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. o THE EDUCATION DEA_NSHIP: WHO IS THE DEAN?

[N

O A e - 3 ) ' . '

A Papeéer Prepared for the 1976 Annual Conference

PR ' ofthe ’ g

2

é:erican Eduucational Research Association
i . .
' » ) JFrederick R. Cyphert

: Nancy Lusk Zimpher

L *." The Problem Area

¢

-

It is apparent that various groups within the education profession have
increasingly elevated the question of léadership training for deans in schools,
colleges, and departments of education to a high level of prlorlty. Organ-
izations such as the University Courncil for Educational Admmlstratlon,

Harvard ‘University, the American Council on Education, the American Association of
Colleges for Teacher Education, and the, Association of Colleges ana Schools
of Education in State Universities and Land Grant Colleges have all been
engaged at one time or another 1n this kind of activity.

. Educators have long recogmzed the need for the specific training of
personnel w1th1n the pmfessmn. Historically this tra1n1ng 'has been orgamzed
around programs for the certification of teachers, principals, super]‘.,ptendents
and other school-parsonnel. yorucally, those individuals who have been chosen
for leadershlp p051tlons in schools, colleges, and departments of educatlon
which offer these certification programs have not had the benefit of prior job-
spec1nc trammg. Instead we have assumed that past experlence chiefly as
a professor in higher edu»catlon could provide sufficient erientation for ) 4
becoming an education dean. Concurrently, the respons1b111t1es of these .,
leaders have increased and the pressing problems of h1gher education have .
demanded an even higher level of expertise in virtually all facets of this leadership
role, e.g. ., budgeting, collective bargaining, program imp{‘ovemen't, and tﬁe .

, | managemen; of depfgne " It seems unreasonable to continue to assume that 7
persons whé come to these leadershlp pOS}thl’lS will be able to respond to the
) demands of'.the role without the opportunlty for Job-spec1f1c training. -

' /’/I‘he end result of this and related studies, gve hope will be the creation’
of programs demgned to enhance the effectlveness of deans. Theoretlcally any
training program fhr education deans must be based ‘on a body of knowledge about
‘the role respons1b11 ties of deans as well as an understandmg of the persons who
.execute these role responsibilities. In effect, a training program for_deans,

_involves the succes sful interrelating of these two sets of prerequ1s1te data. *
. This study was a1med at the second eof these two factors, namely, an answer ’
to the question of who 1s the dean. For instance, we know mrtually noth1ng
about the goals of incumbents-in these leadershlp positions; where they come-
from, what their backgrounds are, what their personal charactenstlcs are.
Neither do we know who-might be potential cand1dates for these admlnistr,atlve
positions. We know mare about the proce,ssesab’y whlch these individuals '
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are selected than ‘we do about the sur\mvors of thlS screemng process. We
" '.. _are not knowledgeable about the career aspirations of incumbents. in leader-'
_ ship positions. In.addition, we know very little abbu; why recent deans have
left their positions. Likewise, we have no knowledge abou)t the characterlstlcs
of a pool of future-deans, Is the commitment of incumbents to the job sig-
. nificant enough to warrant their tfaining and further development, or should.
our attention be focused primarily on prospective candldates? And finally, -
although we are giving some con51deratzon currently to institutional differ-
encei, we do not knew what effect these dlfferences have on the leaders in
these 1nst1tutlons. e - , .
! - " ' .. * - +
Withouf knowledge of the above‘illustrative concergs, we are attempting
to organize training programs with a substantive deficit, At the very least, we

concerns for whlch they need solutions. Yet we have no evidence to"suggest
that these concerns are'the anes that will effect 1mproved performance in the
admlmstratlve roles involved. ‘ L

«
&

- Parenthetically, both the umver51ty pre51dency and the un1ver51ty
professorlate have been the object of numerous stud1es. However, university
"middle management, " the deanshlp, represents a void in our data base even

though its cruciality lS mcreasmgly recogmzed a - : S

~

a4 * - ¢
The Problem , » ST o

The purpose of*the study was to 1dent1fy persoxgal professmnal and
job-related characteristics of deans of SChools colleges, and depart.ments of
education. These characgteristics provide a basis for makmg inferences about
the preparation for and the respon51b111t1es of the education dean§h1p.

