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A descriptive survey of all public, comprehensive
junior colleges' deans of instruction was conducted to ascertain and
axamine their characteristics, preparation, and attitudes. From a
final sample of 5N4 questionnaires, it was determined that the chief
academic officers, mos*t commonly called the deans of instruction,
were *¢ypically Cauncasian, male, married, 45 years old, and veterans
o€ military service. Previous administrative experience was
considered the major qualification for their present positions. Most
had earned a BA or MA ir a %eaching related field and of the 57
percen® who had doctorates, 66 percent were in higher education.
Their formal academic preparation contributed significantly toward
*heir understanding of a limited number of instructional strategies,
procedures, and functions. A majority of the deans agreed that their
icademic prevaration familiarized them with learning theory,
curriculum design, philosophy of the junior-community college, and
techriques of evaluating instruction. Some deans felt their formal
academic preparation did not provide them with an understanding of
collective bargaining and nego¢iations, techniques and procedures for
selecting classroom furniture and equipment, programmed budgeting,
phvsical plant planning and supervizion, and programmed instruction.
(Author/NJK)
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Si.nactoristies, Preparation, and Attitudes of Selected Public
suriopr-Jommunity College Jeans of instruction

“ajor Professor: Donald J. Tolle

This study was focused specifically on the chief academic
ficer of the funior-community college. Essentially, the researcher
s2t out to ascertain and examine the characteristics, preparationm,
and attitudes of a very new two-year college administrater. Had the
same study been conducted ten years earlier, the results would cer-
tainly have shown that the chief academic officer was the president.
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T"ae ever increasing role of the junior college in lower division
rrraduate education, its rapidly expanding curriculum, and the
ncy of its current instructional administrative patterns all
yushasized the importance of studying the nature of deans of in-
teuction., Specifically, this study was designed to determine
,eprs0nal characteristies, professional background, and preparation,

o e.icit attitudes toward certain aspects of instructional adminis-
ration, and to seek recommendations regarding the preparation of
haef academic officers.
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Secision was made to conduct a descriptive survey of all
susiic comprehensive junior-community college deans of instruction
... order to achieve the purposes outlined above. Determination as
<> wnich junior colleges met the criteria of "publie" and "compre-
- snsive" was based on data contained in the 1972 Junior College
Sirwcsorz. A questionnaire was developed and mailed to 766 publiec
T nior-comnunity colleges. A total of 616 questionnaires, or
2..aty perceunt, were returned. About thirteen percent of these
reinoncents reported an organizational structure which did not in-
e .ue an instructional officer other than the president with respon-
S iLiiizy for the eatire program. For this reason and others, the
y1.- .o revurns were reduced to 564, or approximately seventy-five
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“hout eiphty-seven percent of the institutions responding nad
i1 3econd echelon administrator with over-all responsibility for the
instructional program. Most often (92 percent) they reported
iirmaztivy to the dresident. An average of 4.7 full-time administra-
«»r3 reported directly to the dean of instruction.

7he mean dpc of thesae deans of instruction was forty-five,
~+1riy ninety-four percent were Caucasian, and over ninety-four
s2rceat were married. The vast majority (97.7 percent) were men.
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There were fifty-one different titles used to designate the
¢niaf academic officer. The most common title was dean of instruece-
tiva, wihich was used in 48,3 percent of the institutions.

These deans had experienced fairly short terms of service with
tie average deing 4.4 vears.

4 Large majovity (67.6 percent) of the deans were veterans of
wiectary service. GI Bill benefits for cducation and leadership
ehpx.i'ﬁce as a commissioned officer were most frequently cited as
cier benefits they derived from their military service.

Host chief acadewmic officers were experienced teachers and
akiiniscrators., Within institutions of higher learning alone, they
a’eddsed more than five yz2ars of teachinp and seven years of admin-
«iirative experience. Significantly, some forty-seven percent had
:4;;:: ia junior colleres, while fifty-six percent had previously
s:ued junior colleje administrators. About half (forty-seven percent)
hag nad experience as department chairmen. This previous professional
experience is summarized in Table I.

