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n The Community College Presidency,

George Vaughan provided us with
the first major examination of the
community college chief executive offi-
cer. He continued his analysis of the
position with his 1989 volume,
Leadership in Transition. Together the
two volumes constitute what many
scholars and practitioners consider to
be the definitive statement on the
community college presidency.

In this velume, Vaughan turns
his attention to an analysis of the
community college’s chief academic of-
ficer. Using many of the same ap-
proaches he used in his studies of the
presidency, the author breaks new
ground in understanding this impor-
tant position.

Community college faculty, ad-
ministrators, and board members will
find the volume invaluable as they
continue to understand the role of
the community college’s chief academ-
ic officer. The deans who are the sub-
ject of the study will be able to relate
to much of the material covered in
the volume and will certainly find the
material useful as they evaluate their
own performance. Presidents and
faculty should gain a new apprecia-
tion for the role of the dean of in-
struction. Board members can use the
book to learn what the next genera-
tion of presidents will likely look like.

George B. Vaughan is the direc-
tor of the Center for Community
College Education at George Mason
University in Virginia. He was a com-
munity college president for almost 17
years prior to assuming his current
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v position and was selected as one of
the 50 most effective presidents in the
nation. He was the dean of instruc-
tion at two community colleges prior
to assuming the presidency. A former
member of the Board of Directors of
the American Association of Commu-
nity and Junior Colleges and former
chair of the AACJC Presidents
Academy, Vaughan is well known for
his many writings and speeches on
the role of the community college in
America.
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Preface

n 1966 I took a leave of absence from my position as an instructor

of history at a branch campus of Virginia Polytechnic Institute and

State University to return to graduate school to work on a Ph.D.

in history. While I was in graduate school, the state of Virginia passed
legislation creating a system of public community colleges. The branch
campus where I had been employed was to be absorbed into the com-
munity college system prior to my return.

Don Puyear, the director of the branch campus and the soon-to-be
president of the soon-to-be community college, asked if he could pay me
a visit. The purpose of his visit was not to inquire about the progress
of my Ph.D.; rather, he came to ask me to be the dean of instruction
at the newly created community college. My response: “What is a dean
of instruction?” His response to my response: “T'll be damned if I know,
but if you want the position, we'll find out together.”

Two deanships, two presidencies, a Ph.D. in higher education rather
than history, and over two and a half decade’ later ] am prepared ai jeast
partially to answer the question I posed so innocently and so long ago:
“What is a dean of instruction?”

Much has happened over the past three decades to the community
college. Playing a key role in the development of these institutions has
been, is, and likely will be the dean of instruction. Indeed, president after
president with whom I have talked agree that to have an outstanding
community college one must have an outstanding dean of instruction.

In spite of the importance of the dean of instruction’s position, how-
ever, very little is known about the individuals who occupy these critical
positions. What are their family backgrounds? Academic preparation?
Perceptions of their roles? And what does the future hold for the com-
munity college as many of the current deans move into the presidency
of these institutions? These, and a number of other questions, will be
addressed in the following pages. In addition to providing answers, a
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- number of questions will be posed, especially to those individuals respon-
“sible for employing the future leaders of these important institutions.

DEFINITION OF TERMS

The title “dean of instruction” is used to designate the person responsi-
ble for the instructional program at the community college, or, stated
another way, the institution’s chief academic officer. Some colleges use
the title academic dean; larger ones often use academic vice-president.
While titles vary from state to state and from campus to campus, the
most cominon title tends to be dean of instruction, the one | have chosen
to use in this study. Cccasionally, in order to avoid repeating dean of
instruction each time, I will use the term academic dean, chief academic
officer, deanship, or stmply dean when discussing the dean of instruction.

The term “community college” includes public two-year technical col-
leges and public junior colleges as well as public community colleges. Only
public institutions are discussed in this study.

“President” is used to refer to the chief executive officer of a public
community, junior, or technical college. As is the case with the dean
of instruction’s position, the chief executive’s title varies and includes chan-
cellor, director, and superintendent-president.

METHODOLOGY

A number of approaches were used in conducting the study. I drew
upon my own b.ief experiences as a dean of instruction at two commu-
nity colleges and upon my extensive experience (17 years) as a communi-
ty college president.

A “Career and Lifestyles Survey” (CLS) almost identical to the one
I used in developing parts of the book, The Community College Presidency
(Vaughan, 1986), was sent to the individuals identified by the American
Association of Community and Junior Colleges (AAC]C) as the chief
academic officers of public community, junior, and technical colleges.
Gathering essentially the same type of information on the deans of in-
struction that I gathered on the presidents provided a basis of compari-
son between the two groups. Part of the information gathered from the
survey of the deans was used in a chapter in my second volume on the
community college presidency, titled Leadership in Transition: The Com-
munity College Presidency (Vaughan, 1989b).

i1
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In separate surveys, I surveyed female, Black, and Hispanic deans.
These surveys were essentially duplicates of the ones I used to survey fa-
male, Black, and Hispanic presidents, again providing a basis of compar-
ison between the deans and the presidents. The results of the presiden-
tial surveys are reported in Leadership in Transition (Vaughan, 1989b).

Those deans identified as leaders also were surveyed regarding their
views on the dean’s position. The survey used was essentially the same
as:heeneusedtommvpr&identsidenﬁﬁedasleadmbydmirpeers,
theresxdtsofwhichwerereportedinm&mmmycwsge?reﬁdemy
(Vaughan, 1986). As above, by using essentially the same survey, the
deans identified as leaders can be compared with the presidents so iden-
tified even though the method of selecting deans to participate in the
survey differed from the method used to survey presidents identified as
leaders by their peers.

I conducted extensive interviews with 15 deans of instructions from
13 different states. A major purpose of the interviews was to offer the
deans an opportunity to discuss their positions in more detail than was
possible on the survey form.

Whereas with the study of the presidency I found a number of sources
dealing with the subject, most with the four-year college presidency, I found
very little published on the community college’s dean of instruction; there-
fore, the references dealing directly with the subject of this volume are
limited. Nevertheless, a search of the literature on the subject was con-
ducted and the sources used, where applicable. I did not, however, attempt
to track down dissertations dealing with the dean of instruction’s position.

OVERVIEW

Chapter 1 provides an overview of the role of the dean of instruc-
tion. Included in this chapter are definitions of the dean of instruction’s
position. Special emphasis is placed on the role of the dean as the instd-
tution’s chiag academic officer. . o

Chapter 2 provides an intimate profile of current deans of instruction.
anﬂybackgrmmdis&axssed,asiseducaﬁomlbackgrmd.m&apm
compares current deans with current presidents in a number of areas.
Are current deans mitror images of current presidents? If so, so what?

Chapter 3 examines the pathway to the deanship, Division chairs
often become deans of instruction. What are some other avenues to the
deambip?lncludedinthischap:erisadismssionofsomeof:hethmgs
the deans were not prepared to face upon assuming the position.

12
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Chapter 4 discusses the frustrations and satisfactions derived from
being a female dean of instruction, including looking at some of the ob-
stacles faced by some women on the pathway to the deanship. The ques-
tion, “Is the dean of instruction’s position asexual?” is answered.

Chapter 5 approaches Black deans in much the same way as Chap-
ter 4 approaches female deans. Black deans are asked if the dean’s posi-
tion is aracial? And, if not, why not?

Chapter 6 continues to look at minority deans, covering much of
the same ground with Hispanic deans that is covered with female and
Black deans. All three chapters are important in understanding the com-
munity college as well as the dean’s position.

Chapter 7 is devoted to leadership. In this chapter the views of the
deans are compared with those of community college presidents. The
similarities between the two groups are striking.

Chapter 8 offers advice for those who have the dean of instruction’s
position as a career goal and for deans who have as a career goal the
community college presidency. Included is a discussion of how one can
enhance one’s chances of becoming a dean and a president. This chap-
ter cen be especially important to those deans who have not developed
a clear career path leading tn the oresidency.

Chapter 9 concludes the volume with a series of conclusions and
recommendations, including some recommendations from deans to presi-
dents on how presidents can more effectively work with deans of instruc-
tion. The chapter also includes some things that deans want from
presidents.

13
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art [ of this volume (Chapters 1-3) provides the setting for the

remainder of the volume. In this section, a very brief look is taken

at the evolution of the dean of instruction’s position, including

a mationale as to why the title itself is important. Current deans of
instruction offer their definitions of the position. The deans’ definitions,
in conjunction with the few sources that were available and examined,
provide the reader with an overview of the dean of instruction’s position
in the total scheme of community college education.

Part I also provides a number of statistics and information on those
individuals who currently occupy the dean’s position, including infor-
mation on the deans’ family background. Much of the information on
the deans’ background came from my Career and Lifestyle Survey, re-
ferred to in the remainder of the study as the CLS, which was sent to
the deans for data collection purposes (See Appendix 1). A number of
deans discuss what influence, if any, family background has on the way
they view the dean’s position.

Finally, in order to provide the setting for the remainder of the vol-
ume, the pathway to the deanship is examined in some detail. Selected
deans discuss how well-prepared they believe they were upon assuming
the deanship. Frustrations and satisfactions are a part of all professional
poritions; the dean of instruction’s position is no exception, as a num-
ber of deans acknowledge. When helpful, the dean of instruction’s posi-
don is compared with the community college presidency. The reader may
be shocked to find how closely current deans of instruction resemble

17 ?
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current presidents. With this in mind, a question the readers might ponder
as they read this first section is what the future community college
presidency will look like, assuming a number of the current deans will
be future presidents.

Seen
ey




An Overview

n the preface to this volume, the question “What is a dean of in-
struction?” is asked. A first step in answering this question is to de-
fine the term.

The dean of instruction is defir= ii this study as the institu-
tion’s chief academic officer, that prerson who is responsible for faculty
recruitment and development and p.rogram identification and develop-
ment, and who has the overall responsibility for the institution’s aca-
demic program. The dean of instruction reports directly to the president
of the institution and is a member of the president’s administrative team.
The dean of instruction’s major constituencies are the teaching faculty
and those administrators, such as division chairs, who provide support

for the institution’s academic program, and ultimately the students.
' Titles are important, I believe. On the community college campus,
the dean of instruction is the counterpart of the academic vice-president
or provost at four-year institutions. The temptation was to title this study
“The Academic Dean,” rather than “The Dean of Instruction,” in order
to comply with the more popular terminology used by much of acade-
mia. To have done so would have, however, run the risk of having some
readers confuse the dean of instruction’s position with more traditional
deans, such as the dean of arts and sciences, although in most institu-
tions that have deans of schools and colleges, it is clear that they head

5




6 / THE SETTING

a segment of the academic program and report to a provost or academic
vice-president who is the institution’s chief academic officer.

Defining the community college’s chief academic officer as the dean
of instruction immediately opens doors of confusion, for the title given
to the chief academic officer in community colleges varies from campus
to campus. For example, some campuses use the title of dean for other
positions that report to the chief academic officer, especially on larger
campuses where titles such as vice-president and provost are used. Titles
used by community colleges for the chief academic officer include aca-
demic dean, academic vice-president, vice-president for instruction, in-
structional dean, dean of the college, and sy number of other titles that
are used at a particular college at a particular point in time. In addition,
community colleges often use the title “provost” to designate the head
of a campus in multi-campus or multi-college operations; in many cases,
the provost also serves as the chief academic officer for the campus. Defi-
nitions aside, however, each institution recognizes its chief academic of-
ficer as the person responsible for the institution’s academic programs,
the academic leader who works directly with the faculty. As one source
notes, the chief academic officer must have a view of the “academic health
of the entire campus,” including determining if there are “soft spots” in
the curriculum, a productive and satisfied faculty, and support services
that help to create an atmosphere in which students can reach their poten-
tial (Wolverton, 1984, pp. 13-14).

AN EMERGING TITLE

A 1973 survey of all of the deans of public community colleges found
that 48 percent of the chief academic officers had the title of dean of in-
struction (Anderson, 1973). Another study conducted 12 years later found
that in the state of Kansas 84 percent of the chief academic officers used
the title “dean of instruction” (Parker & Parker, 1985); in Virginia, the
official title for the chief academic officer at the state’s 23 community
colleges is dean of instruction, although recently a number of colleges
have combined student services and instruction under the ubiquitious
title “dean of the college,” a position that encompasses admissions, thereby
making the responsibilities of the dean of the college resembl. more closely
those of the provost at some four-year institutions.

Today, “dean of instruction” seems to be the most common title used
by community colleges to designate the individual on campus who has
the major responsibility for the institution’s instructional program,

-
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including faculty matters. While titles varied, everyone interviewed for
this study understood the term “dean of instruction,” although those with
titles such as vice-president were careful to refer to their position by its
correct title, giving the impression that they feel the title “vice-presicent”
carries more prestige and responsibility than does that of “dean of in-
struction.” Nevertheless, the community college popularized the title “dean
of instruction,” making it its own, and thereby making it even more ap-
propriate to use che title “dean of instruction” for this study.

Until the community college popularized the term, the title “dean
of instruction,” while not unknown, was somewhat alien to higher edu-
cation’s lexicon. Indeed, one study conducted in 1973 on the dean of
instruction’s position noted that “the researcher set out to ascertain and
examine the characteristics, preparation, and actitudes of a very new two-
year college administrator. Had the same study been conducted 10 years
earlier, the results would certainly have shown that the chief academic
officer was the president” (Anderson, 1973, p. 2). (Maybe my question
asked in 1966, “What is a dean of instruction?” was not so naive after
all.) Those individuals who attended college in the 1950s and before recog-
nize such titles as dean of men, dean of women, and academic dean or
dean of faculties. Later generations recognize such terms as academic vice-
president, provost, or simply dean as designating the institution’s aca-
demic leader, although at universities made up of colleges and schools,
the dean normally is in charge of a school (school of engineering) or col-
lege (college of arts and sclences) and reports to an academic vice-president
or provost. Few of either generation were exposed to the title “dean of
instruction” until community colleges popularized the term.

No attempt was made to trace the origins of the title. One can specu-
late on how the term evolved, however. As is well known, early commu-
nity colleges emerged as something of a hybrid, drawing heavily from the
public high school and from higher education. A common title in some
public school systems during the 1950s and 1960s was director of instruc-
tion. The title “dean” was an accepted term in American higher educa-
tion by the early twentieth century. One can speculate, then, that com-
munity colleges may have borrowed the title “dean” from higher education
and that of “instruction” from public schools, thus the title “dean of in-
struction.” On the other hand, some four-year institutions, including some
former teachers colleges, used (and some few still do) the title “dean of
instruction” for their chief academic officer, thus suggesting that the title
was borrowed directly from higher education. My observations regarding
the origin of the title are pure speculation and are likely to raise more
questions than provide answers; moreover, whether tracing the origin of

o
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the use of the title in community colleges would shed light on the de-
velopment of these colleges in America also is subject to conjecture.

More important than offering a definition for the term “dean of in-
struction” or tracing the origins of the title, however, is an understand-
ing of the role at the community college, thereby partially answering the
question: What is a dean of instruction?

BACKGROUND

A brief ERIC topical paper published in 1974 discusses the role of
the dean of instruction at one community college. The study was written
by William F. Shawl, who at the time of the publication was dean of
instruction (he used the title “academic dean” for himself and in the title
of the topical paper) at Golden West College, California. The author
makes it clear that his study is not a “highly-researched, well-validated
study of the role of the academic dean” (p. v), but rather it is “the impres-
sions and ideas of one dean of seven years’ experience” (p. v). Nevertheless,
Shawl’s brief study provides a benchmark in the evolution of the dean
of instruction’s position and is useful in placing the position in perspective.

Shawl (1974) cites studies that assigned at least 41 duties to the dean
of instruction; one dissertation he cites developed a comprehensive list
of 168 duties associated with the position. Even after listing 168 duties,
the study concluded that deans of instruction lack a clearly defined set
of duties and, moreover, are required to perform duties that are not com-
patible with the position {p. 1). Turning to another dissertation that asked
deans to rank a series of 78 selected duties in terms of importance, Shawl
reported that the deans ranked in order of importance and as extremely
important: (1) coordinating and supervising instructional departments
and divisions; (2) formulating educational policy; (3) interpreting and ad-
ministering academic policies; (4) recommending or approving person-
nel actions, including promotions and dismissals; (5) recommending faculty
appointments, assignments, and salaries; and (6) providing for faculty par-
ticipation in developing curricula (p. 2). Shawl observed that, in their
daily lives, deans rarely stop to think about a job description; rather,
“The most immediate things are the relationships that exist between the
dean and the individuals and groups that he deals with in his leadership
role” (p. 2). (Shawl’s observation was borne out time and again in the
interviews I conducted with deans of instruction.)

In words as relevant today (and words that will win the hearts of
all current deans of instruction) as they were in 1974, Shawl captured the

S
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AN OVERVIEW / 9

complexity of the role of the dean of instruction in dealing with an ever
increasing number of external and internal forces.

It takes a very persistent and skillful dean to steer a new pro-
gram through a local advisory committee, the campus curricu-
lum committee, the regional planning committee, the local board
of trustees and, finally, the state chancellor’s office. After work-
ing with all of these decision-making and advisory groups, one
really wonders if he is providing leadership in curriculum develop-
ment. Others seem to be in control of the resources needed for
the program’s success, and they (not the dean) are really deter-
mining which programs will be tried and which will not. The
dean plays the persuader-politician role to get the new curricu-
g.tm which he and his faculty colleagues feel is essential for stu-
ents (p. 3).

In considering the above, the reader should keep the date it was written
in mind and realize that the author was the dean at a California com-
munity college, a state that prides itself (more so in 1974 than today)
on local control of its community colleges.

To conclude the discussion from Shawl (1974), he saw three major
roles for the dean of instruction: (1) interpreter/mediator of policies and
procedures; (2) advocate for the instructional needs of the college; and
(3) instructional leader of the institution. His conclusion is that “The
central focus of the academic dean's role will be as it has always been—
instructional leadership” (p. 16).

In a recent publication I discussed the role of the dean of instruc-
tion.! In my discussion I cited the example of a dean of instruction who
had been directed by a state agency to contact his counterparts at 15
four-year institutions, ranging in size and prestige from one with fewer
than 1,000 students to two major research universities with a large number
of deans (one had an academic vice-prusident and another had a provost
in charge of the acrdemic program) and very complex organizational struc-
tures. His frustrations grew out of trying to decide just who would be
viewed as his counterparts at the four-year colleges and universities. The
purpose of contacting his “counterparts” was to discuss transfer issues

*My previous analysis of the role of the dean of instruction Is found in Leadership in Transition:
The Community College Presidency. New York: ACE/Macmillan, 1989, pp. 109-123. Much of the
following discussion is taken from this volume.




10 / THE SETTING

between two- and four-year institutions. Who, in dealing with transfer
issues, are my “counterparts?” the dean asked, for most universities to
which community college students transfer require that students be ad-
mitted to a specific school or college, such as the college of arts and sciences
or the school of engineering. Schools and colleges have deans; one of
the universities in the state had six who might be viewed by a state agen-
cy as counterparts to the dean of instruction. Had this dean of instruc-
tion followed directions and contacted those who might be viewed as
his counterparts by those individuals unfamiliar with community colleges,
he would have had to contact approximately 38 individusls at eight univer-
sities and at least seven other individuals at the remaining institutions.

An understanding of the role of the dean of instruct.un, as is true
with so much else in the development of the community college, has of-
ten been gradual and somewhat by trial and error. Nevertheless, most
faculty members in a community college know more about the dean of
instruction’s position than they do about other administrative positions
such as the presidency if for no other reason than that they work more
closely with the dean than with the president. Nevertheless, the above -
example regarding the request for transfer information gives an indica-
tion of some of the complexities inherent in understanding the dean of
instruction’s position in a community college, a position that is in some
ways unique to these colleges and in other ways similar to other posi-
tions of academic leadership in higher education.

