chairs set priorities for the purchase of new equipment and use of

travel funds and insure that departmental expenditures correspond with the department’s

annual and long-term priorities (Hecht et al., 1999).  To insure a smooth flow of

processing, it behooves chairs to use leadership skills to cultivate relationships in the

business office since office staff can make a huge difference in the department’s ability to

conduct business (Tucker, 1992).  Also, due to the increasing need for chairs and

departmental faculty to solicit external funding through grants, effective relationships

should also be developed with staff who are responsible for processing grants, auditing

faculty compliance with contract terms, and insuring that laws and regulations are being

adhered (Tucker).  The focus on relationship-building in other areas/departments is also

encouraged by Tucker as he recognizes that learning administrative responsibilities is

arduous, but believes the challenge of the tasks can be reduced if the chair is willing to

form allies with individuals in the administrative chain of command.  For example, he

notes that staff members in the travel office, payroll office, and purchasing office are all

in positions to enable paperwork processing to run smoothly so that faculty, under the
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leadership of the chair, can perform their teaching and service functions with a minimum

number of unnecessary delays and interruptions.

Tucker and Bryan (1988) also recognize the importance of intra-departmental

relations for the chair and his or her department in the chair’s associated roles as office

manager, maintenance supervisor, inventory manager, building security officer, and

record keeper.  And, these roles are significant not only in daily functioning of the

department but in the overall morale of the department as well.  As Seagren et al. (1994)

found, the manner in which the budget is managed and the degree of openness in the

process can either create an open, trusting atmosphere in the department or the converse.

Hecht et al. (1999) recognize that tracking a department’s budget is a basic skill

that any chair can master, but they consider the budget itself to be the fuel for the

department’s policies.  Resultantly, they contend that chairs are finding that their

responsibilities have changed as the institutional approach shifts from using the budget as

a vehicle of control to using it as a vehicle for accountability.  In effect, in preparing a

budget for the next fiscal year, the chair takes into account the values, traditions, and

goals of the department;  and, through discussions with faculty members, a vision is

created and resource management is applied (Hecht et al.).

Personnel Administration

Even though most faculty members work independently, department chairs are

responsible for the quality of their work and contributions to the college (Hecht et al.,

1999).  To meet this responsibility, chairs are accountable for the recruitment of faculty,



38

the selection of new faculty, assigning faculty teaching loads and committee work,

evaluating faculty performance, promoting faculty development, mediating conflict

among faculty, and maintaining morale within the department.  In essence, no other

administrator has more direct influence over faculty than the division chair (Hecht et al.).

 It is essential, therefore, that chairs be proactive in the hiring and retaining of

quality faculty members.  As Berry, Hammons, and Denny (2001) advise, community

college success is correlated to having faculty members who are committed to the

community college mission, and Roueche (1990) believes so strongly in this commitment

that he advocates that new faculty enroll in graduate courses on the history and mission

of the community college.  In recruitment/hiring efforts, it is posited by Berry, Hammons,

and Denny that chairs must be able to identify potential areas of faculty need, likely

sources of replacements, a means of securing replacements, and a means of securing the

best faculty members.  And, Hammons and Keller (1990) concur that recognized

competencies of leadership include the ability to attract and select quality people as well

as the ability to monitor and evaluate activities of employees to assure that institutional

goals, objectives, and plans are being accomplished.  Concurrently, Keller (1983)

emphasizes that a major component of management is an intensive focus on the quality of

the people on campus, and he indicates that provosts are sending back tenure

recommendations of acceptable but not superior scholars to deans and departments.

Increasingly, Keller also notes that factors such as ability, character, and performance

count as well as degrees.
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Roueche (1990) emphasizes that community colleges have a special responsibility

to increase the number of minorities in faculty positions and to insure their ranks are

proportionate to their student populations.  According to Roueche, this process entails

proactive recruiting.  He recommends that chairs make phone calls to colleges and

universities with strong programs in disciplines where there are vacancies and ask about

recent graduates.  Hecht et al. (1999) recommend using job registries with wide

circulations, publishing announcements in newsletters and journals of professional

organizations which have state, regional, and national coverage, and advertising in

metropolitan newspapers known to serve significant populations of women and minority

scholars.  They also note that some colleges have established contacts with

predominantly minority colleges and universities and have offered minority student

teaching fellowships.   As an example, Hamel (1997), Chair of English, Philosophy, and

Foreign Languages at Black Hawk College in Moline, Illinois describes a program at that

institution in which the diversity of the faculty is intended to increase through an

internship program in which a minority intern receives 75 percent of the salary of a

beginning assistant professor, a significant portion of his or her graduate school tuition,

and some related expenses.  Following a three-year internship in which the intern works

under the direction of a mentor, he or she is eligible to apply for an available full-time

position within the department.  This type of creativity increases diversity in the

candidate pool for teaching positions; and, as Roueche maintains, the pool of applicants

should never be limited to those candidates who write and announce their intentions to

apply for faculty jobs.
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When Hynes (1990) discusses a proactive approach to recruitment, he

recommends a combination of strategies to increase the probability of identifying and

hiring the best available person for the department, a person whom he notes will

hopefully improve the overall quality of the department and move it noticeably ahead.

Elements of his approach include clearly defining what the chair is looking for in the new

faculty member and using good networking to accomplish a comprehensive search.  In

addition, Tucker (1992) advises that in order to be clear about what the chair is looking

for in a new faculty member, a department should develop and keep current an inventory

of existing faculty specialties and competencies, and he stresses that chairs be educated

about affirmative action procedures.

Once recruitment has been accomplished, Eble (1978) suggests that selection of

faculty be made with a sense of student, faculty, and institutional aims.  While Eble notes

the importance of dossiers, graduate coursework, and personal interviews, Roueche

(1990) also recommends asking candidates to teach a three-hour course as a

demonstration of their abilities as classroom teachers.  He also contends it is important to

ascertain how a candidate conducts the first hour of a course, the kind of work they

require of their students, how they assess student performance, and which teaching

practices they have found to be particularly effective.  Hecht et al. (1999) agree that

structuring of interview questions is important and also address the issue that chairs

should not violate any fair employment practices.  And, they stress that recruitment and

selection of faculty are of ultimate importance as faculty are the long-term resource of the

department.  In corroboration with this philosophy, Acebo (1992) also implies that the
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choice of faculty is especially significant in a field where professionals have considerable

control over their own work.

Another essential aspect in personnel administration is managing the course

schedule.  Hecht et al. (1999) caution chairs to avoid the personalization of scheduling;

they suggest the first step should not be asking faculty for preferences.  Instead, they

promote the process of establishing an inventory of courses and then determining the

time or day and annual sequence the courses should be taught based on student needs.

They also emphasize that reasonable time availability of classes can affect retention and

graduation rates.  In the process, Hecht et al. conjecture that chair leadership is important

to establish a department-wide climate of decision making.  In so doing, they maintain

the department will be a stronger unit for having set standards and affirming collective

responsibilities of the department to provide a curriculum that best serves the interest of

the college and its students.

Tucker (1992), on the other hand, places a greater focus on the chair’s

responsibility for faculty assignments.  He asserts that equitable assignment of faculty

duties enables the chair to formulate and implement plans for reaching department goals

while assisting faculty members in reaching their personal goals.  Tucker maintains the

chair’s success in establishing work assignments may determine his or her effectiveness

as an academic administrator.  He further posits that chairs who are inadequate personnel

managers could become liabilities, and he recognizes that some chairs resign rather than

address personnel decisions regarding assignment of duties.  On the positive side,



42

however, Tucker notes that chairs who are interested in addressing those challenges may

find rewarding careers in administration.

While assignment of duties may be stressful, Tucker (1992) claims that evaluation

of faculty performance is one of the chair’s most difficult and important responsibilities.

He emphasizes that if handled properly, evaluation can improve morale; however, if

handled improperly, evaluation can destroy morale, decrease chances for a department

meeting its goals, and position the chair in a role as the recipient of grievances.  Purposes

of evaluation are to provide faculty with some measure of how well they are performing

in order to determine continuation of a contract, recommendation for merit pay,

promotion decisions, and tenure decisions (Tucker).

Hecht et al. (1999) prefer to use the term performance counseling rather than

performance evaluation even though they recognize the terms are used interchangeably.

They note, however, that the terms imply different actions as a chair may evaluate a

faculty member without offering any counsel.  Higgerson (as cited in Hecht et al., 1999)

suggests chairs often feel uncomfortable criticizing former colleagues and have a fear of

confrontation; therefore, the idea of coaching versus criticizing is preferable for them as it

implies that the ultimate purpose of evaluation is to help individuals succeed.  As Hecht

et al. (p. 106) state, “Criticisms or suggestions for improvement are easier to hear and

accept when it is clear the department chair believes the individual department member

can satisfy performance expectations and succeed professionally.”  And, they emphasize

that public praise sends a clear signal of what is valued in the department, but they warn

that suggestions for improvement should never be made in front of colleagues.
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Bennett (1990) emphasizes that faculty resentment, suspicion, and anxiety

regarding evaluations create a challenge for chairs as they ponder how to maximize the

possible benefit of evaluations and minimize the risk of damage to morale.  Indeed, he

states that few chairs enjoy the stress of evaluating as they realize the process can directly

impact relationships and cause disruptions.  However, Bennett professes that the chair has

the administrative duty to oversee faculty accomplishments in areas proper to the

department or division.  And, he contends the success of the chair will be contingent

upon the trust level in the department.  A suggestion is made by Bennett that the best way

to avoid resistance is through regular discussions on the need for professional self-

regulation.  Therefore, he encourages an emphasis on the benefits of evaluations, such as

increased self-esteem and the application of positive reinforcement.

Lucas (1994) observes that faculty sometime resist classroom observations based

on their contention that it is a violation of academic freedom.  But, she maintains that the

length of time a faculty member has been in the classroom is no guarantee of

competence, and she emphasizes that academic freedom does not protect faculty from

accountability.  Lucas is also aware that some faculty members resist interventions to

improve their teaching.  When that occurs, she recommends that the chair begin

documenting unacceptable behaviors, interventions used, and the results.  And, she

encourages the chair to maintain a civil and courteous climate in the process.

Addressing unsatisfactory performance is also discussed by Tucker (1992) who

indicates the chair should avoid becoming defensive when confronting a faculty member

as that type of response is counterproductive.   And, he emphasizes the chair should
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discuss rather than lecture.  It is also important, according to Tucker, that the chair be

careful not to perceive unsatisfactory faculty performance as a personal insult or poor

reflection on his or her leadership; the chair should be self-controlled.  He is also in

agreement with Lucas (1994) that there are situations in which unsatisfactory

performance cannot be remedied, and he claims the chair must be able to recognize and

accept that fact.

Perhaps for reasons such as unsatisfactory performance, inattentiveness to

unsatisfactory performance, and prevention of unsatisfactory performance, the

connectivity of faculty professional development with evaluation is essential.  Bennett

(1990) contends that evaluation provides the basis from which relevant and effective

faculty development can occur.  In essence, he posits it both prevents problems and

provides identification of any problems that have not been prevented.  And, he believes

faculty expectations for development are changing.  As Preus and Williams (as cited in

Roueche et al, 1995) proclaim, most faculty are willing to improve if they know what is

needed, they are not made to feel incompetent, and the approach is positive rather than

punitive.  And, McKeachie (1990) advises that chairs should not devise a faculty

development program and then demand compliance.  Instead, he recommends chairs

should start by listening to the faculty.  In that way, the faculty members are engaged in

identifying goals that are mutually agreed upon rather than having goals set for them

(McKeachie).

Tucker (1992) also recognizes the importance of faculty involvement in initiating

a development program.  He indicates it should be an ongoing cooperative effort
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involving faculty members, chairs, and other administrators.  Tucker recommends a low-

profile, low-key approach to keep expectations at realistic levels and to provide a better

basis to begin working with faculty members.  And, in order to garner and maintain

commitment by faculty, he advocates involving faculty members in planning

development activities.  In essence, Tucker espouses they should assume authority for

determining the direction and nature of change in their performance.

Community colleges have also recognized, due to their increasing dependency

upon part-time faculty, that their professional development is essential as well; and, in

concordance with faculty empowerment, Veazey and Halford (1997) maintain that

administrators should not dictate professional development to part-time faculty either.

They posit that in order for part-time faculty to develop a growing sense of commitment

to the college, administrative leaders should foster their involvement in academic life and

allow them to provide input into the nature of professional development appropriate to

their needs.  Recommendations are that professional development activities for part-time

faculty are flexible in both pedagogy and delivery and that partnering opportunities with

full-time faculty allow shared responsibilities and improved teaching and learning

(Veazey and Halford).   Overall, Hecht et al. (1999) agree that well-designed faculty

professional development programs enable a healthy, collaborative departmental culture

which provides the foundation for collective success.

Communication

According to Taylor (1992), the position of the chair is largely one of leadership,

and leadership requires that relationships be defined and maintained between the chair
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and individuals in his or her department.   She emphasizes the nature of the chair/faculty

relationship may inherently cause defensive behavior, and Taylor believes appropriate

flow of information is essential to insure that faculty members know priorities, policies,

and procedures.  Resultantly, she posits that distrust among faculty and staff often stems

from lack of information.

Higgerson (2000) agrees that it is a mistake for a chair to withhold information

about campus issues.  To do so, she claims, denies faculty an understanding of the

context and culture within which the department must function; and, when faculty are

uninformed of campus issues, they are less likely to understand the chair’s motives in

carrying out campus policy and directives.  In relation to explaining campus policy,

Higgerson cautions against the temptation to use “we” and “they” language.  She also

cautions against referring to faculty as “my faculty” or a program as “my program.”

Higgerson believes this type of referencing prevents faculty from accepting ownership of

issues, challenges, and outcomes and prevents the opportunity for a chair to build a

department community that is conducive to participative decision making.

And, feelings of ownership are essential when change is necessary.  Tucker

(1992) espouses that frequent communication before, during, and after change will

alleviate many of faculty’s concerns.  He contends that it is lack of knowledge that causes

insecurity and resistance.  When faculty members are provided information that presents

the rationale for change, support for a proposed plan is more likely to occur (Tucker).

Hecht et al. (1999) concur that if the chair is clear about what needs to change, he or she

can transform unproductive dialogue and establish productive standards of debate.  They
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contend that chairs have an enormous potential to set the tone and content of

departmental dialogue, and it is that power that may be most potent for the chair.  Indeed,

as Hecht et al. posit, when the power of influence is used to create a collectivity that can

work through disagreement, the chair has extraordinary power.  Eble (1990) concurs that

chairs should be conduits through which ideas, opinions, and activities going on

elsewhere are brought to the attention of the faculty, and he confirms that when

communication is frequent, varied, and open, there are fewer misunderstandings and

more opportunities for establishing commitment.

Consequently, to be an advocate of faculty, chairs must communicate effectively

with the administration.  In order to do so, Warren (1990) advocates chairs commit to a

partnership with administration as well as with departmental faculty.  He suggests they

convey that sense of partnership to faculty to let them know there is no isolation, that

administration can be a dependable source of information.  According to Warren, chairs

and administration have an opportunity to enrich their own professional experiences and

the experiences of faculty when there is a mutual willingness to clarify goals, share

essential information, and communicate broadly.

Communication should not be limited, however, to internal constituencies.  For

example, Kable and Bennett (1992) recognize the need for chairs to be purveyors of the

department’s image.  And, to determine if the image is being perceived in the manner

intended, they contend it is necessary to get feedback from the community.  Therefore,

they advocate an open system in which chairs have an interactive relationship with the

environment or public constituencies.  Kable and Bennett also advocate chairs be aware
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that bridges with media are important and there should be a reciprocal positive

relationship in which the institution’s need for exposure is coupled with the media’s need

for information.  Efforts to change any perception that academic institutions are remote

and separate from the community are worthwhile to the department.  In fact, current

trends lend to a partnering of industries and institutions of higher learning in the

educational process (Kable & Bennett).  As Bennett (1983) notes, the health of some

departments will require the chair to explore ways of increasing external support.  From

these scenarios, the need for effective external communication as well as internal

communication becomes notable.

Curriculum and Instruction

Curriculum and program development entails a variety of responsibilities

requiring leadership skills in order for the chair to maintain quality, to demonstrate

quality through accountability measures, and to incorporate change when necessary in the

department’s offerings.  Tasks includes scheduling classes, monitoring library

acquisitions, initiating curricular review and program development, program review, and

preparing for accreditation (Hecht et al., 1999).  According to Hecht et al., the nature of a

department’s discipline influences the dialogue and type of teamwork necessary with

faculty.  For example, they note if a discipline is designed in a sequential manner, the

department, as a whole, needs to agree on topics to be covered in each required course.

And, the chair must develop a climate in which departmental faculty understand that

courses which are the platform to specialization need to become the collective

responsibility of the unit.  If the culture has evolved into one in which teaching of
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introductory courses has been shifted to the newest members and part-timers, Hecht et al.

warn the chair should be prepared for resistance to change, but he or she should be

willing to persevere to a conclusion that benefits students.

When evaluating the curriculum, Tucker (1992) stresses that the chair is in a

position to ask important questions and to gather data that may impact how faculty

members think about needed changes.  He maintains it is the chair’s responsibility to test

for the curriculum’s relevance, and he advocates that it be done in a variety of ways.  For

example, he recommends for chairs: to stay abreast of new developments in fields of

study through professional journals; to gauge if professional curricula are keeping pace

with new theoretical developments; to maintain periodic contacts with accrediting bodies

regarding certifications and policy developments; to gain perspectives of what future

employers expect from new employees; and to gain students’ perceptions of needs.

Tucker is careful to note, however, that the chair is seldom in a position to make

curricular decisions unilaterally; the chair is more likely to influence curricular decisions.