TA3LE I
PRIVIOUS PROFESSIONAL EXPLRIENCE OF CHIEF ACADEMIC OFFICERS

—Lchg. _Admin,

%o. With No. With

Experi- Mean Experi- Mean

ence % Years ence % Years
‘ iamantary,

janior hign and/
20 seconudry 3.3 32.1 3.6 139 27.6 1.9
Junior College 289 47.3 3.8 ¢ 281 55.8 4.5
S=n.0r coiilerne
P '\..:‘.i'lcz“sit-y ;.62 32.1 1-5 93 18-5 0.8

Guprokinately fifty-four percent of the respondents were re-
45s e n2d witain thelr present institutiona in becoming the chief

Atwaunic of flcar. Tuese leans were most frequently (67.8 percent)
ier 2Lty in otner administrative rapaﬂzt es at the time of their
t: winsaeat. Jaans Lewleved that this previous administrative

ciospience Wwas the most important factor in preparing them to ful-
tels tnsle responsibilitias as chnief academic officer. Over sixty-
{50 pe2rcent shared this opinion.
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About twenty- -three parcent of the chief academic officers had
attended junior colleges as students., Among these, ninety percent
iad been enrolled in baccalaureate programs. Social science, secon-
dary education, and science were the most frequent areas of under-
Puuhdté concentration completed by present deans of instruction.
w2 sake three areas dominated the master's degree work completed.
Neariv a quarter (twenty-three percent) of the deans had earned a
3.-u;dl.at s degree and higher education was the major field studied

» w5,.8 percent of these administrators. Some fifty-seven percent
vl tne chief academic officers had finished the doctorate, with
s.4%y-Oue percent of these concentrating in higher education. The

weal year in which deans received their highest degree was 1962; the
median year was 196u4.

l

As might be expected, those deans who had the doctorate regarded
it as beiag considerably more important than did those who did not
nave the degree. In torms of current responsibilities, eighty percent
doctorate holders considered the degree as either important or
ial. Their collective opinion was even stronger with regard to
plans. In this instance, over ninety percent valued the doc-
as either important or essential. Deans without the doctorate
y agreed" that completing the doctorate had merit in terms of
t responsibilities and future plaans, while the largest group
sercent) felt that it would be nice to have but that they could
iongs fine without it.
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Tnose deans who had earned neither a s,ecialist's nor a doctoral
s:grae (138) had completed an average of 28.7 semester hours of work
JhYond tne master's. Among those who hail not earned the doctorate,
t¥2n2y-35even Dercent were enrolled in doctoral programs; yet, an
isittionar »6.9 percent nad definitely decided not to pursue the
w3ctorate,

With repard to instructional strategies, Table II shows that
sni»f acadanmic officers helieved that they were bhest prepared in
i .u-orj. 'ore than forty-four percent maintained that they
* recelva instruction which enabled them to understand pro-
i instruction. Among tne instructional procedures and func-
=.uxni ¢unsidared, deans felt best prepared in curriculum design,
. ¢ -.t
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523 of evaluating instruction, techniques of long range plan-
ani foLiow=-up procedures. Conversely, they considered their
-1ndint of coliective bargaining and negotiations, programmed

e .l:7ins, and technigues and procedures for sclecting classroom
Jomlture and equipment tre wearaest aspects of their formal academic
arwaration. The opinions of chief academic officers regarding

i .0 understanding of certain iastructional procedures and functions
Wiz resuited from their formal education are summarized in Table III.
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IFCECTIVENESS OF ACADEMIC PREPARATION TOWARD UNDERSTANDING
: CIRTAIN INSTRUCTIONAL STRATEGIES
' AND PHILOSOPHIES
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EFFECTIVENESS OF ACADEMIC PREPARATION TOWARD UNDERSTANDING
CERTAIN INSTRUCTIONAL PROCEDURES AND FUNCTIONS
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Techniques of evalua=- |
ting instruction 2 [15.0{35.3{26.8{10.1( 7.7| 5.1| 2.755
Technigues of lon '
range planning I EB 16.8!25.9 (30.211.9{ 9.5| 5.7] 2.885
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nin7 and supervision
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?roviding an lnternship was the most frequently made proposal
for the praparation of chief academic »fficers. Deans also emphasized
he importance of teaching experience and the need to understand hu-
man relations.
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~ Chlef academic officers spend more time in completing routine
“adiinistrative duties than on any other function. Preferably, they
wo. L devote more time to curriculum work, faculty relations and
morale, and evaluation of personnel and programs. They believed
tiat curriculum work should be given the highest priority in terms
of Time spent.,

_ Slishtiy more than half (fifty-three percent) desired to be
junior college presidents.