In an earlier discussion of the dean of instruction, I made an effort
to describe the role, placing emphasis on the broader aspects of the posi-

tion. My description follows:

For example, deans of instruction at community colleges perform
most of the duties assigned to the chief academic officer at small,
four-year private colleges; deans of instruction perform many of
the duties performed by provosts or academic vice-presidents at
major universities; they perform many of the duties performed
by the deans of the vatious schools or colleges within major univer-
sities (Le., passing judgment on faculty for tenure and promo-
tions); and many deans of instruction oversee the college’s con-
tinuing education program, a function performed by deans of
continuing education at most colleges and universities with a con-
tinuing education division. Deans of instruction even perform
some of the functions assigned to deans of professional schools
(i.e., accreditation and licensure) in those community colleges with
nursing and other health programs. To summarize, deans of
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instruction deal daily with college-wide issues; pass professional
judgment on all teaching faculty; report to and advise the col-
lege president; are rasponsible for the college’s programs of study
and schedule of classes; help with long-range planning; work with
the college’s public relations program; plan, monitor, and spend
a budget; deal with external agencies; and, in general, have their
fingers on the pulse beat of the entire college in a way that is
equalled only by the college president. The successful dean of in-
struction must be a leader with vision, a manager of details, an
advocate of the faculty, and a representative of the president’s
office. Indeed, the dean of instruction’s position probably requires
more time, energy, and attention to a myriad of details than any
other administrative position on campus, including that of presi-
dent. Significantly, the dean of instruction is the only individu-
al on campus who deals with the entire academic program on
a day-to-day basis. The dean of instruction has responsibility to
ensure that the college does not struy from its central mission
of teaching and learning, Ultimately, the effective dean of instruc-
tion serves as an ‘internal auditor’ responsible for maintaining
the college’s academic integrity (Vaughan, 1989b, pp. 110-111).

In an interview on the subject of the chief academic officer (Mar-
chese, 1989), Richard Miller discusses the findings of his study on the
chief academic officers at four-year and two-year institutions. Among his
conclusions is his belief that “There’s not much question that [the] CAQ
[chief academic officer] is the second most important position in any post-
secondary institution. Some people say it’s number one, but I think the
president has a broader set of responeihilities” (p. 3). Miller goes on to
note that “there’s been very little study of CAOs” (p. 3).

A sourcebook on the role of the chief academic officer, titled Leader-
ship Roles of Chief Academic Officers (Brown, 1984), provides insights into
the role of the chief academic officer. Particularly helpful in understanding
the role is the chapter, “The Chief Academic Officer: Argus on the
Campus,” by Robert E. Wolverton (1984), vice-president for academic
affairs at Mississippi State University at the time the chapter was written.

Wolverton (1984) believes the chief academic officer (CAO) must have
the following views: (1) up, to the president and governing board; (2)
dewn, to those administrators who report directly to the chief academic
officer; (3) sideways, to peers who are responsible for student services,
financial affairs, and similar operations; and (4) oblique, to associate and
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assistant vice-presidents, associate and assistant deans, and assistants to
the president.

At the same time, the CAQ must take a campus view of faculty,
students, and curricula; a system view to answer queries on such
subjects as duplication of programs, tenure and academic free-
dom, the quality of students, and the mission of this institution
as opposed to that of others in the system; and a national view
to be aware of new concerns and issues within the profession in
other parts of the country. Finally, for their own sense of sur-
vival and well-being, CAOs must occasionally have a review of
where they are going, what they are doing, and what they are
becoming (Wolverton, 1984, p. 7).

Wolverton continues: “The CAQ, then, like Argus, must have clear and
open eyes, for on the CAO's views rest the quality and the reputation
of the institution, as well as the satisfaction of students, faculty, and other
administrators” (p. 8).

While Wolverton (1984) views the chief academic officer’s role from
the perspective of a four-year university, he nevertheless captures the es-
sence of the chief academic officer’s role at community colleges in his
concluding remarks. “In summary, the CAQ in every institution of higher
education has a unique role: to lead, administer, and manage the people
and the ideas that are the lifeblood of the institution. ... The Argus-
eyed CAO makes a major contribution to the campus and all its con-
cerned constituencies” (pp. 16-17).

DEANS OF INSTRUCTION DEFINE THEIR POSITION

In an attempt to gain a fuller understanding of the role of the dean
of instruction, I asked a number of the deans interviewed for this study
to define the position. One dean made a point to avoid giving what he
referred to as a “textbock” definition. He views the role of the dean as
aiding the instructional divisions in providing instruction to students,
including finding the necessary resources; aiding in curriculum develop-
ment; and serving as an advocate for instruction. He observed: “You have
the administrative structure which includes the finance side and the in-
structional side, and sometimes you have to be a strong advocate to make
certain that the academic divisions receive positions and other resources.”
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Sounding a similar note, another dean believes that the dean is the person
who “aids in the leadership of the entire college, which includes the faculey,
to develop curriculum through an orderly process and ot delivering that
curriculum to reach the needs of the student community.” A dean whose
background prior to moving into- administration was art history, while
seeing herself responsible for the instructional program, notes that in reality,
“Isee that it's the faculty that carries out the mission, but I'm responsible
for making sure that the appropriate decisions are made as effectively as
possible and that the needs of the students are met.” Many of the deci-
sions, she notes, deal with requesting and distributing funds, evaluation
of programs, scheduling, and staffing. Another dean notes that “one of
the major components of the position is working with division directors
and gathering their input to implement curricular ideas, directions for the
college, program ideas, and that type of thing.” Similarly, from another:
“My job as academic officer is a leadership role. I like to look at it as the
person who is the advocate for the academic area, who breaks down bar-
riers for individuals and the bureaucracy of the institution, whether faculty,
division chairpeople who report to me, or other administrators.”

A de«.x who moved through the administrative ranks quickly and
who had accepted a presidency at the time I interviewed him, but had
not yet reported for his new positior offers the following definition of
the dean’s position:

It is @ multi-faceted position that varies depending upon the nature
of the organization and the kind of skills you bring to it. Basically,
I would say it is a leadership position, responsible for divecting the in-
structional leadership of the organization, particularly in terms of faculty,
curriculum, and instruction. The effective dean must have the ability
to work with people, to motivate people, and to have some sense of
direction about what the instructional scgment of the organization needs
to go toward. I believe the individual has to have some creativity in
problem solving and flexibility in terms of solving problems. The in-
dividual, I think, also has to have enough foresight to anticipate prob-
lems and solve most of them before they become major isst.es; but nwst
of all, I think that the individual has to have a plan of action to maxi-
mize the teaching-learning process, which is the college’s primary mission.

o0

Another dean places emphasis on his role as manager and leader.
The dean “is the person who must demonstrate good leadership skills
and must also manage a diverse group of individuals through the division
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chairs.” Similarly, from another: “The dean, I would say, is a partner
in the leadership of the college, rather than being the leader. I think it’s
my job to organize and to keep it raoving, basically, as a catalyst, not
necessarily as the leader. The leader is the composite of you and those
people who are forming the same mission.” In the same vein, a dean at
a technical institution notes that she places a great deal of emphasis on
the daily operations of the institution. Beyond assuring quality instruc-
tion throughout the institution, she sees her role as “making sure the
programs run smoothly and that we have qualified faculty and those types
of things.” Another dean sees his role simply as an advocate for students
and the faculty and as a supporter of the comprehensive community col-
lege in his community.

Another dean defines the position in terms of setting and accom-
plishing goals. The first step is to identify the goals that are important,
“beir.g specific where you can, not being afraid if they're too general, but
get the goals down.” The second step is “to try to motivate and give respon-
sibility to those who are responsible for carrying out the goals.”

One dean defines her position rather broadiy with emphasis on her
role as the instru~+onal leader.

‘The dean’s position is to provide academic leadership, but at our col-
lege, one of the things that may be atypical is that all instruction is
combined into one division, including day, evening, regular session, win-
ter, summer, credit, and non-credit—including continuing professional
development, avocational and recreational courses—all in one division.
So my job is not just academic leadership in the traditional sense but
instructional and community services leadership. So I see myself at the
center of the comprehensive mission of the community college. [ work
with full-time faculty, adjunct faculty, and all of the people we call
in to do the continuing and professional development as well as avoca-

One veteran of three deanships defines his role succinctly: “Well, my
role has always been that of chief academic officer, and I think that's
the most central way to look at it. The dean is the person who is respon-
sible for managing the whole of the curriculum, the whole of the educa-

tional offerings, for providing the support necessary for the faculty to

do their job, to deliver an effective instructional .
While working with the president is an important aspect of the dean's
position and one that will be discussed in more detail later, one veteran
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dean, alluding to the importance of planning, budgeting, and working
with the faculty, observes thet, in the final analysis, “I do the
president doesn’t wan. to do.” According to one dean who has no de-
sire 1o become a president, to be an effective dean one must be comfort-
able working in a middle position between the president and the other
administrators and faculty. Another dean concludes that the dean’s po-
sition “varies, depending upon the comfort level of the president you're
working for.”

SKILLS AND PERSONAL ATTRIBUTES

The overwhelming set of skills required by the successful dean of in-
struction is what a number cf deans refer to as “people skills.” Every dean
interviewed alluded to these skills in one way or another.

The following quotes, all from different deans, are representative of
what the deans mean by people skills and how these skills are used to
serve the institution:

I think you need to be able to listen to people and to know who they
are. I think early in my career 1 tried to make too many people over
to be like me, or like someone else, and now I think you need to be
able to say, well, now that person has these skills and abilities. Let's
put them on this side of the court because that’s where they can do well.

The one thing I think [you must have] is interpersonal skills, being
able to build a team of individuals who will work together to move
the institution, move its curriculum. The interpersonal skills and an
understanding of the leaming process are important.

I think it’s good to be a good organizer, to have a vision, be forward-
thinking, have a thick skin and a sense of humor. But I think you have
to be people-oriented. And I think that's the most important part, be-
cause so much of your work is with people, either students, faculty,
or other administrators.

I think an understanding of what faculty feel is important. Pe spent
a lot of time talking with faculty, and I think 1 understand what they
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mean when they talk about teaching excellence and other kinds of things.
We communicate well together.

I would say that the strongest skills required are really what we call
people skills: working with folks, trying to provide leadership by ex-
ample, working to bring people together, having an interest in work-
ing with people and helping them to achieve the goals they set as you
work with them to set those goals.

1 think the best skill that anyone needs to have would be that of the
human skill; caring for what you're doing; caring for the people you
work with; and respecting those people and knowing that you are a
partner in the effort. You can learn the mechanics of the job, but you
can’t learn how to deal with people and you can’t learn good commu-
nications skills. You can improve them, but you have to have some
of those, and I think you have to be sincere.

Probably the most important skills I use on a daily basis are my human
relations skills—just dealing with people on a day-to-day basis—being
able to troubie-shoot and make decisions that will facilitate and help
people do their jobs.

I think the most important things are people skills, certainly listening
skills, and the ability to step out, in certain ways, of i:.y role as ad-
ministrator and be able really to listen to individuals, listen to their
problems, and try to assist them in seeking alternative ways to get to
whatever their issue is, either resolve it or to expedite what they are
trying to do.
[ X X ]

I flibpantly tell people that I go to meetings and return phone calls.
But I find I spend most of my time dealing with people, and that re-
quires most of my attention. 1 work with the faculty, developing cur-
riculum, with outreach into the community, relationships with schools
and universities, and with business and industry.
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Finally, one dean believes that the more important skills are those used
in negotiations and conflict resolution, which are ultimately “people skills.”
“These are the kinds of skills it takes to deal with faculty who have different
goals, with department chaits who may be at odds with each other, get-
ting them to recognize what they have in common. I deal less with stu-
dents than with faculty and other professionals, but I would say that
‘people skills, in terms of conflict resolution and negotiations, are number
one.”

One personal attribute that one dean insists is mandatory is having
a lot of energy, both physical and mental. Other skills mentioned often
are ones that one would expect any successful academic sdininistrator
to have: skill in working with a budget; being able to write a proposal;
understanding the instructional program; being able to set priorities; and
any number of other skills and attributes needed to carry out the duties
of the office.

Another dean also alludes to negotiation skills in the more formal
sense, for she finds her role shaped by the institution’s collective bar-

gaining agreement. She notes:

Certainly, good management skills are essential because 1 work in
an institution that is under very stringent collective bargaining regu-
lations. It is a statewide contract, versus an individual campus con-
tract, and so, as happens in many institutions, the governance process
gets mixed up into collective bargaining issues, and they are looked
upon as statewide issues, not institutional issues, so where you would
normally be able to resolve a problem through trust between either
the division chairperson and the faculty member, the dean and the
faculty member, or the president, there is no trust relationship that
can be built up because you're dealing with an outside group which
is the whole state, and if it becomes an issue on a single campus,
you cannot break down that barrier, and I think that's one of the
biggest problems.

Her college’s way of keeping the personal touch in the administra-
tive process was to break the instit::tion into “mini colleges,” thereby
permitting her and other administrators to have a “one-to-one relation-
ship with our faculty, rather than a faculty of 100-plus full-time individuals,
plus 150 adjunct faculty, all trying to filter toward one individual who
is then seen as the person who is implementing the collective bargaining
rules and regulations.”
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SUMMARY

Despite the pivotal role played by chief academic officers, few research-
ers have examined the professional lives and responsibilities of these key
community college educators. The following conclusions are drawn from
the few studies about chief academic officers that have been conducted:

o Titles for the chief academic officer at community colleges vary and
include, among others, “dean of instruction,” “academic dean,” “aca-
demic vice-president,” and “vice-president for instruction.” Regard-
less of the title, each institution recognizes its chief academic offi-
cer as the person who works directly with the faculty and who is
responsible for the institution’s academic programs.

® Deans of instruction have numerous duties that vary greatly from in-
stitution to institution depending, as Shawl (1974) points out, on “the
relationship between the dean and the individuals and groups that he
deals with in his leadership role” (p. 2). These duties require the dean
to bring leadership, management, and interpersonal skills to bear on
the task of advocacy for the college’s academic program. Inaeed, the
dean of instruction has the overall responsibility to ensure that the
college does not stray from its central mission of teaching a1d learning,

e In carrying out these duties, deans operate as middlemen in the
college, linking faculty work to the educational goals of the presi-
dent. Deans of instruction are the primary link between the faculty
and the college’s administration. Success depends largely on the
dean’s “people skills,” a point repeatedly raised in my interviews
with deans from across the country.

Regardless of the title, it is no exaggeration to say that the dean of
instruction must work well with practically all of the members of the college
community, especially faculty. Working with the various campus consti-
tuencies requires that the dean have excellent interpersonal skills and
an ability to mediate in both formal (unionized) and informal settings
(2 number of deans referred to the need for negotiating skills). A sense
of humor and flexibility in one’s approach to the job are as important
as good management and planning skills. Working with both adminis-
trators and faculty to promote the teaching and learning mission, the
effective dean of instruction must view the institution from a broader

ve than was the case before moving into the dean's position.

V" ho is the dean of instruction? The following chapters will continue
to explore this complex question and to provide some additional answers.
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A Profile of the Dean of
Instruction

he dean of instruction is critical to the success of the communi-
ty college, both on individual campuses and nationally. Respon-
sible for the ir.structional program, these individuals are at the
center of what is ultimately of greatest importance to the com-
munity college, teaching and learning. Deans of instruction also occupy
that middle ground where many of the tensions of the college come to-
gether, where daily battles are fought: administrative concerns versus
faculty concerns; student services concerns versus instructional concernr;
financial concerns for non-instructional activities versus financial con-
cerns for instruction; division chair concerns versus presidential concerns;
and the list goes on.

Not even the president’s office is subjected to the daily conflicts from
50 many important segments of the campus community as is the dean
of instruction’s office (this may not be true on some unionized campuses),
for as one source notes, “if you’re a CAQ, everyone wants a piece of
you. That’s less the case for a president” (Marchese, 1989, p. 6). The sume
source cbserves that presidents are involved in many duties external to
the campus such as fund raising and legislative work. “In that sense, the
presidency does have escape hatches. Presidents can be off the campus
mors; they can control their agenda more” (p. 5). Moreover, in contrast
to the president who often has the final word in resolving campus tensiors,
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the dean of instruction must deal with other deans as peers and faculty
who are, in the best sense of the term, colleagues of the dean. Who are
the individuals who occupy these critical positions on campus?

Understanding the dean of instruction’s position can be enhanced
through exploring the background of those individuals who occupy the
position. Moreover, if the past is prologue to the future, a number of
current deans of instruction will occupy the president’s office in the fu-
ture. With this in mind, this chapter looks at a number of similarities
between the deans and presidents, thereby providing an interesting and
perhaps useful perspective for viewing the community college’s past, pres-
ent, and future, for by gaining a better understanding of the two most
important leadership positions on campus, one’s knowledge and under-
standing of the community college is increased.

FAMILY BACKGROUND

In The Community College Presidency, 1 examined the family back-
grounds of current presidents in the areas of parental occupations and
educational levels, both important indicators of a family’s sociceconomic
status (Vaughan, 1986, pp. 10-11). In Leadership in Transition (Vaughan,
1989b), Chapter 7 is titled “The Next Generation,” the thesis of which
is that the most important .ource of community college presidents for
the next generation will be current deans of instruction. Drawing upon
these two previcus works, the present chapter examines the family back-
grounds of the deans of instruction, using parental occupations and educa-
tional levels as the major sociceconomic indicators of family background.

Parents’ Education

Before addressing the educational levels of the parents of deans of
instruction, a brief look at the educational levels of the parents of cur-
rent presidents provides a basis of comparison between the deans and
presidents. The information on the presidents was obtained from a Career
and Lifestyles Survey (CLS) sent to 838 presidents of public two-year in-
stitutions, to which 591 (70.5 percent) responded. The information is
reported in The Community College Presidency (Vaughan, 1986). Essen-
tially the same survey was sent to 1,169 chief academic officers of the
nation’s public two-year colleges; 619 (53 percent) returned the survey.
The information on the family backgrounds of deans of instruction was
obtained from the CLS and was reported, in part, in Leadership in Tran-
Sition (Vaughan, 1989b, pp. 109-#24) and in an article in the Community,
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Technical, and Junior College Journal (Puyear, Perkins, and Vaughan, 1990).
The same information was gathered on deans and presidents in order
that the two might be compared, thereby increasing one’s understanding
of both positions and, one would hope, increasing one’s understanding of
the community college.

Fifty-one percent of the fathers of current community college presi-
dents did not complete high school; another 29 percent finished high
school but did not continue their formal education. Stated another way,
80 percent of the fathers of current community college presidents have
a high school diploma or less. The educatioral level of mothers of cur-
rent presidents, while slightly higher than that of the fathers, is similar.
Almost 40 percent of the mothers of current presidents did not finish
high school; 38 percent completed high school but did not attend col-
lege; therefore, 78 percent of the mothers have a high school diploma
or less, My conclusion in The Community College Presidency was that, based
upon the educational level of their parents, the majority of the current
community college presidents came from a working-class or blue-collar
background (Vaughan, 1986, pp. 10-11).

Turning now to the deans of instruction, one finds that the fathers
and mothers of current deans of instruction are somewhat better educated
than are the parents of current presidents, While the difference of those
with a high school degree or less is not major, the percentage of high school
graduates is significantly higher. Almost 38 percent of the fathers of the
deans of instruction have less than a high school diploma; almost 39 per-
cent have a high school diploma but did not attend college; thus, almost
71 percent of the fathers of current deans of instruction have a high school
diploma or less. Slightly over 29 percent of the mothers of current deans
of instruction have less than a high school diploma; 46.5 percent finished
high school but did not attend college; thus, over 75 percent of the mothers
of current deans have a high school diploma or less (CLS).

The fathers of female deans are better eclucated than are the fathers
of the deans as a group, with 62.6 percent having a high school diploma
or less; similarly, 63.7 percent of the fathers of Hispanic deans have a
high school diploma or less. Almost 90 percent of the fathers of Black
deans have a high school diploma or less. Nearly 63 percent of the mothers
of female deans have a high school diploma or less; almost 73 percent
of the mothers of Hispanic deans have a high school diploma or less;
and 66.7 percent of the mothers of Black deans have a high school diploma
or less (CLS).

The educational level of the parents of current deans of instruction
indicates that deans, like presidents, come from blue-collar backgrounds.
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Parents’ Occupations

As with the educational level of the parents of the deans of instruc-
tion, a brief look at the occupations of the parents of presidents provides
a point of compsrison between presidents and deans.

Almost 18 percent of the fathers of presidents worked in administra-
tion and mansgement. Included in this category are positions such as
foreman, textile manager, accountant, banker, general contractor, and
any number of similar positions. Among the other occupations ranking
high were the followag: agriculture (14 percent); me.avfacturing (9 per-
cent); sales (8 percent); construction (8 percent); and service occupations
(6 percent). Many other occupations were identified; they were too numer-
ous to classify but were ones not normally requiring a college degree. Ap-
proximately 13 percent of the fathers of presidents held jobs in teaching,
law, and the sciznces, positions that normally require the bachelor’s de-
gree or above. The majority of the mothers of presidents were homemak-
ers, with 60 percent of the presidents teporting that their mothers did
not work outside the home. The largest category of employment outside
the home for the mothers was in education, with 10 percent so occupied.
Over 9 percent of the mothers were in administrative support positions
such as secretary, and 3 percent were in health-related fields such as nurs-
ing (Vaughan, 1986, p. 11). The occupations of the mothers and fathers
of current presidents further suppo~ted the blue-collar backgrounds of
presidents.