And, he provides two tools to assist the chair in curricular change:  (1)  to develop and

provide information to committees which are charged with making curricular decisions

and (2)  to delegate responsibilities for considering change to appropriate committees.  In

this manner, he claims that the chair has effectively orchestrated a campaign for change.

Pedagogy is also paramount in the curriculum; and, as the focus on accountability

and learning outcomes continues and increases, effective chair leadership is essential to

enabling dialogue among faculty on teaching philosophies and delivery systems.  As

Keller (1983) emphasizes, market conditions are demanding colleges to design courses
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and programs that students, not teachers, find attractive and to reward those faculty

members who enhance institutional survival and quality.  Incorporation of technology

and distance learning are expected by students; and, as Hecht et al. (1999) note,

technology results in a reconfiguration of teacher/student relationships.  Through e-mail,

professors can interact with students both collectively and individually, and students are

not time-bound when they receive and respond to the communications.  Hecht et al. also

emphasize with information access through the World Wide Web, professors no longer

hold an information monopoly, and their role shifts to one who opens the door to a field

of inquiry and as an advisor and coach to students.  However, Brawer (1992) cautions

that technological advancement also creates new ethical dilemmas, and she cites

Gottleber in his contention that community college students must be made aware of the

trust they have been given with the integration of technology into the curriculum, and

they must be made aware of related ethical standards regarding the use of technology.

The chair, therefore, must be knowledgeable of rewards and ramifications of technology

usage and must be able to provide leadership for his or her faculty in meeting the

challenges of their new endeavors with technological tools for education.  As Bush and

Ames (1984) indicate, proactive planning is an essential dimension of leadership; chairs,

therefore, need to analyze technological change and prepare for its implications on

human resource development in the department.

Baumann (1997) verifies the importance of the notion of a proactive stance and

posits that the key to planning is to gain as much faculty support as possible.  She

maintains that a faculty belief in distance education will enhance quality and provide long
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term support for initiatives.  And, Conrad (1997) agrees that chairs must anticipate,

understand, and evaluate the impact innovations have on programs.  Concurrently, Re

(1997) advocates that the art of leadership in the new realm of education delivery will

also require innovation.  For example, he contends that institutional leaders will need to

know when to lead and when to follow in order to meet the challenges associated with

distance education.  From his viewpoint, transformational leadership will be necessary in

the encouragement of faculty to step out of traditional paradigms and to take chances.  As

he notes, transformational leaders will insure that their institutions remain centers where

learning is never stagnant.

Stagnation should not occur in any parts of the curriculum, and Tucker (1992)

also emphasizes that student populations are becoming increasingly multicultural

necessitating yet another need for curricula revision.  As he explains, diverse student

populations may perceive traditional views of higher education as biased.  To

accommodate varying points of view and value systems, the chair may need to determine

if his or her department has adequately adopted a broad perspective and whether the

department is intellectually and socially hospitable to students from multiple cultures

(Tucker).  And, Tucker reinforces that traditional students also benefit from a

multicultural perspective.  As Parnell (1990) proclaims, the United States is in the midst

of powerful changes as the country shifts from an isolated national economy to being part

of an independent global economy, and Rhoads and Solorzano (1995) propose that

specific policies, practices, and programs should be developed to support educational

efforts of diverse peoples.  As a consequence, Bensimmon and Tierney (as cited in
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Rhoads & Solorzano, 1995), imply that incorporating multiculturalism may involve

rethinking the goals of a department so that issues of citizenship, social responsibility,

and democratic participation are central to its mission.  And, resolutely, Stetson (2002)

indicates when a leader inspires creative thinking of groups and fosters an environment in

which all ideas are accepted as valid, development of new and more appropriate mission

and vision statements may result.

When effecting change and instilling confidence in faculty, Eble (1978) makes the

following profound statements which encapsulate the leadership necessary in the process

of curricular review, pedagogy, and change; matters which are central to the faculty’s

morale and sense of professional purpose:

Finally, getting the most out of people calls upon an administrator’s

capacity and willingness to exercise leadership, not the mere carrying

out of duties but the establishing of a presence that leads others to

extend their own efforts.  In academic organizations, individuals do

not so much work for the leader as for what the leader represents on

their behalf.  Such an administrative leader must be able to identify

and describe clearly and persuasively common goals and to create a

sense of common purposes, not easy amidst professors pursuing

specialized interests and among groups of faculty and students

working toward different specific goals.  A talent for orchestrating

the talents of others, both for quietly seeing that the work of a

maximum number of individuals goes well and for making visible the
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collective achievements of the group is a vital talent.  (p. 88)

Student Relations

Effective chairs are cognizant of the importance of student recruitment and

retention, and they provide leadership for faculty to meet the needs of students while

maintaining high quality standards in a departmental environment of trust and respect.

Iadarola (1990) emphasizes that a chair can unify a department in the process of

developing action plans for recruitment and retention.  She maintains it should be natural

for faculty to participate in enrollment management as it is the faculty who are primarily

responsible for the creation of curricula and for the teaching and advising that attract and

retain students.  To enable the process, Bennett (1983) indicates that exit interviews

should be conducted with students dropping out of programs as important information

can be gleaned from them regarding student perceptions of department strengths and

weaknesses.  In turn, he asserts that the results can be put to good use in aligning the

department more closely to appropriate and legitimate student interests.  And, Bennett

believes the willingness to collect the information and to act upon it is important to the

integrity of the department.  Iadarola agrees that a department faculty must be led to

demonstrate flexibility, creativity, and responsiveness.

The ability to lead faculty to effectively handle student/faculty conflicts is also

essential to the integrity of the department and to the well-being of all involved.  Lucas

(1994) contends that good leadership effects a situation in which disagreements can be

turned into problem statements for department members as a team to address and to offer

methods of resolution.  In so doing, she posits that dysfunctional conflict may be
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prevented in the future and the morale of the department may be heightened.  Lucas also

attests that it is neither necessary nor preferable for chairs to take total responsibility for

managing conflict.  In fact, she advocates involving the faculty in developing guidelines

for managing conflict so that when it does occur, the department has a set of guidelines to

which they have all agreed in advance.  And, Dressel (1981) corroborates this philosophy

in that he professes that students learn as much about the democratic process by

observing its application as they do from readings and lectures in the classroom.  When a

leader is able to instill this ethos in the department, Dressel expounds that he or she has

provided a powerful example to students for their functioning in the larger society.

Departmental advising is another part of student relations for which the chair is

responsible, and the importance of advising is indicated by Hecht et al. (1999) who state

it is the forum in which faculty can help students to shape their individual careers and

lives.  They also posit that student retention is greatly affected by the extent to which

successful bonding occurs between new students and the college.  Departments cannot be

aloof, therefore, if they are to improve their retention and graduation rates, and the chair’s

attitude toward faculty advising of students affects the caliber of advising that students

receive (Hecht et al.)

Relative to chairs’ responsibility in advising, Dressel (1981) emphasizes

departmental leaders should encourage faculty to increase student understanding of

advising recommendations.  He asserts it is important that faculty be able to explain to

students why certain courses are recommended, why courses cover certain materials and

specify certain expectations, why courses are scheduled in a particular order, and how
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courses are related.  Rice (1990) also indicates that nontraditional students may have

different needs and challenges in the classroom, and the differences may affect the way

students relate to course content and process.   Concordantly, Tucker (1992) confirms

that nontraditional students often have specific reasons for attending college and may

desire to take an active role in deciding which courses to take.  Therefore, the chair must

be able to foster skillful, effective collaboration between students and faculty.  As Lee

(1989) indicates when discussing leadership, successful partnerships are formed by

people with diverse abilities who have been inspired by a single vision to reach a

common goal.  While it is important that students are respected, it is also important that

the expertise of faculty be regarded in guiding students toward successful fruition of their

goals.

Mentoring

In order for division chairs/deans to provide effective leadership in activities

associated with their role and in order for them to develop confidence in the

administration of their duties, participation in mentoring programs may prove beneficial.

In institutional professional development programs for chairs, Metzger (2003) posits that

the use of mentoring, modeling, and dialogue are important to address shortages, frequent

turnover, and burnout of leaders.  Shea (1994) also asserts that mentoring has become a

way to knit the organization together and to create a healthier, more prosperous

environment.  He views it holistically in that he posits that mentoring can be a highly

effective strategy for helping individuals adjust to rapid changes occurring in their
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personal lives, their organizations, and society as a whole.   Concurrently, when

Hammons (1982) discusses instruments for change that are utilized in organization

development, he notes French’s and Bell’s intervention of life- and career-planning

activities.  As he explains, activities are utilized that enable protégés to focus on their life

and career objectives and visualize how they might go about achieving them. Through

coaching activities, Hammons indicates individuals learn to define their learning goals,

learn how others see their behavior, learn new modes of behavior, and learn to decipher if

new behavior enables them to achieve their goals.

    Knight and Trowler (2001) also exhort the benefits of mentoring and believe it

is helpful if the mentor can be chosen by the leader-to-be and if the mentoring

relationship can begin before the new leader assumes his or her responsibilities.  And,

West and Milan (2001) posit that the relationship is one of collaboration between two

people with a common goal of growth in self-awareness and functioning for the protégé.

Because of this position, however, they believe that the mentor must also be allowed

selectivity, and Johnson and Ridley (2004) emphasize that the freedom to choose for both

the mentor and protégé provides grounding for mutual commitment and satisfaction.

Once the pairing of mentors and protégés has been established, Knight and

Trowler (2001) assert that through the exploration of case studies with their mentors,

participants in leadership training programs can bounce ideas off each other in structured

learning environments.  In effect, development coaching, according to West and Milan

(2001), is designed to create the conditions for reflective learning.  They refer to David

A. Kolb’s learning theory to explain the process in which individuals can maximize their
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learning by working through a cycle of:  experiencing, reflecting on the experience,

drawing conclusions about what the experience means, and planning to test out their

learning the next time they encounter the same experience.  Apparently, when new

leaders have the chance to learn from experienced leaders, the transfer of ideas from

literature to practice is greatly accentuated (Knight & Trowler).

This learning method also sets the stage for the establishment of a relationship

and for the maintenance of continued support from those who have already experienced

stress firsthand.  Resultantly, Johnson and Ridley (2004) also note the importance of self-

reflection in the mentor’s own psychological and emotional status and contend that they

should frequently become reacquainted with their own feelings, needs, capacities,

strengths, and vulnerabilities.  By so doing, Johnson and Ridley believe the mentors will

use their self-awareness to successfully navigate their powerful and delicate relationships

with protégés.  In essence, they remain aware of benefits and risks, are self-governing,

and hold themselves accountable (Johnson & Ridley).   West and Milan (2001) agree that

development coaching takes a holistic approach to the individual, and they recognize that

reflective learning crosses over professional and personal boundaries.

But, it cannot be assumed that everyone has innate traits for mentoring.  Indeed,

the creation of successful mentoring relationships may be another indicated area for

professional development.  While many may have the will and may have something of

value to offer a protégé, Shea (1994) contends that some individuals have difficulty

offering insights or wisdom that is more than prosaic.  Johnson and Ridley (2004) agree

that many elements essential to excellent mentoring must be deliberately strengthened
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and sharpened.  Skills which they identify for effective mentoring include:  developing an

expectation for excellence, providing affirmation, providing sponsorship, being a teacher

and coach, offering encouragement and support, offering counsel in difficult times,

protecting when necessary, stimulating growth with challenging assignments, giving

protégés exposure and promoting their visibility, nurturing creativity, providing

correction, narrating growth and development, providing self-disclosure when

appropriate, accepting increasing friendship and mutuality, being an intentional model,

and displaying dependability.

While this list may appear daunting, the importance of developing mentoring

skills is emphasized by Shea (1994) when he professes that the organization chart that

gains a competitive edge today may not necessarily have the most talent; it may simply

be the organization that is best able to draw out its employees’ abilities.  And, as Conway

(1998, p. 59) notes, “One of the main strategic reasons for developing high performers is

succession planning.”   At the present time, however, there are few structured mentor

programs designed specifically for aspiring junior-level administrators (Valeau & Boggs,

2004).  While mentoring is a component of the LCTCS Leadership Development

Institute, it is presently not incorporated in the development of division chairs; however,

it was indicated as a need in this research.  And, as Metzger (2003) maintains,  if

educational leaders are assisted in developing strategies for coping and achieving greater

balance in their lives, their effectiveness as leaders will be enhanced.
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Timeframe for and Methods of Professional Development

Identifying needs, prioritizing topics, and determining participants are only partial

segments of the design for a professional development program.  The timeframe is

another essential factor in its success and effectiveness.  Gabarro (1987) posits that it

takes up to two and a half years to become proficient in an executive position, and

Ericsson, Krampe, and Tesch-Romer (1993) indicate a 10-year rule of preparation for

experts in the corporate world who reach international levels of success.  When Gmelch

(2004) concentrates on the American university, he cites seven years as the representative

threshold for faculty to achieve tenure and promotion based on their expertise and

another seven years for faculty to achieve full professorship.  According to these figures,

he finds it ironic when an assumption is made that an academic leader can be developed

at a weekend seminar.  And, it appears that presently the notion of a seminar is often

considered a panacea.  For example, Gmelch notes when he surveyed 2,000 academic

leaders, only 3 percent indicated they have leadership development programs at their

universities.  Therefore, creating professional development programs for division

chairs/deans will place the LCTCS in a unique, elite category according to this

percentage.

For those developing their own programs, the Chair Academy, which is a national

professional development program, is one which is often studied by program designers.

Filan (1999) describes the academy as a year-long, skills-based leadership development

program.  Opportunities for participants include implementation of an individualized

professional development plan, a mentorship component, reflective practice and
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journaling, workshops, and list-serve availability.  Topics include transformational

leadership, work styles, change agent facilitation, teambuilding, strategic planning, staff

development, performance review, conflict resolution, technology, and diversity (Filan).

Of course, one must always take into consideration the cultural dynamics and

professional needs inherent to one’s own institution when designing a program.

Overall, however, Zeiss (2004) emphasizes if community colleges hope to

maintain relevance as training providers, they must be best at training and retraining their

own employees.  Indeed, he maintains that a college’s continued success is dependent

upon professional development, and he offers three keys to developing peak performers:

(1)  effective and relevant training, (2)  effective motivation, and (3)  a supportive

environment.  Zeiss also recommends that colleges host outside trainers and that they tie

their training content to strategic goals of the organization.

Regarding strategic organization goals, Carroll (2004) recommends that a college

should have a systematic approach to general leadership development and a specific plan

to insure smooth transitions when present leaders retire or make other career moves.  He

emphasizes when a college focuses on internal progression of its employees, the learning

curve for new employees is greatly reduced.  Carroll elucidates that succession planning

is not designed to immediately replace people but is blended with a strategic plan to fill

positions with well-developed candidates as the positions become vacant.  He also

encourages colleges to make professional development a positive initiative and to

maintain an understanding among employees that selection of individuals for actual

position openings will be based on qualifications and merit.  Incorporation of an
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experiential track into professional development programs is considered essential as well

by Carroll, and he emphasizes the importance of mentoring, job shadowing, and coaching

in the process.

In addition to in-house professional development programs, Bowes (1996)

recommends incorporation of statewide professional development programs to enable

colleagues to converge to learn about statewide issues and to maximize collaboration and

understanding.  He also asserts there are secondary benefits such as cost effectiveness and

networking opportunities.  And, in order to maximize the effectiveness of statewide

professional development efforts, he encourages planners to provide time for reflection,

application of theory to practice, and development of action plans.

Recognition of Division Chairs/Deans as Professionals/Leaders

When institutions are willing to invest time and resources into the development of

their division chairs/deans, it sends the signal that chairs are considered leaders and that

the importance of their position is acknowledged.  Lucas (1994) effectively summarizes

the need for chair leadership in the following quote:

Increasingly complexity and a corresponding need for change require

that, at every level in higher education, there be leaders capable of

creating a vision; communicating that vision to others; stimulating

people to think in different ways; formulating problems in the sophisticated,

knowledgeable fashion that inspires creative solutions; and providing

an organizational climate in which people achieve and feel appreciated.
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Today’s educational climate calls for leaders who are capable not only

of preserving what is going well but also of functioning as agents of

change.  And such leadership is crucial in senior administrators but also

in department chairs.  (p. 5)

Gmelch (2004) believes colleges must make the position more attractive and meaningful

and examine the barriers in higher education that prevent academics from aspiring into

leadership.  And, Lucas reiterates that institutions have tremendous responsibility for

enhancing leadership at the chair level.  She posits that a chair’s strength is dependent

upon how seriously the role is taken by colleges and universities, and she recommends

that the role of department chair be elevated to a significant function in the college.

Essentially, she claims that chairs must be given more position power, meaning more

authority, in order for them to be able to truly make a difference.

The academic department, according to Lucas (1994), is best led by a strong

leader who creates a climate in which there is excitement and enthusiasm about the

department’s work.  However, she is aware that it is difficult to develop a leadership

model that applies specifically to chairs.  A notable example of the difficulty, supplied by

Lucas, is that of the tradition of faculty autonomy which causes chairs to practice great

caution in addressing the poor performance of faculty members.  From her viewpoint, she

posits that developing skills in transformational leadership is the answer.  In essence, a

chair can share a vision which stimulates diversity of thought and excellence through the

provision of an organizational climate that helps others to accomplish goals and to feel

valued (Lucas).  Tucker (1992) also adamantly and effectively claims that chairs must
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decide if they want to provide leadership to faculty or to act as their executive secretary

implementing their wishes.  He contends chairs must be perceptive to judge the extent to

which their faculty and administrators will permit them to be the kind of leaders they

want to be, and they must be able to meet those expectations and follow their own goals

as well.