- - . b

1

More specifically, the study was" organlzed around the followmg nine
objectives (waith 1llustrat1ve subquestlons)

. -
. ‘ ¥

l ~

— e

© II. Identify and descrlbe protessmnal background characteristics of

A. Phase One (as"x‘eported in thlS paper) S Ll

-

.
v

I. Identlfy and descrlbe personal charaq}teris.’tit:s of current deans.

. R : R - i
S - (a) What is the personal pI‘Oflle of’ deans (age raoe sex health,— '
s geographlc background etc )’? . ’ ‘ et

-
-

o - . ‘l' \
N

(b) What is the famlly background of deans (parental educatlon,
occupatlon etc, ) . . \

i LEREEN -

. X . . i . . . - “ [

’ ’ . ‘ ,
(c) .What Value structure gu1des a dean S personal behav1or T
(pOllthS, religion, etc. )2

) ‘s ', . - , j‘g \"0.

current deans

. . -

- N~ .
. .
4 ‘
-
>

%

C.
.
-

must depend on the participants in these programs to provide us withra set‘.of-_. -
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B. Phase Two (to be reported atf-a~*latgr date)

" incumbents' self- perceptlons.

(a) What were thelr reasons' for leaving a deansh1p'>

. (b) . What are the personal attribUtes or competencies needed for

N v o [
L . qv

(o) In which institutios do deans study?

ARy
, K . . - Coe o, v
, .

" (c) What factors infl-uenced» incumbents to \become deans?

Identlfy and describe current prdfessnonal actlv1ty data regarding
practlmng deans . -

e . i ) "%
@) What‘are the. r01e expectations of deans ? . -
. ¥ A . B *
L (b) ‘What do deans percewe as the1r successes and failures, ‘ t
. :needs and., exgértlse'? ) g
9 Vo '~ . e " s ’ . ’

PEd

(c) What are ‘the future plans" and desires of deans?

-
g

Identffy, describe, and compare ‘the perceptions and role expectations
which superordinates and subordinates have of Gurrent deans with the

a

.

(@) Is the deah perceived as satisfied with the position?
(b) Is the energy level of the dean the same as that which the dean
“ig percelved to have by.others? C N

~- ~

. Describe the characteristics of persons who recently left a deanship for any

reas'on other than death. Re3ponses to appropriate questions from the
survey of. current deans will be solicited from past deans. In

'addltlon the followmg unique questlons Wlll be addressed:

< '

Y

s'omebody to be successful in the position vacated?

.

Describe the characterrstrcs of prospective school, college, an(i department of

. 'educatlon leaders. Responses to approprlage questions from the survey

-+, of current, deans will be soligited from future deans.

K4

IV

. (a ) What’ are the causes .of» var,?ing leaderlbeh‘avior?

-
T

.
»

(@) What are.-the perso'nal/acad,emic characteristics -of'this pool? .’

.

>

p051t10n° ' R - t

"y - R LN - . \ N
Probe more extenslvely 1nto some questlons treated only superficially
m the presen‘q mquu'y.

\ . "

(b) Would thOSe 1dent1f1ed in thlS poof consider" taklng ‘such a

\ . X - , . N
- '

.
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V.. Identify &nd describé characteristics of deans in fields other than . '
education. '

(@) How do the characteristics of non-education deans compare with’
those of education deans? .

(b} What are the generic and gmiciue profiles of deans?

;

o £ .
VI. Inter-relate the findings,fqﬁ. this research with those of Clark and
. Guba regarding 'univegsiti’és as complex organizations,
K} ' . . ' ’I' -
(@) How do leadersﬁip persons affect organizations?

£

(b} How do organizggltions affect the behavior of deans?
EY * . .i :‘ '

h

H 4

Methodology ‘ ‘ -,

» +

~’

-

The population of this study includéd deans of schools, colleges and
departments of education. The term dean was used generically and in the
broadest sense to include that single person who carries the chief administrative

/ responsibility for that academic unit of a college or university responsible for )

* the preparation of prof‘esswnal education personnel.’ In some institutions this
person may be known as dean of the school or college of education, while in
others the title may.be chairperson or head.of the department of education.

'The study does not focus on members of a dean's staff, or departmen{ chair--
persons in a multi-department unit. !