Jeans of instruction were strongly coumitted to the concepts
»i senaral education, behavioral objectives, instructional accounta-
~l.ity, and non-traditional study. The number of deans who believed
tiat seneral education should be emphasized compared very closely
with the number of institutions studied in which this concept was
amsnhasized. DJeans would like to see the other issues and concepts
Ww..ch were considered in the study emphasized more frequently than
ta=7 aurrently were stressed. The chief academic officers were not
convinzed, howaver, that junior colleges should become involved in
Zarlnz the three-year baccalaureate degree. Perhaps their clear-
= objection (72.9 percent) represents more misunderstanding than
ition. T7These attitudes expressed by deans are summarized in

o

3 sahown in Table V, deans of instruction generally believed
e administrative and instructional practices considered in
cudy existed in too few institutions. Many of those adminis-
5 were employed at junior colieges where these practices did
oxist; yet, they believed they should have existed. With the
ikznp=lon 0F two such practices, thue chief academic officers would
.. i%w Lik2d %o maxe these practices more widespread. Professorial
s« existed in forty percent of the institutions; yet, fifty-six
surzent of the deans were opposed to it. Over forty percent of

2.3 inis<rators disagreed with the policy of granting tenure
faculty, a practice which occurred in 76.5 percent of
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2 t.nine coiliegns studied. In spite of the fact that these deans
w202 o-vdsed to the practices of formal negotiations and collective
Larcalniny with the Faeculty, chief academic officers teaching classes,
ana 4 "rradina" systan of pass-fail only, the number of deans who
. .2, 90%2¢ these practices was larger than the number of institutions
i wnl-a *hese practices existed. However, the difference in the
< .,» n9f enliective Larralining and negotiations wes very slisght.

Tioae nractices wnich the greatest percentape of deans believed should
axl = ware credit by examination and evaluation of instruction by

r.ninistrators and students.
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EXISTENCZ OF CERTAIN ISSUES AND CONCEPTS AND AN EVALUATION
OF THEIR APPROPRIATENESS

Presently Exists Should be Should not be

issuncs and Concepts Freq. % Freq. Freq.
Institutional em- .

>hasis on general

education 379 78.8 377 8l.3 87 18.7

iastitutional em-
dhasis on behavioral
oblectives 266 55.4 400 87.3 58 12.7

sastitutional em-
»nas3is on instruc-
tional accounta-

cility 275 57.0 455 94.6 26 S.4
woa-traditional

study including class-

roomns without walls 200 4l.5 374 8l.1 87 18.9

Jhrze-year baccalaur- .
edte degree 16 3.6 110 27.1 296 72.9
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EXISTENCE OF CERTAIN PRACTICES AND AN EVALUATION
OF THEIR APPROPRIATENESS

Prasentlv exists Should be Should not be

Practices = Freq. § Freq. ¢ “Freq. ¢
Shared governance 393 82.0 407 88.7 52 11.3
Professorial rank 204 40.5 192 38.1 285 56.5
Evaluating of instruce
tion by:
a. administrators 455 93.0 452 95.8 20 4.2
b. peers 290 62.0 404 88.2 54 11.8
¢. students 381 78.9 440 93.4 31 6.6

Merit pay for:
a. teaching faculty 153 30.4 331 70.1 141 29.9
b. administrators 148 30.5 319 . 67.9 151 J2.1

