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This paper descrbes the factors re-

ported to be wnportant in the d03|gn

um)lom(xnlatuon dnd evaluation of profes- .,
.smnal (1cvelopmom programs for depart-

ment charrs The paper aiso considers
sorie results trom @ goal-focused evalua-
hon of the six- year-old program to train
new department heads in the nine state
universities of Florida, a program that is
being adopted across thelu.S. and Cana-
dd /

~_The tirst section discysses the wide-
sproad recognition of @ need to train
chaws and some nnporgant characteris-
tes ot such programs. The second sec-
non dis Cr:bosthnmean by which instity-
normladmnnslratorsca assess the necd
tor training, and the Ia t section reports
the tesiilts of several t[a[mng programs,

whichh should complete the information
mstitutconai othicials n}.\ed to decide the

tor the professiondl development of de-

partment chairs
- BACKGJOUND

The importance p! the position of
department chair haslbecn r recogmzed for
decades. butonly in r]ocent years has any

serous responée een made to the
ﬁg them (dennerich

1981). |

if one orgamzatrop had to be |dqnt|1|ed

as significantin the furtherance of training’

tor department chairs, it undoubtedly
would be the Kellogg Foundation. In 1977,

it funded the developmem of a model

4
3
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training program. preparation.of materials
for use by participants, and pilot testing of
a model program in Florida. Later, the
American Council on Education (ACE)
was supported by Kellogg so that 12 state
systems of higher education could imple-
ment the model tramlng program; ACE
also edited and published a volume of
materials used in the workshops (Tucker
1981). The latest efiort supported by
Kellogg and its director expands the ap-
plicability of the training program to in-
dividoal and systems of communny col-
leges, - an arrangement coordi nated
through the Americdn Association of Com-

munity and Junior Colleges All of this ac-

tivity indicates a clear interest in profes- -

sional training of department heads.
.The need to train depariment chairs
arises from a variety of factors (Olswang

. and Cohen 1979). A high rate of turnover

for chairs creates a distinctive need.
Heimler (1967) suggested nine reasons

for chairs resigning; they include the indi-
viduals’ personal attitudes as well as prob-
lems with organizations and their policies.
Chief academic pfficers often believe that
many of these difficulties can he ameiio-
rated through training. Providing training

each year for the new'group of departrnent

chairs is one.way to help them become

eftective very quickly—even more neces-
sary when a new chair comes from odut-
side the institation and has to anlearn old
policies and procedures and learn new

ones. In some iistitutions, new adminis-

/ trators—and chairs thodght to be candi-

dates for higher administrative posts—
have been trained.

The nedd for training also may arise
when @ college or university wanis to
enhance the general quality of ddmiris-
tration (Scott 1978). Well trained depart-
ment chairs can aid an jnstitution as_it

confronts declining and changing enroll-

.ments; shrinking financial support, and

changing priorities in the society at large.

- Affirmative dction programs and the

necessity to be familiar with procedures
for collective bargaining and grievances
have dlso underscored the need for train-

ing programs: Previogs training programs

focused on the improvement of faculty
teaching and course materials. Programs
for administrators were usually ad hoc.or
provided outside the organization, for

example by the training inslitotes of ACE
and other national associations.

National associations for the academic
disciplines, of which English is a prime
example (Booth 1982), have sponsored

ongoing programs for department heads:
New programs, like those sponsored by
the Kellogg Foundation, hiave focUged on
many of the details that are critical {
effective administration of a departmex.
Thiey are sponsored al the system levels
so that persons from ditferent campuses
can learn from one another; their expe-
rienced peers, and the experts.

The most recent description of tralmng
programs for department heads can be
found in Booth (1982). The programs are
grouped according to the extent to which

f .
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developmcnt or mtervennon for crhaingieirs
identihable - for m\.uupln

pose that help
ciarify roles. those that useipeer learning

~and disciplinary training, and those that

deal with basic problems (pp. 24- 30).The

_ Kellogg program contains 12 sub;ecl units:
(1) responsibilitics, roles; and powers of .

dcparlmem chair: (2) types of depart-
merits; leadership styles: delegation; and
commiltees: (3) facuilty grievances and
unions. {4) taculty evaluation; (5) perfor-
mance counseling—dealing with unsatis-
factory pertormance: (6) assigning and
reporting taculty activities: (7) facuity de-
velopment-—encouraging proiessuonal
giowth; (8) departmental decision making
and bringing about change: (9) dealing
with conflrcl and madintaining racully

dcvclopmo action plans {11) the budgel
cycle--preparing deparimental budget
requests and persuading the dean; and