+All institutions of higher education which have .a teachér training program
were included in the ‘total population of this study. Further, the total pop-
ulation was dividec’:l’é’ccbrding to the taxonomic category system of institutions
of teacher edﬁcat;on developed by the Center for Research on Insitutions of
Teacher [ducation at Indiana University. The system has eight major categories
of institutions whichare based on: ’

I.  The level of degrée offered; doctorate, masters or bachelors

2. The type of control; publi”c or private

3. The type of campus'; main or regional

The categories are displayed in the Appendix. - .

.

‘This study was based on-a 20% sample of the entire population of schools,
colleges and departments of education. To assure that each of the eight.catego-~
ries discus sed above had equal representation, a 20% sample was drawn from
. cach of the gight categories. In addition’, prior to drawing the sample, the

institutions wathin each catcgory were ranked from low tg high accordi‘r;g to
their total enrollment to assure that the sample was représentative of size as
well as the other factors mentioned previously. Using g table of random numbers.,

o !
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© questionnaires were sent, totalled 271, -« - -

‘a sense of the dean's_ past and present characteristics and future aspirations. '

‘related data. The process of developing glestions .was one of beginning with

- relevant studies were surveyed(. As 'a result, the instrument'.was‘modified to .

" was made to structure the questions into a multiple cho‘icé or short answer

, ‘ . :. 5 ) _S_ .
a stratified random sample of institutions was drawn. ~ At the t.im:e of the
drawing (©ctober, 1975), \di_scounting' institutions for which data were not yet
available, the population of schools, coPleges and departments of education
totalled F,3660 institutons. The 20% sample, and the population to which

-

A

The original organization 3f the questionnaire was intended to capture

Rather than organizing the questionnaire intd these three parts, however, an..
iris_tru?nent was designed te include question"s about past, present and future X
characteristics from a different three-part division. This new organization o
was asfollows; 1) personal data, 2) professional background data, and 3) job-

a genetal drea considered to be importgnt, such as career path, and then
developing specific key questions which would enable us to generalize regard-
ing'the original area. After afriving at an ifitial list of questions, other

generate data cémparai)ée to the infor‘énatlon,in the Stanford Project on Academic’
Goverpance, the Coher¥March study’of the university presidenty, the Bagley
study “on education professors, and the Campbell/Newell stidy of Brofessors

of educational admidistration. ’ . )

L

v

The first draf# of the questionnaire was quite lengthy, so every attémpt

mode, and the number ofgopen-ended guestions was reduced. The questionnaire
was field-tested i1n September, 1975, with deans of the state-assisted
institutions in Ohio, heads of five private ins}itutions in Ohio, and nationally
by seven deans, associates and'_ former deans, Of the total population, 89%
responded to the field test. As a result of-their suggestions, the instrument
was again shortened and seve;‘al ambiguous questions were deleted. The final
questionnaire which went to the popui%tion of this study had an eight-page
printed format and was divided into three parts as follows: personal-data

(with' 22 questions); professional background data (with 14 questions); and
current pr.ofesspnél data (with 40- q/destions) . i .

v . .

. .
~

, lI.V. Baldridge, D-V. Zurtis*, G. Ecker and G:L. R‘iley'.n The Stanford
Project on Academic Govqmanc . (Stanford: Stanford Center for Research and
Development in T-e_aching, Por’t7h7coming) . T - -

. v .
~ - . b o«

Voo _zMichael‘ D. Cohen and James G. March, Leadership and Ambiguity:.

" The American Coilége President (New York; McGraw Hill Book Company, 1974). N

© e "3Ayers Baglé:y, The Profésgorgf Lducation: An Assessment of Condi'c‘ions

(Minneapolis’} Society of Professors of Education, 1975). : -

) 4 Roald T. Campkgell and L. Iackson Newell, A Study of Professors 6f
Educational Administration (Columbus, Ohio; University Council for ‘
Lducational Administration, 1973). . . - : . . ‘ ~ |

.. - . . + .
r . ¥. -

- . - _
"
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After the 20% stratified random sample was drawn by institution, it . -
was then necessary to 1dent1fy the name and title of the head of teacher
education in ¢ach school, college and department of education. The primary
source for these addresses was thefinformation on file at the Center for Research
on Institutions of Teacher Education. This information was supplemented by the
directories of the American Association of Colleges for Teacher Education and
the American Council on Education. For the few remaining respondents, calls
were made to the institutions to identify the correct individual. To assure the
appropriateness of the respondent, an information sheet.was attached to each
questionnaire asking that the individual identified please forwand the question- .
naire to the head of teacher education, if it was ircorrectly addressed. The (
cover letter explalned the purpose of the study and also advised respondents
that completion of the questlonnalre could be facilitated by enclosing a current

resume with the return. About 30% of the respondents took advantage of this
" opportunity. .