Tenure £or teaching
facuity 371 7€.5 274 . 58.8 192 41.2

Formal negotiations

and collective bar-

ga:ning with the fac-

ulty 172 35.2 171 36.8 294 63.2

Credit by examnination 455 91.4 470 98.3 8 1.7
External degrees 83 17.5 277 62.4 167 37.6

cr:ef acadenmic officer
teaches classes 89 18.0 220 46.3 255 53.7

Faculty participates

directly in the selec-

tion of academic ad-

ministrators 265 53.6 327 68.7 149 31.3
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Presently exists Should be Should not be
Practices _ Freq. Freq. ) Freq. )
Taculty formally
evaluate acadenic
administrators 162 33.1 345 74.4 119 25.6
A "prading' system
of pass-fail only 48 9.9 101 21.4 372 78.6

System of evaluating

students utilizing

only #rades of A, B,

C, ana incomplete 159 32.5 246 52.8 220 W7.2

Coaciusions

=2e f£indings of this study provided the basis for the following
ceneral conclusions:

i. Most junior college presidents had delegated the over-all
responsibility for the instructional program to a second
acheion chief academic officer. This organizational struc-
ture existed at eighty-seven percent of the institutions
studied,

he chief academic officers of the public junior colleges
rudied ranged in age from twenty-eight to sixty-five and
vypicaily were Caucasian males, married, and veterans of
military service. Less than three percent (2.3 percent)
were women, only 5.8 percent were unmarried, and just six
s2rcent of the deans represented minority groups. Less
*han a4 third (32.6 percent) had not been in the military
sarvice.

-~ua most cormon title for the chief academic officer was
dean of instruction. More than forty-eight percent of the
‘unior collieges studicd had chosen this designation.

L. “onslstent wi<h previous studies, deans of instruction had
served in that capacity for relatively short terms of
service. Those deans studied averaged 4.4 years of service
as the caief acaderic officer.
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Apparently, previous administrative experience was con-
sidered a very significant qualification in the selection
of junior college deans of instruction. More than eighty-~
three poercent of the respondents were administrators at
educational institutions immediately prior to their present
appointment, :

Deans, too, considered administrative experience a.very
important factor in preparing a chief academic officer

for nwis vesponsibilities. Approximately eighty~-one per-
cent of the deans studied regarded their previous adminis-
trative experience as the best preparation for their
assignment as chief academic officer. This conclusion

was further substantiated by the fact that deans recommended
an internship more often than other proposals for the prepa-
ration of chief academic officers.

Senerally deans of instruction earned their bachelor's and
master's degrees in a teaching discipline and among those
deans who completed advanced degrees (master's or higher),
administration was the iost comnon area of concentration.
iost deans of instruction specialized in social science,
secondary education, and science in completing both their
hacheior's and master's degrees. Advanced degrees were
nost ofter. completed in higher education. At the doctoral
ievel, sixty-one percent or 288 deans who had earned that
depree concentrated in higher education.

Anpareatly the master's degree was regarded as the minimum
educational degree generally required of chief academic
oflcers. Of those few deans who did not have a master's
Jesree, only one had not earned either a specialist's or
a dostorai Gegree. A significant percentage (twenty-three
mercent) had earned a specialist's degree. A much larger
sepcencage (fifty-seven percent) had earned the doctorate.
~a number of deans who had completed the doctorate repre-
ernted a very significant increase. The most recent pre-
us study (Latta and Hartung) reported that only forty-
¢« percent of the deans of instruction held the doctorate.

L]

vhe foraal acadermlic preparation of chief academic officers
sonerisuted signlficantly toward their understanding of a
“ilmitaed number of instructional strategies, proccdures,

and functions. A majority of the deans either "agreed
seroaciy™ or "asreed" tnat tueir academic preparation
Famillarized them with learning theory (seventy percent),
curriculum desisn (fu.1 narcent), philosophy of the junior-
community coileje (51.1 percent), and techniqucs of evalua-
ting instruction (50.3 percent).
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19, Their formal academic preparation did not provide many of
the deans with an understanding of instructional strategies,
procedures, and functions., At least forty-four percent of

- the deans of instruction studied believed that their academic
preparation did not familiarize them with the following:
collective bargaining and negotiations (64.8 percent),
techniques and procedures for sclecting classroom furniture
dand equipment (59.5 percent), programmed budgeting (58.1
rercent), physical plant piannin; and supervision (850.1
percent), management by objective (48.2 percent), techniques
and procedures for selecting textbooks (45,2 percent), and
programned instruction (44,4 percent).