Efforts to enable development and recognition of chairs as leaders appear to be

worthwhile as Green and McDade (as cited in Gmelch, 2004, p. 81) proclaim, “The cost

of leadership is too great not to invest in the most critical position in the university, the

department chair.”  Respect, of course, must be earned, and it only correlates that those

employed in a profession that values education would realize that status will not be

afforded chairs unless and until their knowledge and skill base is advanced.

Concurrently, Ehrle and Bennett (1988) emphasize this point by their contention that

there can be no leadership without followers who give their acceptance and consent.

Conclusion

The question of why someone would aspire or agree to be division chair/dean

circulates throughout academia each time the position becomes open.  While the answer

is either for intrinsic or extrinsic reasons, or both; the journey and success of the

individual assuming the position is based on many factors.  Unfortunately, the individual

is not the only one affected when ineffective performance results.  Present leaders cannot

continue to disregard the importance of a position that is unique and essential in the

academic performance of a college, its faculty, and its students.
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In an age of accountability, external constituencies will demand and require

documentation of responsible leadership.  The need for preparation of division

chairs/deans, as well as the expectation for excellence in their performance, should be

considered the norm.  As Smith and Stewart (1999) stress, in order for community

colleges to remain strong, each two-year college in this country will benefit from creating

a department chair leadership program for prospective and new chairs.  Community

college presidents are to be encouraged to demonstrate their commitment to providing

leadership opportunities by devoting resources to the professional development of

administrators (Green, 1981).  Fortunately, for the LCTCS, Dr. Walter G. Bumphus,

President of the System, has already demonstrated his recognition of the importance of

leadership development.  His support of this research study and commitment to

addressing the needs of division chairs are indicative of his leadership style and

philosophy.

According to Gillett-Karam (1999), professional development and training

programs are necessary for future chairs to understand the leadership roles that will be

expected of them, to 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

constituencies in both the college and the community.   For those in the profession of

community college education, it is time to address the education and development of

division chairs/deans; the LCTCS welcomes the opportunity.
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CHAPTER THREE

METHODOLOGY AND PROCEDURES

Introduction

Chapter three provides a description of the methodology which was utilized to

determine professional development needs of both aspiring and current division

chairs/deans in the LCTCS, to determine the importance of mentoring in the professional

development process, to determine the preferred modes of professional development

delivery by current division chairs/deans, and to determine division chairs’/deans’

opinions about what makes division chairs/deans successful.  Information regarding

research design, research population, survey instrumentation, data collection process, and

methods of data analysis are explained.

Research Design

Action research was best suited for this study in that there was an emphasis on a

problem in the here and now; one that was in a local setting.  Due to the purpose of the

study, findings were evaluated in terms of local applicability versus universal validity.

Through the benefit of action research, practices can be improved, and the research

process can be utilized to increase the ability of participants to work harmoniously and to

improve professional spirit.  And, action research has another advantage in that it applies

scientific thinking and methods to real-life problems and represents much improvement

over decisions based on folklore and “common knowledge” (Best & Kahn, 1998).  The

process of assessing needs is usually based on the premise that a demonstration of unmet
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needs will produce a response by an identified institution which has the capacity,

responsibility, and/or resources to act (Hobbs, 1987).  Consequently, through evaluation

research and needs assessment, a determination is made who needs the program, how

great the need is, and what might work to meet the needs (Trochim, 2001).

Quantitative survey methodology was determined to be the most efficient,

effective manner to collect data from division chairs/deans throughout the LCTCS.  The

fixed-format questionnaire used in this study was adapted from a questionnaire developed

by Mary Calline Dipboye Ellis (1991) in her dissertation at the University of Arkansas on

Professional Development Needs of New Department/Division Chairs in Four-Year

Universities and Two-Year Colleges. Permission to use and adapt the survey instrument

was requested from Dr. Ellis, and a signed document granting approval and rights to the

survey was received August 28, 2004 (Appendix A).  Through this study, data was

collected from division chairs/deans of the LCTCS to determine their perception of the

importance of specific activities associated with their role and to determine their

perception of their need for professional development in the specific activities associated

with their role.  Division chairs/deans were also asked to assess the importance of

mentoring in the professional development process, and they were asked to rank their

preference of delivery modes of professional development.  An opportunity was also

provided for them to express their opinions of what makes division chairs/deans

successful through the use of an open-ended question.
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Population

After Institutional Review Board (IRB) was granted and the researcher advanced

to candidacy, a letter was sent to college chancellors requesting a contact person who

could provide identification of the division chairs/deans for the researcher (Appendix B)

for the purpose of questionnaire dissemination.  Once a contact person had been

established, the researcher requested names and addresses from that individual (Appendix

C).  The chancellors and/or vice-chancellors identified 62 division chairs/deans meeting

the definition of division chairs/deans as described for this study.  This encompassed

division chairs/deans of the 7 community colleges:  Bossier Parish Community College,

Baton Rouge Community College, Delgado Community College, Louisiana Delta

Community College, Nunez Community College, River Parishes Community College,

and South Louisiana Community College; the 2 technical-community colleges:  L. E.

Fletcher and Sowela; and the Louisiana Technical College which covers 7 districts and

over 40 campuses.  Out of the total possible number of 62 division chairs/deans, forty-six

division chairs/deans completed surveys.

For the purpose of this study, information was not disaggregated by college.

Aggregated data was used to instill more confidence in participants in the confidentiality

and use of the data, and this method also served as a unifying factor in meeting needs of

division chairs/deans of the system.  Furthermore, participants’ identities were not noted

on the questionnaires, and their responses are anonymous.
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Instrument Adaptation/Revision

An extensive analysis of the Ellis (1991) survey was conducted; each question

was re-evaluated for applicability, and revisions and additions were made as necessary

due to specificity to the LCTCS and due to timeliness of the questions (Appendix D).  As

a result, six general areas of the Ellis (1991) questionnaire were used:  (1)

department/division activities, (2) budgetary activities, (3) personnel administration,

(4) communication, (5)  curriculum and instruction, and (6) student relations, and a total

of 82 activities within those areas were surveyed.  Through the survey, division

chairs/deans were asked to gauge the importance of each activity listed in the general

area, and they were also asked to assess their need for professional development in the

activity.  This varied from the Ellis (1991) model as she asked respondents to gauge their

competence.  An additional category was included in this adapted survey instrument to

allow division chairs/deans to assess the importance of mentoring in the professional

development process.  As in the Ellis (1991) survey, they were also provided the

opportunity to rank preferred modes of professional development delivery.  The open-

ended question varied from the Ellis (1991) survey as division chairs/deans were asked to

express their opinions about what makes division chairs/deans successful.  In the Ellis

(1991) survey, they were asked to express their likes and dislikes regarding the role.

The following conventions of survey design were utilized for the adapted survey

instrument (Trochim, 2001; Dillman, 1978):

ß Non-threatening questions were placed at the beginning of the survey.

ß The open-ended question was placed at the end of the survey.
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ß Topics were delineated.

ß Clear directions, such as circle the number of your answer, were provided.

ß When appropriate, questions were broken into two logical parts to ease

            the respondent’s task; being asked to go through a question more than

once tends to diminish the respondent’s sense of progress and induces

discouragement with the overall task.

ß Questions were not continued to the next page.

ß Portions of pages were not left blank; the last page provided space for

written comments.

ß Transitional sentences were used to guide respondents from one part of the

            questionnaire to another.

ß A thank you notation was included on the final page.

ß Information regarding dissemination of study results was provided.

The questionnaire in the format that was disseminated to division chairs/deans is located

in Appendix E.

Pilot Testing

Pilot testing of the survey was done with division chairs of Bossier Parish

Community College, one of the community colleges of the LCTCS in January 2005.

According to recommendations from Dillman (1978), they were brought together in a

small group and asked to assess the questionnaire.  A debriefing took place afterwards for

the purpose of stimulating the respondents to identify any problems that might have been
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overlooked or to identify questions that might have been interpreted in more than one

way (Dillman).  Additionally, division chairs of Bossier Parish Community College who

were unable to meet in a group setting were also given the opportunity to participate

individually and to provide feedback to the researcher.

Data Collection Procedure

During the course of this research project, the researcher served as Administrative

Intern to the President of the LCTCS.  In that capacity, the researcher was charged with

coordinating the first system wide conference for division chairs/deans of the System.

When developing the agenda, permission was granted by the President of the LCTCS for

the survey instrument to be disseminated during the conference.  An informational letter

regarding specifics of the conference was sent to all possible participants; and, in that

letter, they were informed they would have an opportunity to provide input during the

conference.

Dillman (1978) indicates that it is important to convince participants of their value

in providing input to address the needs of a group with which they identify.  In that way,

an exchange relationship is developed as the researcher is portrayed as a reasonable

person who is making a reasonable request; and a determination has been made that

assistance from the participants will facilitate solutions.  Resultantly, participants can be

assured they have done something important to help solve a problem faced by them

and/or members of their group (Dillman).
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On the day of the conference, the researcher welcomed the division chairs/deans

and again informed them they would have an opportunity to participate in the study by

completing a survey.  Division chairs/deans had been informed in the informational letter

of how they had been selected, and that selection process was re-stated by the researcher

during the conference.  For the convenience of the division chairs/deans, questionnaires

had been included in their conference packets.  Conference packets were the same for all

division chairs/deans regardless of the college they represented.  There were no

identifying marks on any of the questionnaires, and at mid-morning, the questionnaires

were collected from those who had chosen to participate.

Methods of Data Analysis

SPSS software was utilized to store and analyze the data ascertained from the

questionnaires.  SPSS is a comprehensive system for analyzing data and can take data

from almost any type of file and use them to generate reports, charts, plots of distribution,

descriptive statistics, and statistical analyses (SPSS 12.0 Brief Guide, 2003).  Descriptive

statistics was used for the needs assessment and include frequency distributions,

percentages, and rank order computations for aggregate data.

Summary

Forty-six division chairs/deans of the LCTCS (74%) completed surveys through

use of an 82-item questionnaire.  Participants were asked to indicate the importance of

specified activities for a division chair’s/dean’s effectiveness and to indicate their need
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for professional development for each activity.  Division chairs/deans also had the

opportunity to gauge the importance of mentoring and to rank preferred methods of

professional development in addition to expressing their opinions about what makes

division chairs/deans successful through an open-ended question.   Frequency,

percentage, and rank order descriptive statistics were used to determine professional

development needs of aspiring and current division chairs/deans.  Data collection

occurred at a system wide conference for division chairs/deans.  Anonymity was insured

by the manner in which the questionnaires were distributed and collected, and there were

no identifying markings on any of the questionnaire.  Support of the project was provided

through the endorsement of the President of the LCTCS.
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CHAPTER FOUR

ANALYSIS OF FINDINGS

Introduction

In chapter four, an analysis of survey results will demonstrate answers to the four

research questions of the study.  Forty-six division chairs/deans (74 percent of the total

population) representing community, technical, and technical-community colleges of the

System completed questionnaires.  Participants were asked to complete a questionnaire

consisting of 83 multiple choice questions, one ranking question, and one open-ended

question.

Eighty-two multiple choice questions addressed the following sections:

department/division activities, budgetary activities, personnel administration,

communication, curriculum and instruction, and student relations.  An additional multiple

choice question addressed the category of mentoring.  For each of the multiple choice

questions, participants were asked to complete two tasks.  First, they were asked to

designate the amount of importance they attached to an item in order for a person to be an

effective division chair/dean.  This question was posed to enable the System to develop a

professional development program for aspiring division chairs/deans based on the

insights of present division chairs/deans.  Choices for each item were:  (1) unimportant or

irrelevant to the role of division chair/dean, (2) of minor importance, (3) important, (4)

very important, and (5) essential to being an effective division chair/dean.

For the second task, participants were asked to indicate their perception of their

need for professional development in each activity.   By so doing, they provided
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information necessary to design a separate professional development program tailored to

meet the overall needs of current division chairs/deans.  Choices for need were:  (1) no

need, (2) little need, (3) moderate need, and (4) high need.

In the ranking question, division chairs/deans were asked to rank their preferred

methods of delivery for professional development.  Six choices were provided, and

participants were asked to rank the methods with the number, one, signifying their

highest preference and the number, six, signifying their least preferred preference of

professional development delivery.  Methods of choice included:  formal coursework; on-

campus workshops, seminars; off-campus workshops, seminars; independent study with

texts and other written material provided/recommended; independent study with CDs

and/or computer-assisted instruction; and combination or other.

The open –ended question asked participants to express their opinions about what

makes division chairs/deans successful.  This question was placed on the last page of the

questionnaire, and ample space was provided for the participants to reflect on the

question and to express their opinions.  Due to their experience in the role, they were able

to apply their knowledge; and, by so doing, their opinions were recognized as valuable

resources upon which to draw in order to create professional development programs.

Analysis of Research Results/Application to Research Questions

Research Question Number One

1.  Which of the specified activities do division chairs/deans perceive as being

important to the effectiveness of their role?
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As in the Ellis (1991) study, results of the importance assigned to activities

commonly associated with division chairs/deans will be demonstrated through the use of

frequencies, percentages, and rank ordering, and a similar descriptive format will be

utilized.  In this section, the importance of the following activities will be separately

analyzed and reported:  department/division activities, budgetary activities, personnel

administration, communication, curriculum and instruction, and student relations.

Importance of Department/Division Activities

The frequency and percentage of division chairs/deans who rated these activities

as very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 1.  One hundred percent of the items were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (95.7) was attributed to both “determine resources,

both human and material needed to implement the stated mission and goals” and

“develop an evaluation plan to determine if goals have been accomplished.”  The lowest

percentage (53.3) was attributed to “maintain the history of the unit.”

Those activities in the 91.3 to 95.7 percent range were represented by the

following activities in rank order from highest to lowest:

1.  Determine resources, both human and material needed to implement the

     stated mission and goals

2.  Develop an evaluation plan to determine if goals have been accomplished

3.  Assign faculty load

4.  Organize for long and short-range planning to achieve goals
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5.  Initiate mission and goal statements that direct the activities of the unit.

Four out of five of these activities were centered on the topics of mission and

goals while the fifth was the importance of assigning faculty load.

Those activities in the 80.5 to 87.0 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Coordinate program policies with institutional policies

2.  Develop the necessary data base for judging and forecasting needs

     and resources

3.  Initiate development, implementation, and revision of unit policies

4.  Prepare self-evaluations, self-studies, and other reports for the unit

5.  Coordinate unit plans with college plans

6.  Provide for the dissemination of existing unit and institutional policies

Three of the six activities were centered on policies; two of the activities addressed

forecasting and evaluations; and, one was an activity to coordinate unit plans with college

plans.

Those activities in the 76.1 to 78.3 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Administer and/or supervise unit procedures

2.  Project enrollments

Those activities in the 53.3 to 63.0 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Establish file and record systems for the unit
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2.  Maintain the history of the unit

Both of the above represented record-keeping activities.

Overall, mission and goal activities were given the highest ratings of importance;

policy activities were in the mid-range; and record-keeping activities were in the lower

range.

For the question of “assign faculty load,” there were three missing answers; for

the question of “coordinate program policies with institutional policies,” there was one

missing answer; for the question of “prepare self-evaluations, self-studies, and other

reports for the unit,” there were three missing answers; and for the question of “maintain

the history of the unit,” there was one missing answer.  For those questions, valid

percentages were used.
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Table Number 1
Number and Percentage of Division Chairs/Deans

Rating Department/Division Activities as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Determine resources, both human and material needed to implement the stated
mission and goals.

44 95.7

2 Develop an evaluation plan to determine if goals have been accomplished. 44 95.7

3 Assign faculty load 40 93.0

4 Organize for long and short-range planning to achieve goals 42 91.3

5 Initiate mission and goal statements that direct the activities of the unit. 42 91.3

6 Coordinate program policies with institutional policies 40 87.0

7 Develop the necessary data base for judging and forecasting needs and resources 39 84.8

8 Initiate development, implementation, and revision of unit policies 39 84.8

9 Prepare self-evaluations, self-studies, and other reports for the unit 36 83.7

10 Coordinate unit plans with college plans 37 82.3

11  Provide for the dissemination of existing unit and institutional policies 37 80.5

12 Administer and/or supervise unit procedures 36 78.3

13 Project enrollments 35 76.1

14 Establish file and record systems for the unit 29 63.0

15 Maintain the history of the unit 24 53.3

Importance of Budgetary Activities

The frequency and percentage of division chairs/deans who rated these activities

as very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 2.  One hundred percent of these activities were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (91.3) was attributed to “utilize statistical data for
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planning purposes.”  The lowest percentage (68.9) was assigned to “allocate faculty

travel funds.”

In this category, there was only one activity in the 90.0 or higher percentage range

and that was the utilization of statistical data for planning purposes at 91.3 percent.  Six

of the nine activities were in the 80.4 to 89.2 percentage range.  Those activities, in rank

order, from highest to lowest were:

1.  Provide a plan for deciding needs and priorities for expenditures

2.  Develop and administer the unit budget

3.  Seek and encourage others to seek grant money

4.  Prepare and explain budget requests to various internal offices

5.  Inform division faculty to availability/restrictions of division funds

6.  Prepare and monitor a system for all unit expenditures

The two activities receiving the lowest rankings, 69.5 and 68.9, respectively were:

1.  Prepare and follow up on requisitions for supplies and equipment

2.  Allocate faculty travel funds

Overall, activities of planning and administering the budget were given the

highest rankings of importance; motivation, communication, and monitoring budget

activities were in the mid-range; and, record-keeping and allocation of faculty funds were

in the lower range.