Twelve percent of the fathers of current deans fall into the
administrative-management category. As was the case with the presidents’
fathers, 14 percent of the deans’ fathers were in agriculture. Approxi-
mately 13 percent of the fathers of deans were engaged in fields requir-
ing a bachelor’s degree such as law and teaching, again an identical fig-
ure with the presidents. Seven percent were in sales; 7 percent in
construction; 14 percent in manufacturing and mining; and over 30 per-
cent in any number of occupations, including service occupations, all
of which required less than a couege degree. The occupations of the
mothers of current deans fell into the following categories: 48 percent
of the mothers were homemakers; 10.5 percent were in positions requir-
ing the bachelor’s degree or above, with education being the dominant
category; almost 19 percent were in secretarial work or a similar field;
and over 4 percent were in health-related fields, including nursing. Four
percent worked in manufacturing and 8.6 percent in service occupations
(Vaughan, 1989, p. 113).

The educational levels and the occupations of the parents of current
deans of instruction clearly indicate that most deans, as is true with most

>
=P
;




A PROFILE OF THE DEAN OF INSTRUCTION / 23

presidents, come from bluecollar backgrounds. If one describes the com-
munity college presidency as the “blue-collar presidency,” as I did in my
work on the subject, then one can also describe the community college’s
dean of instruction position as the “blue-collar deanship.”

The masjority of the deans, as is true with presidents, have far ex-
ceeded the educational level of their parents; moreover, they have left
their blue-collar backgrounds in their past in terms of their occupational
and educational achievements as well.

Significance of Family
What c.n be concluded regarding family background other than that

most deans have left their blue-collar childhood behind? In The Commu-
nity College Presidency (Vaughan, 1986) I presented some tentative hy-
potheses regarding the family background of presidents. One is as follows:

One can conclude that most of today’s presidents were somehow
able to extricate themselves from the great mass of people asso-
ciated with the community college, including those who were in-
terested in assuming positions of leadership, and acquire the top
leudership posts themselves, In addition, these presidents could
be viewed as the leading edge of a new generation freed from the
Depression and World War II and catapulted to high office by
rapid social, economic, and political events (p. 12).

LA 2

I also concluded that family background might help to explain the
missionary zeal exhibited by many community college presidents; that
it might explain some of the defensiveness exhibited by presidents when
the community college is criticized; and, that family background (primarily
blue-collar) might help to explain the president’s willingness to embrace
the community college’s comprehensive mission, especially occupational-
technical education (Vaughan, 1986, pp. 12-14). The conclusions were
based upon literature on the community college and on my own interpre-
tations, not on interviews with presidents regarding family background.

During the interviews conducted with deans of inrtruction, ] pointed
out to them that most deans come from blue-collar backgrounds. I then
asked them what effect, if any, having the majority of the deans with
blue-collar backgrounds might have on the deanship and on the com-
munity college. As one might guess, there were advantages and disad-
vantages associated with the family backgrounds of current deans of
instruction.
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Advantages of Family Background

Almost without exception, the deans believe that their blue-collar
backgrounds aided them in understanding community college students,
many of whom come from backgrounds similar to those of the deans.
A sort of “my kind of people” mystique seemed to surround the students,
as | learned from interviews with a number of the deans. One dean, for
example, suggests that many community college students have a work
ethic which causes them to be upwardly mobile, with the community
college viewed as the vehicle for the mobility. Along the same lines, an-
other dean believes that family background causes deans to be dedlicated
to their own college and to the community college in general. Speaking
of deans, she notes that “probably they’ve seen education as something
important in their lives and, in fact, as something that brought them
up, improved their status. Therefore, they are convinced that the work
they engage in can make the American dream come true for students.”
Another dean, who identified his own-background as blue collar, feels
that he readily identifies with the students who come to the community
college: “I think I'm sensitive to their needs.” The same dean feels that
he wants to pass on to students what he has learned about the value
of education because most students from blue-collar families do not real-
ize its importance. A female dean at a two-year technical institute whose
background is largely in technical education believes that her blue-collar
background gives her a greater appreciation for students in the technical
programs at her college. She remarks: “Having come from that type [blue
collar] of family situation, maybe I realize the importance and value of
technical positions more than those coming from stronger academic back-
grounds.” Another dean believes that having a blue-collar background
is an advantage for community college deans. He explains:

through. Personally, I'm from a blue-collar background. I'm the first
member of my family to have ever gotten a college degree, and I've
got brothers and sisters—there are five of us—and one brother and sister,
younger, didn't even graduate from high school. Coming from that back-
ground, most of us had to work our way through college, and I see
that as a strength in that we work with many students from the same

background.
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A female dean from a bluecollar home believes that “we probably
feel strongly about the mission of the community college because educa-
tion helped us. I think a blue-collar background makes it a fairly prag-
matic kind of approach, if nothing else. For me it makes me fairly student-
oriented and interested in advocating for students and making opportu-
nities for student success, for people who are coming from the same back-
ground that I came from.”

Another dean who “was very, very lucky” in being able to attend
a liberal arts college and graduate school and participate in two postdoc-
toral programs in Europe, credits working in the community college with
inculcating in him an appreciation for students who were less fortunate
than he. The blue-collar nature of the student body “made me a believer
in and a fighter for the community college. I think it made me appreci-
ate that you can work with your hands and have honor; you can be a
two-year nurse and have honor. . . You can go here [the community col-
lege] and then go to the university after you have matured and act honor-
ably. I think it's those values that that background gave me. And it makes
me a good spokesman for the community college.”

Another dean acknowledges that his own blue-collar background in-
fluenced his attitude toward the community college: “I clearly see that
the community college is serving so many people, young people of the
same background that ] had, and I can see what the community college
can do under a dean’s or president’s or faculty’s leadership. I think from
that standpoint, my background has assisted me. My background was
certainly blue collar and that’s the same background I see in my students
in all of the institutions P've been in.”

One female dean who had been at her college over 10 years but had
only been a dean for one year at the time of the interview sees her blue-
collar background as an asset in her current role: “I think that the more
acquainted you are with a variety of perspectives, the better you do the
job. So if you come from a background that matches that of many of
your students, you'll understand more directly their goals and difficul-
ties. We have so many students who are first-timers at any college, and
to understand that is important rather than coming from a background
where everybody's been to college and takes it for granted. 1 think the
blue-collar background is helpful.”

Disadvar.tages of Family Background

As anyone from a blue-collar background can attest to, there are some
disadvantages inherent in that background, Deans of instruction pointed
out some of the disadvantages as they relate to the dean’s position,
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although a number of deans interviewed saw no disadvantages, and a
number felt that whatever disadvantages had existed at first had been
overcome through their own education and association with other edu-
cated individuals.

One dean finds himself “in situations I did not experience as I was
growing up; that is, the kinds of expectations that you would find in a
dean’s position~social events, cocktail hours, and those kinds of things;
that’s just something I've had to learn; they just didn’t come with my
upbringing.” The same dean feels that perhaps he and those with similar
backgrounds had to overcome an inferiority complex, but as the com-
munity college has matured so has the dean’s position and those in it.
“I think sometimes we apologize for our backgrounds a little bit. But I
think we've overcome that quite a bit in the past 10 years. We have es-
tablished a place for the community college, and we're proud of what
we have done, what we are doing,” he said. One dean, who seemed pleased
with his own role and himself, believes that family background causes
some deans some discomfort in their inability “to move up and down
the full spectrum of the social scale as a result of family background.”
He goes on to note that one result may be that some deans do not feel
comfortable moving into some circles within society because of their back-
groundr  “at “they’re not going to move confidently and competent-
lyin the.. .rcles.” And one dean believes that since so many of his col-
leagues came from blue-collar homes, the deanship loses some diversity
and perceptions that “might be a healthy mixture.” Another dean feels
that the commmunity college still acts as if it is “a kind of step-child of
the universities and four-year colleges; we don’t garner the respect that
we see employees of those types of institutions having. We're still strug-
gling to make it, in a sense, which may be part of the blue-collar back-
ground.” She suggests that some community colleges continue to suffer
from an inferiority complex, especially those institutions without trans-
fer programs.

From a dean who came through the ranks from faculty member, to
division chair, to dean of instruction, to academic vice-president, and
who was to assume a presidency 10 days from the date of the interview,
comes the following observations regarding the question on the “blue-
collar deanship.”

I haven’t really thought about that. That’s interesting; community col-
leges have a little less structure, a little more focusing on the old-boy
network, a listle less atention paid to research. [The blue-collar back-
ground] may well have influenced the nature of community college
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leadership particularly in the late Sixties and early Seventies, although
1 think that’s changing. [Still] I think when we enter into the colle-
giate environment—there's always a bit of elitism associated with that,
a taint of elitism—and I think the blue~collar background probably
has influenced that to a certain degree. There is some paranoia, some
discomfort, because of that elitism at the higher levels of sophistica-
tion that one assumes is present at the collegiate level.

A female dean who has been in her position for 14 years recalls her
own background:

When 1 was in high school, and this is the God’s truth, there was a
librarian who wns a real mode! for me, and a really important woman.
She took a bunch of us who were in high school who didn’t know our
left hand from our right, and sat us doun and said, ‘‘Now this is a
knife and this is a fork, and this is how you cut your meat.” Along
the line there were some people like that who did some things for me.
My father said to me early on that it’s important to be able to mix
with people. Being able to talk to people, I think, is kind of signifi-
cant. I'm just brash enough that my blue-collar background didn’t bother
me to. much after | became a dean.

As suggested in The Community College Presidercy (Vaughan, 1986),
the significance of family background on one’s personal performance is
difficult to determine. Nevertheless, if one is to understand current deans
of instruction and their roles as current and future community college
leaders, one way of lc. king at where the community college is going is
to look at where its current academic leaders came from.

MOBILITY

Community colleges tend to be provincial in their outlook. Whether
this is an asset or liability has beer: debated by their defenders and crit-
ics for a number of years. The purpose of this study is not to debate the
merits or shortcomings of the provincial nature of the community col-
lege. Rather, by looking at the background of presidents and deans of
instruction one can understand why community colleges might be con-
sidered by some to be provincial in their outlook.

-
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High School Graduation

In order to determine whether the leadership of community colleges
might contribute to its provincialism, both current presidents and deans
were asked if they were employed in the state in which they finished high
school. Forty-five percent of the current presidents were so employed,
which means that almost one-half of the community colleges in the nation
are led by individuals who grew up in the region served by the college
(Vaughan, 1986, p. 15-16). Deans of instruction are even more likely to
work within the state in which they finished high school than are presi-
dents, with 49.4 percent of the deans currently holding positions in the
state in which they grew up. Female deans are less likely to be deans in
the state in which they finished high school (40 percent as reported on
the CLS survey and 37 percent as reported on the Women's Survey dis-
cussed in Part II) chan are male deans (52 percent); Black deans are much
more likely to remain in the state in which they finished high school
(63 percent) than are either presidents or the deans as a group; 54 per-
cent of the Hispanic deans live in the state in which they finished high
school (Vaughan, 1989b, p. 114).

Does it matter where a dean or president finished high school? If a
purpose of the community college is to bring about changes in attitudes
among the people it serves, the fact that a large number of deans and
presidents come from the region served by the college might tend to per-
petuate existing customs and mores. On the other hand, family back-
ground and geographic origin might well be what is needed in order to
lead a community college to achieve its full potential in a specific region.
Certainly one cannot or should not generalize about what an individual
will do in a given situation; nevertheless, if a purpose of the community
college is to bring about changes in attitudes, governing boards might
want to consider the wisdom of employing presidents and deans from
the college’s service region. It would seem risky for a college to employ
both a dean and a president from the area served by the college, for to
do so is to run the risk of maintaining the status quo and losing the per-
spective that may result from employing at least one of the institution’s
two top leaders from outside the region.

Tenure in Current Position

Current deans of instruction on the average have been in their cur-
rent positions for 5.4 years, with women, Blacks, and Hispanics being
in the dean’s position for less time than white males (CLS). In contrast,
the average tenure of presidents in their current position is 7.2 years;
noteworthy, however, is that over 50 percent of the current presidents
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have been in their current position for five years or less (Vaughan, 1986,
p. 210). Almost 68 percent of the current deans of instruction state that
they are very likely or somewhat likely to move to a new position within
the next five years (CLS). Advice often given to aspiring presidents is:
be willing to change positions by moving to a new college, a new city,
a new state. Those deans aspiring to the presidency tend to be more will-
ing to move than those deans who do not have the presidency as a ca-
reer goal.

EDUCATIONAL BACKGROUND

Almost 70 percent of the current deans hold the doctorate. Of those,
almost 33 percent hold the Ph.D., and 36 percent hold the Ed.D.; 25
percent of the current deans hold the master’s degree (Vaughan, 1989b,
pp. 117-118). The 70 percent of deans with the doctorate compares with
75 percent of the presidents with the doctorate. Thirty-two percent of
the presidents have the Ph.D., and 44 percent have the Ed.D. (Vaughan,
1986, p. 19). In the case of both deans and presidents, those possessing
the Ph.D. may have the degree in education, including higher education.
For example, 54 percent of the deans holding the Ph.D. majored in edu-
cation with 41 percent of them majoring in higher education (CLS). In
any event, if one is seeking major differences between the educational
background of deans and presidents, they are likely to be disappointed,
for the educational backgrounds are indeed similar.

PROFESSIONAL MEMBERSHIPS

Membership in professional associations may give some indication
of where individuals place their professional loyalties. Deans of instruc-
tion were asked to list the professional organizations to which they be-
long, excluding institutional memberships, such as the AACJC.

Over 80 percent of the deans responding to the survey question regard-
ing professional membership stated that they belong to one or more profes-
sional associations. It should be noted, however, that of the 619 deans
responding to the survey, 118 (19 percent) did not respond to the ques-
tion on professional membership. The most popular organization listed
by the deans responding to the survey was the American Association
of Higher Education (AAHE), with 34 percent (207 deans) stating that
they are members (Vaughan, 1989b, p. 118). Interestingly, of the
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approximately 70 percent of the current presidents who responded to

the question regarding professional membership on the presidential sur-

vey (181 of the 591 presidents did not respond to this question), 53 per-

Ensg (lezlzl;efidents) stated that they belong to the AAHE (Vaughan,
, D

In one report of its membership, the AAHE (Edgerton, 1989) noted
that chief academic officers and deans comprise the largest category of
membership with nearly 1,800 of the 6,500 members coming from those
groups. By grouping deans and chief academic officers into one catego-
ry, it is impossible to determine how many of the members of AAHE
are chief academic officers. The same source noted that more than 900
of its members are presidents of four- and two-year institutions. In any
event, the nation’s community colleges are well represented in the AAHE,
thereby providing a potentially important forum for community college
leaders, and one that is not used as often or as well as it could be.

The next most popular organization among deans is the Phi Delta
Kappa (PDK), with almost 28 percent of the deans who responded to
the question regarding professional membership holding membershin in
that organization (Vaughan, 1989b, p. 118). The PDK was the most popu-
lar organization among presidents, with 62 percent of those responding
to t! . question on professional membership stating that they belong to
it (Vaughan, 1986, p. 214). Other professional organizarions to which
deans belong are the National Association of College and University Busi-
ness Officers (almost 9 percent belong), although the percent belonging
might be misleading since this organization offers institutional member-
ship that is likely paid for by the institution; the Association for the Study
of Higher Education (6 percent); the American Educational Research Asso-
ciation (over 3 percent); and the American College Personnel Associa-
tion (3 percent). Forty-six percent of the deans responding to the survey
mentioned various other professional associations to which they belong,
many of which are based in their discipline or teaching field (Vaughan,
1989b, pp. 118-119).

Professional memberships help fo interpret the roles of deans and
presidents. For example, the large percentage of presidents (over 30 per-
cent) and deans (19 percent) who listed no professional memberships would
seem to be high for members of a profession that depends upon the dis-
tribution, interpretation, and advancement of knowledge—key roles played
by professional associations.

Professional memberships also may be an extension of the position
one occupies. For example, I suggested earlier that organizations such
as the locally based PDK provide presidents with excellent political (in
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the broader sense of the term) and social contacts, as well as professional
ones. Perhaps these contacts are not seen as being as important to the
deanship as they are to the presidency. I also suggested that presidents
may tend to be more active (in terms of attending national meetings)
in some professional associations than deans simply because when presi-
dents travel, someone must stay at home and mind the store, a task often
performed by the dean of instruction (Vaughan, 1989b, p. 119),

PUBLICATIONS AND RESEARCH

Forty-nine percent of the deans responding to the survey stated that
they had done research: within the last five years; 38 percent stated that
they had published something within the past five years. Women are more
likely to have done research or published something within the last five
years than their male counterparts, while Hispanics are more likely and
Blacks are slightly less likely to have done research and published some-
thing during the same time period than the deans as a whole (CLS and
Vaughan, 1989b, pp. 119-120). In contrast to the deans, 39 percent of
the presidents stated that they had engaged in research in the past four
years, and 36 percent stated that they had published something within
the same four-year period (Vaughan, 1986, p. 216).

Should the chief academic officer of a community college engage in
research and produce publications? One would think that if any adminis-
trator on campus should engage in such activities, it should be the aca-
demic dean. On the other hand, the community college has not empha-
sized research and publications, and the dean who devotes an inordinate
amount of time to these activities might face some resistance within the
institution. Perhaps rather than engaging in research in the traditional
sense of the term, deans should devote more time and energy to the
broader aspects of scholarship. More will be said on this subject later.

DEANS’ WORKLOAD

The workload of any professional person is difficult to determine.
For example, is the evening meeting of the service club or professional
organization a part of the workload? Certainly, if a dean is expected to
represent the college in an organization, then attending meetings cf the
organization would be a part of the workload, regardless of when the
organization meets. On the other hand, if one belongs to an organization
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for one's own enjoyment and self-fulfillment, then attendance at meet-
ings is hardly part of the workload. In any event, the deans were asked
how many hours a week they work.

Deans of instruction work an average of 51 hours a week, with little
difference between sexes (females work 51.4 hours per week) or ethnic
or racial minorities. Those deans aspiring to the presidency do not work
longer hours than those who do not have presidential aspirations (CLS),
thus suggesting that there may be an optimal number of hours required
in the dean’s position, regardless of one’s career plans. (This is not meant
to imply that deans with presidential ambitions would be expected to
work longer hours than other deans, although some individuals relate
career ambitions to hours worked.)

Deans must enjoy their work, for although they earn an average of
20 days of vacation each year, on average they take only 13 days
(Vaughan, 1989b, p. 123). Deans’ use of vacation time mirrors that of
presidents, who earn an average of 21 days of vacation annually and take
13 days (Vaughan, 1986, p. 213). One can speculate that presidents set
the vacation pattern and deans follow the pattern. Or, maybe deans,
as is true with professionals in many fields, just like to keep some vaca-
tion days “in the bank.” And there is always the possibility that the dean’s
position is perceived by those occupying the position to be so demand-
ing that vacation time must be limited.

THE DEANS’ CHIEF CONFIDANT

The professional relationship between the dean of instruction and
the president of an institution often is close, with each needing someone
in whom to confide. Presidents especially suffer from the “lonely at the
top” syndiome. To whom do presidents and deans turn when they need
someone in whom to confide?

Over 27 percent of community college presidents named the institu-
tion’s chief academic officer as their chief confidant. The 27 percent con-
trasts sharply with the 2.7 percent of the presidents who named the insti-
tution’s chief student services officer as their chief confidant (Vaughan,
1986, p. 39). Does the president-dean confidant relationship hold from
the dean’s perspective?

Two-hundred and twenty-two (33 percent) of the deans responding
to the survey named the president of the institution as their chief con-
fidant, The next largest group (24 percent) of confidants is made up of
other deans, including deans of instruction, deans of student services,
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and deans of financial services. Other confidants are associate deans,
spouses (3.43 percent of the respondents listed their spouse), chancellors,
division chairs, and various other individuals on campus (CLS).

Based upon the number of deans and presidents who share each
other’s confidence, one can readily conclude what most presidents and
deans have always known: the relationship between the president and
dean of instruction is extremely important to those occupying the posi-
tions, and that relationship requires mutual trust and respect.