41+ 700 much time was spent on routine administrative tasks.

The allocation of time should have more closely paralleled
the importance of functions. Deans reported that they

spant twenty percent of their time performing routine admin-

istrative tasks, more time than they devoted to any other
function.

+2+ Several issues and concepts were not receiving sufficlent
empnasis in many community colleges. The percentage of
deans who believed that instructional accountability, be-
havioral objectives, and non-traditional study should be
emphasized was considerably larger than the percentage of
institutions which emphasized these same issues and con-
cepts., .
+3. 2cause of several factors, it can be anticipated that
dministrative and academic practices may be altered in
ne future. The attitudes of deans reflected in this study,
the fact that deans represent the greatest source of junior
coliepe presidents, and the faect that fifty-three percent
of the administrators studied here aspired to be junior
Solizse presidents, all seemed to affirm the potential for
cianze In the future. Deans were opposed to the practice
of psrantinn professorial rank, coliective bargaining, chief
ac1iemic offlcers teaching classes, and grading systems of
sass-fall only. ueemingly, tenure practices would also be
suninct to change. Tenure existed in 76.5 percent of the
instirtutions studied, but only 58.8 percent of the deans
zalieved it "should be." It would appear that several
2tier practices mirht occur more frequently in the future.
A% ierast a majority of tue deans of instruction studied
caloavea that the fallowing practices should exist even
©.0uza they occur presently in inss than a third of the
institutions studoiel: external degrees (17.5 percent),
merit pay for faculty (30.4 percent), merit pay for adminis-
trators (36.5 parcent), system of evaluating students
sutilizing only prades of A, b, C, and incomplete (32.5 per-
cent), and factuity formal evaluation of academic administra-
tors (33.1 percent). :
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The findings of this sfudy generated the following recommenda-
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. It is vrecommended that studies be made of graduate programs
aesigned to prepare junior college administrators. Particu-
lar attention should be glven to how specifically these pro-
LTARS are geared to the )unlor college and whether they re-
flect an awareness of {ts unique functions and problems.

Tae ‘Luuxngs 0. tihis study would help identify potential
areas for close scrutiny and evaluation.

¢+ it is reco:mended that studies of internship programs be
mdde and that mouels be developed which could be incorporated
into graduate programs eithar as options or as requirements,
particularly for those aspiring administrators with very
limited experience.

3. It is recommended that in-service activities for administra-
tors and their potential be carefully examined. These types
of experiences could Le developed as a continuing education
srogram for practicing deans of instruction. National needs
shoulid oe identified and communicated to federal agencies
which administer grant programs such as the Educational
Jeveliopment Prore”SJOns Act so that allocations could be
directed to priority proposals.

w. Jabbatical leave plans should be studied particularly as a
potential means for providing learning opportunities which
ceans of instruction desire. Sabbatical leaves of short
duration anc periodically scheduled could provide opportuni-
ties for deans to teach, participate in internships, or be
exposed to vocational-technical education including the
world of work.

5. It is recommended that studies be made of the impact of
collective bargaining upon the office of the chief academic
officer. Many writers nhave described the academic dean as
tha man in the middle betws=en the president and the faculty.
Collective uar.a‘n;nb oeen¢nblj alters this orientation as
«ell a3 relitions In general. Such a study should also con-

der tae anac: of collective barpaining on the allocation

e dean's tine with rejard to sitting at the bargaining

A% Weili as reviewin,s srievances filed apainst the

inituration. The influence of collective bargaininy upon

T2 nutan relations aspect of the dean's role should als0 be

wAhdamined,
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o I% i3 recommended that studies be undertaken to deternmine
mathods of impliementing those practices which deans of in-
3EPucYion apparently support quite staunchly. The concept
wf marit pay shouid be studied as a possible alternative to
coLll “C“LVF bargainlas. Plans which allow faculty an oppor-
tunity to evaluate administrators shouid be studied and
svaiuated,

ERIC Slaa Andarson