For the question of “seek and encourage others to seek grant money,” there was

one missing answer; and, for the question of “allocate faculty travel funds,” there was one

missing answer.  For those questions, valid percentages were used.
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Table Number 2
Number and Percentage of Division Chairs/Deans

Rating Budgetary Activities as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Utilize statistical data for planning purposes 42 91.3

2 Provide a plan for deciding needs and priorities for expenditures 41 89.2

3 Develop and administer the unit budget 41 89.1

4 Seek and encourage others to seek grant money 40 88.9

5 Prepare and explain budget requests to various internal offices 38 82.7

6 Inform division faculty of availability/restrictions of division funds 38 82.6

7 Prepare and monitor a system for all unit expenditures 37 80.4

8 Prepare and follow up on requisitions for supplies and equipment 32 69.5

9 Allocate faculty travel funds 31 68.9

Importance of Personnel Administration

The frequency and percentage of division chairs/deans who rated these activities

as very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 3.  One hundred percent of these activities were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (93.5) was attributed to “deal with unsatisfactory

faculty performance” and “encourage and assist in professional development of faculty

and staff.”  There were also three activities which received a percentage only one-tenth

lower.  Those items with percentage points of 93.4 were “supervise and evaluate unit

faculty/staff and make documented recommendations for termination, retention, tenure,

promotion, and salary increments,” “encourage and assist in faculty projects and program
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improvement,” and “establish and maintain a positive climate conducive to quality

performance.”  The lowest percentage (51.1) was assigned to “establish procedures for

processing personnel matters such as leave.”

In this category, 7 of the 23 activities were in the 91.3 to 93.5 percentage range.

Those activities in rank order, from highest to lowest, were:

1.  Deal with unsatisfactory faculty performance

2.  Encourage and assist in professional development of faculty and staff

3.  Supervise and evaluate unit faculty/staff and make documented

     recommendations for termination, retention, tenure, promotion, and

                 salary increments

4.  Encourage and assist in faculty projects and program improvement

5.  Establish and maintain a positive climate conducive to quality performance

6.  Conducts valid, reliable legally defensible interviews

7.  Protect faculty rights

Two of these activities were focused on faculty performance; two of the activities were

focused on professional and program improvement; one was focused on a positive

climate; one was focused on interviews; and, one was focused on faculty rights.

Those activities in the 80.5 to 89.2 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Counsel and advise faculty/staff as appropriate

2.  Reduces, resolves, and/or prevents conflict

3.  Implement in-service activities for faculty/staff
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4.  Prepare justification for new or replacement faculty

5.  Ensure that recruitment and selection procedures of the institution are followed

6.  Discipline faculty/staff

7.  Provide orientation for new faculty and staff

8.  Encourage faculty to participate in system, regional, and national meetings

9.  Identify sources of qualified applicants

Three of the activities were focused on the recruitment and replacement of faculty; two of

the activities were focused on counseling and conflict issues; three of the activities were

focused on professional development; and, one was focused on disciplining faculty and

staff.

Those activities in the 71.8 to 78.3 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Increase diversity in division faculty and staff

2.  Ability to resolve one’s own role conflict/ambiguity in mixed loyalties
                 to faculty and administration

3.  participates in grievance hearings

There was no pattern of activities in this range.

Those activities in the 51.1 to 63.1 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Develop a system of division personnel records

2.  Prepare materials for advertising openings

3.  Assign workspace, office equipment and supplies



83

4.  Establish procedures for processing personnel matters such as leaves

These activities were represented by record-keeping and office management-type

activities.

Overall, faculty performance and professional and program development

activities were given the highest rankings of importance; recruitment and replacement,

counseling and conflict, and professional development activities were in the mid-range;

and, routine-type record-keeping and office management activities were in the lower

range.

In this category, for the question of “establish procedures for processing personnel

matters such as leaves,” there was one missing answer.  For this question, a valid

percentage was used.
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Table Number 3
Number and Percentage of Division Chairs/Deans

Rating Personnel Administration as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Deal with unsatisfactory faculty performance 43 93.5

2 Encourage and assist in professional development of faculty and staff 43 93.5

3 Supervise and evaluate unit faculty/staff and make documented recommendations for
termination, retention, tenure, promotion, and salary increments

43 93.4

4 Encourage and assist in faculty projects and program improvement 43 93.4

5 Establish and maintain a positive climate conducive to quality performance 43 93.4

6 Conducts valid, reliable legally defensible interviews 42 91.3

7 Protect faculty rights 42 91.3

8 Counsel and advise faculty/staff as appropriate 41 89.2

9 Reduces, resolves, and/or prevents conflict 41 89.1

10 Implement in-service activities for faculty/staff 41 89.1

11 Prepare justification for new or replacement faculty 40 87.0

12 Ensure that recruitment and selection procedures of the institution are followed 39 84.8

13 Discipline faculty/staff 38 82.6

14 Provide orientation for new faculty and staff 38 82.6

15 Encourage faculty to participate in system, regional, and national meetings 37 80.5

16 Identify sources of qualified applicants 37 80.5

17 Increase diversity in division faculty and staff 36 78.3

18 Ability to resolve one’s own role conflict/ambiguity in mixed loyalties to faculty and
administration

36 78.3

19 Participates in grievance hearings 33 71.8

20 Develop a system of division personnel records 29 63.1

21 Prepare materials for advertising openings 27 58.7

22 Assign workspace, office equipment and supplies 27 58.7

23 Establish procedures for processing personnel matters such as leaves 23 51.1
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Importance of Communication

The number and percentage of division chairs/deans who rated these activities as

very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 4.  One hundred percent of these activities were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (100.0) was attributed to “serve as an effective

channel or communication between the unit, the institution, and the community.”  The

lowest percentage (76.1) was assigned to “serve as liaison with external agencies.”  In

this category, there were no missing answers to any of the questions.

This is the only category in which an activity received a ranking with 100 percent.

There were four activities in the 91.3 to 97.8 percentage range.  Those activities, in rank

order, from highest to lowest were:

1.  Ensure that good communication between individuals with the unit exists

2.  Represent the views of the faculty to upper administration

3.  Represent the views of upper administration to faculty

4.  Conduct appropriate and effective meetings

Three of the activities focused on communication between individuals within the unit,

and there was also a focus on both top-down and bottom-up communication.  One

activity focused on the importance of effective meetings.

There were two activities in the 82.7 to 89.1 percentage range.  Those activities,

in rank order, from highest to lowest were:

1.  Represent the best interests of the unit to other units on campus
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2.  Organize and/or participate in activities and committees relevant to the

                 mission of the unit and/or interests of faculty in the unit

There was no pattern in this range.

The activity in the lowest percentage of 76.1 was focused on the role of the

division chair/dean serving as a liaison with external agencies.  Even though the activity

in the highest percentage incorporated communication between the unit and the

community, serving as a liaison with external agencies fell in the lowest percentage.

Overall, the majority of activities receiving the highest rankings were focused

primarily on internal communication; representing the best interests of the unit to other

units and participation in activities relevant to the mission were in the mid-range; and,

serving as liaison with external agencies fell in the lowest range.

Table Number 4
Number and Percentage of Division Chairs/Deans

Rating Communication as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Serve as effective channel of communication between the unit, the institution, and the
community

46 100.0

2 Ensure that good communication between individuals with the unit exists 45   97.8

3 Represent the views of the faculty to upper administration 44   95.7

4 Represent the views of upper administration to faculty 43   93.4

5 Conduct appropriate and effective meetings 42   91.3

6 Represent the best interests of the unit to other units on campus 41   89.1

7 Organize and/or participate in activities and committees relevant to the mission of the
unit and/or interests of faculty in the unit

38   82.7

8 Serve as liaison with external agencies 35   76.1
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Importance of Curriculum and Instruction

The frequency and percentage of division chairs/deans who rated these activities

as very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 5.  Ninety-three percent of these activities were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (97.8) was attributed to “ensure that high academic

standards are maintained.”  The lowest percentage (45.6) was assigned to “oversee library

acquisitions.”

In this category, there were four activities in the 91.1 to 97.8 percentage range.

Those activities, in rank order, from highest to lowest were:

1.  Ensure that high academic standards are maintained

2.  Assist faculty to improve competency in classroom/lab teaching

3.  Provide leadership for the evaluation and improvement of the
                 unit’s offerings

4.  Develop needs assessment process to assist in determining class needs

These activities were focused on standards, competency, and evaluation/needs

assessment.

Those activities in the 82.6 to 87.0 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Coordinate periodic review of all course syllabi

2.  Develop a schedule for classes

3.  Lead regularly scheduled program reviews
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4.  Collect evaluative data for curricular decision making

Three of these activities were focused on reviews and collection of evaluative data; and,

one activity was focused on development of class schedules.

Those activities in the 69.6 to 78.3 percentage range in rank order, from highest to

lowest, were:

1.  Conduct follow-up study of program graduates

2.  Provide leadership in implementing technology and/or providing distance

                 learning initiatives as appropriate

3.  Develop catalogue copy for current and new courses, including course
                 descriptions

4.  Provide leadership in the development of program admission criteria and
                 procedures

Two of these activities were focused on development of admission criteria and follow-up

of graduates while the other two were focused on distance learning and development of

catalogue copy.  The lowest percentage rank was represented by the activity of

incorporating multiculturalism.

Those activities in the 45.6 to 50.0 percentage range in rank order, from highest to

lowest, were:

1.  Oversee textbook orders

2.  Oversee library acquisitions

Overall, those activities in the upper middle to upper percentage ranges were

focused primarily on standards, competency, and evaluation.  Those activities in the mid-

range were focused on admission of students and follow-up of graduates as well as
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distance learning, developing catalogue copy, and the incorporation of multiculturalism.

The lower range was represented by activities of overseeing textbook orders and library

requisitions.  This was one of only two categories with an activity that received a score

lower than 50 percent for importance to effectiveness.

In this category, for the question of “lead regularly scheduled program reviews,”

there was one missing answer.  For this question, a valid percentage was used.

Table Number 5
Number and Percentage of Division Chairs/Deans

Rating Curriculum and Instruction as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Ensure that high academic standards are maintained 45 97.8

2 Assist faculty to improve competency in classroom/lab teaching 44 95.6

3 Provide leadership for the evaluation and improvement of the unit’s offerings 43 93.5

4 Develop needs assessment process to assist in determining class needs 41 91.1

5 Coordinate periodic review of all course syllabi 40 87.0

6 Develop a schedule for classes 40 86.9

7 Lead regularly scheduled program reviews 39 86.7

8 Collect evaluative data for curricular decision making 38 82.6

9 Conduct follow-up study of program graduates 36 78.3

10 Provide leadership in implementing technology and/or providing distance learning
initiatives as appropriate

36 78.2

11 Develop catalogue copy for current and new courses, including course descriptions 35 76.1

12 Provide leadership in the development of program admission criteria and procedures 34 73.9

13 Incorporate multiculturalism into curriculum/instruction 32 69.6

14 Oversee textbook orders 23 50.0

15 Oversee library acquisitions 21 45.6
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Importance of Student Relations

The frequency and percentage of division chairs/deans who rated these activities

as very important or essential to a division chair’s/dean’s effectiveness are displayed in

Table Number 6.  Nine-two percent of these activities were rated as very important or

essential to being an effective division chair/dean by 50 percent or more of the

participants.  The highest percentage (93.5) was attributed to “deal with students who

have problems and/or complaints.”  The lowest percentage (41.3) was assigned to “work

with student organizations.”  In this category, there were no missing answers.

In this category, there was only one activity which was in the 90 percent or above

range.  The rating of 93.5 percent was applied to “deal with students who have problems

and/or complaints.”  Also, in this category, there was only one activity in the 80.0 percent

or above range.  The rating of 80.5 was applied to “verify students for graduation.”

Those activities in the 71.8 to 76.1 percentage range, from highest to lowest,

were:

1.  Develop appropriate informational literature concerning courses/programs

2.  Develop an advisement system for prospective and current students

3.  Ensure student evaluations of faculty members

4.  Supervise and participate in advisement of prospective students.

Two of these activities were focused on advisement of students while the other two were

focused on developing informational literature and ensuring student evaluations of

faculty members.
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Those activities in the 58.7 to 67.4 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Establish and implement an effective program of student recruitment

2.  Prepare copy for brochures and other publications pertaining to

                 course/programs

        3.  Ensure student input into curricular decisions

4.  Provide career advice and assist in career placement

There were no patterns in this range.

Those activities in the 41.3 to 50.0 percentage range were represented by the

following activities, in rank order, from highest to lowest:

1.  Conduct exit interviews with students who leave school

2.  Work with student organizations

Again, there were no patterns in this range.

This category was one of only two categories in which an activity received a rating less

than 50 percent for importance, and the rating of 41.3 was the lowest of all activities.

Overall, those activities in the upper range of this category were focused on

student problems/complaints and verifying students for graduation.  The lower range was

represented by exit interviews and participation in student organizations.
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Table Number 6
Number and Percentage of Division Chairs/Deans

Rating Student Relations as
Very Important or Essential to a Division Chair’s/Dean’s Effectiveness

Rank Activity Number Percentage

1 Deal with students who have problems and/or complaints 43 93.5

2 Verify students for graduation 37 80.5

3 Develop appropriate informational literature concerning courses/programs 35 76.1

4 Develop an advisement system for prospective and current students 34 73.9

5 Ensure student evaluations of faculty members 34 73.9

6 Supervise and participate in advisement of prospective students 33 71.8

7 Establish and implement an effective program of student recruitment 31 67.4

8 Prepare copy for brochures and other publications pertaining to course/programs 29 63.0

9 Ensure student input into curricular decisions 28 60.9

10 Provide career advice and assist in career placement 27 58.7

11 Conduct exit interviews with students who leave school 23 50.0

12 Work with student organizations 19 41.3

Research Question Number Two

2.  How do division chairs/deans perceive their need for professional

development in each of these specified activities?

In this section, an analysis will be done of division chairs’/deans’ perceptions of

their need for professional development in each of the activities commonly associated

with the role.  As in the Ellis (1991) study, a similar descriptive format of rankings,

frequencies, and percentages will be used to demonstrate their need for professional

development in areas of department/division activities, budgetary activities, personnel

administration, communication, curriculum and instruction, and student relations.  This
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information is important for designing a professional development program tailored to

meet the needs of current division chairs/deans.  Time is valuable for all of these

individuals, and addressing their current needs is more effective than utilizing only one

professional development program geared toward succession planning.

Need for Professional Development in Department/Division Activities

The frequency and percentage of division chairs/deans who rated their need for

development in these activities as either moderate or high are displayed in Table Number

7.  Fifty percent of division chairs/deans indicated a moderate or high need for

professional development for 11 of the 15 activities (73%).  Those activities, in rank

order, from highest to lowest were:

1.  Develop the necessary data base for judging and forecasting needs

                 and resources

2.  Organize for long and short-range planning to achieve goals

3.  Develop an evaluation plan to determine if goals have been accomplished

4.  Initiate the development, implementation, and revision of unit policies

5.  Project enrollments

6.  Coordinate unit plans with college plans

7.  Determine resources, both human and material needed to implement the

                 stated mission and goals

8.  Administer and/or supervise unit procedures

9.  Assign faculty load

          10.  Prepare self-evaluations, self-studies, and other reports for the unit
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          11.  Initiate the development, implementation, and revision of unit policies

The greatest need (84.8%) was assigned to “develop the necessary data base for judging

and forecasting needs and resources.”

Less than 50 percent of division chairs/deans indicated a moderate or high need

for professional development in 4 of the 15 activities (27%).  Those activities, in rank

order, from highest to lowest were:

1.  Initiate mission and goal statements that direct the activities of the unit

2.  Establish file and record systems for the unit

3.  Provide for the dissemination of existing unit and institutional policies

4.  Maintain the history of the unit

The lowest percentage (37.8) of division chairs/deans indicated a moderate or high need

for professional development to “maintain the history of the unit.”

In this category, for the question of “develop an evaluation plan to determine if

goals have been accomplished,” there was one missing answer; for the question of

“determine resources, both human and material needed to implement the stated mission

and goals,” there was one missing answer; for the question of “assign faculty load,” there

were four missing answers; for the question of “prepare self-evaluations, self-studies, and

other reports for the unit,” there were four missing answers; for the question of “initiate

mission and goal statements that direct the activities of the unit,: there was one missing

answer; and for the question of “maintain the history of the unit,” there was one missing

answer.  For those questions, valid percentages were used.
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Table Number 7
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Department/Division Activities
as either Moderate or High

Rank Activities Number Percentage

1 Develop the necessary data base for judging and forecasting needs and resources 39 84.8

2 Organize for long and short-range planning to achieve goals 39 84.7

3 Develop an evaluation plan to determine if goals have been accomplished 34 75.6

4 Initiate the development, implementation, and revision of unit policies 33 71.8

5 Project enrollments 32 69.6

6 Coordinate unit plans with college plans 29 63.1

7 Determine resources, both human and material needed to implement the stated
mission and goals

28 62.2

8 Administer and/or supervise unit procedures 27 58.7

9 Assign faculty load 25 59.5

10 Prepare self-evaluations, self-studies, and other reports for the unit 25 59.5

11 Initiate the development, implementation, and revision of unit policies 25 54.3

12 Initiate mission and goal statements that direct the activities of the unit 22 47.9

13 Establish file and record systems for the unit 22 47.9

14 Provide for the dissemination of existing unit and institutional policies 22 47.8

15 Maintain the history of the unit 17 37.8

Need for Professional Development in Budgetary Activities

The frequency and percentage of division chairs/deans who rated their need for

professional development in these activities as either moderate or high are displayed in

Table Number 8.  Fifty percent or more of division chairs/deans indicated a moderate or

high need for six of nine of the activities (67%).  Those activities, in rank order, from

highest to lowest were:
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1.  Utilize statistical data for planning purposes

2.  Provide a plan for deciding needs and priorities for expenditures

3.  Develop and administer the unit budget

4.  Seek and encourage others to seek grant money

5.  Prepare and explain unit budget requests to various internal offices

6.  Prepare and monitor a system for all unit expenditures

The greatest need (82.7%) was assigned to “utilize statistical data for planning purposes.”