(12ymanaging departmental resoorces——
time, people. an/d money.
TheIneralureconlamstewdelarls about
the programs. however and interested
rcaderscomacllhe aulhorscnedforaddr-
tional information.
Betore committing themselves to the

development or porchase of g program:
adiministrators should exammc local
needs. Traming progrdms reccrvrng the
greates! support have been those de-
signed to meet individual desires tor

ymprovernent rather than those directed
toward institutional or organizationdl de-
volopmont(Scotl 163/8) Unformnaloly an
institution or system wplhout a strong
sense of whatis best for it is most likely to
contribute 1o .department heads'  role

arnbiguitios and role conflicts, 1wo difficul-

ties that underlie many of the problems

faced by depariment heads

DETERMINING THE NEED FOR
TRAINING

An important way to delermine the

‘need for training before the situation

becomes crtical 1s o carelully examine
the |ob and role characlensucs of all

chair's role exist These dll‘tercnccs can
be found armong chairs in the sanie disci-
piine and among chairs within the same
school. coliege. or umversny Some other

ditferences that give @ particular cas! to -

the role of chatr are whcther departments
are large ur small and. whelher lhuy are
located in urban. research- oriented, or
older nstitutions (Waggaman 1982). IMem-
bership in a@ collective bargammg tlmlt or
designation of the chair asa profes ional
administralor may also color thg role

Page 2

etal.

{Ehrle and Earley 1977). The only ditter-
gnces betwesen chdirs in various disci-
piines has been found between clusters
of chairs {a clister being a group of

related disciplines; for example; the iife
sciences). Differences in clusters are

sigmfrcant in lhe role lhat chaits played in’

1979). .

A dctailed examination ol the “role of
chair can  begin with @ specification of the
ideal characterislics expecled of the per-
sons elected or appointed to the position
50 that it can be used in the specmcanon
of a su of dcsrred characlerrsl-:s orcom-
Slro*ng character; an administrative frame
of reference, admlmslralrve performance

skills; ability in haman relations counsel-

ing,and outstanding professional ability in

.an academic field are probably the most

impariant traits of an ideal chair {Heimler
1967). A more furictional inventory of the
chair’'s role inciudes four required skills:
planning, communicating. representing.

negotiating; coordlnatmg andfacrlnatmg

“problem solvung organizing and adminis-

tering {Roach -1976). Even more detailed

lists of functions are possible {see, for
example; Hill and French 1967 and Hoyt
and Spangler 1979). One study thatasked
chrits to rate a predefined list of skillsand -

compelencies needed in their job includ-
ed a broad mixture of items, with charac-
ter integrity ranking most important and

tand raising abilily last (14th) (dennerich
1981). This study, according to the author,

shows “unequivocally that there i5 @ uni--

versal set of competencies that alf chair-
persons consider necessary for their jobs™
(Jennerich 1981 p. 54). The concept of
leadership is broader in Brown (1977),
which emphasizes instruction and scho-
larship. Brown's humane view of aca-
demic administration illustrates the rela-
tionship belween parts of the hierarchy
abovc and bclow departmcm cha:r

|ng need 1o train chairs should consrder
whether training is likely to solve any prob-
lems. For example. comrmunications prob-
letns often have their roots in role conflict
(Carroll 1976): and role conflict for chairs
usually cmanates from college deans.
other chairs, university adiriinistrators,
and faculty. Perhaps these other pcople
neod lraining as well if confused respon-
sibilities dre to be resolved

The problem perceived to requirc some
training for chairs can be clarified as var-
ious institutional records are explored o

determine the extent and the kind of train-
ing that m.ght be needed. For exampie,
institutional self-studies, often completed

in preparation for accreditation visits, and
the subsequent accreditation reports often
contain indications of needed training. An

examination of the perennial problems

coming before a -faculty senate or the
most frequem faculty grievances filed can
dlso indicdte such rieeds. Department
{and school) program reviews and self-
studies prepared for professuonal accredi-
tation or long-range planning can-also be
helpful (Booth 1977). If academic pro-
grams are reviewed across several insti-
tutions, the comparative results may be
very informative. A thorough program
review will reveal mach aboat the admin-
istration; governiance, and productivity of

- a deparlmem and the success of iis head.