THE DEAN AT HOME

The deanship, as is true of the presidency, does not exist in a vacuum.
Deans marry, have children, participate in recreational activities, and
have friends. The following is a brief look at some of the more personal
aspects of the lives of those individuals who currently serve as deans of
instruction in the nation's community colleges.

Marital Status

Of those deans responding to the CLS survey, over 87 percent are
married, over 6 percent are divorced, 5.6 percent are single, and 1.2 per-
cent are widowed. Sixty-three percent of the female deans are married,
according to the CLS (65 percent of those responding to the Women's
Survey reported that they are marrled) and 19 percent are divorced, imply-
ing that, for whatever reasons, it may be more difficult for women to main-
tain both a high-level professional position and a marriage than it is for men.

The marital status of deans varies somewhat from that of presidents.
Ninety-two percent of the presidents reported that they are marrie, with
only 2 percent reporting that they are single (Vaughan, 1986, p. 20). The
difference may suggest that some presidents stay married in order to promote
the image of the happy family, an image that is seen as an asset in some
pre: dential positions, while the less visible dean may not feel the need
to project the family image. Also, only about 6 percent of the current presi-

ts are women, whereas 21 percent of the current deans are women;
therefore, the larger number of women deans coupled with the larger per-
centage of women who are divorced or single would increase the percent-
age of unmarried deans. In any event, the marriage profile of the deans
as a whole does not vary greatly from that of the presidents as a whole.

The Dean’s Spouse
The average age of the dean’s spouse is approximately 46, two years
younger than the average age of deans. Almost eight out of 10 spouses
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of deans work in paid occupations outside the home, whereas over six
out of 10 spouses of presidents work for pay outside the home (Vaughan,
1989, p. 122). As more and more of the current deans assume the presiden-
cy, the idea of getting two for one (historically, the female spouse came
“free”) when the president is employed becomes less likely for those govern-
ing boards and institutions that cling to the idea of a spouse who devotes
large amounts of time in the service of the college coming along as part
of the presidential package. Also, as more and more women become presi-
dents, the chances that their spouses will function exclusively as home-
makers decreases. Working spouses have neither the time, energy, nor in-
clination to do any great amount of entertaining, especially if they are
expected to do more than just be there. The faculty wives’ clubs and simi-
lar organizations have all but disappeared from the scene (Vaughan, 1986,
pp. 153-154). One must wonder if entertaining in the home, with the spouse
hosting the event, can be far behind (even if there were not inherent legal
risks), especially if the spouse is supposed to prepare the food.

Eighty-six percent of the spouses of deans have at least a high school
diploma, compared to 80 percent of the spouses of presidents. Of those,
over 51 percent of the spouses of deans have the bachelor’s degree, with
31 percent holding the master’s degree; close to 9 percent have the doc-
tor’s degree; and almost 29 percent received an associate degree from a
community college (CLS).

While there are some differences between the spouses of deans and
the spouses of presidents, the differences are in degree rather than kind.
Indeed, those deans who assume the presidency will have spouses who
are, for the most part, very similar to the spouses of current presidents,
with the likely expectation that more spouses will be males in the future.

Friends and Acquaintances

As shown by the educational levels of the parents of current deans,
most come from blue-collar bgckgrounds. Indeed, the great majority of
deans are first-generation college students. Most deans have far exceeded
the educational level and professional accomplishments of their parents.
One result of moving up the economic and social scale is that it is very
difficult to maintain friendships from one's childhood. In addition, the
mobility of deans removes many of them from the environment of their
childhood. Not surprisingly, both deans and spouses of deans have left
their childhood friends in the past, with only 5 percent of the deans and
8 percent of the spouses stating that they spend 2t least 30 minutes a
week with childhood friends. Whom, then, do deans and their spouscs
see socially for at least 30 minutes a week?
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Not surprisingly, deans spend more time with their colleagues than
with any other single group, with 77 percent stating that they spend more
than 30 minutes a week in social situations with their colleagues. Over
50 percent of the spouses also spend more than 30 minutes a week so-

cializing with colleagues. The next most important social group for both
deans (52 percent) and spouses (61 percent) are neighbors. Friends from
church compose important social contacts for both spouses and deans,
with 46 percent of both stating that they spend 30 minutes or more each
week with friends from church. Other important social contacts for both
deans and spouses are club associates and other friends (CLS).

Club Memberships and Leisure-Time Activities

Sixty-eight percent of all deans and 56 percent of the female deans
responding to the survey stated that they belong to one or more civic
or fraternal organizations. The most popular service club for deans is the
Rotary, with 26 percent stating that they are members (65 percent of the
presidents belonging to a service club state that they belong to the Rotary).
Other popular service cluks to which deans belong are the Kiwanis (11
percent), the Lions (8 percent), and the fraternal organization, the Masons
(5 percent). Almost 16 percent of the Blacks list membership in the Masons
(CLS). In no case does the percentage of deans holding membership in
a civic or fraternal organization exceed that of presidents.

One conclusion reached by this writer earlier was that a smaller per-
centage of deans join service clubs than do presidents because presidents,
more so than deans, use service club membership as an extension of the
president’s office (Vaughan, 1989b, p. 121). The percentage of deans who
are women versus the percentage of presidents who are women also would
influence service club membership, since most service clubs to which presi-
dents and deans belong in large numbers, and especially the popular Ro-
tagl an‘;ial Kiwanis clubs, are male-dominated and in some cases exclu-
" sively male.}

'In order to decide what service clubs to include on the original CLS sent to presidents, a small
poll of club membership among presidents was taken. The clubs listed on the presidential CLS sur-
vey included those that were {dentified by the poll, as did the CLS survey sent to the desns of
instruction. Both surveys had an “other” category for listing organisations not included on the sur-
vey. The “other” category, however, did not prevent some female deans from eriticizing this section
ofmemmr.Omfmdedmmmmamhumhymdhtnhmaplﬂnmgman
Mmmmymm.mmmmmmemmm-
ments on the survey indicating their displessure with the clubs and organizations listed. One of
those comments, %y@'mw."mwmngmmm(kﬂummmm)
mkaﬁﬁwwuﬁngmmm:humm&mmmnmmm
mwmmmmm"mm.mmmmmmmmwmm
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Fun and Games

In general, deans and presidents engage in simiiar lejsure-time activi-
ties, such as golf, jogging, tennis, swimming, skiing, fishing, hunting, and
any number of activities pursued by many Americans (Vaughan, 1986,
pP. 23-24; Vaughan, 1989b, p. 122). Jogging tops the list of physical ac-
tivities engaged in by deans of instruction (90 percent of the deans en-
gage in one or more sports), with 30 percent of the deans who answered
the survey listing jogging as one of their physical activities, whereas 31
percent of the presidents jog. In contrast, the top sport for presidents
is golf, with 39 percent stating that they play golf, whereas 23 percent
of the deans play golf. Often golf and country club membership go hand
in hand. Sixteen percent of the deans are raembers of a country club
(12 percent of the women deans are members), and 54 percent who be-
long to a country club use it for professional entertaining (CLS). In con-
trast, 32 percent of the presidents belong to a country club, and 80 per-
cent of those who belong use it for professional entertaining (Vaughan,
1986, pp. 23-24). Playing golf and holding country club membership may,
even in today’s society, indicate that the community college professional
has “made it,” and while speculations are always somewhat suspect, in-
fluences regarding the percentage of deans who play golf versus the per-
centage of presidents who play may aid in understanding some subtle
differences between the positions: presidents may well use golf and country
club membership as a means of making contacts and “deals” that are
viewed as beneficial to the institution (Vaughan, 1989b, p. 122); it may
be easier for a larger percentage of presidents to get away from the office
during “golfing hours” than it is for deans, especially if the dean is in
charge when the president is away at play; country club membership is
part of the benefits package offered to some presidents, if not implying
that presidents should play golf, certainly making it easier for them to
do s0; and, as suggested above, presidents have more control over their
agenda, more escape hatches, than do deans, thereby being able to engage

criticized the service club membership section. Perhaps once one makes it to the presidency, service
club membership is pleced in a broader perspective. On the other hand, the larger number of deans
and the percentage of female deans versus female presidents responding to the survey increased the
chances of criticism. In any event, service club membership remains a point of contention for some
community college professionals. For example, one president of & medium-sised community college
in the South noted that “Membership in the Rotary Club comes with the presidency in this area”
(Vaughan, 1989, p. 121). A female president, when asked if there were any advantages in relation-
ship to the presidency resulting from her sex replied: “Yes, I don’t have to join the Rotary Club!”

mshnn.lﬁ?b,p.m In any event, should I ever again ask a question regarding service club
membership, I will be more sensitive and will include clubs to which women traditionally belong,
including all-female clubs.
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énoﬁ—campns activities on a regular and irregular basis more easily than
eans.

SUMMARY

In order to draw a composite profile of the community college dean
of instruction, I surveyed the chief academic officers of the nation’s public
community, technical, and junior colleges using an instrument almost iden-
tical to the questionnaire employed in my 1985 survey of community college
presidents. Major findings from the dean’s survey include the following:

® Chief academic officers and presidents have similar family and educa-
tional backgrounds. Most grew up in blue-collar environments and
have far exceeded the educational levels attained by their parents.
While the majority of the deans and presidents hold doctorates (70
and 75 percent, respectively), 75 to 80 percent report that their par-
ents attained no higher credential than the high school diploma.
Interviews with the deans confirm that their blue-collar roots led
them to empathize with community college students who are (on
average) likely to have similar backgrounds and see the college as
a vehicle for upward mobility.

¢ Almost half of the presidents and deans of instruction (45 and 49
percent, respectively) held positions in the states in which they grew
up. While there may be advantages to filling leadership positions
with professionals from the local community, this practice may have
g:l unttcl:wai‘d effect of perpetuating the community college’s provin-

outloo

® Approximately 80 percent of the deans belong to professional as-
sociations, compared to 70 percent of the presidents. When asked
to name the professional associations they belong to, the American
Association of Higher Education (AAHE) was most often cited by
the deans, along with a wide range of organizations that are based
on the deans’ teaching fields. It is discouraging to note, however,
the surprisingly large proportion of both presidents and deans (30
and 20 percent, respectively) who listed no professional membexships.

® On average, deans work 51 hours per week and, like the presidents,
rarely use all of their vacation time. When asked to name their chief
on-the-job confidant, one-third of the deans listed the president,
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another 25 peccent listed other deans on campus, and the remainder
listed a variety of other individuals, including spouses, associate
deans, chancellors, and division chairs.

® Despite the fact that community colleges do not emphasize tradi-
tional research leading to publication, sizable minorities of the deans
indicate that they have conducted research at some time over the
past five years (45 percent) and that they have published something
over the past five years (38 percent). Nonetheless, research and writ-
ing remain peripheral tasks in the deans’ professional lives, which
are dominated by administrative concerns,

® On the whole, the personal lives of the deans of instruction—in
terms of marital status, spouses’ characteristics, friends s~ - acquain.
tances, club memberships, and leisure-time activitie.—do not vary
significantly from the personal lives of the presidents. Where differ-
ences do occur, however, gender seams to play a role. The fact that
deans are slightly less likely to be married and less likely to join
service clubs may stem from the fact that 21 percent of the deans
are women, compared to only 6 percent of the presidents. More
will be said about the role of women in Chapter 4.

There is little in the findings to suppor: .ae hypothesis that the next
generation of presidents will differ greatly from the current generation,
assuming that deans of instruction will continue to move up the ladder
in the future to the same degree that they have in the part. As I concluded
in Leadership in Transition (Vaughan, 198%b):

The overwhelming conclusion reached here is that the next gener-
ation of community college presidents will, assuming the current
deans of instruction fill their fair share of the presidencies, be
a mirror image of the current generation of presidents in almost
all respects. This mirror image runs the gamut from family back-
ground to family life, from academic degrees to views and prac-
tices of scholarship, from sports activities to professional mem-
berships. Even the numbers of days of vacation taken each year
by deans is a mirror image of the number of days taken by presi-
dencs. ... If one accepts as fact that many of the next genera-
tion of presidents will come from the current group of deans of
instruction, then indeed, the community college presidency will
change little over the next decade...(p. 123)
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This is not to say that the president’s role will remain unchanged.
Stated another way, will the curreic Jeans who assume the presidency
resemble current presidents? The answer is yes. Will they approach the
presidency in the same way as current presidents? The answer is “likely
not,” for as the presidency changes, the successful occupant of the posi-
tion must also change, must have new visions, and must face new
challenges, for the position molds the individual just as the individual
molds the position.




Assuming the Deanship

e previous chapter presented facts, figures, and observations
regardi. > <d2ans of instruction in the nation’s community col-
leges. Ma:~v of the data were personal: educational level, family

background, activities away frorn the office, and other informa-
tion that contributes to the profile of the individuals who occupy the
position. The present chapter examines the pathways to the deanship,
including some steps not taken, some lessons not learned.

MOVING THROUGH THE ADMINISTRATIVE RANKS

The dean of instruction’s position is so interrelated with the com-
munity college president’s position that it is difficult to discuss the path-
way to the deanship without some reference to the presidency, especial-
ly when one considers that one out of every two deans of instruction
will likely become a president. With this in mind, a brief reference to
the presidency helps one to understand some aspects of the pathway fol-
lowed as one moves through the community college’s administrative ranks.

The Community College Presidency (Vaughan, 1986) confirmed what
many individuals associated with community colleges suspected: one can
increase one's chances of becoming a community college president by
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moving through the academic pipeline. The typical pathway is from
teacher to department head or assistant division chair, to division chair,
to associate or assistant dean, to dean of instruction or academic vice-
president. Of the 590 presidents responding to the question regarding
their position prior to assuming their first presidency (positions preced.
ing the deanship were not examined), over 38 percent were chief aca-
demic officers immediately prior to assuming the presidency, and over
12 percent were vice-presidents, a position that normally oversees t1e
instructional program (Vaughan, 1986, pp. 27-28). Thus, using the ter-
minology of this current volume, over 50 percent of the current presi-
dents were deans of instruction immediately prior to assuming their first
presidency. Of course, presidents came from practically every source im-
aginable; nevertheless, one can increase the odds of becoming a commu-
nity college president by moving through academic positicons, for the path-
way most traveled on the way to the prerident’s office is the one leading
directly from the dean of instruction’s office.

One of the reasons many individuals want to become a dean of in-
struction is that the position is the major jumping-off point for the
presidency. Once individuals reach the dean of instruction’s position,
they realize they have reache? a plateau in their career that is “only a
heartbeat away” from the presidency; they also know the pathway they
followed in reaching the deanship. On the other hand, for those individu-
als who want to move through the administrative ranks but have not
yet reached the dean’s position, the most immediate question becomes
not “How does one become a president?” but rather, “How does one be-
come a dean of instruction?”

PATHWAYS TO THE DEANSHIP

The most important single source of deans of instruction is the divi-
sion chair’s position, with over 29 percent occupying the chair’s position
immediately prior to assuming their first dean of instruction position.
Another 11 percent were either associate or assistant deans of instruc-
tion prior to becoming a dean, thu: clearly establishing the traditional
academic pipeline as the most important avenue to the deanship (CLS).
Although the division chair's position is the most important single path-
way to the deanship, it is by noc means the only one. Even by adding
to the total the 11 percent who were associate or assistant deans, the
40 percent moving into the dean’s position through the traditional path-
way is below the more than 50 percent of the presidents who were their
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institution’s chief academic officer prior to assuming the presidency. One
can conclude that the roadway that deans of instruction travel is rela-
tively broad but becomes a narrow pathway once one assumes the dean-
ship and aspires to the presidency.

Nine percent of the deans of instruction were deans of student services
(the title varies) immediately prior to assuming the dean of instruction’s
position. A number of talented deans of student services with whom 1
have talked over the years indicated that they felt they would have to
move into the instructional pipeline if they were to achieve the presidency,
thus, in part, accounting for the 9 percent who chose to switch rather
than fight. A dean of student services expressed his views on the pathway
to the presidency with a pithy comment: “I know what it is not; it is
not through the dean of student services” (quoted in Vaughan, 1986,
p. 39). While one dean’s comments do not make the case for switching
positions if one wants to be a president, the aspiring president should
not ignore that 7.8 percent of the current presidents were deans of student
services prior to assuming the presidency whereas, as noted above, almost
50 percent of the current presidents were their institution’s chief academic
officer prior to assuming the presidency (Vaughan, 1986, pp. 27-29),

Even if one does not have the presidency as a career goal, there are
other reasons why a dean of student services might want to switch to
the dean of instruction’s position. For example, on most campuses an
Orwellian pecking order exists whereby all of the deans are equal on the
organizational chart, yet one dean, the dean of instruction, is more equal
than the others. Faculty members, presidents, and board members tend
to favor deans of instruction when seeking a leader. The dean of instruc-
tion is often in charge when the president is off campus; 25 percent (137)
of the presidents pointed to the dean of instruction as their chief con-
fidant, whereas 2.7 percent (16) of the presidents named the dean of stu-
dent services as their chief confidant (Vaughan, 1986, p. 39). These acts
are observed and noted by members of the college community and by
members of the college’s board, thus adding to the prestige of the dean
of instruction’s position while, perhaps by default, lessening the prestige
associated with the dean of student services’ position.

A high percentage of the deans moved into their first deanship from
the position of faculty member, with over 12 percent of the current deans
stating that they were faculty members prior to assuming their first dean-
ship. The percentage of faculty members seemed large; therefore, the data
were examined to see if any discernible patterns existed that set apart
those deans who had moved from the faculty to the deanship from those
who had followed different routes.
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Fifty-six males (11.7 percent of all male deans) moved into the dean-
ship directly from a faculty position, as did 18 females (14.4 percent of
all female deans). The male-female mix does not indicate any pattern that
would set these deans apart; the percentage and mix of male and female
faculty assuming the deanship do, however, support the above sugges-
tion that the base for the deanship is relatively large, whereas the path-
way narrows once one moves from the dean’s position to the presiden-
cy, for the number of faculty members moving directly into the presidency
is insignificant, although one can almost always find an exception when
dealing with over 900 presidencies, and one or two presidents indicated
that they had moved directly into the presidency from a faculty position
(Vaughan, 1986, p. 28).

The average age of those deans who moved from a faculty position
to the deanship is almost 48 years, the same as the average age of the
deans as a whole. Had the deans moving from faculty positions been con-
siderably older than the average age of all deans, one might conclude
that they had obtained the deanship at a time when community colleges
were younger and deans with administrative experience were less avail-
able. The average college size in which the former faculty members serve
as deans is 2,265 full-time students, thus dispelling any belief that they
assumed the deanship at only small colleges. What can one conclude?
Probably that the faculty members were well respected by members of
the college community and were in the right place at the right time, con-
clusions one can make about most positions.

Over 9 percent of the deans of instruction were deans or directors
of community services and continuing education (the title varies) prior
to assuming the dean of instruction’s po. .cion. While this category should
perhaps be grouped with positions of academic leadership, and therefore
should be considered as a part of the academic pipeline (equal to divi-
sion chair, or in some cases equal to the dean of instruction’s position
in terms of preparation for the presidency), community services and con-
tinuing education positions vary so much from state to state and even
from campus to campus within a state that a separate category seems
warranted for this study. Nevertheless, previously I argued that the dean
of community services’ position should be considered as an important
training ground for the presidency, for individuals in these positions man-
age budgets; plan programs; employ and work with large numbers of
faculty, many of whom teach part time; meet with diverse constituents,
including leaders of business and industry and local political leaders; and
perform any number of the tasks required in the presidency (Vaughan,
1987, pp. 3-10). As a matter of fact, 4.6 percent of the current presidents
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were deans of community services immediately prior to assuming the
presidency (Vaughan, 1986, p. 28). More importantly for this study, the
9 percent of community services deans who moved into the dean of in-
struction’s position make community services and continuing education
important jumping-off points for assuming the dean of instruction’s po-
sition, and once there, the former community services deans are in an
excellent position to assume the presidency and to use the skills they
learned ir: both deans’ positions.

Almost 6 percent of the deans of instruction came from positions
at four-year institutions; over 2 percent were department chairs; almost
Z percent were assistants to the president; slightly over 4 percent made
lateral moves (from one dean of instruction position to another); less than
1 percent were high school administrators; and less than 1 percent were
directors of evening programs.! The remainder came from any number
of sources, including four who were former community college presidents,
a hospital administrator, a director of guidance, an executive director
of the state-level commission for community colleges, an associate direc-
tor of an accrediting agency, three directors of admissions, and from any
number of other positions, including one who stated that the position
occupied prior to becoming a dean was that of student.