Less than 50 percent of division chairs/deans indicated a moderate or high need

for professional development in three of the nine activities (33%).  Those activities, in

rank order, from highest to lowest were:

1.  Prepare and follow up on requisitions for supplies and equipment

2.  Inform division faculty of availability/restrictions of division funds

3.  Allocate faculty travel funds

The lowest percentage (31.1) of division chairs/deans indicated a moderate or high need

for “allocate faculty travel funds.”

In this category, for the question of “seek and encourage others to seek grant

money,” there was one missing answer; for the question of “inform division faculty of

availability/restrictions of division funds,” there was one missing answer; and for the

question of “allocate faculty travel funds,” there was one missing answer.  For those

questions, valid percentages were used.
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Table Number 8
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Budgetary Activities
as either Moderate or High

Rank Activities Number Percentage

1 Utilize statistical data for planning purposes 38 82.7

2 Provide a plan for deciding needs and priorities for expenditures 36 78.3

3 Develop and administer the unit budget 36 78.2

4 Seek and encourage others to seek grant money 30 66.6

5 Prepare and explain unit budget requests to various internal offices 28 60.9

6 Prepare and monitor a system for all unit expenditures 25 54.4

7 Prepare and follow up on requisitions for supplies and equipment 18 39.2

8 Inform division faculty of availability/restrictions of division funds 17 37.8

9 Allocate faculty travel funds 14 31.1

Need for Professional Development in Personnel Administration

The frequency and percentage of division chairs/deans who rated their need for

professional development in these activities as either moderate or high are displayed in

Table Number 9.  Fifty percent or more of division chairs/deans indicated a moderate or

high need for professional development for 17 of 23 activities (74%).  Those activities, in

rank order, from highest to lowest were:

1.  Supervise and evaluate unit faculty/staff and make documented

     recommendations for termination, retention, tenure, promotion, and

     salary increments

2.  Deal with unsatisfactory faculty/staff performance

3.  Reduces, resolves, and/or prevents conflict
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4.  Protect faculty rights

5.  Implement in-service activities for faculty/staff

6. Discipline faculty/staff

7.  Counsel and advise faculty/staff as appropriate

8.  Encourage and assist in professional development of faculty/staff

9.  Conduct valid, reliable, and legally defensible interviews

           10.  Encourage and assist in faculty projects and program improvement

           11.  Establish and maintain a positive climate conducive to quality performance

           12.  Provide orientation for new faculty and staff

           13.  Participates in grievance hearings

           14.  Ability to resolve one’s own role conflict/ambiguity in mixed loyalties to

                  faculty and administration

           15.  Prepare justification for new or replacement faculty

           16.  Ensure that recruitment and selection procedures of the institution are

                  followed

17.  Encourage faculty to participate in system, regional, and national meetings

Less than 50 percent of division chairs/deans indicated a moderate to high need

for professional development in 6 of the 23 activities (26%).  Those activities, in rank

order, from highest to lowest were:

1.  Identify sources of qualified applicants

2.  Increase diversity in division faculty and staff

3.  Prepare materials for advertising openings
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4.  Develop a system of division personnel records

5.  Establish procedures for processing personnel matters such as leaves

6.  Assign work space, office equipment, and supplies

The lowest percentage (26.1) of division chairs/deans indicated a moderate or high need

for professional development to “assign work space, office equipment, and supplies.”

In this category, for the question of “ensure that recruitment and selection

procedures of the institution are followed,” there was one missing answer.  For that

question, a valid percentage was used.
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Table Number 9
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Personnel Administration
as either Moderate or High

Rank Activities Number Percentage

1 Supervise and evaluate unit faculty/staff and make documented recommendations for
termination, retention, tenure, promotion, and salary increments

37 80.4

2 Deal with unsatisfactory faculty/staff performance 36 78.3

3 Reduces, resolves, and/or prevents conflict 35 76.1

4 Protect faculty rights 34 73.9

5 Implement in-service activities for faculty/staff 33 71.7

6 Discipline faculty/staff 32 69.6

7 Counsel and advise faculty/staff as appropriate 32 69.5

8 Encourage and assist in professional development of faculty/staff 31 67.4

9 Conduct valid, reliable, and legally defensible interviews 30 65.3

10 Encourage and assist in faculty projects and program improvement 30 65.2

11 Establish and maintain a positive climate conducive to quality performance 29 63.0

12 Provide orientation for new faculty and staff 29 63.0

13 Participates in grievance hearings 29 63.0

14 Ability to resolve one’s own conflict/ambiguity in mixed loyalties to faculty and
administration

28 60.8

15 Prepare justification for new or replacement faculty 27 58.7

16 Ensure that recruitment and selection procedures of the institution are followed 24 53.4

17 Encourage faculty to participate in system, regional, and national meetings 24 52.2

18 Identify sources of qualified applicants 21 45.6

19 Increase diversity in division faculty and staff 19 41.3

20 Prepare materials for advertising openings 19 41.3

21 Develop a system of division personnel records 18 39.2

22 Establish procedures for processing personnel matters such as leaves 17 37.0

23 Assign work space, office equipment, and supplies 12 26.1
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Need for Professional Development in Communication

The frequency and percentage of division chairs/deans who rated their need for

professional development in these activities as either moderate or high are displayed in

Table Number 10.  Fifty percent or more of division chairs/deans indicated a moderate or

high need for professional development in seven of eight activities (88%).  Those

activities, in rank order, from highest to lowest were:

1.  Serve as an effective channel of communication between the unit, the

                 institution, and the community

2.  Ensure that good communication between individuals with the unit exists

3.  Serve as liaison with external agencies

4.  Represent the best interests of the unit to other units on campus

5.  Represent the views of the faculty to upper administration

6.  Represent the views of upper administration to faculty

7.  Conduct appropriate and effective meetings

The greatest need (65.2%) was assigned to “serve as an effective channel of

communication between the unit, the institution, and the community” and “ensure that

good communication between individuals with the unit exists.”

Less than 50 percent of division chairs/deans indicated a moderate or high need

for professional development in the following activity:

1.  Organize and/or participate in activities and committees relevant to the

      mission of the unit and/or interests of faculty in the unit
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The lowest percentage (39.2) of division chairs/deans indicated a moderate or high need

for professional development to “organize and/or participate in activities and committees

relevant to the mission of the unit and/or interests of faculty in the unit.”  In this category,

there were no missing answers for any of the questions.

Table Number 10
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Communication
as either Moderate or High

Rank Activities Number Percentage

1 Serve as an effective channel of communication between the unit, the institution, and
the community

30 65.2

2 Ensure that good communication between individuals with the unit exists 30 65.2

3 Serve as liaison with external agencies 29 63.1

4 Represent the best interests of the unit to other units on campus 27 58.7

5 Represent the views of the faculty to upper administration 26 56.5

6 Represent the views of upper administration to faculty 26 56.5

7 Conduct appropriate and effective meetings 24 52.1

8 Organize and/or participate in activities and committees relevant to the mission of the
unit and/or faculty

18 39.2

Need for Professional Development in Curriculum and Instruction

The frequency and percentage of division chairs/deans who rated their need for

development in these activities as either moderate or high are displayed in Table Number

11.  Fifty percent or more of division chairs/deans indicated a moderate or high need for

professional development for 10 of 15 activities (67%).  Those activities, in rank order,

from highest to lowest were:

1.  Assist faculty to improve competency in classroom/lab teaching
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2.  Develop a needs assessment process to assist in determining class needs

3.  Provide leadership in implementing technology and/or providing distance

                 learning initiatives as appropriate

4.  Collect and evaluate data for curricular decision making

5.  Provide leadership for the evaluation and improvement of the unit’s offerings

6.  Lead regularly scheduled program reviews

7.  Ensure that high academic standards are maintained

8.  Incorporate multiculturalism into curriculum/instruction

9.  Provide leadership in the development of program admission criteria and

                 procedures

          10.  Conduct follow-up studies of program graduates

The greatest need (80.4%) was assigned to “assist faculty to improve competency in

classroom/lab teaching.”

Less than 50 percent of division chairs/deans indicated a moderate or high need

for professional development in the following 5 of the 15 activities (33%).  Those

activities, in rank order, from highest to lowest were:

1.  Coordinate periodic review of all course syllabi

2.  Develop a schedule for classes

3.  Develop a catalogue copy for current and new courses, including course

     descriptions

4.  oversee library acquisitions

5.  oversee textbook orders
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The lowest percentage (15.2) of division chairs/deans indicated a moderate or high need

for professional development to “oversee library acquisitions” and to “oversee textbook

orders.”

In this category, for the question of “develop a needs assessment process to assist

in determining class needs,” there was one missing answer.  For this question, a valid

percentage was used.

Table Number 11
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Curriculum and Instruction
as either Moderate or High

Rank Activities Number Percentage

1 Assist faculty to improve competency in classroom/lab teaching137 37 80.4

2 Develop a needs assessment process to assist in determining class needs 34 75.5

3 Provide leadership in implementing technology and/or providing distance learning
initiatives as appropriate

32 69.5

4 Collect and evaluate data for curricular decision making 31 67.4

5 Provide leadership for the evaluation and improvement of the unit’s offerings 31 67.4

6 Lead regularly scheduled program reviews 29 64.5

7 Ensure that high academic standards are maintained 28 60.9

8 Incorporate multiculturalism into curriculum/instruction 28 60.8

9 Provide leadership in the development of program admission criteria and procedures 26 56.6

10 Conduct follow-up studies of program graduates 26 56.5

11 Coordinate periodic review of all course syllabi 21 45.7

12 Develop a schedule for classes 19 41.3

13 Develop a catalogue copy for current and new courses, including course descriptions 17 36.9

14 Oversee library acquisitions 7 15.2

15 Oversee textbook orders 7 15.2
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Need for Professional Development in Student Relations

The frequency and percentage of division chairs/deans who rated their need for

development in these activities as either moderate or high are displayed in Table Number

12.  Fifty percent or more of division chairs/deans indicated a moderate or high need for

professional development for 4 of 12 activities (33%).  Those activities, in rank order,

from highest to lowest were:

1.  Deal with students who have problems and/or complaints

2.  Develop appropriate informational literature concerning courses/programs

3.  Establish and implement an effective program of student recruitment

4.  Develop an advisement system for prospective and current students

The greatest need (60.9%) was assigned to “deal with students who have problems and/or

complaints.”

Less than 50 percent of division chairs/deans indicated a moderate or high need

for professional development in 8 of the 12 activities (67%).  Those activities, in rank

order, from highest to lowest were:

1.  Supervise and participate in advisement of prospective students

2.  Prepare copy for brochures and other publications pertaining to courses/

     programs

3.  Provide career advice and assist in career placement

4.  Conduct exit interviews with students who leave school

5.  Verify students for graduation

6.  Ensure student evaluations of faculty members



106

7.  Ensure student input into curricular decisions

8.  Work with student organizations

The lowest percentage (19.5) of division chairs/deans indicated a moderate or high need

for professional development to “work with student organizations.”

In this category, for the question of “develop appropriate informational literature

concerning courses/programs,” there was one missing answer.  For this question, a valid

percentage was used.

Table Number 12
Number and Percentage of Division Chairs/Deans

Rating their Need for Professional Development in Student Relations
as either Moderate or High

Rank Activities Number Percentage

1 Deal with students who have problems and/or complaints 28 60.9

2 Develop appropriate informational literature concerning courses/programs 24 53.3

3 Establish and implement an effective program of student recruitment 24 52.2

4 Develop an advisement system for prospective and current students 23 50.0

5 Supervise and participate in advisement of prospective students 20 43.5

6 Prepare copy for brochures and other publications pertaining to courses/programs 20 43.4

7 Provide career advice and assist in career placement 19 41.3

8 Conduct exit interviews with students who leave school 16 35.5

9 Verify students for graduation 16 34.8

10 Ensure student evaluations of faculty members 15 32.6

11 Ensure student input into curricular decisions 15 32.6

12 Work with student organizations  9 19.5
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Research Question Number Three

3.  How do division chairs/deans perceive the importance of mentoring in the

professional development process?

Thirty-seven division chairs/deans indicated the “provision of mentoring to

aspiring division chairs/deans by current division chairs/deans” was very important or

essential to being an effective division chair/dean.  With two missing responses, this

resulted in a valid percentage of 84.1.  Thirty-four division chairs/deans indicated a

moderate or high need for professional development in order to effectively serve as a

mentor for an aspiring division chair/dean.  With two missing responses, this resulted in a

valid percentage of 77.2.

Research Question Number Four

4.  Which modes of professional development delivery do division chairs/deans

prefer?

In order to determine the division chairs’/deans’ preferred methods of

professional development delivery, they were asked to rank six choices.  Options of

delivery from which they could choose were inclusive of the following:  formal

coursework; on-campus workshops, seminars; off-campus workshops, seminars;

independent study with texts and other written material provided/recommended;

independent study with CDs and/or computer-assisted instruction; and combination or

other.

The frequency and percentage of division chairs/deans who ranked the choices for

methods of delivery as their first and second selection are displayed in Table Number 13.



108

Fifty percent or more preferred on-campus workshops/seminars and off-campus

workshops/seminars as their first and second choices.  The highest percentage (76.8) was

assigned to “on-campus workshops, seminars.”  This was a valid percentage based on

three missing responses from participants.  The second highest percentage (72.1) was

assigned to “off-campus workshops, seminars.”  This was also a valid percentage based

on three missing responses from participants.

Less than 50 percent of division chairs/deans chose the following activities as

their first and second selections, in rank order from highest to lowest were:

1.  Combination or other

2.  Independent study with CDs and/or computer-assisted instruction

3.  Independent study with texts and written material provided/recommended

4.  Formal coursework

The lowest percentage (11.3) was assigned to “formal coursework.”

Table Number 13
Number and Percentage of Division Chairs/Deans

Ranking Preferred Methods of Professional Development Delivery
as either First or Second Choice

Rank Delivery Method Number Percentage

1 On-campus workshops, seminars 33 76.8

2 Off-campus workshops, seminars 31 72.1

3 Combination or other  6 17.2

4 Independent study with CDs and/or computer-assisted instruction  7 16.3

5 Independent study with texts and other written material provided/recommended  5 11.7

6 Formal coursework  5 11.3
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Open-Ended Question

Comments were received for the open-ended question, “In your opinion, what

makes division chairs/deans successful?”  Eighty-seven percent of division chairs/deans

answered the question, many offering multiple comments.  Following are the comments

received.  When comments were echoed by various participants, the number of times the

comments appeared is indicated.  Themes occurred with the following sentiments about

what makes division chairs/deans successful:

1.  good communication skills (16 times)

2.  good listening skills (7 times)

3.  ability to make decisions  (6 times)

4.  ability to deal with change and/or chaos (6 times)

5.  being fair and firm (6 times)

6.  trusting in the faculty to do their job (6 times)

7.  ability to organize (5 times)

 8. being a problem-solver (4 times)

9.  having a clear vision of the mission (3 times)

         10.  commitment to the position (3 times)

         11.  being knowledgeable of policies and procedures (3 times)

         12.  having the discipline background/teaching experience (2 times)

         13.  being visible (2 times)

         14.  willingness to follow advice (2 times)

         15.  good understanding of all of the requirements of the role (2 times)
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         16.  good interpersonal skills (2 times)

The following comments regarding what makes division chairs/deans successful

appeared once:

1.  dedication to the success of students

2.  being supportive of the faculty

3.  ability to multi-task

4.  willingness to delegate

5.  being passionate about the job

6.  being a self-starter

7.  being one who needs no direct supervision

8.  ability to keep things in perspective

9.  being one who does not put off conflicts

            10.  being empowered

11.  willingness to promote change

12.  having respect of peers, faculty, and administrators

13.  being able to think on one’s feet and outside the box

14.  being able to balance one’s professional and personal life

15.  being accessible

16.  having energy in supporting, appreciating, and promoting growth of faculty

17.  creation of new courses and programs

18.  conducting assessments

19.  ability to mediate faculty/student disputes
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20.  ability to manage a budget

21.  caring about people

22.  getting respect from upper administration

23.  professional development

24.  acquiring administrative process knowledge before something negative
                   happens

25.  resource management

26.  having a passion for teaching and learning

27.  ability to juggle administration and faculty needs

28.  dedication to excellence

29.  building a good network of resource persons

30.  having an opportunity to meet with peers

31.  having good leadership skills

32.  maintaining a clear separation between work/job and colleagues/friends

33.  willingness to teach others

34.  facilitate professional development of staff

35.  patience

36.  having the actual experience of serving as dean

37.  willingness to work 12 hours a day, 7 days a week

38.  pushing forward daily with the best ideas for the institution
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Summary

Questionnaires were completed by 46 division chairs/deans of the LCTCS

representing community colleges, technical-community colleges, and the technical

college of the System.  Descriptive statistics were calculated from answers to the four

research questions obtained from completed questionnaires.  In addition, an open-ended

question provided participants an opportunity to express their opinions about what makes

division chairs/deans successful.

For the first research question, “Which of the specified activities do division

chairs/deans perceive as being important to the effectiveness of their role?” the

following determinations were made.  One hundred percent of the activities were rated as

very important or essential to being an effective division chair/dean by 50 percent or

more of the participants in 4 of the categories.  Those four categories were

department/division activities, budgetary activities, personnel administration, and

communication.  In the category of curriculum and instruction, 93 percent of the

activities were rated as very important or essential to being an effective division

chair/dean by 50 percent or more of the participants.  The one activity that received less

than a 50 percent rating was “oversee library acquisitions.”  That activity received a

rating of 45.6 percent.  In the category of student relations, 92 percent of the activities

were rated as very important or essential to being an effective division chair/dean by 50

percent or more of the participants.  The activity that received less than a 50 percent

rating was “work with student organizations.”  That activity received a rating of 41.3

percent, the lowest percentage of any of the activities in all of the categories.  The highest
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percentage of 100 percent was attributed to “serve as effective channel of communication

between the unit, the institution, and the community” in the category of communication.