* The questlonnalre complete with cover letter’and return envelope,
was mailed to the entire sample on November 3, 1975. Approx1mately three
weeks later 32%, or 89 responses had been returne’d Follow-up letters were
mailed to the remainder of the population between November 21 - 26. Again,
within three weeks an additional 5] responses were in, making the total
response 51%. Follow-up calls were made to thé respondents, and at the cut=
off date necessary for mailing 3 preliminary report of this study, 181 respondents
had returned usable questionnaires, for a total response of 68%, Three respond-
ents 1nd1cated that t ey.were unwliling to ccmplete'the questionnaire. The
stated reason was that the .1nformaflon requested was too personal and.that
questions appeared to be ir- elevanl to the specified purpose of the study. .

The profile of the non—reSpond nt population, by sex, t1tle and terminal
degree was comparable to the respondeht populatlon. In some 1nstances,
institutions identified in the original s:\;le were no longer prepanng teachefs ,
and 1n those lnstances, a second institutioX was drawn to complete the sample,

. -

-

Of the 76 questlons 1n the: 1nstrument approx1mately one- th1rd of them
allowed for open-ended responses. The 1n1t1al task in the analys1s of the data
I‘equI‘Cd the derivation of several systems to clas sify responses. For the flrst
40 questlonnalres which were returned, responses to\t openvended questlonsi
were compiled. ‘A broad and complex class1f1catlon system with.repeated
applicability was derived to permit direct comparisons of open -ended responses
regarding respondent feellngs and, functlons in role. What follows 1s a brief
explanatlon of the elements of this major clas51f1catlon system

A
ly

. 1) Leadership - used .only when the respondent used ‘the word\, e
almost always unSpe-c1f16!d S T

)_

S

, ?) ~ Planning - used for goal settlng, “fact- flndlng_, seeking more or
. \ better, Lnowledge of the field, knowledge of" the law in hlgher .
‘ educatlon Lo *




\:'- v . . " »_7_
D ¢ . ’

.
- .

- ‘ 3) ‘Organizmg -‘executing, facilitating, climate—buﬂding, deCiS1on—
o ' mahng,*administriVia.,

.

4)’ Student development - anything related to students recruitment‘ ‘
advising, etc. ) oo o Wl

,
. R . . . p“_{vk
. B ‘ RN ‘
- * A3 .
. - ’ - .

.5 Evaluation - related to accreditation activities, self-study..

. ‘ . 6) Program’ development - related to program stimulation courSe* e

. . . %
. ¢ organization., . e Coo “w o
. . ) . . <. "1‘. i
N ‘ 7) Staff development - 1n~éerv1ce training of faculty, recruitment« e |
/ tenure and promotion. . : Sy, )

. L : ,' s
T 8) Budgeting - resource 'allocation/a(s‘quisition, financing. '

s

o 9) External relations = public relatiox? , liasbn ‘for educational ‘unit
) to those outside unit (cen}zral administration, community,
- \ legislature) building a pplitically&mable constituent base. )
a J - - ¢
. 10) Professional duties - teaching, research, reading; activities
commonly{gssociated with the prafessorial rqle.

L]

l1) Power ~ personal influence, autonomy, authority, personal pay—off.

«

¢ B * T
\ .
%] .

: 12) Other - unclassifiable.
. ~ Each.open~-ended question was coded into one of the above classifications
and information was transferred from the resumes submitted onto the instrument.
‘ Instruments were key-punched and srerified; and a computer program was. selected ..
- . The number of variables totalled 180. Variables appear to cluster, and can be
’ ' viewed in some combina_tion., Variables can also be cross- tabulated Means
“and \frequencies were tabulated for responses in gach of the eight categories,‘