One conclusion regsrding the pathway to the deanship is that it is
far from straight and narrow but rather has many branches. Neverthe-
less, the most traveled pathway is the one leading through the academic
forest, with the division chair's position as the jumping-off point most
likely to land one in the dean of instruction’s position.

PREPARATION FOR THE DEANSHIP

Deans of instruction rarely experienced the “shock waves” upon as-
suming their first deanship often felt by presidents assuming their first
presidency. Indeed, rione of the deans interviewed felt intimidated upon

The myth persists in some circles that community colleges still turn to public schools and four-year
institutions for their deans and presidents. The myth did not develop without some basis. For ex-
ample, in 1960 over 24 percent of the community college presidents came from positions in public
school adminiscration, and over 15 percent came from positions at four-year institutions. By 1986,
over 90 percent of the presidents came from community college ranks. The small percentuge of deans
coming from public schools and four-year Institutions further Indicates that it is time to put the
myth to rest: the community college does not now and probably will not in the furure turn to pub-
lic schools or four-year institutions for its top lesders. See The Communiry College Presidency (Vaughan,
1986, pp. 28-29; 40) for a discussion of the decline in the number of presidents coming from the
public schoo! and fouryear institution’s ranks.
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assuming the deanship. To the contrary, most deans felt that their educa-
tional background and experience prepared them well for most aspects
of the pocition. Nevertheless, most deans felt that there were certain gaps
in their experience and background and, as is true with most positions,
that they had a number of things to learn about the position once they
became deans.

One of the most important differences most deans discovered upon
moving into the position was that in order to be successful deans of in-
struction, they had to view the college from a much broader perspective
than was the case when they were division chairs or in similar positions
with narrower scopes and more limited responsibilities than the dean’s
position. For example, just the seemingly obvious task of keeping up with
the literature in higher education became more important for one in-
dividual who moved from the division chair’s position into the deanship.
He notes: “Even though I had a doctorate in higher education adminis-
tration, I really did not spend as much time as I should on the literature
of higher education while a division chair. That hurt me some, required
me to catch up when I became a dean.” Another dean of instruction
explains his reaction to his expanded responsibilities as follows:

As a division director, I was a full-time administrator responsible for
a smaller area—math, science, and health occupations. By moving to
the dean’s level, my responsibilities were obviously broader and more
encompassing. [As dean] I certainly was comfortable working with the
faculty in those three areas and was able to work with them closely;
when they spoke about needs I had an vnderstanding of what those
needs were. It is much more difficult in the social sciences, the human-
ities, or developmental education. That's not my background; it’s not
my experience. So, being able to interpret the kinds of things I was
hearing from faculty was difficult.

One current dean who had been at her college for 10 years prior to
becoming dean of instruction and who felt generally well prepared for
assuming the deanship (she had been both an assistant and an associate
dean) found that in order to survive, she had to master the budget quickly,
which, with the help of her staff, she did. She is now looking at what
skills and experiences she will need should she take the next step (the
presidency) in the administrative hierarchy, a step she feels she will likely
take in the not-too-distan¢ future.
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Another dean who came to the deanship from the dean of student
services’ position found no surprises when he moved to the instructional
side of the house, although he found that working with the faculty “and
trying to provide leadership for them was a challenge, but I don’t think
there were any surprises.”

Voids in Preparation
While there were not many surprises awaiting deans upon assuming

the deanship, a number discovered voids in their background that had
to be filled once they assumed the position. One dean noted the following:

Oh, 1 think the void—and 1 think it’s probably common in a lot of
deans—is that we tend to come from academic backgrounds. We don’t
come from backgrounds that emphasize leadership and management.
That whole area, and there's a whole world out there, most of us leam
it by the seat of our pants. We take a course here, we take a course
there, we read, but really, we have no formal training in leadership
and management. I think that’s a real void.

sh‘p.f\nm:l'ner dean echoes a simitlhar :hemiggarding otfl'lteh lack of Iead;rc
training prior to assuming the deanship. Some e strengths he
brought to the position were more narrowly focused than might be desira-
ble. He notes the following, for example:

I was trained in the discipline of biology and had attended a very good

program that focused very strongly on the teaching-learning process.
But I had absolutely no training or exposure to leadership responsibili-

financial
ments, making reports, coalescing data for accreditation documents,—all
that information which is fundamental to the kinds of roles that one
has as a chairperson and as a dean—were not there.

The void in leadership training prevented one dean from solving a diffi-
cult organizational problem early in his career. He believes had he had
more time and more training in providing leadership, he could have been
more effective in solving the problem.
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In contrast to the above statement regarding coming from an aca-
demic background, one dean discovered that the lack of a traditional
academic background presented him with some problems upon assum-
ing the deanship. He describes his situation as follows:

Yes, I have found that [ have some voids. I guess the greatest void
in my educational background was that I taught in public schools and
went into public school administration and from there into college
administration in continuing education. So my degress are in educa-
tion; my master’s, for instance, is in public school administration, and
my doctorate in higner education administration. The void: 1 would
rather have a master’s degree in a discipline area.

The dean noted, however, that he had not experienced a credibility gap
with the faculty as a result of his educational background. Nevertheless,
he felt that a master’s degree in a discipline would enhance his perfor-
mance as 8 dean.

A dean whose academic discipline was art history discovered that,
although she had been the chair of a large division, she was not fa-
miliar with vocational programs and how they are funded. She also
discovered the need to understand state financing more than was the
case as division chair, but most imnortantly she had not “previously
had the opportunity to be in closed sessions with the board.” Meeting
in closed sessions was an eye-opener for her, and she says she can
now “really appreciate the relationship between the board and the
president.”

A dean who had been in her position for nine months notes that
dealing with the budget and other financial matters presented her with
a major problem and “the one I'm feeling most.” She also had difficulty
in planning how to use personnel in the service of the entire institution.
Another dean, in spite of 19 years of administrative experience (two aca-
demic deanships and tenure as a dean of admissions) still discovered a
void he had to fill upon assuming his cunrent deanship: the ability to
listen to what people have to say, “to really hear them, not just have
them talk, for what they have to say is important and adds to the pic-
ture something I might not have thought of.” Another dean, alluding
to a lack of time to do everything, found that his previous position of
division chair had not taught him to delegate tasks as well as he should,
a skill he had to learn as dean in order to survive.
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ASSUMING THE OFFICE

How do deans of instruction view the position once they assume the
deanship? What are the major rewards associated with the position?
Frustrations?

Rewards

The greatest reward of the office for a number of deans comes from
seeing students achieve their goals. One response: “Well, last week was
commencement. Watching the students that I've helped was rewarding.
I may not be helping them individually, I may never see them, but knowing
that because I worked with the faculty to create a new program, to get
fu_iding for something, or secured other resources, whether computers or
bools or whatever it took to get the services for students, that's the reward.”
From another dean: “I guess I'd say my major rewards are usually the stu-
dent outcomes. When we see our students go through our system, being
able to compete with any other institution academically and succeed, that
is rewarding.” He continues: “Education is a people endeavor. I enjoy being
with people, and I enjoy being a part of it. I think when any of us succeed,
the student, the rest of the staff, all of us succeed; and it's a kind of reward
for me as well as for them.” One veteran of three deanships confesses:
“I can still get moist-eyed at some of our graduation ceremonies. Probably
one of the most moving times I ever saw was when I gave a man, I believe
he was 82 years old, his GED.” Another veteran who has been an academic
dean for 13 years points to “student success, watching students graduate,
seeing students who have been successful because of a particular service
or program that you've set up. I think rhat’s perhaps the greatest reward.”

Another dean, in discussing his rewards, places the deanship into
a perspective that helps all administrators to 1'nderstand the need to step
back from the position occasionally. His analysis:

The greatest rewards are when you back up and look at the whole
thing and you see the growth opportunities that you're providing: you
see students of all ages coming through those opportunities and realiz-
ing their goals and finding the fulfillment they're looking for in life—
that's the greatest satisfaction of all. One has to reflect upon that as
an administrator because it's somewhat further removed than the ful-
fillment the teacher finds in the day-to-day intevaction with the stu-
dent in the classroom. You don’t have quite the same sense of satisfac-
tion without sitting back and reflecting on it now and then.
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Another dean gets her reward from “tremendous faculty support,”
support and recognition that helped her obtain the position and that
has helped her gain the support of the president for the institution’s in-
structional program. She also admits that she enjoys the prestige of the
position: “I wanted this position for quite some time. To get the posi-
tion, I had to wait for my predecessor to retire since I was not willing
to relocate geographically. So, I waited.” Another dean finds that he “cer-
tainly gets more recognition, and there's no question that can be a heady

I think that when your college is doing well and it is attributed
to the dean’s position, that feels good. Also, a lot of people depend upon
you for advice and ask for your opinions, and that is important to a per-
son’s ego.” Similarly, from another dean: “Taking an idea right through
and then seeing a graduating class from that program, that's been very
rewarding. Helping a faculty member, a new faculty member, who indi-
cates afterwards that ‘yes,’ something you did made it a little more com-
fortable. That, those things, I think are the rewards.”

One dean, while finding working with the faculty rewarding, finds
working with other administrators as part of a team extremely reward-
ing. Especially satisfying to him is working with the president because
he and the president complement each other. The same dean, reflecting
upon the satisfaction he achieves from teamwork, achieved great satis-
faction from his role in developing a master plan that involved the faculty
and the community and is the “kind of document that doesn’t collect
dust on a shelf for the next seven years. . .I think to be able to see that
kind of plan fulfilled is a great reward for me.” Another dean refers to
the planning role of the dean: “I think. that you can identify long-range
goals, and as a result of identifying these goals, you can organize the col-
lege in such a way that you can see the college move toward the goals.
That’s very rewarding, not only for you as an individual, but for the col-
lege as a whole.”

Serving as a mentor and role model, while not mentioned specifical-
ly by a large number of dcans (no specific questions were asked during
the interview relating to the role of mentor or role model), was implied
by many throughdescribing their relationships with faculty and students.
One dean speaks specifically of the satisfaction he gets from serving as
a mentor. Indeed, one of the major satisfactions coming with the dean-
ship is that he “really enjoys seeing an individual who is working with
me develop, and for me to feel that I contributed to that—that’s a real
reward for me.” The same dean believes that he should serve as a role
model for faculty and other administrators, especially ir: the area of profes-
sional development. He notes:
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I encourage faculty to attend professional meetings, to be active. 've
always « ncouraged them to publish if they've got something publish-
able. I try to do that through talking, letting them know I support this
type of thing. One of the standing rules that 've always used as far
as guiding myself is that faculty members who have a paper accepted
at a meeting, we'll find the travel money for them. I've always tried
to publish myself, as a model.

One dean gets his rewards from “making things wark.” The follow-
ing analysis of what he considers to be good about the position is reveal-
ing and offers a good snapshot of what the position might well be like
on a daily basis:

Well, if you do it vight, it's a little like the rewards of the president’s
office, but maybe without some of the political and extemal hassles.
We’mreaﬂyhmfmhmmAndifIMoffawpmgrm
the finance dean and the student services dean have to agree with
me. We have to do it together, and I have to get all this stuff to-

to do the work for me. But when it all comes together, it really is
mine. I sometimes don’t even get the credit for it. Often, I send a
department chair who has really done the work before the board, but
I know, and 1 think the president knows, that I pulled those things
together. It’s making a success of a program that really makes me
feel good. I think that there’s a fear or a problem with instructional
dmuwhommq’mﬁmdoﬁum&mifmmdom
programming and instruction, curriculum building, and faculty de-
velopment, you, as dean, have to orchestrate the whole unit. If you're
domgthat,you’mablecodojustabmctanythm.llikenmaging—
orchestrating the whole business—but occasionally I like to take one
little pet project and enjoy doing it.

Other comments of a similar nature were offered by a number of
deans. One dean, however, reflecting on her 14 years in the position,
offers a good summary of the rewards associated with the position, rang-
ing from the vicarious rewards of graduation ceremonies and mentoring
to the more personal rewards of being in the eye of the sturm.
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1 love working with the different subject areas. The way an English
teacher approaches the problem contrasted with the way an engineer
approaches it is a thing of gossamer gaiety. I mean, it really is. I love
that. There's a kind of camaraderie with the president and the presi-
dent’s cabinet that I enjoy. I like the perks of the position. I really
like that. 1 like being in charge. I like thinking I'm making the differ-
ence. I like setting the agenda. I like the opportunities it provides to
do things like work with the National Council of Instructional Ad-
ministrators, to go on the circuit and make a speech now and then.
1 enjoy that. Are you going to ask me the things I don't like? [I did.]

The above perspectives bring a personal flavor to the deanship and
likely reflect the thinkin;, of many more deans than those quoted. One
thing learned from the interviews is that many of the rewards associated
with the dean’s position are the ones one would expect to come from
helping people achieve their potential. Another discovery is that the re-
wards experienced by deans are similar to those experienced by presi-
dents. A number of presidents referred to the thrill they get from the
graduation ceremony; some enjoyed talking with faculty and students;
others in working with the community. Presidents, unlike deans (not sur-
prisingly), pointed to the satisfaction they receive from reaching the top
of their profession (Vaughan, 1986, p. 100-102). Presidents (p. 102) rare-
ly referred to the rewards one would think would be inherent in being
a part of something bigger than one's self, of playing a key role in achieving
the nation’s dream of universal higher education. On the other hand,
several of the deans tended to feel that their role was important because
of the contributions it made to the larger picture, especially in relation-
ship to helping students. (Ironically, deans tend to think in terms of em-
bodying the larger picture more than presidents, who tend to focus on
personal accomplishments and failures.) In any event, deans, as is true
with presidents, find their position satisfying, and those deans who as-
sume the presidency should continue to reap many of the rewards they
enjoy as deans.

Frustrations

While rewards are inherent in the dean of instruction’s position, so
are frustrations. As with most administrative positions, deans find that
their time is taken up with having to perform relatively trivial tasks. One
dean sums up this frustration in a way that most community college ad-
ministrators, including presidents, understand.
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It seems that a great deal of a dean’s role is handling complainss. Some-
times they're easy to handle, sometimes they're not. For the people com-
ing into the office with a complaine, it's a top priority, but it may be
a very insignificant piece of your day. However, you have to treat it
mmﬂgmh@m,mﬁmeﬁmmﬁmﬁ&fﬁmkmda.m
gets a li mg.

Time, or the lack of it, is the bane of deans of instruction, as it is
for most administrators. One dean who has an open-door policy finds
that “I tend to let almost everyone come into my office.” Another dean
describes his position as “the kind of position in which there are so many
things to do that sometimes you’re frustrated because you can’t do them
all.” The same dean notes that “there is so much work to do in the posi-
tion that your work is never really done. I think you need to take a long-
range view. Sometimes you want to get things done, or at least I do, within
a short period of time, and you have to realize that oftentimes things
that are important are going to take a lot longer. You're going to have
to involve a lot of people.” The dean quoted above who wanted to know
if she were going to be asked what she did not like about the nosition
gave this answer: “The things I don’t like? I hate the clerical part of ad-
ministration, and there’s so much of it. I just hate that. The major frus-
tration is that you get something knit up on Monday, and by Wednes-
day it’s unraveled and you have to knit it up again. My major frustration
is in thinking you have something headed in one direction, and then
it all comes apart and you've got to go back and put it together again.
That i- the major frustration.”

As with time, the lack of resources was a source of frustration
for a number of deans. One dean shared his frustrations on the lack of
money:

There is one great envy I still have of the four-year colleges. If we had,
here at our college or at any good community college, a couple of hun-
dred million dollar endowments, there isn’t anything that the Univer-
sityof . is doing that we couldn’t do. I really mean that.
I don’t mean it in the sense of research; rather, I mean it in the sense
of truly making a difference in our state. In our four-county region,
most of the Black students who get any education at all get it from
us. And that's a deeply ingrained problem in our society. But would
Exxon give us $200 million like they gave Tulane? No. Would Coca-
Cola give us $100 million like they gave Emory? No. You know if

66




54 / THE SETTING

they did, we’d pay that back. And that's really a frustration; I wish
I could get the money together.

teoe

Anocther dean experienced one of her greatest frustrations when funds
were cut. She explains:

We asked everyone to look at ways in which computers can suppore
instruction. They did such a good job that everybody came in with
a full schedule, and I only had one computer lab. I have to find more
computers. Buz, I just called my office today and found oue that our
county wants us to cut the budget by $300,000. So, people did what
I asked—they found ways to suppore instruction with new technology—
and now I can't deliver what they need. We'll find a way, but some
of those people are not going to be able to use the resources as much
as they'd like. So, that keeps me up in the middle of the night. How
am I going to do that? I need to reward them for doing a good thing,
and instead, I'm kind of taking something away.

Another frustration results from having to depend upon other peo-
ple. As one dean notes: “You need to depend upon people to do the
work. You can’t do it all by yourself. And s0, you need to organize some
folks to do it and oftentimes they let you down. They have their priori-
ties. You feel you want to move at a certain pace and they're not coming
along at the same pace with you—that would be another frustration |
find with the position.” In the same vein, another dean notes: “Well,
naturally, the frustrations are that ultimately you don’t make all of the
decisions; you've got to work with the system. And, no matter where
you are in the system,...you have to deal with the community, with
the legislature, the board of trustees—all of those things—and usually you
would like to move faster.”

One dean finds that it is not only lonely at the top but lonely near
the top also. She is frustrated over her lack of contact with people.

I spend so much time shut away in the office dealing with numbers,
dealing with program proposals which I know are essential, etc., but
when I'm working on them, I don’t feel like they have anything to
do with education. The bureaucracy that we have to deal with—state
education departments and so forth—they want everything a certain
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way. I don’t necessarily think these things have anything to do with
quality, but I have to put everything in the right language to convince
other people, and that's very frustrating.

As is true with rewards and satisfactions, many of the frustrations
experienced by the deans are similar to those experienced by presidents,
including dealing with internal politics. One dean is frustrated by “the
whole process of campus politics.” He observes that “we’re political
animals. Every campus has its political environment, its political config-
uration, and people use those kinds of behaviors to pursue their own
special interests, and they don’t contribute much to the common good.”
Further, just as is true with deans, presidents point to a lack of time and
resources as a source of frustration. Not surprisingly, presidents found
external pressures more frustrating than did deans. One president sums
up outside pressures well: “The most frustrating thing is the politicaliza-
tion of the community college. Not only the board, but the state and
others feel they have an oversight responsibility. Keeping it all in bal-
ance is very frustrating” (Vaughan, 1989b, p. 64). Understandably, presi-
dents feel more pressures from state legislators, local politicians, special
interest groups, and the state’s executive branch than do deans (Vaughan,
1986, pp. 66~78). Presidents, on the other hand, do not experience as
many frustrations emanatin from daily contact with faculty and stu-
dents as do deans.

As in the case of the rewards associated with the dean’s position,
frustrations tend to follow common themes: a lack of time, limited
resources, and dealing with internal pressures emanating from faculty.
Also, as in the case of rewards, frustrations tended to grow out of the
daily tasks associated with bringing a large number of intelligent, creative
people together in a common cause while at the same time administer-
ing a complex office. The dean occupies a position that can influence
the direction of the institution, a direction that often results in change.
Bringing about change, especially in an academic institution, certainly
has its frustrations as well as its rewards.

Lines of Demarcation. The type and degree of frustrations experienced
by the deans and presidents provide a line of demarcation between the
positions, although not a clear one: for example, frustrations experienced
by presidents such as internal (special interest groups) and external (poli-
ticians) pressures clearly establish the president’s office as the place on
campus where the buck stops, for often the dean is not able to contain

the pressures or be in a position to recognize fully the implications they
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have for the institution. Most frustrations experienced by deans relate
more to the day-to-day operation of the institution, frustrations that the
effective president gladly cedes to the dean. On the other hand, by sug-
gesting that presidents experience more external pressures than deans does
not indicate an absence of such pressures in the dean’s position. One
dean understands the difference well. His analysis:

I think the major frustration, or one of them, has got to be trying to
balance the different political forces. They are at work constantly —
interally and extemnally. I think most deans, at least the ones I'm
familiar with, probably are not as heavily involved as their presidents
in external political forces, but they are certainly aware of them.

Being aware of pressures and having to deal with them are worlds apart.
The dean cannot and should not deal with external pressures to the de-
gree that the president does.