For the second research question, “How do division chairs/deans perceive their

need for professional development in each of these specified activities?” overall

determinations for professional development needs were established by division

chairs/deans of the LCTCS through their responses on the questionnaires.  Fifty percent

or more of division chairs/deans indicated a moderate or high need for professional

development for the following activities in each category:  department/division activities,

73 percent; budgetary activities, 67 percent; personnel administration, 74 percent;

communication, 88 percent; curriculum and instruction, 67 percent; and student relations,

33 percent.  Overall, the highest percentage of activities for which there was a need for

professional development occurred in the category of communication (88%) and the

lowest was in the category of student relations (33%).

For the third research question, “How do division chairs/deans perceive the

importance of mentoring in the professional development process?,” 84.1 percent

participants indicated mentoring by current division chairs/deans was very important or

essential, and 77.2 percent indicated a moderate or high need for professional

development to effectively serve as a mentor.

For the fourth research question, “Which modes of professional development

delivery do division chairs/deans prefer?” division chairs/deans ranked preferences for

professional development delivery.  From six options of “formal coursework, on-campus

workshops, seminars,” “off-campus workshops, seminars,” “independent study with texts
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and other written material provided/recommended,” “independent study with CDs and/or

computer –assisted instruction,” and “combination or other,” 76.8 percent ranked on-

campus workshops and seminars as their first or second choice, and 72.1 percent ranked

off-campus workshops and seminars as their first or second choice.  The option of formal

coursework received the lowest percentage as first or second choice.

The open-ended question, “In your opinion, what makes division chairs/deans

successful?” resulted in numerous themes being demonstrated.  The theme of “good

communication skills” occurred 16 times.  The theme of “good listening skills” occurred

seven times.  The following themes occurred six times each:  “ability to make decisions,”

“ability to deal with change or chaos,” “being fair and firm,” and “trusting in the faculty

to do their job.”  “The ability to organize” occurred five times, and “being a problem

solver” occurred four times.  The following themes occurred three times each:  “having a

clear vision of the mission,” “commitment to the position,” and “being knowledgeable of

policies and procedures.” The following themes occurred two times each:  “having the

discipline background/teaching experience,” “being visible,” “willingness to follow

advice,” “good understanding of all of the requirements of the role,” and “good

interpersonal skills.”  Additionally, 38 comments were made that appeared once

regarding division chairs/deans about what makes division chairs/deans successful.
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CHAPTER FIVE

 CONCLUSIONS AND RECOMMENDATIONS

Introduction

This research was conducted to determine professional development needs of

aspiring and current division chairs/deans of the LCTCS.  Throughout higher education,

there has been a historical context and cultural environment in which individuals have

routinely been placed in division chair/dean roles sans prior administrative or leadership

training.  While division chairs/deans are often chosen due to exemplary performance in

other areas, such as teaching, the areas of performance required in their new position are

ones for which few have been prepared.

It was very much to this researcher’s benefit that this study was done in a System

that recognizes the importance of leadership development, succession planning, and

continuous learning.  The President of the System had established a Leadership

Development Institute in 2002 for employees who were interested in progressing in the

upper administration arena; and, ultimately, the need for professional development for

division chairs/deans was also embraced by this same President.  During the course of

this researcher’s internship, Dr. Bumphus, the System President, charged the researcher

with coordinating the first system wide division chair/dean conference.  His endorsement

of the conference enabled the System to become a leader in the realm of regional

professional development for division chairs/deans.  And, the conference conveyed a

message that division chairs/deans of the System were valued as leaders and were worthy

of recognition and support.
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Also, of much importance to this research was the manner in which professional

development needs were elicited.  By querying current division chairs/deans of the

importance of activities for effectiveness through the survey, they were recognized as

experienced individuals best capable of providing necessary data to establish a

professional development program for aspirants.  It was also significant to this research

process that these individuals were respected as most qualified to determine their own

needs.  Efficaciously, the participants were empowered to assist in preparing their

successors and/or future colleagues for their future roles, and they were empowered to

improve their own course of effectiveness.

Most significantly for the LCTCS, the division chairs/deans represented

community colleges, technical-community colleges, and the technical college of the

System.  Forty-six division chairs/deans who were  representative of 74 percent of the

total population completed the survey.  Chapter five provides conclusions,

recommendations, and a summary of the research.  Conclusions will be drawn and

recommendations for professional development for aspiring and current division

chairs/deans of the LCTCS will be presented.  Retrospectively, this researcher maintains

that responses of participants were demonstrative of the dedication to which they adhere

in fulfilling their roles and demonstrative of their earnest desire to maximize their

strengths and abilities.
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Conclusions

The questionnaire was designed to elicit answers for the research questions of the

study.  Answers to the first question, “Which of the specified activities do division

chairs/deans perceive as being important to the effectiveness of their role?” provided

the following conclusions:

ß Eighty of the 82 activities (98%) were rated as very important or essential to

being an effective division chair/dean by the participants of the study.  The

two activities which were not included were “oversee library acquisitions” in

the curriculum and instruction category and “work with student organizations”

in the student relations category.  This resulted in 14 of 15 activities (93%) in

the curriculum and instruction category being rated as very important or

essential to a division chair’s/dean’s effectiveness, and 11 of 12 activities

(92%) in the student relations category being rated as very important or

essential to a division chair’s/dean’s effectiveness.

ß Due to the significant number of activities rated as very important or essential

to effectiveness by 50 percent or more of division chairs/deans , it was

concluded that the activities enumerated on the questionnaire could actually

serve as a basis for a professional development program for aspiring division

chairs/deans.

ß In all other categories (department/division activities, budgetary activities,

personnel administration, and communication), 100 percent of the activities
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were rated as very important or essential to a division chair’s/dean’s

effectiveness by 50 percent or more of the participants.

ß Categories and activities on the questionnaire were apropos and representative

of current activities for division chairs/deans.

ß In the category of department/division activities, activities related to missions

and goals were rated as very important or essential to effectiveness by the

highest percentages of division chairs/deans; policy activities were in the mid-

range; and, record-keeping activities were in the lower range.

ß In the category of budgetary activities, activities related to planning and

administering the budget were rated as very important or essential to

effectiveness by the highest percentages of division chairs/deans; motivation,

communication, and monitoring of budget activities were in the mid-range;

and, record-keeping activities were in the lower range.

ß In the category of personnel administration, activities related to faculty

performance and professional and program development activities were rated

as very important or essential to effectiveness by the highest percentages of

division chairs/deans; recruitment and replacement, counseling and conflict,

and professional development activities were in the mid-range; and, routine-

type record-keeping and office management activities were in the lower range.

ß In the category of communication, the activity of serving as an effective

channel of communication between the unit, the institution, and the

community received the highest rating (100%) of all activities.  Representing
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the best interests of the unit to other units and activities relevant to the mission

were in the mid-range; and, serving as a liaison with external agencies was in

the lower range.

ß In the category of curriculum and instruction, those activities in the upper

middle to upper range were focused primarily on standards, competency, and

evaluation.  Those activities in the mid-range were focused on admission of

students and follow-up of graduates as well as distance learning, developing

catalogue copy, and the incorporation of multiculturalism.  The lower range

was represented by textbook orders and library requisitions.

ß In the category of student relations, those activities in the upper range were

focused on student problems/complaints and verifying students for graduation.

Recruitment and career advice activities were represented in the mid-range.

The lower range was represented by exit interviews and participation in

student organizations.

ß Participants were able to assess the importance of activities commonly

associated with division chairs/deans based on their own experiences in the

role.

Answers to the second research question, “How do division chairs/deans

perceive their need for professional development in each of these specified activities?”

provided the following conclusions:

ß Fifty percent or more of the division chairs/deans indicated a moderate or high

need for professional development for 55 of the total 82 activities (67%).
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ß The greatest need for professional development was noted in communication

with 88 percent of the activities designated as areas for moderate or high need

for professional development by 50 percent or more of the division

chairs/deans.  The category of student relations was at the low end of the

scale.  Division chairs/deans indicated a moderate or high need for

development in 33 percent of those activities.

ß Fifty percent or more of division chairs/deans indicated a moderate or high

need for professional development for 73 percent of department/division

activities; 67 percent of budgetary activities; 74 percent of personnel

administration activities; 88 percent of communication activities; 67 percent

of curriculum and instruction activities; and 33 percent of student relations

activities.

ß In the category of department/division activities, division chairs/deans

indicated a moderate or high need for professional development for the

following 11 activities:  “develop the necessary data base for judging and

forecasting needs and resources,” “organize for long and short-range planning

to achieve goals,” “develop an evaluation plan to determine if goals have been

accomplished,” “initiate the development, implementation, and revision of

unit policies,” “project enrollments,” “coordinate unit plans with college

plans,” “determine resources, both human and material needed to implement

the stated mission and goals,” “administer and/or supervise unit procedures,”
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“assign faculty load,” “prepare self-evaluations, self-studies, and other reports

for the unit,” and “initiate the development, implementation, and revision of

unit policies.

ß In the category of budgetary activities, division chairs/deans indicated a

moderate or high need for professional development for the following six

activities:  “utilize statistical data for planning purposes,” “provide a plan for

deciding needs and priorities for expenditures,” “develop and administer the

unit budget,” “seek and encourage others to seek grant money,” “prepare and

explain unit budget requests to various internal offices,” and “prepare and

monitor a system for all unit expenditures.”

ß In the category of personnel administration, division chairs/deans indicated a

moderate or high need for professional development for the following 17

activities:  “supervise and evaluate unit faculty/staff and make documented

recommendations for termination, retention, tenure, promotion, and salary

increments,” “deal with unsatisfactory faculty/staff performance,” “reduces,

resolves, and/or prevents conflict,” “protect faculty rights,” “implement in-

service activities for faculty/staff,” “discipline faculty/staff,” “counsel and

advise faculty/staff as appropriate,” “encourage and assist in professional

development of faculty/staff,” “conduct valid, reliable, and legally defensible

interviews,” “encourage and assist in  faculty projects and program

improvement,” “establish and maintain a positive climate conducive to quality

performance,” “provide orientation for new faculty and staff,” “participates in
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grievance hearings,” “ability to resolve one’s own role conflict/ambiguity in

mixed loyalties to faculty and administration,” “prepare justification for new

or replacement faculty,” “ensure that recruitment and selection procedures of

the institution are followed,” and “encourage faculty to participate in system,

regional, and national meetings.”

ß In the category of communication, division chairs/deans indicated a moderate

or high need for professional development in the following seven activities:

“serve as effective channel of communication between the unit, the institution,

and the community,” “ensure that good communication between individuals

with the unit exists,” “serve as liaison with external agencies,” “represent the

best interests of the unit to other units on campus,” “represent the views of the

faculty to upper administration,” “represent the views of upper administration

to the faculty,” and conduct appropriate and effective meetings.”

ß In the category of curriculum and instruction, division chairs/deans indicated a

moderate or high need for professional development in the following 10

activities:  “assist faculty to improve competency in classroom/lab teaching,”

“develop a needs assessment process to assist in determining class needs,”

“provide leadership in implementing technology and/or providing distance

learning initiatives as appropriate,” “collect and evaluate data for curricular

decision making,” “provide leadership for the evaluation and improvement of

the unit’s offerings,” “lead regularly scheduled program reviews,” “ensure

that high academic standards are maintained,” “incorporate multiculturalism
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into curriculum/instruction,” “provide leadership in the development of

program admission criteria and procedures,” and “conduct follow-up studies

of program graduates.”

ß In the category of student relations, division chairs/deans indicated a moderate

or high need for professional development in the following four activities:

“deal with students who have problems and/or complaints,” “develop

appropriate informational literature concerning courses/programs,” “establish

and implement an effective program of student recruitment,” and “develop an

advisement system for prospective and current students.

ß Division chairs/deans were able to effectively assess their professional

development needs.

ß Division chairs’/deans’ former roles did not always provide adequate

preparation for administrative tasks.

ß Division chairs/deans were cognizant of the importance of continuous

learning.

ß Division chairs/deans were motivated toward skill enhancement.

Answers to the third research question, “How do division chairs/deans perceive

the importance of mentoring in the professional development process?” provided

the following conclusions:

ß Mentoring was considered very important or essential to a division

chair’s/dean’s effectiveness by 84.1 percent of division chairs/deans.
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ß A moderate or high need for professional development to serve as a mentor

was indicated by 77.2 percent of division chairs/deans.

ß Professional development opportunities should be provided to current division

chairs/deans to enable them to more confidently serve as mentors for aspiring

division chairs/deans.

Answers to the fourth research question, “Which modes of professional

development delivery do division chairs/dean prefer?” resulted in the following

conclusions:

ß The highest ratings of preference (76.8 percent and 72.1 percent

respectively) for modes of professional development delivery were on-

campus workshops and seminars and off-campus workshops and seminars.

ß Other modes of delivery received significantly lower ratings (11.3 to 17.2

percent).

Answers to the open-ended question, “In your opinion, what makes division

chairs/deans successful?” provided the following conclusions:

ß Eighty-seven percent of participants provided answers to the open-ended

question.

ß Division chairs/deans demonstrated an interest in expressing their opinions

about what makes someone in their role successful.

ß Numerous themes were demonstrated in the answers.
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ß The most prevalent theme was “good communication skills.”  This is

significant as this activity was the only activity designated as very

important or essential to a division chair’s/dean’s effectiveness by 100

percent of participants.

ß Other themes included:  “good listening skills,” “ability to make

decisions,” “ability to deal with change and/or chaos,” “being fair and

firm,” “trusting in the faculty to do their job,” “ability to organize,” “being

a problem-solver,” “having a clear vision of the mission,” “commitment to

the position,” “being knowledgeable of policies and procedures,” “having

the discipline background/teaching experience,” “being visible,”

“willingness to follow advice,” “good understanding of all of the

requirements of the role,” and “good interpersonal skills.”

ß Thirty-eight additional comments were expressed by the participants.

Those comments were:  “dedication to the success of students,” ‘being

supportive of the faculty,” “ability to multi-task,” “willingness to

delegate,” “being passionate about the job,” “being a self-starter,” “being

one who needs no direct supervision,” “ability to keep things in

perspective,” “being one who does not put off conflicts,” “being

empowered,” “willingness to promote change,” “having respect of peers,

faculty and administrators,” “being able to think on one’s feet and outside

the box,” “being able to balance one’s professional and personal life,”

“being accessible,” “having energy in supporting, appreciating, and
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promoting growth of faculty,” “creation of new courses and programs,”

“conducting assessments,” “ability to mediate faculty/student disputes,”

“ability to manage a budget,” “caring about people,” “getting respect from

upper administration,” “professional development,” “acquiring

administrative process knowledge before something negative happens,”

“resource management,” “having a passion for teaching and learning,”

“ability to juggle administration and faculty needs,” “dedication to

excellence,” “building a good network of resource persons,” “having an

opportunity to meet with peers,” “having good leadership skills,”

“maintaining a clear separation between work/job and colleagues/friends,”

“willingness to teach others,” “facilitate professional development of

staff,” “patience,” “having the actual experience of serving as dean,”

“willingness to work 12 hours a day, seven days a week,” and “pushing

forward daily with the best interests for the institution.”

ß Division chairs/deans demonstrated definite ideas and a clear vision of

what they believed constitutes success for someone in their role.

ß The themes indicated that division chairs/deans had encountered similar

situations and had determined similar effective responses.

ß The answers to the open-ended question provide a valuable repertoire of

professional development topics.
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ß The answers indicate that the division chairs/deans are astute individuals

who are dedicated to their missions.  They demonstrated much concern for

their students, faculty, colleagues, and colleges.

Recommendations

The LCTCS is a System dedicated to developing leaders and to providing

continuous learning for both internal and external stakeholders.  In order to perpetuate

this ethos for division chairs/deans of the System, the following recommendations and

optional formats are presented.  For succession planning, both off-campus, system wide

and on-campus, college-based formats are provided.  For current division chairs/deans,

one format is provided which incorporates both system wide and on-campus activities.

Professional Development Program in an Off-Campus, System Wide Format

ß Current division chairs/deans should receive training to serve as mentors,

and mentor assignments should be decided upon with input from all

involved.

ß Current division chairs/deans should be encouraged to become vigilant in

recognizing talent within their faculty.  In effect, they should begin

encouraging those individuals with leadership qualities and with a desire

for a leadership position to start honing skills to serve as future division

chairs/deans.

ß A program similar to the Leadership Development Institute should be

developed for aspiring division chairs/deans.
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ß The professional development program should be coordinated and

implemented by a System office employee most qualified to fulfill the role

and perform the responsibilities and/or a select committee of division

chairs/deans representing each type of college within the System.

ß Selective admission should be set for those applying to the institute.  This

process would stimulate a cultural change in which the role of division

chair/dean would have more ascribed and achieved status.

ß Questionnaire categories of department/division activities, budgetary

activities, personnel administration, communication, curriculum and

instruction, and student relations provide the general outline for the

professional development program while the activities within the

categories could provide the specific topics.  Answers provided by

participants to the open-ended question also provide a wealth of focus

points for sessions.

ß The information gleaned from what is considered very important or

essential to effectiveness provides an indication of how much time should

be dedicated to various activities.

ß Bringing together aspiring division chairs/deans of the System would

enable them to create a supportive network in which knowledge could be

shared and system wide collaborations could begin.  Their cohort would

serve as a learning community and future support group.  This in effect

would help prevent the sense of isolation felt by many division
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chairs/deans once they depart from full-time faculty positions to enter an

administrative position.

ß It would be important to fully inform participants that participation and

completion of the institute would not guarantee them a division chair/dean

position, but it would prepare them with knowledge and skills that could

be advantageous when applying for future positions.