(A program and its head are citen per-
ceived as one and the same (Hengstler et
al.1981)) .,

Surveys of deparlmem chalrs before

ie,S',SDQ}{',d be consr
evaIUeron\The test can ask for.cpinians
abouta needforlrammg {Jennerich 1981}
and can ask for answers to guestions that
wouid test a person’s knowledge of the
functions, roles. and skills necessary-to
sowe or ameliorate typical problems con-
fronting a chair. The test shouid not be
used in conjunction with or as 2 substitute

for annual evaluations of chairs because

lrammg surveys of this kind need com-
plete responses untontaminated by the
chairs’ reactions that might be based on
anxicties about job security

Another kind of survey that has been
Lsed to siudy department heads relies
upon faculty members 10 rate the effec-

tiveness of lheir parlrrular chairs. Faculty
cvaluate dcpaﬁmc,nl hcaos on a one-;
durnensronal factor. which may be a result’

“both a gcnorosny error and a halo

'.’an'c'cr (Flongsticr ot al p 271) Some of

the dct yities Hdigstier et @l used o rate

chairs; however; may have been tno qen-
eral lo mca"uro spcmho attnbutes.

In a snmlar '-appmach but without (‘ol :
lecting new dala. givaluation reporis by a
dean (of chairs) imight be researched for
any pattern of @ need for training Such
reports woold be especially valoable if
perfdrmance had been evaluated. Eva-
tuatioriis still subjective enough. however

(Frsher 1978: Reid 1982): thal it 1s less

“ rohabie or useful lhan other methods tor

determining a need lor training

Additional mtormalron and consultation
about the assessment ol needs can be
obtamed front experts on and off campus.
The Higher Educatinn Managément insti-
tute'sProgram Handbook (1978) contains
a section on such assessment and con:
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Orice tiveds have beeh assedsed and a
o tnnng contimied sevenl
'i‘ux‘,l Ber decide li Should a pre
pacaiged program  be ;mik hased or
SO DCEE I AInING e develiped” Cmv.g
ocal trane 4 program He dave loped wilh
soverdl other insiitubons to spread the
COSE dnd to GHLAI e input ot @ hetero
deneDus s of people? What matenals
be used ?Where are the best tacn-
and the bist location for the ses-
U H oW sy docal indgdors and now
Ty O TS iwn-iwtk‘ will bo tsed? Sh’dhid
HANING Sei e use a lecture or discus:
Sion forgit Tn-x 13 issiies roviewed in
the canduct of the Kellogy Foundation
\.'vorr\s'hupw arir discussed in Waggaman
Sass. Section i These points colild be
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usedas a gudato plan and dt,vo'op other

tainng programs. An excellent detailed
discussion of il ands of training pro-
arams for chars can be found in Booth
1982y Experienc e ddult education tac-
Ulty dnd raming program designers on
e stalts of professional devdopment
and continuing education offices can as-
Sshin designing a training program

TRAINING PROGRAMS AND
RESULTS

Vt 1y little is reporied aboul the consv
quences of lrammq programs for chiaire,
although this gap s partially remedied in
Booth (1982) This section rovicws the
results of thatfew reports published about
training prodrdams  Four questions were
asked m the review Who bdﬁibélcs"
What diz they iearr ? What happens to pdr -
ncipants atter the training sessions? Were
mf* nrograms suceesstul? The answers
shouold Beip create realistic axpoectations
ahout traming prograims for chars

First, the participants VGlunleers #@p-
pear to be the largest group Somo Pro-
granis are des:gm‘ri 1o a.?ract voluml‘(‘lb

pu)(.odmos Plough 1979) NOmmc(.s are
anather group, they night be recommend-
e for rimming becadse they are new or
because they nead tr alnmq n a spcrmr‘
skilt -Older chairs dre somietinies recru-
nrcd 1o attend 1 ammg sessions bocause
of their wxpenence anu understanding. It
15 the perception of those who have
reviewed traiming programs that arts and
hamanitics chairs may ‘be among lhe
mostreluc ldm to participale t)c auscof a

< Othiers hrom

fear they will be mfected with a “manage
nal mentahty ” bnmc‘( vidence suggests
that the most competent persons are the
ones most ikely o participate in devel-

opment actvities (Garlock 19795 Cuiii

pulsory atlendance can be required at
taming  sessions, of course. “but that
approach places a :cjfi.(il barden on the
treoming staff ty constantly jusbfy them:
sehvog