Perhaps one of the clearest lines of demarcation between the positions
is the known versus the unknown. Those deans interviewed, while noting
voids in their preparation, believed that they were well-prepared to be deans
and, in many respects, saw the dean’s position as involving many of the
same things that they had been doing but in a larger and more complex
arena. Presidents, on the other hand, almost always experience shock upon
assuming the position, for the presidency, unlike the deanship, is a new
position to them and rarely is viewed as an extension of the dean's posi-
tion, of the division chair's position, or of any other position on campus.

In the case of both deans and presidents, however, the frustrations
never seem to outweigh the rewards associated with the positions. Deans
of instruction, and especially those whose goal it is to become a presi-
dent, should, as suggested by the dean quoted above, be aware of external
and internal political forces, for it is those forces that have the potential
of forcing the college’s mission in directions that are not endorsed by
the governing board or the college’s leadership team.

SUMMARY
Interviews often result in generalizations by the individual being in-
terviewed and by the person reporting on the interviews. Certainly the

above discussion is selective in the information gathered and in the report-
ing of that information.

63




ASSUMING THE DEANSHIP / 57

Generalizations and selectivity, however, do not lessen the value of
the lessons that can be learned or diminish the need to gather qualita-
tive information on the deanship. Through deans sharing their views
on the preparation needed for the deanship, pointing to voids in that
preparation, and discussing the rewards and frustrations associated with
the position, one is able to understand the dean of instruction’s position
more fully. An examination of the survey data reveals the following:

¢ The professional pathway to the deanship leads most often from
a teaching position, to a division chair or assistant deanship, and
then to the chief academic officer’s position. Forty percent of the
current deans followed thie traditional, academic route; others
reported that immediately prior to becoming dean of instruction
they had been deans of student services (9 percent), faculty mem-
bers (12 percent), administrators or faculty members at four-year
colleges (6 percent), deans or directors of community services (9
percent), department chairs (2 percent), and assistants to the presi-
dent (2 percent). Four percent had made lateral moves, and the
remainder came from any number of positions.

® Upon assuming their positions, deans of instruction rarely ex-
perience the shock that new presidents often feel when taking on
the chief executive officer’s role. Most deans report that their educa-
tional and professional backgrounds have adequately prepared them
for their new responsibilities. When adjustment problems are
reported, they usually focus on inadequate management training
(usually lacking in the dean’s academic backgrounds) and on the
need to view the college from a broader perspective than was hereto-
fore necessary.

® Not surprisingly, deans derive their greatest satisfaction from helping
students achieve their goals, while frustrations stem from bureaucrat-
ic chores (often delegated from the president’s office) and from the
political difficulties inherent in trying to accomplish goals through
a large organization of creative, independent-minded individuals,
while at the same time administering a complex office. Most deans
usually find satisfaction in their work, however, noting that they
achieve a sense of accomplishment by making a contribution to
an organization that changes people’s lives for the better.

Current deans, presidents, board members, and all members of the
college community should recognize that the dean’s position is critical
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to the success of the institution and work to understand the position
as fully as possible. Current deans should engage in introspection, con-
stantly evaluating the dean’s position in relationship to themselves and
to the institution and share the results with members of the college com-
munity and other members of the profession. The above, while making
no claim to universal truths, should provide a good starting point for
evaluating the dean of instruction’s position and understanding those
who currently occupy the position. Moreover, by discussing the dean’s
position candidly, those deans interviewed show a knowledge of the po-
sition that should be shared in greater depth than has been done by any
dean in the past. More subjective study needs to be done on the posi-
tion by someone who occupies the position. One problem deans may
experience in regard to studying the deanship in depth is that many of
them are looking beyond the deanship to the presidency and perhaps
would view studying a position they consider a temporary way station
in their career as a waste of time and energy. Assuming this is the case,
then it lies with those individuals who see the deanship as a fitting cli-
max to their career to build upon my work in this book and continue
to interpret the position for current and future deans. To do so will serve
the commanity college and the nation well, for this volume is only a be-

ginning in the process.




PART II

Female and
Minority Deans
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f the community college is to achieve its potential in service to the

nation in the 1990s and beyond, its leaders must increasingly come

from women and ethnic and racial minority groups. The outlook

for increasing the number of women in leadership positions is some-
what encouraging, for 21 percent of the 619 deans responding to the CLS
are women. Chapter 5 discusses female deans, with much of the discus-
sion based upon the information obtained from the Women'’s Survey (WS)
[See Appendix 2]. The women deans responding to the WS indicared
that they perceive few problems in performing their duties due to their
gender, although the exceptions are worth noting.

The outlook for racial and ethnic minority leadership is not as en-
couraging as it is for women. Only 7 percent of the deans responding
to the CLS are racial or ethnic minorities. O~ these, 3.2 percent are Black;
1.8 percent are Hispanic; and 2.0 percent are members of other racial
or ethnic minority groups. .

In order to understand some of the issues and opportunities facing
racial and ethnic minority deans of instruction, Black and Hispanic deans
wmsuweyed.TheBlackdeanswereaskedmrespondmdzemyidenﬁe
fied in the following discussion as the Black Survey (BS) [See Appendix 2];
the Hispanic deans were asked to respond to the survey identified in the
following discussion as the Hispanic Survey (HS) [See Appendix 2].

One source suggests that the rights of minorities were debated as an
ethical issue in the 1960s and 19705, but “in the forthcoming decade, the
educational and social advancement of minorities must be viewed as a
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national vested interest issue that cuts at the core and basic welfare of
the U. S. economy” (Thomas and Hirsch, 1989, p. 62). The need for ad-
ditional racial and ethnic minorities in leadership positions has not gone
unnoticed by community college leaders. The AAC]C, with urging from
two of its affiliate councils, the National Council on Black American Affairs
and the National Community College Hispanic Council, recently recog-
nized the need for placing more emphasis upon minority leadership. Meeting
in Minneapolis August 3-5, 1989, the AACJC Board of Directors ac-
knowledged the need for the community college to place additional em-
phasis upon increasing its already considerable commitment to serving
minorities (Reinhard, 1989). The Board’s discussion resulted in making
minority concerns a plank in the AACJC’s 1990 Public Policy Agenda.

While the emphasis placed upon minorities by the AACJC Board
is important, another item of discussion from the Minneapolis meeting
has the potential of bringing about significant changes in the leadership
of the community college of the future. At the meeting, the Board agreed
to establish a new leadership institute aimed at mid-level and senior ad-
ministeators other than presidents. According to Dale Parnell, president
of the AACJC, one of the purposes of the institute will be to “bring a
new group of leaders into the work of the AACJC, and help prepare
a new cadre of leaders for the future of higher education” (The Comma-
nity, Technical, and Junior College Times, August 29, 1989, p. 4). If the
AAC]C is successful in serving minorities, the new leadership institute
must make serving ethnic and racial minorities a top priority, with spe-
cial emphasis on deans of instruction, for the surest and quickest way
to enhance minority leadership is to prepare minority academic deans
to move into the presidency as quickly, as efficiently, and as effectively
as possible. Indeed, the dean of instruction’s position, with its incum-
bent often headed for the president’s office, should be the focal point
of the new institute, for these deans should be role models for faculty,
students, deans of student services and finance, and others who have
as their goal the community college presidency.

APPROACHES TO THIS STUDY

Two points should be made as a preface to the discussion of women
and minority deans: (1) most community coileges are truly equal opportunity
employers and do not discriminate on the basis of race, age, sex or other
factors that are beyond the candidate’s control; and (2) it is very difficult
to obtain information on community college professionals, including deans
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of instruction, who are women or members of racial and ethnic minority
groups. In regard to the latter, the AACJC’s annual survey of community
college administrators, for example, does not gather information that iden-
tifies the sex, race, or ethnicity of the respondents. Some assistance was
received from the American Association of Women in Community and
Junior Colleges, the National Council of Instructional Administrators,
the National Council on Black American Affairs (NCBAA), and the Na-
tional Community College Hispanic Council NCCHC) in identifying
their membership, assistance for which [ am grateful. These councils are
all affiliate councils of the AAC]JC.

The NCBAA and NCCHC provided a list of names used in survey-
ing minority deans. In the case of Blacks, the 15 deans identified by the
council (nine responded to the survey) is short of the approximately 20
Black deans responding to the dean’s CLS. (Assuming the number of
deans (619) responding to the CLS is an accurate sample of che 1,169
identified for the survey, then approximately 38 of the current chief aca-
demic officers in the nation’s comnunity colleges are Black, making the
15 deans surveyed even less representative of all Black deans of instruc-
tion.) In the case of Hispanics, the 15 deans surveyed (14 responded) ex-
ceed the approximately 11 Hispanic deans responding to the deans’ CLS
and approaches 21 Hispanic deans (making the same assumption as is
made regarding Blacks) out of the 1,169 deans surveyed. In addition, other
than Blacks and Hispanics, no other ethnic and minority deans have
such affiliate councils; the discussion on minority deans therefore is limited
to Blacks and Hispanics, although 2 percent of the deans responding to
the CLS survey are from other ethnic and racial minority groups.

The following three chapters are based, in part, upon the informa-
tion obtained from the WS, the BS, and the HS. In the case of Blacks
and Hispanics, the information is limited somewhat by the number of
surveys analyzed. Indeed, due to the small number of deans responding
to the BS and HS, no attempt is made to analyze the data in relation-
ship to such chings as family background, educational attainment of the
deans, age, and other facts that are discussed in the chapter on femasle
deans Nevertheless, in spite of its limitations, a discussion of minority
deans greatly enhances our understanding of the dean’s position, espe-
cially in relationship to Hispanics and Blacks, two groups that must in-
creasingly assume more positions of leadership if the community college
is to fulfill its promise of serving all segments of socisty.

A discussion of women, Blacks, and Hispanics is important for reasons
that go bey~:.d the dean’s position, for the deans and future presidents
in these groups will serve as role models and mentors for future community
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college leaders as well as for future leaders in all segments of society. The
need to serve as role models and mentors has long been viewed as an
important part of the leadership role of these groups. A Black female dean
states the case well for both minorities and women: “We DO have a
responsibility to be the best we can be because we DO represent millions
of others who have not gotten the opportunity to sit where we do”
(Wheelan, n.d., p. 6; Wheelan is quoted in more detail in Chapter 5).
While filling the roles of mentor and role model is nothing new to many
women and minority deans, it is nevertheless helpful to determine how
these deans view this aspect of leadership, for women and minority com-
munity college leaders can expect increasing pressure on them to devote
more time and energy to this aspect of their role as the number of minority
students (female students attending community colleges already outnumber
male students) entering higher education, and especially those entering
the community college, increases.

In addition to the surveys, Chapters 4, 5, and 6 draw upon Leadership
in Transition (Vaughan, 1986) for comparisons of women and minority
deans with women and minority presidents. Indeed, essentially the same
type of information was gathered on both deans and presidents in order
to provide the basis for such . ~mparison. For example, under the section
entitled “The Asexual Deanship” in Chapter 4 and the sections entitled
“The Aracial Deanship” in Chapters 5 and 6, the questions on which
the sections are based are identical except that race and ethnicity are
substituted for gender. The following explanation of this particular ques-
tion avoids the necessity of repeating it in the three chapters. The basis
of the question: Clark Kerr and Marian Gade (1986) concluded in The
Many Lives of Academic Presidents that while women experience special
problems in getting appointed to the presidency, once appointed, “Overall,
they say they are more readily accepted as time goes on and, ‘net’ are
not in any better or worse situation than men once they have been ap-
pointed. ..” (p. 118). The question: In essence, once someone assumes
the presidency [according to Kerr and Gade], the assessment of perform-
ance becomes asexual (aracial). Do you agree with Kerr in relationship
to the dean’s position? If not, please explain how the assessment of the
position is different for you because you are a woman (Black, Hispanic).

Section Il of this volume is devoted to an examination of those deans
who are women, Blacks, and Hispanics because to understand the com-
munity college of the future, leaders must begin to understand the roles
members of these groups play now and must play in the future. It is hoped
that tlhis brief look will aid in the process of understanding these impor-
tant leaders.
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Female Deans
George B. Vaughan and Mary Lou Klaric

ecently, while attending the Association of Community College
Trustees’ annual meeting in Vancouver, B.C., the first author

of this chapter was approached by a woman from a Southeastern

who was awave of some of the work that he had done on the

community college presidency. With a somewhat bemused [« on her
face, she proceeded to share with him the details of an incident that had
occurred to her less than one hour before their chance meeting. Her story:
Crossing the lobby of the convention center, she noticed a group of five
or six men talking and laughing, certainly not an atypical activity for
people who attend conventions. Recognizing one of the men, she decided
to go over to say hello. As she approached the group, she picked up the
gist of the conversation. It seems that the convention planners had made
some mistakes on the identification badges included in the convention
packets. For example, one member of the group, the chair of the board
of one of the colleges represented at the meeting, was laughing as he led
the conversation: “Well,” he exclaimed, as he pointed to his name tag,
“Pm now a college president.” As the woman approached the group, the
board chair interrupted his conversation to greet her, although she was
a stranger to him. In order to put a name with the face of the new ar-
rival, he glanced quickly at her name tag. In a voice that showed obvi-
ous satisfaction in being able to build upon his interrupted conversation,
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he exclaimed gleefully: “Looky there, they've made her tag up wrong,
too. It says president on it.” Of course, anyon: who has read this far
knows the punchline: the woman was (and is) a president.

Did the female president exaggerate? We think not. She gave this
chapter’s first author permission to repeat the story, including the use
of her name and college, and even gave him her office phone number.
In order to protect the innocent (naive would be a better word to de-
scribe the trustee), we decided to keep her identity a secret. Indeed, iden-
tifying the president would detract from her symbolic role for female com-
munity college professionals who still suffer an identity crisis.

Establishing one’s identity if one is & woman is not limited to com-
munity college presidents. For example, the Washington Post reported on
the results of a survey of the most highly paid ($65,994 to $77,500) women
employed by the federal government. Sixrv-five percent of the women
responding to the survey did not believe that their views were taken as
seriously as those of men; 63 percent said that they had been mistaken
for secretaries at meetings and had even been asked to fill the coffee pot
and to take notes; 50 percent felt that men resented receiving orders from
them; 33 percent believed that their personal lives were subject to more
severe scrutiny than were the lives of their male counterparts; and 26
percent stated that being a woman hurt, rather than helped, in moving
up the administrative ladder (cited in Vaughan, 1989a, p. 20).

Time's December 4, 1989, cover story is entitled, “Women Face the
00s.” It observes: “In the '80s they tried to have it all. Now they’ve just
plain had it.” It then asks: “Is there a future for feminism?” The inside
story captures many of the frustrations and triumphs of women in the
1980s. One quote seems appropriate to set the stage for a discussion of
female deans of instruction: “In many ways, feminism is a victim of its
own resounding achievements. Its triumphs—in getting women into the
workplace, in elevating their status in society and in shattering the ‘femi-
nine mystique’ that defined female success only in terms of being a wife
and a mother—have rendered it obsolete, at least in its original form and
rhetoric” (p. 82). Certainly, the female deans have gotten into the work-
place and have elevated their status in relationship to other community
college professionals. They also provide rich territory for examining the
deanship through the eyes of the majority of those women who current-
ly occupy this important position.

A number of questions relating to women in the deanship can be
asked, which, if answered, should help one to understand the position
more fully. Among the questions asked on the survey were the follow-
ing: Is there a woman's perspective on the dean of instruction’s position?
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Are there some assets associated with being a female dean? What has
been the impact of affirmative actior ‘or women who hope to secure a
deanship? Is the deanship asexual? These and other questions are explored
as the position is viewed through the eyes of 129 female deans of
instruction.

BACKGROUND

Approximately 21 percent of the 619 deans responding to the CL3
survey were women. While the AAC]C does not collect information on
the sex of chief academic officers, it does collect the addresses of its member
institutions and, if possibic, the names of the approximately 1,169 in-
dividuals occupying the position. The names were examined and a list
was created of chief academic officers with first names normally associated
with women. No attempt was made to determine the sex of those on
the list who used initials or who had names that are commonly used by
both sexes, nor was any attempt made to attach names to those labels
that listed addresses only. The list yielded 187 names; surveys were there-
fore sent to those 187 individuals. Ten of the surveys were returned be-
cause the individuals no longer occupied the position (they moved to
another institution, now are chief executive officers, or were in the posi-
tion on an interim basis) and one was returned because, despite the ef-
forts to include only females, the dean to whom it was sent is male, leav-
ing 176 female deans in the pool. Of the 176 female deans who were sent
the survey, 129 returned it, for an overall vesponse rate of 73 percent.
It should be pointed out that the response rate for all but two of the
questions on the Women’s Survey (WS) was at least 93 percent, although
most had response rates ranging from 96 to 100 percent. The two ques-
tions that had the lowest response rates were the following: (1) What were
your most important non-professional contacts external to the campus
that helped you become a dean? and (2) What were the most important
professional associations and organizations that aided you to become a
dean? The response rates for tliose two questions were 82.9 and 39.1 per-
cent, respectively. It is possible that no response for these two questions
meant that no non-professional contacts and professional associations
aided those deans in securing a deanship, for, as will be mentioned in
more detail later in this chapter, the response from a large ..umber of
the deans to both of these questions was “none.” Despite the response
rate for those two questions, we believe that the results fairly represent
the female deans in the pool as a whole and, as such, decided that it
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would not be necessary to provide the specific response rate for each ques-
tion when the findings are presented. Instead, the findings are presented
in terms of percentages, which usually have been rounded to the nearest
whole number, and, occasionally, the actual number of deans who
responded to a question in a particular way is provided.

It also should be pointed out that it is highly unlikely that all of the
female deans responding to the earlier CLS survey of deans responded
to the WS, nor is it likely that all of the women responding to the WS
responded to the earlier CLS. One result is that the statistics may vary
slightly between the surveys.

Female deans are distributed throughout our nation’s community col-
leges. The average size of the institutions at which they are deans is 3,620,
whereas the average size of the institutions for the 619 deans responding
to the CLS survey is 3,051, dispelling any beliefs that women are deans
only in the smaller institutions. The range of institutions was staggering,
with one dean listing only 8 students at her institution and another one
listing 16,200.

Family Background

In The Community College Presidency (Vaughan, 1986), 1 painted a
picture of a group of individuals who had far outstripped the socio-
economic background of their families to ascend to the top of their
profession. The two indicators used in the study of the presidency were
educational level of parents and parents’ occupations. I referred to the
community college presidency as the “blue-collar presidency.” The same
two indicators were used to help determine the family background of
female deans of instruction.

The fathers of the female deans completed more years of formal edu-
cation than did the fathers of the deans as a whole or the fathers of cur-
rent community college presidents. Sixty-four percent of the fathers of the
female deans of instruction have a high school diploma or less, although
over 40 percent of their fathers did complete high school; over 2 percent
have an associate degree; almost 18 percent have a bachelor’s degree; 7
percent have a master’s degree; and over 6 percent have a doctorate (in-
cludes those with a J.D. and an M.D.). The 64 percent corapares with
77 percent for the fathers of the deans responding to the CLS, a percent-
age that includes the responses of a number of female deans. In contrast
to the female deans and the deans as a whole, over 80 percent of the presi-
dents’ fathers have a high school diploma or less (Vaughan, 1986, p. 10).

The mothers of female deans also have more formal schooling than
do the mothers of the deans as a whole and the mothers of current
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presidents; they also have more formal education than do the fathers
of female deans. Fifty-five percent of the mothers of female deans have
a high school diploma or less (39 percent of them completed high school);
11 percent have an associate degree; almost 19 percent have a bachelor’s
degree; over 6 percent a master’s; 1.6 percent a doctorate; and 7.7 per-
cent hold other degrees, including nursing degrees and diplomas and busi-
ness school diploaas. The 55 percent for the mothers of female deans
(those with a high school diploma or less) compares to approximately
78 percent for the mothers of current presidents (Vaughan, 1986, p. 10)
and approximately 73 percent for the mothers of the deans as a whole.

Even though the educational level of the mothers and fathers of fe-
male deans is higher than that of the parents of the deans as a whole
and of presidents, the educational background of the parents of the fe-
male deans differs from that of the parents of the deans as a whole and
of the presidents in degree and not in kind. The blue-collar deanship,
while a paler blue, remains intact when examined through the educa-
tional level of the parents of female deans of instruction.