ß Internal and external speakers should be utilized.  This enables

participants to learn of best practices within the System and outside of the

System.

ß Vice-chancellors for academic affairs should be invited to attend one or

more sessions in order to facilitate better communication between the two

groups and to enable a better understanding of challenges and

opportunities experienced by both groups.

ß Grant opportunities should be explored for funding of partial or full

training of participants.

Professional Development Program in an On-Campus, College-Based
Format

ß Current division chairs/deans should receive training to serve as mentors,

and aspiring division chairs/deans would train within their divisions when

appropriate.
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ß Current division chairs/deans should be encouraged to become vigilant in

recognizing talent and potential in division faculty who may desire to

become future division chairs/deans.

ß A current division chair/dean could be given release time or compensated

in another way to develop and implement a campus professional

development program.

ß A structured monthly schedule for training should be developed and

participants would be required to commit for the duration.  A possibility

would be for the group of aspiring division chairs/deans to meet once a

month during an afternoon block of time such as 12:00 noon to 4:00 p.m.

on Fridays.  This is a time period when neither classes nor committee

meetings are regularly scheduled.

ß Session topics would be based on information determined from the

questionnaire.

ß Suggested readings and group/individual assignments should be discussed

at each scheduled meeting.

ß Current division chairs/deans could rotate to coordinate sessions as part of

their own professional growth.  Incorporation of their own

expertise/discipline in their sessions, i.e. speech and psychology for topics

on communication and math/business for topics on budgetary activities

should prove beneficial.
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ß Campus-wide experts could be utilized to present information appropriate

to their fields/areas.  Human relations personnel, the college financial

officer, the student affairs vice-chancellor, and institutional research

director are examples.  The vice-chancellor for academic affairs should be

encouraged to participate to foster and facilitate better communication and

a greater reciprocal understanding of challenges and opportunities faced

by division chairs/deans and upper administration.

ß The utilization of external community/business experts would serve a dual

purpose of collaboration for curriculum development and of

strengthening/building community relationships and support.

ß Participants could be challenged to identify a need for improvement in the

way the college/division is presently addressing one of the questionnaire

activities and then develop and present an improvement plan to the group.

ß Periodically (perhaps quarterly), participants from each college could

attend a system wide meeting to hear presentations from national speakers.

ß Money should be budgeted for participants to attend a regional or national

conference specifically designed for division chairs/deans.

ß Grant opportunities should be explored for funding of full or partial

training of participants.
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Professional Development Program for Current Division Chairs/Deans

ß The areas of professional development need identified by current division

chairs/deans should be utilized for the conceptualization and

implementation of a separate program specific to their needs.

ß This group should meet system wide on a quarterly basis.

ß A qualified System office employee and/or a select committee of division

chairs/deans representing each type of college within the System should

coordinate sessions.

ß Suggested readings should be provided to division chairs/deans between

sessions, and participants should be alerted to applicable journal articles

available through links from college library websites.

ß Division chairs/deans from each college would serve as cohorts which

could present best practices from their colleges to others at System

sessions.  It would also be important, however, for these individuals to

work and interact with their counterparts from other colleges during the

sessions for other activities.

ß Internal System speakers could provide important information to these

individuals which could be disseminated to or utilized by the colleges.

Examples of such speakers would be human resource personnel, public

information director, institutional research director, financial personnel,

auditing personnel, and community college services officer.
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ß Role-playing could be incorporated with a trained facilitator to enable

participants to experience such scenarios as hiring activities, student

complaints, and faculty confrontations.

ß Vice-chancellors for academic affairs could join one or more of the

sessions to foster collaboration and understanding between mid-level and

upper administration.

ß Opportunities should be provided for division chairs/deans to learn from

national speakers.

ß Opportunities should be provided for division chairs/deans to attend

regional and/or national conferences.

ß Leadership training should be incorporated into each session; sessions

should not be “nuts and bolts” only.

ß Mentoring training/recapping should occur at each session.

ß Current division chairs/deans will have the opportunity to present what

they have learned to aspiring division chairs/deans thus enabling them to

reinforce their enhanced skills.

ß Once aspiring division chairs/deans become full-time or interim division

chairs/deans, they would then begin attending quarterly sessions to

continuously enhance/update their skills.

ß Future periodic polling should occur for an update of needs for division

chairs/deans of the System.
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ß Grant opportunities should be explored for funding of full or partial

training of participants.

Summary

By developing and implementing two specialized professional development

programs, the LCTCS has an opportunity to be both reactive and proactive.  Both stances

are important to effectively and appropriately address findings determined by the needs

assessment administered through this research.  Through their experiences in the role,

current division chairs/deans of the System were able to astutely and adeptly evaluate the

importance of activities for a division chair’s/dean’s effectiveness.   Gaining their input

was crucial for the conceptualization of professional development programs for those

individuals aspiring to the role.  And, incorporating their feedback acknowledges and

values their steadfastness in their own self-preparation and self-education when they

originally assumed their role.  Resolutely, however, self-preparation and self-education

should not continue to be the primary methods of development for individuals advancing

to division chair/dean positions in higher education.

Through the utilization of two professional development programs, as

recommended by this researcher, current division chairs/deans and aspiring division

chairs/deans of the LCTCS would have unique opportunities for synergistic learning.

When experienced division chairs/deans impart their new, enhanced knowledge to

aspiring division chairs/deans, who are concurrently developing their own skills, greater

confidence and skill-enhancement should occur for both groups.  And, the added
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component of mentoring will further induce a two-way learning process in which both

parties benefit.

Fortunately, current division chairs/deans who completed the survey were

extremely generous with their comments in response to the open-ended question.  This

outpouring of opinions about what makes someone in their role successful is indicative of

their own aspirations to be successful and their willingness to share their hard-earned

knowledge with others.   Recognition and utilization of this magnanimity on their part

could be a cornerstone in changing the culture from discovery learning for new division

chairs/deans to that of shared, supportive, proactive, and continuous learning for new

division chairs/deans.

 When a System culture is developed for continuous learning through both an

internal sharing of knowledge and expertise and an incorporation of external best

practices discerned from leaders in the community college network, division chairs/deans

of the LCTCS should benefit exponentially.  Not only will new division chairs/deans be

better prepared when they join their cadre of System departmental/divisional leaders, but

current division chairs/deans will continue to update their knowledge, strengthen and

enhance their skills, and serve as role models in the provision of quality services to the

constituencies of the college.

From the results of this research, the LCTCS now has a foundation of topics

identified by current division chairs/deans for the creation and implementation of

professional development programs.  This places the System at an advantage in the

preparation of its future department/division leaders and in the enhancement of skills for
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its present department/division leaders.    And, resolutely, an investment in the

professional development of division chairs/deans subtly raises the status of the position,

makes the position more desirable for candidates, and provides more esteem for those

who are chosen to serve.

Concordantly, it is also significant that in its short-lived history, the LCTCS has

been a System dedicated to leadership development.  Through the System President’s

support of this research and his support of the first system wide division chair/dean

conference, the System is well-positioned to implement models of professional

development for these mid-level leaders who so closely influence the faculty, staff, and

students of its colleges. Future research would prove beneficial to determine the effects of

the professional development programs recommended from this research in the event an

administrative decision is made to implement them.  This researcher is honored and

humbled to have been allowed to offer recommendations for this endeavor.  In effect, the

LCTCS is now poised to promote professional growth opportunities for its division

chairs/deans and, resultantly, the constituencies they serve.
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APPENDIX A

APPROVAL LETTER FROM DR. ELLIS

FOR USE OF SURVEY INSTRUMENT



138



139

APPENDIX B

REQUEST LETTER TO CHANCELLORS

FOR CONTACT PERSONS



140

Dear Chancellor (Name):

With the endorsement of the President of the Louisiana Community and
Technical College System, I will be conducting a study of division chairs/ deans of the
LCTCS within the next few weeks.  The focus of my study will be determining
professional development needs of aspiring and current division chairs/deans of the
LCTCS.

The total population of division chairs/deans of the LCTCS will be surveyed.  In
order to identify those individuals at your institution, I respectfully ask for your approval
to contact your Vice Chancellor for Academic Affairs or other appropriate individual to
garner names and contact information for individuals with supervisory responsibilities for
instructional departments, programs, or divisions.  While their titles may vary from dean
to division chair to administrator, I will need contact information for those who perform
such tasks as administering a unit’s budget, supervising and evaluating faculty members,
and communicating between faculty and upper administration.

Please inform me of the person’s name at your college whom I need to contact for
determining the names and addresses of individuals meeting the above description.
Thank you, in advance, for your assistance and approval.

I greatly appreciate your cooperation and look forward to completing a study that
will hopefully benefit the division chairs/deans of the LCTCS and the constituencies of
the System.  Should you have any questions regarding this request, please contact me at
(318) 458-2830.

Sincerely,

Lucille Serio McGregor
Administrative Intern in the Office of the President of the LCTCS
Doctoral Candidate at the University of Texas at Austin
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APPENDIX C

REQUEST LETTER TO CONTACT PERSON

FOR NAMES OF DIVISION CHAIRS/DEANS
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Dear (Contact Person for Division Chairs’/Deans’ names):

With the endorsement of the President of the Louisiana Community and
Technical College System, I will be conducting a study of division chairs/ deans of the
LCTCS within the next few weeks.  The focus of my study will be determining
professional development needs of aspiring and current division chairs/deans of the
LCTCS.

The total population of division chairs/deans of the LCTCS will be surveyed.
Your name was given to me by your Chancellor as the contact person who could provide
names and addresses for individuals with supervisory responsibilities for instructional
departments, programs, or divisions at your college.  While their titles may vary from
dean to division chair to administrator, I will need contact information for those who
perform such tasks as administering a unit’s budget, supervising and evaluating faculty
members, and communicating between faculty and upper administration.

I greatly appreciate your cooperation and look forward to completing a study that
will hopefully benefit the division chairs/deans of the LCTCS and the constituencies of
the System.  Should you have any questions regarding this request, please contact me at
(318) 458-2830.

Sincerely,

Lucille Serio McGregor
Administrative Intern in the Office of the President of the LCTCS
Doctoral Candidate at the University of Texas at Austin
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APPENDIX D

REVISED QUESTIONNAIRE

WITH REFERENCE NOTATIONS
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Revised Questionnaire with Reference Notations

Department/Division Activities Importance Self-Rating

  1.  Initiate mission and goal (Barnard; Bennett & Figuli as cited in
       statements that direct the Ellis, 1991)
       activities of the unit 1..2..3..4..5 1..2..3..4

  2.  Determine resources, both human (Austin & Gamson; Bennett as cited in
       and material needed to implement Ellis, 1991)
       the stated mission and goals 1..2..3..4..5 1..2..3..4

  3.  Develop an evaluation plan to (Koontz; Corson as cited in Ellis, 1991)
       determine if goals have been
       accomplished 1..2..3..4..5 1..2..3..4

  4.  Organize for long and short-range Koontz; Corson as cited in Ellis, 1991)
        planning to achieve goals 1..2..3..4..5 1..2..3..4

  5.  Coordinate unit plans with college (Tucker as cited in Ellis, 1991)
       plans 1..2..3..4..5 1..2..3..4

  6.  Develop the necessary data base for (Tucker as cited in Ellis, 1991)
       judging and forecasting needs and
       resources 1..2..3..4..5 1..2..3..4

  7.  Project enrollments 1..2..3..4..5 1..2..3..4
(Kemrer as cited in Ellis, 1991)

 8.  Maintain the history of the unit 1..2..3..4..5 1..2..3..4

  9.  Initiate the development, (Koontz; Corson as cited in Ellis, 1991)
       implementation, and revision of
       unit policies 1..2..3..4..5 1..2..3..4

10.  Provide for the dissemination of (Koontz as cited in Ellis, 1991)
       existing unit and institutional policies 1..2..3..4..5 1..2..3..4

11.  Coordinate program policies with (Tucker as cited in Ellis, 1991)
        institutional policies 1..2..3..4..5 1..2..3..4
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Department/Division Activities Importance Self-Rating

12.  Establish file and record systems (Koontz as cited in Ellis, 1991)
       for the unit 1..2..3..4..5 1..2..3..4

13.  Administer and/or supervise unit (Koontz as cited in Ellis, 1991)
       procedures 1..2..3..4..5 1..2..3..4

14.  Assign faculty load 1..2..3..4..5 1..2..3..4
(Tucker as cited in Ellis, 1991)

15.  Prepare self-evaluations, (Austin & Gamson as cited in Ellis, 1991)
       self-studies, and other reports
       for the unit 1..2..3..4..5 1..2..3..4

Budgetary Activities Importance Self-Rating

  1.  Develop and administer the unit (Baird as cited in Ellis, 1991)
       budget 1..2..3..4..5 1..2..3..4

  2.  Provide a plan for deciding needs (Tucker as cited in Ellis, 1991)
       and priorities for expenditures 1..2..3..4..5 1..2..3..4

  3.  Utilize statistical data for planning (Norton as cited in Ellis, 1991)
       purposes 1..2..3..4..5 1..2..3..4

  4.  Prepare and explain unit budget (Norton as cited in Ellis, 1991)
       requests to various internal offices 1..2..3..4..5 1..2..3..4

  5.  Inform division faculty of
       availability/restrictions of division
       funds 1..2..3..4..5 1..2..3..4

  6.  Prepare and follow up on requisitions (Ellis, 1991)
       for supplies and equipment 1..2..3..4..5 1..2..3..4
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  7.  Prepare and monitor a system for all (Ellis, 1991)
       unit expenditures 1..2..3..4..5 1..2..3..4

  8.  Allocate faculty travel funds 1..2..3..4..5 1..2..3..4
(Norton as cited in Ellis, 1991)

  9.  Seek and encourage others to seek (Watkins as cited in Ellis, 1991)
       grant money 1..2..3..4..5 1..2..3..4

Personnel Administration Importance Self-Rating

  1.  Prepare justification for new (Ellis, 1991)
       or replacement faculty 1..2..3..4..5 1..2..3..4

  2.  Identify sources of qualified (Ellis, 1991)
       applicants 1..2..3..4..5 1..2..3..4

  3.  Prepare materials for advertising (Ellis, 1991)
       openings 1..2..3..4..5 1..2..3..4

  4.  Conduct valid, reliable and legally (Van Tol as Cited in Ellis, 1991)
       defensible interviews 1..2..3..4..5 1..2..3..4

  5.  Ensure that recruitment and selection (Van Tol as cited in Ellis, 1991)
       procedures of the institution are
       followed 1..2..3..4..5 1..2..3..4

  6.  Develop a system of division (Ellis, 1991)
       personnel records 1..2..3..4..5 1..2..3..4

  7.  Provide orientation for new faculty (Ellis, 1991)
       and staff 1..2..3..4..5 1..2..3..4

  8.  Increase diversity in
       division faculty and staff 1..2..3..4.5 1..2..3..4

  9.  Assign work space, office (Ellis, 1991)
       equipment, and supplies 1..2..3..4..5 1..2..3..4

10.  Establish procedures for processing (Ellis, 1991)
       personnel matters such as leaves 1..2..3..4..5 1..2..3..4
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11.  Supervise and evaluate unit faculty (Ellis, 1991)
       /staff and make documented
       recommendations for termination,
       retention, tenure, promotion, and
       salary increments 1..2..3..4..5 1..2..3..4

12.  Counsel and advise faculty/staff (Watkins as cited in Ellis, 1991)
        as appropriate 1..2..3..4..5 1..2..3..4

13.  Establish and maintain a positive (Seagren as cited in Ellis, 1991)
       climate conducive to quality
       performance 1..2..3..4..5 1..2..3..4

14.  Encourage and assist in professional (Mitchell as cited in Ellis, 1991)
       development of faculty/staff 1..2..3..4..5 1..2..3..4

15.  Encourage and assist in faculty (Ellis, 1991)
       projects and program improvement 1..2..3..4..5 1..2..3..4

16.  Implement in-service activities for (Mitchell as cited in Ellis, 1993)
       faculty/staff 1..2..3..4..5 1..2..3..4

17.  Reduces, resolves, and/or prevents (Watkins as cited in Ellis, 1991)
       conflict 1..2..3..4..5 1..2..3..4

18.  Participates in grievance hearings 1..2..3..4..5 1..2..3..4

19.  Deal with unsatisfactory faculty/ (Ellis, 1991)
       staff performance 1..2..3..4..5 1..2..3..4

20.  Protect faculty rights 1..2..3..4..5 1..2..3..4
(Watkins as cited in Ellis, 1991)

21.  Discipline faculty/staff 1..2..3..4..5 1..2..3..4
(Ellis, 1991)

22.  Ability to resolve one’s own 1..2..3..4..5 1..2..3..4
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      role conflict/ambiguity in
      mixed loyalties to faculty and
      administration

23.  Encourage faculty to participate
       in System, regional, and national
       meetings 1..2..3..4..5 1..2..3..4

Communication Importance Self-Rating

  1.  Serve as an effective channel of (Watkins as cited in Ellis, 1991)
       communication between the unit,
       the institution, and the community 1..2..3..4..5 1..2..3..4

  2.  Ensure that good communication (Ellis, 1991)
       between individuals with the unit
       exists 1..2..3..4..5 1..2..3..4

  3.  Conduct appropriate and effective (Ellis, 1991)
        meetings 1..2..3..4..5 1..2..3..4

  4.  Serve as liaison with external (Ezell & Packard as cited in Ellis, 1991)
       agencies 1..2..3..4..5 1..2..3..4

  5.  Represent the views of the faculty (Hammons as cited in Ellis, 1991)
       to upper administration 1..2..3..4..5 1..2..3..4

  6.  Represent the views of upper (Hammons as cited in Ellis, 1991)
       administration to faculty 1..2..3..4..5 1..2..3..4

  7.   Represent the best interests of the (Knight & Holen as cited in Ellis, 1991)
        unit to other units on campus 1..2..3..4..5 1..2..3..4