. ' both separately and for all categories combined "Because the rate of response
\ was uhequal among categories, it was necessary to wéight each category to find
. a mean response for the total population. L ‘ ‘
) i In addition to V’ewmg separately or as a total group each of the eight .
- ‘categories discussea earlier, it was poSSible to divide them into several '

meaningful clusters for, anafysis. One approach wds to combine the private
_institutions and to contrast them with the public. Another sort combined the
doctoral granting institutions and compared them separately With the master's
- level institutions and the bachelors level colleges. A third way of analyzing
o ' the data compared chief administrators who are entitled "dean" with those who )
.- are called "chairpersons." Other efforts.compared, females with males, and . -
" whites with racial minorities. And finally, the data from new deans was con- '
trasted with that of deans with longér tenure.. Means andl frequencies were -
computed for cach of the clusters.. In addition, a chi square was computed to




test the degree of 51gn1f1cance for frequency r Sponses, and an analy51s of
) X . varlance was employed to measure'the 51gmf1;ance of mean response. (Due ,

i to the quantity of data retrieved in this study), tables were not incorporated A
‘,, . - in this discourse. ) R oo r / R T “ _ ' - - .
Y b e . , . =
-, Analysis of 'the Data (Findings) R A . IR

x,‘" I\. First, the data reveal the follow1ng p//of e of the' personal characterlstlcs
N ~ of deans: v’ o -

>

J—

1) ' The mean age at which respondénts assumed their current deanshlp N
"is 43 years, with a mean range ofifrom thé age 'of 37 to 48, Because only T
. 3% ‘of"the respondents Have Mad more than one ‘deanship this is also the ’
mean age for assuming an initid d’eans,hlp. In looking at the mean age within
\1nd1v1d.ual categories, the only/51gn1f1cant relat10nsh1p (at the .05 level) .
. - occurs byType of degree offer d at the respondent's 1nst1tutlon. The deans
] " ' of dbct 1 and bachelor degree grantlng institutions as sume the deanshlp
. at an vlder age (Ph.D. - 45; B.A. - 44) than do the leaders of master's -
© granting institytions (age 41) ;

s . N
e fa

~=

. o
. ‘y o o
N . -
4 N 4 faat

. »

J
.
)

. 2) - A physical plcture\of leans reveals that thé mean age for.all deans
scurrently is 48; 'w1th deang at doctoral and bachelors 1nst1tution being . .
slightlyabove the mean and deans at master's 1nst1tutlons sllgh ly below w o
this average.  .Some pcrzZectNe on these data ‘can be gained from the " A

“ Campbell and NeWell stidy (p 17) wh1ch shows that the mean-age of ..o

A offlce at 53.

S . -
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no o ) Women dcans ‘a erage 5 2"-'in he1ght and 138'pounds. The men i‘ncluded . ,
LN m this study averaye 5 lO“ in height and 178 pounds., . NS
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v o 3)‘ Our re5ponden'cs are’ 84% male (16% female), w1th no women héads of. ' _ '
. teacher educatlo appearln;} in public or private doctoral level. 1nst1t¢ut10ns X
~ and W1th the hightest percentage of women heads of teacher educatlon'empldyed
- R oY private bachoiors degree institutions (25%), Women are.more llk‘ely to -
' A carry the title "chalrporson" in cont;‘ast to men who areg more ofterr ‘caﬂed -
"dcan’ SRS A Do ST
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. S é‘f ' ' Ferrari reported in Cohen and March’( 12) his f1nd1ngs that ll% of ™ , e
) \_‘ college and unlver51ty pre51dents are female, .while only 2% of the edycational -
admlm\stratlon professorlate are WOmen (Campbell and NeWell p. 18, =
- . " Hqwever, 20% of the doctorates in thé brdad fleld of educatlon are awarded
: . . to women, (Baglcy, p. 87).° As in pre51denc1es, women deans ,appear to be
cee ch1ef1y i the smaller and the Catholic affrlrated mstrtutrohs. e, _
. (ST Sa e / . 0T - T > -
o N 4) l The* resoondents to thlS study are 93% whxte 6%Black and l% or1ental. |
= _ rI‘hore were no BlacLs in the pOpulatlon of private doctorai and private master's /;‘
. F o . v ‘e ) - ’ . 5‘ . -L\ .“-‘/:’/b_“i
* ]
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, or public regional institutions; but rather they are most heavily represented in
' . what formerly. may have beén all Black 1nst1tut10ns, in the public bachglor's ,
institution catégory.- Parenthetlcally, 97 % of educational administration —° =~ 77
professors are white, and prec1se data regarding presldents are- not available.
= i . ‘45) The ent1re population of respondents describe themselves as in excellent
" ' . health (737%), ‘with orly 2% of the populations identifying, themselves as in less
- than in good health, When asked if they saw themselves as hyper-energetic,
; having more energy than lnost people, or having average or less than avergge
R energy, 71% felt they had more energy than most, 7% being hyper-energetlc. e