Parents’ Occupations

Approximately 69 percent of the fathers of community college presi-
dents engaged in occupations normally classified as blue collar. Sixty per-
cent of the presidents listed their mothers’ occupation as homemaker,
with less than 10 percent listing occupations for their mothers that re-
quire at least a bachelor’s degree (Vaughan, 1986, p. 11). Approximately
25 percent of the deans responding to the CLS listed a managerial or
professional occupation for their fathers. The remaining 75 percent fell
into the blue-collar classification. As for the occupation of their mothers,
48 percent of the CLS respondents listed homemaker, and over 10 per-
cent listed professional positions (predominantly in education) that re-
quire a bachelor’s degree or above (Vaughan, 1989, p. 113).

Of the female deans responding to the WS, approximately 29 per-
cent listed occupations for their fathers that fall within the managerial-
professional class, those which normally require a bachelor’s degree or
higher (one listed her father’s occupation as community college president!).
The remaining 71 percent fell into the blue-collar classification. Home-
maker still was the most common occupation for the mothers; however,
the percentage of the mothers of female deans whose most recent occu-
pation was that of homemaker (34 percent) was considerably lower than
it was for the mothers of the deans as a whole and for the mothers of
the presidents. Twenty-two percent of the mothers of female deans held
positions in the education profession, 17 percent held clerical/secretarial
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positions, and 7 percent held positions in the nursing profession. The

a business and positions in retail and real estate.

As with parent’s educational level and despite the different distribu-
tion of occupations for the mothers of female deans, the occupations of
the parents of female deans support the concept of the blue-collar deanship.

Age and Tenure in Office

Tae average age of the female deans who responded to the WS is
49, with a range from 31 to 70; the average age of the 619 deans who
responded to the CLS is 48.3. Does the average age of female deans indi-
cate that they have moved along their career paths with the same speed
as their male counterparts? Tenure in their current positions offers some
clues: female deans on the average have been in their current positions
for 3.6 years (60 percent have been in their current positions for fewer
than 4 years); all deans, based on the responses to the CLS, have been
in their positions for 5.4 years. Since a number of the female deans also
responded to the CLS, thereby reducing the average number of years
in their current positions for all deans, it is clear that female deans have
been in their current positions for a fewer number of years than have
all deans. Assuming the female deans have not changed positions any
more often than the deans as a whole, one can conclude that, on the
average, female deans assumed the deanship at a later age than did their
male counterparts.

Marital Status

Over 65 percent of the female deans are married, which compares
with 87 percent for the deans who responded to the CLS; 12 percent
of the female deans are single; 19 percent divorced; and 3 percent widowed.
None of the female deans responding to the WS reported that they are
separated from their spouses. While the 65 percent for female deans who
stated that they are married is lower than the 87 percent for all deans
(the 87 percent probably would have been higher if the female deans an-
swering the survey were removed), ther< should be little doubt that many
women are combining marriage with a highly demanding, and one would
hope, rewarding career.

Race

Almost 94 percent of the female deans responding to the WS are
white; 3.1 percent are Black; 1.6 percent are Astan; and 1.6 percent are
of Hispanic descent. Twenty-one percent of the deans who responded
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to the CLS are women, a figure that is considerably higher than the 7.6
percent of the current two-year college presidents (includes presidents of
private junior colleges in addition to community college presidents) who
are women (cited in Vaughan, 1989, p. 115). Indeed, based upon the
past, the future for women in terms of moving into the top community
college leadership positions is brighter than it has been in the past. But
the picture is less than bright for minority women for, as one can readily
see, of the 129 women responding to the WS, only 4 are Black, 2 are
Asiar, and 2 are Hispenic.

Mobility

Thirty-seven percent of the female deans answering the WS reported
that they ar2 deans in the state in which they had finished high school.!
The 37 percent compares with 49 percent for all deans (those who re-
sponded to the CLS). However, deans as a whole and female deans in
particular are more likely to move to another state than are community
college presidents, for 45 percent of the presidents serve in the state in
which they had finished high school (Vaughan, 1989b, p. 114).

PREPARING FOR THE DEANSHIP

The dean of instruction’s position is an important avenue to the
presidency. Approximately 45 percent of the current presidents indicated
that they were their college’s chief academic officer prior to assuming the
presidency (Vaughan, 1986, pp. 27-28). Forty-eight percent of the women
responding to the presidential WS indicated that they were their college’s
chief academic officer prior to assuming the presidency (Vaughan, 1989b,
p. 116). Obviously, if one is to use the academic deanship as an avenue
to the presidency, one must first become an academic dean. What, then,
are the pathways to the deanship?

For female deans, the pathway to the deanship is one with many
branches, although the major pathways are the traditional ones of divi-
sion chair, dean-director, vice-president, and assistant-associate dean. The
division chair’s position was the pathway most traveled by the fems'
deans responding to the WS, with over 28 percent of the female de

stating that they occupied this position prior to assuming their first ¢

"The percencage of female deans responding to the CLS who indicated that they lived in the state
in which they had finished high schoo! was slmost 40 percent. The difference does not alter the
sinustion: most female deans serve in states other then the one in which they had finished high school.
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of instruction’s position (29 percent of the deans responding to the CLS
were division chairs prior to assuming their first deanship). Twenty-four
percent of the deans had been deans or directors of various types, in-
cluding dean of student services (8 previously held this position), dean
of community services (2), and dean of finance (1), prior to assuming their
first dean of instruction’s position, and almost 20 percent were either
assistant-associate deans or assistant-associate vice presidents (11 percent
of the deans responding to the CLS were assistant or associate deans).

In addition to these pathways, 11 percent of the female deans came
from any number of other campus positions; 7 percent were faculty mem-
bers; and 4.7 percent came from positions outside the community col-
lege. Over 2 percent reported that they moved from one dean of instruc-
tion’s position to another one.

Academic Preparaticn

Seventy-three percent of the female deans responding to the WS have
an earned doctorate, divided almost evenly between the Ph.D. (37 per-
cent) and the Ed.D. (36 percent), and 25 percent have a master’s degree.
The remaining 2 percent (three deans) possess other degrees—an educa-
tional specialist degree, a J.D. degree, and a doctorate of arts in educa-
tion. Thirty three of the deans (26 percent) have degrees in a discipline.
Of those with a degree in a discipline, the largest number have degrees
in English (8 deans or almost 25 percent of deans with a degree in a dis-
cipline); next are psychology, chemistry, and history, with 3 deans having
their degrees in each of those disciplines. It should be noted that posses-
sion of an advanced degree does not mean that it was earned in a dis-
cipline, for 74 percent of the female deans responding to the WS have
degrees in education, with over 43 percent having degrees in higher
education.,

The percentage for female deans with a doctorate (73 percent) is higher
than the percentage for the deans who responded to the CLS (69 per-
cent) but lower than the percentage for current presidents with a doc-
torate (76 percent). But these differences are not great enough for us to
conclude that the academic preparation of deans is significantly higher
for women than for men. Nor can we conclude that female deans have
highe+ educational attainment than current college presidents.

Professional Associations

The female deans were asked which, if any, professional associations
gided them in becoming a dean. Over 31 percent of the deans who
responded to this question answered “none,” even though many of them
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belong to one or more such associations. Almost 69 percent listed one
or more professional associations that they felt aided them in becoming
a dean, and approximately 34 percent listed two or more professional
associations. The organizations mentioned most often were the AACJC
(listed by 23 deans), the American Association of Women in Communi-
ty and Junior Colleges (16 listed it); the American Council on Educa-
tion (ACE) (7 listed ACE and 6 listed ACFE’s National Identification Pro-
gram); the American Association of University Women (7 listed it); and
the American Association of Higher Education, which was listed by 6
deans. A number of state associations also were mentioned by the fe-
male deans as being important.

Leadership Pro

The female deans were asked if they had participated in any leader-
ship programs prior to becoming a dean that aided them in obtaining
their positions. Sixty-three percent of the deans responding to this ques-
tion on the WS said that they did not. Of the 37 percent who said that
they did participate in a leadership program prior to becoining a dean,
the most popular program was the Leaders for the '80s program, with
21 deans listing it; the next most popular was the ACE’s National Iden-
tification Program, with 15 deans listing it; and 3 listed the Executive
Leadership Institute sponsored by the University of Texas and the League
for Innovation in the Community College. Harvard’s Institute for Edu-
cation Management, Bryn Mawr’s HERS program, and ACE’s Fellow-
ship Program were each attended by two of the female deans. Numerous
other leadership programs, some of which are limited to individual states,
were mentioned by the deans. (The total number of programs in which
the deans participated was higher than the number of those who answered
“yes” to this question because several of the deans attended more than
one leadership program.)

External Contacts

"ie female deans also were asked to list their most important non-
» ~* sional contacts that aided them in becoming a dean. Of those who
ans ' ed this question, 41 percent stated that no external contacts played
an important role in their becoming a dean. Fifty-nine percent listed at
least one non-professional contact that aided them, and 26 percent listed
two or more contacts external to the campus that were helpful. No single
external organization stood out as being important, although 10 respon-
dents listed the Chamber of Commer-e. Many other organizations and
individuals including community organizations; women’s groups; national
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non-profit organizations such as the Girl Scouts, Red Cross and others;
and family members and friends were mentioned. From this, it appears
that many female deans are involved in their communities as good citizens
as well as in their capacity as deans of instruction.

Peer Networks

The WS asked if the deans were members of a peer group that aided
them in becoming a dean. Sixty-seven percent of the deans answered that
they did not belong to such a group. Of those who reported that they
did belong to a peer group, 60 percent stated that the peer network was
predominantly female, 31 percent belonged to predominantly male peer
groups, and 9 percent belonged to peer groups comprised of both males
and females with neither sex being predominant.

Mentors and Role Models

Much has been written about the importance of mentors and role
models, especially for women and minorities. How important were mentors
?alzgl role models to women in their movement up the administrative

er?

Mentors were important to current female community college presi-
dents, with 75 percent poiuting to a mentor as having influence upon their
careers and 67 percent of those mentors being male (Vaughan, 1989b, p. 80).
Seventy-one perceat of the deans responding to the WS reported that they
had a mentor who was important to their career. Of these, 76 percent
indicated that their mentors were male, 11 percent had female mentors,
and 13 percent stated that they had both male and female mentors.

Those mentors mentioned most often by the female deans were presi-
dents (mentioned 33 times); deans (20); vice-presidents (16); and any
number of other individuals ranging from professors, to “bosses,” and
colleagues.

How important are role models for future female deans? How often
is one’s role model and mentor the same person? When given a choice—
which often is not the case in deciding one’s mentor—did the female deans
select a woman as a role model?

Fifty-nine percent of the female deans stated that they had a role
model who influenced their career. Of these, 26 percent stated that their
role model was also their mentor, 67 percent had a role model other than
their mentor, and 7 percent had more than one role model, one of whom
was their mentor.

Of those deans who had a role model other than their mentor, over
61 percent chose a female role model, whereas over 36 percent chose a
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male role model and 2 percent had both a male and femai» role model.
The most popular role model was a college president (with 12 of the deans
listing & president) followed closely by deans (11) and college professors
(8). The remaining role models ran the gamut from mothers and fathers

to peers.

Role models were imnortant to a number of deans. For those deans
whose role models were nat their mentors, the majority chose a female
role model, reinforcing the need for current female deans and presidents
to be sensitive to the role they play in influencing others, especially women.

Negative Role Models. Given the choice, most community college
professionals would likely choose a positive experience as a catalyst for
changing their careers. On the other hand, negative experiences also can
influence one’s carer. In an attempt to understand what negative ex-
periences, if any, the female deans encountered, they were asked if they
had a “negative role model” who influenced their career.

Fifty-five percent of the deans stated that they did not have a nega-
tive role model. On the other hand, 45 percent indicated that they had
one, of which over 69 percent said their negative role models were males,
over 20 percent indicated females, and over 10 percent had both male
and female negative role models. Topping the list of negative role models
were deans (24 of the deans mentioned a dean) and presidents (8).

Since negative role models often are supervisors and others in authori-
ty, and since males still tend to occupy those positions, the large num-
ber of male negative role models is not that surprising. The question re-
mains: Were males negative ro' models because of their gender or because
of their behaviors and performance on the job? And, would there be more
female negative role models if more women were in leadership positions?

One female dean acknowledges the male dominance of the field in
her response to the question of negative role models but, at the same
time, offers some advice to all community college administrators. Her

response:

Jood question. Perhaps all ambitious women look at men in superior
positions and know they could do the job as well—better. I saw tremen-
dous ego problems in many male presidents. Women may not have
fewer ego problems, but since I could only watch men at the top, 1
vowed to use the position of dean and president in the role of steward
rather than king. Two specific presidents I have worked with convinced
me that mental health and emotional health are as important as any
other ingredient in these jobs and this career.
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The number of comments regarding negative role models are too
numerous to repeat in their entirety here. By repeating some, however,
the flavor of the comments is communicated. For example, one female
dean’s negative role model was a male dean of instruction who *“was op-
pressive, overbearing, and who refused to allow differences of opinion.”
A female vice president did not consult with others who reported to her,
set unreasonable deadlines, and was ineffective in serving as the chair
of meetings. One female dean seemed especially prone to negative role
models. “My whole professional life is and has been burdened by these
negative role models. Middleclass white males with fragile, ego-
strengthened world views have always populated the landscape of aca-
deme, so my agenda was to continue to do a better job. There have been
a few good ones, however.” Her negative ones often were “undemocratic,”
were “ " and “racists,” and discriminated on the basis of a person’s

age.

Words and phrases that showed up often in the female dean’s
responses were “I knew 1 could do a better job,” and the negative role
mode! lacked communication skills and creativity, showed little concern
for others, and was arbitrary, ego centered, and authoritarian. More
than one female dean commented on “women who want to be like men,”
a characteristic that contributed to one of the dean’s assigning a woman
in this category to negative role model status. The negative role model,
a professor, caused the dean to recall years later that “her negative
qualities surely presented me with a picture of the type of woman leader
1 did not want to become. Her negative characteristics: her strong, forceful
insistence on being one of the ‘good old boys’ in language (often vulgar)
and demeanor (often aggressive); her habit of ‘putting down’ other people,
especially women; her insensitivity toward others’ feelings.” Finally, one
dean who worked under a female president discovered “a terrible
ruthlessness and insecurity in the woman” who “did everything in her
power to make my life miserable.” As a result the dean reports that
she “suffered a great deal, but I learned more from the suffering and
more quickly than I probably could have otherwise. The experience
charé.ged me for the better in terms of how I administer and what I
avoid.”

By pointing out the negative aspects of leadership, it is hoped that
others can learn what not to do. Moreover, by discussing negative role
models, leaders are reminded that they do indeed live in glass houses
and that often what is seen through its walls is not a pretty sight,
especially when viewed by those who expect leaders to be positive
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OBTAINING THE DEANSHIP

Were female deans asked questions during interviews that were related
to their gender? Do any of them feel that they ever lost a position be-
cause of their gender? What, if any, were the major obstacles encoun-
tered as a result of being a woman? Are there advantages that result from
being a female dean? These were among che questions asked on the WS.

The Interview

The number of deans who found being a woman either an asset or
a liability during the interview process was almost equally divided, with
30 percent responding that gender was an asset and 29 percent stating
that it was a liability; however, 27 percent felt that gender was not a fac-
tor. The remaining 14 percent either saw it as both an advantage and
disadvantage or were not sure which it was.

Assets, Some o1 the responses regarding gender as an asset follow:

When given a chance to ask a question of the president for the current
position that I hold, I used the opportunity to my advantage. I asked
the following question: ‘Being a graduate of one of the leading com-
munity college leadership programs, I have spent considerable amounts
of time studying the dynamics of leadership. One conclusion is that
there are no real gender differences in the way effectiv leaders lead,
yet I notice you have no women in leadership roles at your institution.
Would you like to comment on that? It did lead to an interesting

Another stated that “] feel it was an asset. I could be outgoing, energet-
ic, and aware of my appearance [when meeting] with the committee. In
this case it worked; it didn’t always.”

A number of deans felt that history was in their favor, for many in-
stitutions had few or no fe.nale administrators. One dean noted that she
“was the only woman candidate and the most relaxed and enthusias-
tic.” From another: “An asset: There were no women in higher adminis-
tration at the college and they were being pressured to hire females. I
was qualified, interested, and ready for the challenge.” Similarly, “I be-
lieve it may have been an asset because I am the first woman to hold
this position. This is a group of “aculty who likes to keep up with the
times.” And a qualified response: “For me I felt it was an asset; all other
candidates interviewed were male and there were several supportive
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women on the search committee, although I think the search commit-
tee’s direct knowledge of my work was the strongest factor in my favor.”

A numbser of the respondents made the point that they consider be-
ing a woman an asset in all of their endeavors. One dean's response
presents this point of view well.

My answer may not help, but this is it. I feel that being a woman
is an asset in everything I do. I have had to hone my abilities to a
greater degree than is required of males simply to compete. Being a
female in an interview process would seem to me to permit me greater
sensitivity to the nuances of the process and, therefore, greater likeli-
hood of being successful.

Liabilities. The 29 percent of the deans who felt that their gender
. was a liability during the interview process offered a number of explana-
tions as to why they felt that way. One believes that being a woman is
never an asset when applying for a leadership position. From another:
“It is a liability. I was the first female hired in a deanship. It took an ap-
pointment rather than a search to get me there.” One dean, while stat-
ing that her gender was a liability, offers a comment that indicates the

complexity of answering the question.

Difficult question. My style was an asset, @ more ‘feminine’ approach,
team leader, reflective leader, etc. My coalition-building skills were
valuable, and these skills are often seen as more ‘feminine’ in nature.
These same skills, however, were probably [seen as] liabilities to some
on the committze, as they were not the typical ‘male’ qualities they
were looking for.

eee

Another dean believes that, “In general, I think women have a more
difficult time establishing credibility. Search committees seem more will-
ing to take a chance on men.” One dean views it as a liability, but hedges
somewhat on her answer.

A liability, but not to the degree I had previously believed it to be.
Of the five other candidates (all male), two struck out, one found an-
other job, two refused the salary offer. I was called last (as far as I
know) and accepted the lowest salary. It should also be noted that the
decision to offer the position to me ended the longest search (from the
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interview of the finalists to the actual offer) the institution has ever
engaged i

in.

One dean who saw being a woman as both an asset and a liability places
the debate in perspective. “This is a really ambivalent question! Yes, I
was given a chance because of my gender and the perception of the charac-
teristics that I would bring. And I may have surprised some by my in-
dividuality. That same surprise may have become a liability because all
of the stereotypical expectations are not true.” And another who beat
out some tough competition, both female and male, provides an ade-
quate conclusion for the debate on assets versus liabilities. She notes that
after doing well in the interview and getting the position, she found that,
“Then, I suppose like everyone else, I had a year to prove that I could
indeed do the job.”

Only 17 of the deans answered “yes” when asked on the WS if an
gender-related questions were asked during interviews for their current
position. While the number who responded “yes” is relatively small, the
comments of those deans who were asked gender-related questions offer
insights into the selection process and into how some few members of
the college community view women.

A number of the questions that were asked concerned the dean’s
family life. For example, one dean was asked who would care for her chil-
dren when they became ill. Her response: “My husband.” Another was
asked “about my husband’s job.” And another was asked if her children
would keep her from taking out-of-town trips and working long hours.
A female faculty member asked one dean how her husband would man-
age if she moved to a different city. And a president wanted to know,
“What will you do with your husband?” Another administrator observed
that the applicant and future dean was a single parent. He wanted to
know how she could raise children alone. A female faculty leader, who
missed the formal interview, later told the successful candidate that she
would have opposed her appointment because “a single woman with chil-
dren cannot be a dean in this community.” A trustee observed, “Since
you have children, I assume there was a Mr. H.___ once.” One woman
who moved from faculty member to dean faced a number of questions
which she found offensive and inappropriate: ‘

In the process of interviewing for the position, for which I was the only

female applicant, I was asked a number of sexist questions which 1
quietly reversed and asked the questioner. The most persistent was a
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faculty member whose wife also taught. He asked me how I could ex-
pect to serve as dean while trying to raise children, run a house, and
be a farmer’s wife. I responded to his question with a comment that
both he and his wife managed to accomplish a number of things and
then mentioned that his question was inappropriate. Several of the other
faculty members present at the interview were relieved that I addressed
the inappropriateness of the question.

In addition to questions relating to the candidate’s family, some ques-

tions were asked regarding a woman’s ability to function in the role. One
future female dean was asked by a male administrator: “Are you tough
enough to stand toe to toe with other vice presidents?” Both administra-
tors and trustees expressed some concern over their future female dean’s
ability to “boss” the administrative team, over her ability to deal with
the budget (she taught micro and macro economics for eight years), over
her public speaking ability (she was an elected town official), and over
her ability to make “hard” decisions.
. While the number of female deans who were asked gender-related
questions was small (an encouraging sign for community colleges as they
work to overcome stereotyping associated with sex and for women seek-
ing leadership positions it community colleges), the questions asked make
it clear that gender is not a totally dead issue. However, keep in mind
that in every case cited the applicant got the position.