  8.  Organize and/or participate in (Knight & Holen as cited in Ellis, 1991)
        activities and committees relevant
        to the mission of the unit and/or
        interests of faculty in the unit 1..2..3..4..5 1..2..3..4
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Curriculum and Instruction Importance Self-Ranking

  1.  Provide leadership for the (Hammons; Dressel as cited in Ellis, 1991)
       evaluation and improvement of the
       unit’s offerings 1..2..3..4..5 1..2..3..4

  2.  Develop a needs assessment process (Kemerer as cited in Ellis, 1991)
       to assist in determining class needs 1..2..3..4..5 1..2..3..4

  3.  Develop a schedule for classes 1..2..3..4..5 1..2..3..4
(Kemerer as cited in Ellis, 1991)

  4.  Develop catalogue copy for current (Ellis, 1991)
       and new courses, including course
       descriptions 1..2..3..4..5 1..2..3..4

  5.  Conduct follow-up studies of (Ellis, 1991)
        program graduates 1..2..3..4..5 1..2..3..4

  6.  Lead regularly scheduled program (Ellis, 1991)
       reviews 1..2..3..4..5 1..2..3..4

  7.  Provide leadership in the (Hammons as cited in Ellis, 1991)
       development of program admission
       criteria and procedures 1..2..3..4..5 1..2..3..4

  8.  Collect evaluative data for (Ellis, 1991)
        curricular decision making 1..2..3..4..5 1..2..3..4

  9.  Ensure that high academic (Mitchell as cited in Ellis, 1991)
      standards are maintained 1..2..3..4..5 1..2..3..4

10. Coordinate periodic review of (Ellis, 1991)
       all course syllabi 1..2..3..4..5 1..2..3..4

11.  Oversee textbook orders 1..2..3..4..5 1..2..3..4
                        (Ellis, 1991)

12.  Oversee library acquisitions 1..2..3..4..5 1..2..3..4
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(Ellis, 1991)

13.  Assist faculty to improve (Mitchell as cited in Ellis, 1991)
       classroom/lab teaching 1..2..3..4..5 1..2..3..4

14.  Incorporate multiculturalism 
        into the curriculum 1..2..3..4..5 1..2..3..4

15.  Provide leadership in implementing
       /providing distance learning
       initiatives 1..2..3..4..5 1..2..3..4

Student Relations Importance Self-Rating

  1.  Establish and implement an (Kemerer as cited in Ellis, 1991)
       effective program of student
       recruitment 1..2..3..4..5 1..2..3..4

  2.  Develop appropriate informational (Ellis, 1991)
       literature concerning courses
      /programs 1..2..3..4..5 1..2..3..4

  3.  Prepare copy for brochures and (Ellis, 1991)
       other publications pertaining to
       courses/programs 1..2..3..4..5 1..2..3..4

  4.  Develop an advisement system (Kemerer as cited in Ellis, 1991)
       for prospective and current
       students 1..2..3..4..5 1..2..3..4

  5.  Supervise and participate in the (Kemerer as cited in Ellis, 1991)
       advisement of prospective
       students 1..2..3..4..5 1..2..3..4

  6.  Deal with students who have (Ellis, 1991)
      problems and/or complaints 1..2..3..4..5 1..2..3..4

  7.  Provide career advice and assist (Kemerer as cited in Ellis, 1991)
       in career placement 1..2..3..4..5 1..2..3..4

  8.  Work with student organizations 1..2..3..4..5 1..2..3..4
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(Ellis, 1991)

  9.  Verify students for graduation 1..2..3..4..5 1..2..3..4

10.  Ensure student input into (Tucker as cited in Ellis, 1991)
       curricular decisions 1..2..3..4..5 1..2..3..4

11.  Ensure student evaluations of (Tucker as cited in Ellis, 1991)
       faculty members 1..2..3..4..5 1..2..3..4

12.  Conduct exit interviews with (Kemerer as cited in Ellis, 1991)
        students who leave school 1..2..3..4..5 1..2..3..4

In this section on mentoring, your perception is requested of the importance of providing
mentors to assist aspiring division chairs/deans in learning the role.  Your need for
development rating should reflect your need for professional development in order to
effectively serve as a mentor for an aspiring division chair/dean.

Mentoring Importance Self-Rating

  1.  Provision of mentoring to aspiring
       division chairs/deans by current
       division chairs/deans 1..2..3..4..5 1..2..3..4

Preferred Methods of Professional Development

Please rank the following from 1 to 6 with 1 being your highest preference and 6 being
your least preferred preference of professional development delivery.

_____ Formal coursework

_____ On-campus workshops, seminars

_____ Off-campus workshops, seminars

_____Independent study with texts and other written material

_____Independent study with CDs and/or computer-assisted instruction
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_____Combination or other              Please describe:

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

Please continue to the next page to complete the questionnaire.
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Please answer the following open-ended question to complete the questionnaire.

In your opinion, what makes division chairs/deans successful?

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

Thank you very much for your participation in this study and for providing information
that will enable the System to meet your indicated needs and the needs of aspiring
division chairs/deans of the LCTCS.  Results of the study will be made available to
interested participants after completion of the project.
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APPENDIX E

QUESTIONNAIRE

IN FORMAT FOR DISSEMINATION TO

DIVISION CHAIRS/DEANS
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Questionnaire

Determining Professional Development Needs
of Aspiring and Current

Division Chairs/Deans of the
Louisiana Community and Technical College System

Following is a list of activities commonly required of division chairs/deans of the
Louisiana Community and Technical College System.  For each item, you are asked to
complete two tasks.  First, please indicate the importance you attach to the item in order
for a person to be an effective division chair/dean by circling the number that
corresponds to the scale.  This will enable the System to use your insights to develop a
professional development program for aspiring division chairs/deans.  Please use the
following scale for selecting your answer:

1 = unimportant or irrelevant to the role of division chair/dean
2 = of minor importance
3 = important
4 = very important
5 = essential to being an effective chair

Then, for each activity, you are to respond again.  This time, indicate your perception of
your need for professional development in this particular activity.  This will enable the
System to design a separate professional development program tailored to meet indicated
overall needs of current division chairs/deans.  Please use the following scale for
selecting your answer:

1 = no need
2 = little need
3 = moderate need
4 = high need

                                                                                                        Your
                                                                                            Need for Development

Department/Division Activities Importance  in this Activity

  1.  Initiate mission and goal 
       statements that direct the
       activities of the unit 1....2...3...4...5 1…2…3…4

  2.  Determine resources, both human
       and material needed to implement
       the stated mission and goals 1...2...3...4...5 1….2....3...4
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 Importance to Effectiveness scale:      Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

  Your
                                                                                                       Need for Development
Department/Division Activities Importance            in this Activity

3.  Develop an evaluation plan to 
      determine if goals have been
      accomplished 1...2...3...4...5 1…2...3.…4

 4.  Organize for long and short-range
        planning to achieve goals 1...2...3...4...5 1….2….3....4

 5.  Coordinate unit plans with college
       plans 1...2...3...4...5 1….2....3.....4

  6.  Develop the necessary data base for
       judging and forecasting needs and
       resources 1...2...3...4...5 1....2….3…..4

  7.  Project enrollments 1...2...3...4...5 1....2.....3…..4

 8.  Maintain the history of the unit 1...2...3...4...5 1....2….3......4

  9.  Initiate the development, 
       implementation, and revision of
       unit policies 1...2...3...4...5 1....2….3….4

10.  Provide for the dissemination of 
       existing unit and institutional policies 1...2...3...4...5 1….2....3….4

11.  Coordinate program policies with
        institutional policies 1...2...3...4...5 1....2....3…..4
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role 1 = no need
      of division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential of being an effective chair

          Your
                                                                                                       Need for Development
Department/Division Activities Importance   in this Activity

12.  Establish file and record systems
       for the unit 1....2....3...4...5 1....2....3.....4

13.  Administer and/or supervise unit 
       procedures 1...2...3....4...5 1....2.....3....4

14.  Assign faculty load 1...2...3...4...5 1....2....3….4

15.  Prepare self-evaluations, 
       self-studies, and other reports
       for the unit 1...2...3...4...5 1….2....3....4

         Your
                                                                                                       Need for Development
Budgetary Activities Importance   in this Activity

  1.  Develop and administer the unit
       budget 1...2...3...4...5 1….2….3....4

  2.  Provide a plan for deciding needs 
       and priorities for expenditures 1...2...3...4...5 1....2....3…..4

  3.  Utilize statistical data for planning 
       purposes 1...2...3...4…5 1....2….3....4

  4.  Prepare and explain unit budget 
       requests to various internal offices 1...2...3...4....5 1....2....3….4
.
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

          Your
                                                                                                         Need for Development
Budgetary Activities Importance   in this Activity

5.  Inform division faculty of
       availability/restrictions of division
       funds 1...2...3...4....5 1….2....3....4

  6.  Prepare and follow up on requisitions 
       for supplies and equipment 1...2...3...4…5 1….2....3….4

  7.  Prepare and monitor a system for all 
       unit expenditures 1...2...3...4....5 1....2....3…..4

  8.  Allocate faculty travel funds 1...2...3...4...5 1....2....3....4

  9.  Seek and encourage others to seek 
       grant money 1...2...3...4...5 1….2....3....4

        Your
                                                                                                        Need for Development
Personnel Administration Importance  in this Activity

  1.  Prepare justification for new 
       or replacement faculty 1...2...3...4...5 1....2....3....4

  2.  Identify sources of qualified 
       applicants 1...2...3...4....5 1….2....3....4

  3.  Prepare materials for advertising 
       openings 1...2...3...4....5 1....2....3....4
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

     Your
                                                                                                    Need for Development
Personnel Administration Importance           in this Activity

  4.  Conduct valid, reliable and legally
       defensible interviews 1...2...3...4....5 1....2....3....4

  5.  Ensure that recruitment and selection 
       procedures of the institution are
       followed 1...2...3...4…5 1....2....3....4

  6.  Develop a system of division 
       personnel records 1...2...3...4....5 1....2....3....4

  7.  Provide orientation for new faculty
       and staff 1...2....3..4...5 1….2....3....4

  8.  Increase diversity in
       division faculty and staff 1...2...3...4…5 1….2....3....4

  9.  Assign work space, office 
       equipment, and supplies 1...2...3...4....5 1....2....3.....4

10.  Establish procedures for processing 
       personnel matters such as leaves 1...2...3...4....5 1....2....3....4

11.  Supervise and evaluate unit faculty
       /staff and make documented
       recommendations for termination,
       retention, tenure, promotion, and
       salary increments 1...2...3...4…5 1....2....3….4

12.  Counsel and advise faculty/staff 
        as appropriate 1...2...3...4....5 1....2....3....4
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chairs/deans 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

      Your
                                                                                                     Need for Development
Personnel Administration Importance in this Activity

13.  Establish and maintain a positive 
       climate conducive to quality
       performance 1...2...3...4....5 1....2....3....4

14.  Encourage and assist in professional 
       development of faculty/staff 1...2...3...4…5 1....2....3....4

15.  Encourage and assist in faculty
       projects and program improvement 1…2...3...4...5 1....2....3....4

16.  Implement in-service activities for 
       faculty/staff 1...2...3...4....5 1….2....3...4

17.  Reduces, resolves, and/or prevents 
       conflict 1...2...3...4...5 1....2....3....4

18.  Participates in grievance hearings 1…2...3..4...5 1....2....3....4

19.  Deal with unsatisfactory faculty/
       staff performance 1...2...3...4...5 1....2....3....4

20.  Protect faculty rights 1...2...3...4...5 1….2....3...4

21.  Discipline faculty/staff 1...2...3...4...5 1.…2....3....4

22.  Encourage faculty to participate
       in System, regional, and national
       meetings 1...2…3..4...5 1….2....3....4
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

  Your
                                                                                                  Need for Development
Communication Importance         in this Activity

  1.  Serve as an effective channel of
       communication between the unit,
       the institution, and the community 1...2...3...4...5 1....2....3....4

  2.  Ensure that good communication 
       between individuals with the unit
       exists 1...2…3...4...5 1….2....3....4

  3.  Conduct appropriate and effective 
        meetings 1...2...3...4...5 1....2....3....4

  4.  Serve as liaison with external
       agencies 1...2...3...4...5 1....2....3….4
.
  5.  Represent the views of the faculty 
       to upper administration 1...2...3...4...5 1....2....3....4

  6.  Represent the views of upper 
       administration to faculty 1...2...3...4...5 1....2....3....4

  7.   Represent the best interests of the 
        unit to other units on campus 1...2...3...4...5 1....2....3....4

  8.  Organize and/or participate in 
        activities and committees relevant
        to the mission of the unit and/or
        interests of faculty in the unit 1...2...3...4...5 1....2....3....4
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  Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role of 1 = no need
      division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

     Your
                                                                                                   Need for Development
Curriculum and Instruction Importance          in this Activity

  1.  Provide leadership for the 
       evaluation and improvement of the
       unit’s offerings 1…2...3...4...5 1....2....3....4

  2.  Develop a needs assessment process
       to assist in determining class needs 1...2...3...4....5 1….2....3....4

  3.  Develop a schedule for classes 1...2...3...4...5 1….2....3....4

  4.  Develop catalogue copy for current 
       and new courses, including course
       descriptions 1...2...3...4...5 1....2….3....4

  5.  Conduct follow-up studies of 
        program graduates 1...2...3...4...5 1....2....3….4

  6.  Lead regularly scheduled program 
       reviews 1...2...3...4...5 1....2....3.....4

  7.  Provide leadership in the
       development of program admission
       criteria and procedures 1...2...3...4...5 1….2....3….4

  8.  Collect evaluative data for 
        curricular decision making 1...2...3...4...5 1….2....3....4

 9.  Ensure that high academic 
      standards are maintained 1...2...3...4...5 1....2....3….4

10. Coordinate periodic review of 
       all course syllabi 1…2...3...4...5 1....2....3.....4
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Importance to Effectiveness scale: Development Need scale:

1 = unimportant or irrelevant to the role 1 = no need
      of division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to being an effective chair

                                                                                                                 Your
                                                                                                    Need for Development
Curriculum and Instruction Importance in this Activity

11.  Oversee textbook orders 1…2...3...4...5 1….2....3....4

12.  Oversee library acquisitions 1...2...3...4....5 1….2....3....4

13.  Assist faculty to improve 
       classroom/lab teaching 1...2...3...4...5 1....2....3....4

14.  Incorporate multiculturalism 
        into the curriculum 1...2...3...4...5 1....2....3....4

15.  Provide leadership in implementing
       /providing distance learning
       initiatives 1...2...3...4...5 1....2….3....4

                                                                                                                Your
                                                                                                   Need for Development
Student Relations Importance          in this Activity

  1.  Establish and implement an 
       effective program of student
       recruitment 1...2...3...4...5 1....2....3....4

  2.  Develop appropriate informational 
       literature concerning courses
      /programs 1...2...3...4...5 1....2....3....4
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Importance to Effectiveness scale: Development need scale:

1 = unimportant or irrelevant to the role 1 = no need
      of division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 – high need
4 = very important
5 = essential to being an effective chair                                                     Your
                                                                                                      Need for Development
Student Relations Importance in this Activity

  3.  Prepare copy for brochures and 
      other publications pertaining to
      courses/programs 1...2...3...4...5 1....2....3....4

  4.  Develop an advisement system 
       for prospective and current
       students 1...2...3...4…5 1….2....3....4

  5.  Supervise and participate in the 
       advisement of prospective
       students 1...2...3...4...5 1....2....3….4

  6.  Deal with students who have
      problems and/or complaints 1...2...3...4...5 1....2....3....4

  7.  Provide career advice and assist 
       in career placement 1...2...3...4...5 1....2....3....4

  8.  Work with student organizations 1...2...3...4...5 1....2....3....4

  9.  Verify students for graduation 1...2...3…4...5 1.…2....3...4

10.  Ensure student input into 
       curricular decisions 1…2...3...4...5 1....2....3....4

11.  Ensure student evaluations of 
      faculty members 1...2...3...4....5 1….2....3....4

12.  Conduct exit interviews with 
        students who leave school 1...2...3...4....5 1....2....3.....4
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Mentoring

In this section on mentoring, your perception is requested of the importance of providing
mentors to assist aspiring division chairs/deans in learning the role.  Your need for
development rating should reflect your need for professional development in order to
effectively serve as a mentor for an aspiring division chair/dean.

Importance scale: Development Need scale:

1 = unimportant or irrelevant to learning the role 1 = no need
      of division chair/dean 2 = little need
2 = of minor importance 3 = moderate need
3 = important 4 = high need
4 = very important
5 = essential to learning the role of division chair/dean

                                                                                                                  Your
                                                                                                    Need for Development
Mentoring Importance            in this Activity

  1.  Provision of mentoring to aspiring
       division chairs/deans by current
       division chairs/deans 1...2...3...4...5 1....2....3….4

Please continue to the next page to the section on preferred methods of professional
development delivery.
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Preferred Methods of Professional Development Delivery

Please rank the following from 1 to 6 with 1 being your highest preference and 6 being
your least preferred preference of professional development delivery:

_____ Formal coursework

_____ On-campus workshops, seminars

_____ Off-campus workshops, seminars

_____Independent study with texts and other written material provided/recommended

_____Independent study with CDs and/or computer-assisted instruction

_____Other              Please describe:

________________________________________________________________________

________________________________________________________________________

Please continue to next page to complete the questionnaire.
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Please answer the following open-ended question to complete the questionnaire.

In your opinion, what makes a division chair/dean successful?

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

Thank you very much for your participation in this study and for providing information
that will enable the System to meet your indicated needs and the needs of aspiring
division chairs/deans of the LCTCS.  Results of the study will be made available to
interested participants after completion of the project.
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