k\\Of the respondents 86% are marr1ed 4% widowed or divorced, and- 10% .
) o “never marcied. Among categories, 100% of the deans of doctoral, mstltutldns
N _ ' art married in contrast to a low of 78% married in private bachelor s. .
. institutions. There is a highly significant relationship between one's sex ' .
L ' —_— and marital status. Ninety-three percent of all male reSpondents ate married
‘ as contrasted with 44% of women heads of teacher education being ourrently
L . marrled. Moreover, 44% of women-deans have never been married.’ - \
. » A A ! 4
. ) Other studies show that approximately 74% of all professors of education
B arc married (Bagly, p..92); that 94% of the educational administration profes-
soriate are married (Campbell and Newell, p. 19), ‘and that virtually all

N " unmarried presidents are members.of celibate orders (Cohen and March,
p..12).

- - . \ - -~
oo , N

. ", The mean number of children for the total population sampled in this
__— ' s,tudy is 2,1, Thereis a significant relationship between number of children
and one's ‘'sex, one's title, and the type of institution where one is employed,
all of which may be explained by the high proportion of unmarried females
_v .entitled "chairperson" in the private institutions, .
- \ ¢ ¢ . '
. : " 7) Tifty-nine percent of the spouses of those respondents who are married
o are currently employed. -Ninety~four percent of, the spouses of non-white
‘, »respondents are employed in contrast to.54% oi the spouses of whites who .
L . are .employed The spousecs of deans in private doctoral institutions ar
T those‘ hat are most likely to be employed, ice. 80% of these persons age )
- ) currently working. Of those spouses who are employed, 61% are educators
, (elementary/secondary school teachers , 1nstructors in higher education) .
_ . . Sixteen percent are practicing a profession other than in education (e g. ) law,
: '  nursing, aCeountmg) although these spouses in non- edu.catlonal professmns
( .« do not rseem to marry deans in doctoral institutions. In each category more .
+, than half of the working spouscs are in education, with the sole differentiation
BT being that 33% of the female deans are married to small businessmen while .
ST 654 of the male deans are married to educators.’ Of the spouses who were,
o previously emploved, as this differs from being currently employed, the
. . mean number .who were educators is 73%.

o

". ' . 8) In regard to family background and youth, 96% of the respond'énts"were’
_ o raised dt home By their parents; and, 56% of the-population w¢te either
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L R middle or last born chlldren. All totalled, 93% of the respondents come ) - o
- ) from multi- child families." These data are quite comparable to those fors- . “ .
T T~ educatzo,nal admamstrataemprofessors who show 55% as middle or. last C k“.““"

v born and 90% from multi-child famllles. , i
‘ 9)' ~Althou‘gh 92% of the respondents have doctorates , 54A‘% of their mothers .
- and 58%, of their fathers. ‘received no education beyqnd the. hlgh school diploma. s
‘Twenty- 'six percent of both parental groups attended co‘llege with 14%.0of both*:
*parents receiving degrees There seems to be no majar difference between )
thetamounts of educatlon of the mothers and the fathers, with the unlque ) i
. ' _exception that the mothers of female deans have a hlgher educatlonal '
) R level thafi the mothers of male deans. "
The 4L% of un1vers1ty pres1dents fathers who attended college and the
_ \‘ F27% who completed college are both substantlally above. the general R
. o Umted States. figures “for the appropriate age, group. Even more distinctive
' was the proportion of presidents’ mothers who_attended college (34%) and -t
\ cornpleted college (16 %) (Cohen and‘March p.. 17). o

+*

e

)

\ . 10) Forty- elgbt percent of the fathers of deans were employed as owner/ o
manage of small businesses or as- skllled laborers ‘or artisans:” Only 4%
of the fat ; ES were employed in an educatlon -related occupatlon, in contrast