In a ‘ollow-up question on the WS (Were any gender-related ques-
tions asked during interviews for positions that you did not get?), the
vast majority of the deans who responded to the question (84 percent)
again said “no.” But 20 of the deans were asked gender-related questions,
which further illustrates that during interviews women still may be asked
questions that are unrelated to the vequirements of the position and should
be prepared to respond as professionally as possible to some rather per-
sonal questions, inappropriate though they may seem to be.

Did the female deans who were turned down for deanships prior to
obtaining their current positions believe that they did not get those positions
because of their gender? First, it is important to note that 66 percent of the
deans who responded to this question reported that they had never been
turned down for a deanship for which they applied. Of those who said they
had been turned down for a deanship in the past, 35 percent felt that being
a female candidate was responsible, at least in part, for their not being offered
the position. Why did they feel that being a female was one of the causes
for not being offered the position? Their answers are revealing.
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From one dean: “Most people have been conditioned that males are
appropriate in positions of leadership. It’s hard for them to see a young,
attractive female in the role. I feel I had to be twice as qualified as a male
to get the same position.” From another: “A committee member and the
college president commented on my ‘calm soothing voice,’ a remark that
they probably wouldn’t have made to a male.” Another candidate felt
there was a perception among the faculty that her manner was “soft”
and that she suffered from her failure to “show off” her literary knowl-
edge. Another dean believes she lost the position because the college com-
munity felt that “we can’t hire a female dean, we have 2 woman president.”

Did those deans who lost positions really lose them because of sex
stereotyping, or were they simply engaging in some healthy rationaliz-
ing? The answer is elusive. One dean speaks to the complexities of the
question and the ironies often found in the selection process. “The job
was given to a woman, but one who was a ‘yes man.’ [ was deemed ‘too
independent.’ This was stated publicly by the man who made the selec-
tion.” She adds a postscript: “He was later demoted for propositioning
a young female staff member who taped it.”

As with race, questions regarding the sex of candidates are likely set-
tled prior to the interview, for practical as well as legal reasons. The good
news is that most of the deans were never turned down for a deanship
and most were not asked gender related questions during interviews. But,
as illustrated above, sex stereotyping may still exist and questions related
to gender occasionally do creep into the interview process on some Cam-
puses. Women who aspire to the presidency as well as to deanships should
be sensitive to these pussibilities and be prepared to deal with sexual biases
rationally, unemotionaily, and professionally, remembering that both time
and the courts are on their side.

Affirmative Action

One of the legal answers to discrimination on the basis of race, eth-
nicity, and gender is affirmative action. The female deans were asked if
affirmative action aided them in becoming a dean. Sixty percent said that
it did not; 34 percent said that it did; the remainder provided “yes-no”
and “maybe” answers. The answers of the deans (43 total) who felt that
affirmative action helped them included the following types of responses:
Affirmative action (1) forced employers to include women in the pool
of candidates; (2) made it impossible to ignore women’s qualifications;
(3) brought about an awareness of women’s assets; (4) demanded that
women be treated seriously; and (5) made the process as fair as possible.
The success of other women helped some of the female deans secure
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administrative positions, (Two comments illustrate this point: *I followed
a successful female dean of instruction, and the president preferred another
female in the position.” “1 followed a strong woman who. . .was popular
with the faculty. The president who hired me likes to hire women [ad-
ministrators] and recognizes our competence.”) While the ages of all respon-
dents were not analyzed in detail, it is interesting to note that, of the eight
deans responding to the survey who are over the age of 60, none felt that
affirmative action played a role in their obtaining the deanship.

A positive statement from one dean on the role of afirmative action
suggests that the program has accomplished some of its objectives, at least
as far as women are concerned. This dean noted that affirmative action
aided her “for the first dean job in 1980 but not for the VP of instruc-
tion job in 1989. I would not have gotten a start in sdministration until
much later; in fact, I would not have conceived of myself as an adminis-
trator and leader without affirmative acticn.” On the other hand, one
dean was told by the president that she got the job because she was a
woman. Her reaction: “I thought I had been selected because I was a
talented teacher.”

Probably the major contribution of affirmative action is in assuring
that women are included in the pool of applicants. Most women, once
included in the pool, believe that they got the deanship because they
were the right match for the position and because they were well quali-
fied to be a dean. One dean made a comment about the employment
of women that presidents should note, even when affirmative action pro-
grams exist. Her comment: “It is the courage and openness to change
of the CEQ or president that results in the hiring of women.”

Obstacles Encountered by Female Deans

Sixty-five percent of the female deans responded that they had en-
countered major obstacles on the pathway to the deanship as a result
of being a woman. Some of the obstacles related to institutional culture,
or at least to how the respondents viewed that culture. Among the ob-
stacles that resulted from institutional culture were such things as not
being taken seriously because of one’s sex; men not wanting to work for
women; lack of mentors and role models for women; having ro face the
“good old boys’ network”; the perception that men, not women, belong
in leadership positions; the initial inability to understand and use the
“system”; the higher expectations demanded of women; coming from a
“female” profession (nursing); lack of support from women in lower-level
positions; the belief that it was a risk to hire a woman; and being viewed
as a “women’s libber” if one supports women’s rights.
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Biases resulting from institutional culture came in many packages.
One dean encountered resistance from men who did not want “a woman
boss.” One male administrator counseled the president about the impropri-
ety of traveling with a female dean. One dean found that because her
teaching field vas dominated by men and because department and divi-
sion chairs were elected, she had difficulty in getting lower-level experience
in order to qualify for an assistant dean’s position. One dean stated: “The
answer is very simple: the sexist practices of an old boy system.” An-
wher dean was haunted by the “perception that women cannot handle
authority or the stress that comes with the position; by the perception
that women let family responsibilities interfere with the job; and by the
perception that women are too emotional.” One dean found that an ob-
stacle was that “as a woman with a male mentor you have to prove that
you didn’t sleep your way to new opportunities.” She 2lso found that
she worked so hard to please everyone and do everything right, that she
did not take the time to plan and market herself for a higher position.
Anothe: dean believes that “sometimes a woman is not viewed as seri-
ously as a man. Input into the decision-making process is not given the
seme weight. Also, a female administrator is sometimes viewed as being
unusual; therefore, men and women may have difficulty adjusting to a
female supervisor.” One dean noted that the major obstacle she faced
wa; tradition, “I was the first female chief academic officer in [a particu-
lar state’s] technical college system! Anything else paled in comparison
to tradition.”

Another group of obstacles resulted from -ultural biases found in
the larger society, especially those relating to the “place” of women within
that society. Among the obstacles were having to put their carecr on
hold to raise a family; being a single parent; having to deal with prob-
lems that can arise in a two-career family; growing up female and not
being encouraged to have a career; and the unwillingness of spouses and
other family members to relocate. The following observations by female
deans serve to illustrate some of the difficulties they faced as a result of
cultural biases.

One dean “needed to take out years to have children in an era when
child care facilities were few and far between.” One dean wgp unable to
start her administrative career until age 42 because she had to raise her
children first. Another one found that “distuptions and long commutes™
heldherbackinhertwn—camerfamﬂy.Onedeanbelievessbewasbypassed
for promotions because she was married but not the family’s principal
breadwinner. Another dean notes that the length of time it took her
to complete her Ph.D. because of family coinmitments hurt her career.
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One dean faced a major obstacle in her career because she was a single
parent with an adolescent child and two children in college. A major
obstacle for one dean was “being born in 1938 and growing up when
a woman’s role was at home, especially in the 1950s.” Three of the deans
felt that being “placebound’ made it hard to pursue a top-level adminis-
trative position. Another dean notes that family obligations made serv-
ing as a dean difficult and suggested that “any woman aspiring to be in
administration needs a househusband or supportive other who can be
the primary caregiver.” One dean captures the essence of the obstacles
associated with the culture of the larger society.

The expectation when I graduated from college in 1959 was that a
woman would work until she m srried or until she had children and
then could stay at home to take care of the children. Therefore, women
did not plan for careers. It was not until I%chatldmughtsenmb
about having a job (when I separated from my husband) and really
not until 10 years after that I began thinking of a career path in higher
education rather than a position as a faculty member. I had not been
socialized to plan for a career as a child or student and only began
to think seriously about my career fairly recently.

ASSUMING THE POSITION: ADVANTAGES AND
DISADVANTAGES

Are there certain aspects of the dean’s position that are made easier
because the occupant is a woman!? Is the reverse true? Or are the current
female deans uncertain? Forty-four percent of those responding to the
survey felt that being a woman made at least some aspects of their dean-
ship easier. Fifty-three percent did not. The remainder were ambivalen ..

Gender: Easing the Way

Some femaie deans realize that they “are different,” especially whien
working with men. One dean commented on the broader aspects of being
a woman and occupying the dean’s position, stating her belief that “con-
sciousne:s 's raised” regarding equal opportunity for women and minori-
ties. She adds a regional flavor to her relationship with her male colleagues:

1 also think the Southem male tradition of ‘treating a lady well,” which
can be difficult to overcome, but which must be overcome, can make
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the job easier [for @ woman]. Men sometimes let their guard douwn
if they consider the woman to be of little consequence or ‘fragile’; this
allows the woman to be effective without the resistance a male might
encounter.

Similarly, minus the pedestal: “I sometimes think I get away with more
because men don’t want to hurt my feelings.” From another, “Faculty
seem less ready for battle [because of my gender].” Another dean notes
that “By and large, since most male colleagues and supervisors do not
perceive of themselves as having any gender bias, you can use that to
your professional advantage.” And, from another dean: “Most of the men
try harder than they might with a male.” Finally, “Men go out of their
way to explain some things to me such as architectural and mechanical
drawings. Most of these things are very simple to understand. However,
I have the advantage of not being expected to know. I don’t find this
demeaning but humorous.”

The female deans offer an interesting perspective on working with
other women, especially members of the support staff. Many of the com-
ments go against much of the popular mythology that women do not
like working for and with other women and add to the understanding
of the female dean. “[My gender provides me with] the ease of working
with female staff; the ability to build relationships and expect (and get)
honest feedback; [it also provides me with] entree to the women'’s room.”
In relationship to the staff, one dean notes that “I think the clerical and
the female custodial staff often find me less threatening [than men] and
will cor’ de in me more easily.” Likewise, from another dean: “Classi-
fied staff, mostly female, relate more easily to another woman.” And from
another dean, “I have developed excellent rapport with other women,
especially clerical support staff. I hold the same values regarding family
priorities that they do, and this creates a bond, Women faculty also ap-
preciate my support, as do women students.” Last, “Many situations in-
volving support staff were more easily resolved because the secretarial
staff believed I understood the problems because ] am a woman.”

The greatest number of comments came from deans about what they
perceive are female characteristics that enhance their effectiveness. The
following quotes are from different deans. “I can say ‘I'm sorry’ or ‘I cave’
more easily than [ perceive a man can or does.” “In general, I find it easy
to listen to others, to ask for and use advice and suggestions from others.
These and other aspects of interpersonal communications, I feel, are part
of the skills many women bring to their jobs. Also, most women are less
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competitive and less interested in ‘game playing’ and ‘turf battles’ than
their male counterparts.” “People respond to warmth and open commu-
nications.” “Generally speaking [ believe women nurture more naturally
and deal with personnel issues more interpersonally.” “I find that I am
less threatening in a power position because women are viewed as less
egocentric.” “Generally, I think women have better listening skills than
men and are able to handle volatile situations more effectively.” “{Wom-
en are better at] moderating discussions that become emotional and get-
ting everyone ‘calmed’ down.” “I sincerely believe I am more sensitive
to the needs of fa~ulty than were the males who were dean before me.”
“Equanimity and wisdom born of years of being a ‘gal.’ Those who grow
up without power learn the power of collaboration very well, sports or
no sports.” “I think women roll with the punches a little easier than men
do because the job isn’t as closely attached to a female ego or self-image.”
“I think women are assumed to be more nurturing and thus would have
the interests of people at heart.” “[Women] can be more persuasive, more
frank without being threatening.” “I do believe that women may be uni-
quely prepared to help develop a healthy therapeutic environment on
campus.” “I sincerely believe women are more open in their communica-
tions, wk h keeps down rumors ar.d misunderstandings.” “{Women are
better at} showing empathy and dealing personally and warmly with
others—peers, faculty, and students.”

Certainly the above quotes Lave much to say about the way many
women view their roles as leaders. Perhaps inadvertently, the above com-
ments also make important statements on how some male deans approach
positions of leadership. Certainly male deans and presidents should take
note as should governing board members of both sexes.

Gender: Some C~mplications

As mentioned above, 62 percent of the female deans feel that the
dean’s position is more difficult bacause they are women. Their comments
point to some of the difficulties. Some of the complications of being a
female dean have been discussed above under the section on the liabili-
ties associated with being a female spouse, mother, and in general suffer-
ing from the “Wonderwoman syndrome.” For example, one dean notes
that it is very difficult “balancing the career with demands of children
and a husband, for there are not enough hours or energy to be as good
as we want!” From another, “I do not have a spouse to provide ‘social
services.’ I have to live away from my husband during the week because
he couldn't leave his iob.” And from another: “[There is the] need to
balance responsibilities to my family and young children, including car
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pooling, etc., which I enjoy but most male deans who are fathers don’t
need to do or want to do.”

Male deans may well argue correctly that they too have family respon-
sibilities that take their time and energy (mowing the lawn versus car
pooling) away from their roles as deans. However true as the male argu-
ment is, it is well documented that an inordinate number of family respon-
sibilities o%ten fall upon the female spouse.

The ever-present male-female relationship complicated the deanship
for some of the female deans. One dean notes that she has some prob-
lems with “men who flirt before getting down to business.” Another has
some difficulty “working cne-on-one and socializing with male faculey.”
Another finds “dealing with sexist males and females who prefer male
bosses” to be a problem. Another is bothered by the “inside jokes of the
old boys’ network.”

The double-standard is perceived as a problem by some deans. One
believes that “when I'm tough, I'm perceived as a bitch. When my boss
(male) is tough, he’s a good businessman.” Another dean feels the same:
“The adage applies: if a man is ‘tough’ he's decisive; if a women is, she’s
a ‘bitch.’ The toughest thing for a woman in command of a male staff
is being in charge without being dictatorial, whiney, or flirting with one
of the boys. It is very difficult to be ‘boss’ and not lose some sense of
your feminine self.” Similarly, another notes that “it has taken time to
learn to be an SOB, not with my staff but with my peers.” Another fe-
male dean “won’t talk about football or other sports during staff meet-
ings. There i- little genuine colleagueship and support from others on
my level.” While not considering it a serious problem, one dean notes
that “men aren’t as comfortable about kidding around when I'm pres-
ent. | do believe a woman must be especially careful in her relationships
with male peers and supervisors so as not to give any perception of im-
propriety.” One dean, who dislikes reprimanding anyone, finds that “it
is particularly distasteful to reprimand a male. Conflict is not the issue.
[ am simply too conscious of the ‘male ego’ and what a reprimand from
a woman may be doing to that male ego. That consciousness creates more
discomfort for me than it should.”

While, as one female dean suggests, many of the issues related to the
female-male relationship “may be my problem as a woman,” the fact re-
mains that many women perceive their effectiveness to be impeded by
their relationships with their male colleagues. It behooves every member
of the campus community to be sensitive to the needs of the other sex
and eliminate those aspects of relationships that cause members of ei-
ther sex to perceive barriers resulting from that relationship.
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Another area of concern for some women relates to community con
tacts. As one dean observes, “It is more difficult to establish connection
in the community with businessmen, many of whom do not acknowledge
the existence of women in significant roles. For example, I have stood
with the president of the college and the business manager, both males,
and have watched a businessman greet the male on my left, skip me en-
tirely, and greet the male on the right.” Another feels she has a problem
because she cannot *gain access to all-male groups in the community.”
Another believes that “the difficulty is external to the college. I have no-
ticed during economic development activities or in working with advisory
committees that male representatives. . .are taken aback initially by the
fact that I am a woman.” Three deans mentioned those great bastions
for “male bonding,” the locker room and the Rotary Club. From one:
“The inability to participate in major community organizations (Rotary,
Lions, etc.) and the inability to [engage] in informal dialogue (locker room
talk) with subordinates, who are all men” presents some problems. An-
other simply refers to the Rotary and “the locker room before and after
games” as limiting her ability to perform her duties somewhat.

If female deans are barred, or are perceived to be barred, from im-
portant community activities, then indeed the community college will
suffer in the future. Especially damaging will be the inability of female
deans to gain valuable experience in working with community groups,
experience that would be a major asset should they assume the commu-

nity college presidency.

THE ASEXUAL DEANSHIP

The final question regarding being female and occupying the dean-
ship dealt with the asexual nature of the position. Is the dean’s position,
once one is in that position, asexual? Fifty-nine percent of the female
deans believe that it is; 37 percent disagree; the remainder are unsure,

The Deanship is Asexual

Although those responding in the affirmative to the question were
not asked to comment, some did, and their comments are revealing. While
one dean feels that she attracted attention initially because of her gender,
she agrees with Kerr and Gade that “this dissipates with time.” Another
believes that it is up to the dean and the president to keep “femaleness”
out of the picture. One dean subscribes to rule number one: “] feel per-
formance is the ultimate test.” Another dean notes that “expectations
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are high. Standards are tough ones. I'm expected to meet them regard-
less of my sex. It is irrelevant.” One other respondent agrees with Kerr
and Gade but with reservations. She notes that she thinks “others as-
sess you by performance once you are in the role. However, I find I put
extra ‘requirements’ on myself to demonstrate my effectiveness. It is as
if you never get over the feeling of having to ‘prove yourself,’ just in case
someone remembers you are female.” Finally, one dean speaks to the evolu-
tionary nature of the deanship and of society. Her observations regard-
ing the asexual deanship:

When women first were appointed deans and presidents, I believe they
were evaluated on the fact they were female. I do not believe that is
the case in 1989; there are at least 10 women deans or vice presidents
in the academic area in the [state] community colleges, three women
presidents, and numerous deans/vice presidents in other areas. I truly
believe that they are (for the most part) evaluated on their performance.
When women signal the fact that they ave female and imply that they
expect different treatment, then they may be evaluated on the basis
of being a woman.

Finally, from another dean: “Once you reach the top, the view is differ-
ent. You forget the struggle. You are accepted because you hold the
power.”

The Deanship is Not Asexual

Thirty-seven percent of the female deans (47 respondents) believe that
the deanship is not asexual, a concept that had negative connotations
for most of the 47 women. The following comments reinforce much of
what has been said eatlier and make it clear that perceived sexual biases
continue to trouble some women, even after they become a dean. The
following comments are from different deans.

“Many female leaders, who are not themselves Queen Bees aping the
male model, tend to favor collaborative, process-oriented decision-making,
which often isn't highly regarded by traditional males.” “I think how you
perform is, of course, very critical in how you are evaluated—perhaps
the most critical variable. However, I think females are always evaluated
more critically than males.” “I think women are more closely watched
to see if they can perform.” “There are always enough sexists (and out-
right misogynists) around whose patriarchal styles do not allow for fair
evaluation of women’s work. Sadly, there are enough ‘Queen Bees' in
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the world to serve to ensure the stereotypic perceptions of women.” “In
the case of a woman there is not room for error in judgment or lack of
The standards seem to be different for men and women.
Women are expected to work longer hours, and their assignments have
to be flawless. This is not always the standard for men.” “Women in this
state are judged as ‘retarded men’ in the upper echelon. Women presi-
dents or chancellors don't last long in the public arena here.”
One dean places the issue of the deanship in a perspective that clearly
shows that she believes the position is not asexual but that she does not
see that as either negative or positive.

1don’t agree with Clark Kerr period. Some will always have difficul-
ties working with a woman. Others will work b.ster with me because
I am a woman. 1 could rationalize all of my problems and blame it
on my sex but I don’t believe that to be true. I feel that while gender
mayaﬁmhmvpmpkmmmasmﬁdmmism
as successful by most of his or her critics regardless of gender. I know
there ave faculty who will never support what I do, and that may be
because ] am a woman. However, I also know that my male predeces-
sor had difficulties, and many more of them than I have. It comes with
the job. It is impassible to determine whether any or all of our prob-
lems were related to being 