What do participants learn? Most o

iai traiming ] programs tocus on leader -

ship, administration. and. or cormcolam
and ‘inistruction (Doersom 1980) They

may vmphas:u mlcrp(‘rsonal skills (Gil-

bert et al 1977 The individual subjects
may be very broad or specific directed

Sloward changing attitedds. or designid

nyng new skills and groblem solv-
ing "OnNd evaluat:on reported that ~has
learn many thine: ot p(lrl of the tori
curniculum at m('mrml or state conferen-
ces (Waggaman 1982, Section V). Chaurs
reported that the three greatest insights
coring. from the workshops were ideas
and solutions 1o probleiiis froin the spe-

cific topics covered (19 pm(mr Of !Oldl
respondents). feeling better about one-
scif: thatis increased self-confidenice in
the role of chair (13 percenl). and being

for ledm

depariment problems (4 percent) Olhﬂr
and uwiexpected |n3|gh!s included the
conS|dcral|on of rr‘Slgmﬂg or decndmg to

that “m; prob{emq are not umquc' (1.5

pcrct‘nn

benetits The mosl trequemly mentione-t
were. the opportunity for discussion with
ifferent’institutions (26 per-
cent). the opp rlunnylo pare tne pol-
icies and practices of others (6 peicent),
and the opportonity:io build a group spirit
among chairs and deans from the same
aniversity (6 percenl). The unportanco of

dpparum This interaction Icc‘ 10 lho crea-
tioni of suimic informal networks ot chairs
for bfoblom solving; matual support. and
plannirig.

What did the chairs do with their new
krowledge and-skills afier their training
sessions”? ParvaIpams froin some pro-
grams rughl atlempt 1o implement ther ;
new ideas. but other entirg groups could
lack sufficient motivation 1o do anything
{Shiogren 1978). In Florida. 41 percent of
the chairs described an important event
or situation occurning sfter a workshor in
whlch Ihey were aldcd by inforime.ion

relations; Ioadcrshlp of the doparlmcm

<

P

Jane s 01 thﬁqc mwond(*ms a Imgo
poerceritage indicated they applied infor -
mation gainad at a works hu;\ and othors,
wiote they were able to identity and antic-
pate: problems and previe Mt hgin because
of what they had learmed

Ware tho reported training programs
considered suce r*sxtul 2 Yes i part

Thie: g uupw/u( :»r’(h“m diesullsii
the aean active!s suppotted the whee of
QUITTITIS I GEVC g, ol e Cran know
thal vaiing was /m/)rz/hsr'l ant mau -
[ned requent coniact with the cnan
{Booth 1882, p. 30

One program was siccesstal n lems of
socialization and role (reidefimtion “and
somewhal weak in terms of the specilic
skilidevelopment objeetve P’ough 1979.
it 104 The chair and e dity neaed dpprog -

- nale mcentives if tra nmq 15 10 b produc-

tive (Shtogren 1978, p. 1931 The gcal of
the program in Flonda was to introguce
change n depastmiental admiustration

‘and lcadership (Waggamari 1982 Inthat

rospocl lhcprograrm,ould hc consndcrcd

(“h(urb atlempted t() implement some
procedures like those read about and dis-
cussed al the' workshops . When asked
about the extent to. whrch they were able
1o implement in their departinient " the
s they said werc necessary at the
erd of a Workshop, 29 percent of ihe
respondents claimed success; 50 per-
cent were able to- implement partial
change: and 21 percent indicated failure

Probably the mosi importani conse-

mmnc of the Floride programi. especially
for new chalrs was lhal lhe workshops

stead: when chairs recognize and undcr-
stand the commonahity of problems facing
theny then they can troat departimental
altairs objectively and apply various ana-
lytical frameworks and alteriiative solu-
tionstot um(Waggamarn 1U82:p 52.53)

Thu nccd for better (iv‘p(mmunlnl ad-
minigtration during very dithicalt tiics has
spurr( d the decision at many institutions
thaat ehairs need soime Kind S training To
be meanmglul. -a definit.on of traiming
needs should rely Upon J thitgugh under-
stanuing of lhc role of chairs and the ways
in which tramung may teach problem-

solving skills: reduce: role contict. and
clarty expectations. These objectives can
be at least partially achieved. given what
we now know abont prm;r ms alr(ddy

andoenaKken
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