. t0 213 of those working mothgrs a However( 55% of the mothers of male deans.
were not employed outside the* home in eontrast te the 47% of the mothers/gof

female deans who were employed pz;lmarlly as educators
For purposes of comparison, 14% of educatlon profes sors, 1n general had -
fathers with professional employment~ Fifty- fo‘ur percent of the fathers of
. . profe ssors, were "white collar workers, and, 33% were semi- and un-skilled
. ) laborers (Bagley, p. 92). While pre51dents appear to comé from all Qccupa- .
’ tional groups, worL1ng ~class. and farmer fathers tend to be under ~represented '
' relative to their proportlon of ‘the ndtion's population, while professorlal
. cxccutlve manager‘, and proprietor fathers tend to ‘be over-represented
lathers who were secondaty school teact ers appear to be partlcularly over-
rcpresentcd (Cohcn and March, p 16).

- . ,iq’ﬁ . - -

»

11) Sevcnty ~five perCcnt of the respondents in the sample were raised or

‘spent the majorlty of their youth in rural areas, small towns or small cities

(rathcr than in large Cities and their suburbs). In addition, 98% of the deans

spent their youth ad the United States., Of those few who-did spend a large

percentage of ‘their youth outside the United States, they are almost exclu-

sively found now in ddctoral level institutions. .Of the respondents who

identified the state in which” they were born, the largest dean producing states

were Pennsylvama New ‘York and Wisconsin. TFifty-eight.percent of today's
|
l

-

deans practiCe in a state other.than the one in.which they were reared. AN
However, most movemcnt is confined.to adjoining states, and the few who
move out of their native region have follawed the trend of the general pop-
. ) ulatlon westward and southward, Like presidents (Cohen and March, p. 18),
L . .most deans. are: employed wmhlnSOO miles of their birthplace and larger schools
.“ _are more_ lrkely to draw leadcrshlp ‘from a great distance than are smaller
S scho‘oIs . ‘

e C T




)
..11.. . .

r o, . \ .

12) *In an effort to measure-the perceived change-in'social class of deans, -

. . we asked the population tg, 1dé1t1fy their class ,starding at three periods in
their life; youth, age 30 ,and ¢urrently. The stratification used was upper
class, upper middle, middle, lower middle, and lower'class.- In youth,

55% of the respondents viewed themselves as lower or lower middle class,
and 40% middle class. At age 30, 70% identified therns’élves as middle

’ class and the upper middle class category showed an increase of from 11%

. to 16%.~ Deans identify their current class stahding as 35% middle class,

s ' and 55% upper middle ¢class. Clearly, the results indicate upward soctal
mobility. In youth, only 12% of the respondents perceived themselves
above middle class. Their current status shows. 62% fee] that they are above
middle class. ansistently, the women studied view themselves §s occupyind.

. . hlgher socio-economic status than do men respondents. The continuum of
perceived cucrent social status declines from deans in publlc ooctoral

institutions at the upper end to chairpersons’in prlvat bachelors mstrtutlons
at the lower level, ) -

< ..
. ' 13) Two other demogra‘phic indicators, of political preference and religious
) identity , reveal that 52% of the deans who responded are Democrats, 24%
- Indepelndent, and 22% Republican. The mean range is from 80% Democrat in
the doctoral institutions to 42% Democrat in the Qachelor level institutions,
Therefore it follows that there are fewer Democrats and Independents and
more Republicans proportionately in private institutions than in public colleges,
Political prefarence appears to shift by degree orientation, but appears ‘to be
-~ | unaffected by cenUal or regional status. In this value preference, deans
. . ) appear to be closer to professors of administration (where the chom‘fes are
’ 167¢. Democrat, 26%- Republlcan and '26% Independent [Campbell and Newell,
. p. 22] than tb pres1dent who register as 41% Democrat, 37.% Republican and
) -7 22% Independent [Cohen and March, p. 13)). ’

-
K

@
LS .
. .

In religious preference, 61% of the respondents are Protestants, 21%
Catholic, 4% Jewish, 8% some other religious preference, and 8% had no
affiliation. Unlike the political pattern across categories, there appears
to be no real pattern in religious identity, other than that in most cases
the religious affiliation of the den.is same as that of the institution, and
a higher percentage of non—affrlgatlon is reported by doctoral respondents
The data show that the deans of ‘education in non-church-related schoéfs in
the United, States are overwhelmmgly Portestant. In these respects, deans
. fesemble presrdents. Similaris,. professors of admlmstratron are more

. hkelg/ to be Brotestant (71%) gld Iess ~g}fely to be Catholic (Campbell and Newell,

4 K

I} Yext we come to a profile o%the Q_OEes sional background of the dean.

wl) Of the respondents who received doctorates (again, 92%), thc mean age

for complet’Ion of the degree was 37, with the means of categories ranging
between the ages of 3l‘andl 40, This figure is, similar to the mean of 38 which

& _is when the average professor of*educlational administration received a term- -
inal degree (Campbell and Newell‘,rp. 26). In general,/fem-lle respondents,

. \ . ; . .
.‘. . J Y ' ‘: - : . i
O . e R . ’4‘ 13 . h . ‘ ) . ) »




-

. ) - R 4'A S -12~ ¢« . .
those who are employed in private 1nst1tut10ns ' those who carry titles

$. otk;ter than ”dean, " and those who work in bachelors level institutigns
\obtaln doctOrates,&at a later age than do their publlc male, graduate "dean"
col nterparts. L '

- w 3 ‘ - ¢

28 In a population of 178 deans, tnere were doctorates from 79 dlfferent .
» ingtitutions., No single institution prepared more than seven deans although
there were several institutions clustered in the six to seven graduate range.

These 1nst1tutlons , as 1dent1f1ed in our study, were Harvard, 'Indiana -
University, the Un1vers1ty of Wisconsin, and the Urglvers1ty of-Iowa. Three
of these four institutions were identified in the Blau study as within the top
12 institutions in education. In fact, for the entire pSpulation of our study,
34% of the deans received their doctorates at one of these 12 prominent
institutions.‘ . v ‘
3) For purposes of cLa551fy1ng areas in which respondents have engaged in
study, 1nstructlon and 'research, we. devised a system of subject areas as
foliows: 1) education, unspeolfied 2) social and historical foundations of
educa,tmn, 3) teacher education (elem‘entary/secondary, teaching of spec»flc
subject areas, general instruction); 4) gu;dance counsellng and student
personne'l services; 5) edlicational adNiinistration and superv151on,‘6) psych-
ology; 7) research; measurement and evaluation; 8) higher education; and

“9) others. The hlgbest percentage, 34%, of the deans took their doctorate in
teacher educatlon :wlth 284 majoring in education®l admigistration. It is

) . interesting to note that no surveyed dean of a pr1va‘fe, doctoral 1nst1tutlon

received the doctorate in adm1n1strat10n Wthh contrasts with pubhc
doctoral institutions Wthh have the h1ghest percentage of respondents who
did. We asked as well how many respondents had been’ involved in some -
prior tralnmg in admlnlstratlon. The afflrmatlve response was 6%%. Even .
though categor:y %o respondents did riot pursue a doctonal major in educatlon—
al admlnlstratlon 60% of them have had’ prlor admlnlstratlve tralning

’ . P "+ . . “:
-4) We also asked the respondents to 1dent1fy act1v1t1es in wh}ch they had
participated during the last year for the specific purpdse of improving their
competence.as a higher education administrator. .The respdnses were
categorized as yes (unspec1f1ed) yes, through relatively 1'n51gn1flcar1t activ-
ities (mean1ng attendance at annual conferences, etc.); yes, through more
significant activities (training institutes, leave of absen‘ce for further study
in an area related to rule, etc.); and no. Sixty-eight percent of the respond-
"ents recorded that they had not engaged in such activities in the last year.
Twentyjseven percent engaged in self-improvement activities of minor . | :

-

S Pater M. Blau and Rebecca Z. Margulies, "The Reputations_ of American
Professional Schools,” Change Magazine, December, 1974.

*
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significance and only 5% of all respondents,” largely from private institytions,

participated in programs with a clear and. specific profess1onal grolwth dlmen— .
sion, '

. - -~ -
»

5) The respondents were also askedﬁto 1dentify*those area'ar 1n which+t 1+ ° 4
vould have been most helpful to havé had prlor or addit: onal tralnlng, and .
their responses were categorized according to the system des‘crlbed earlier
(ranging from "leadership" to "power"). Twenty-seven percent of those
responding wanted more help in "organizing" {executing, facilitating, )
making decisions); and 20’ wanted prior or additional help 1n budgeting. -
In terms of leadership and program development, fetnales report a neeg

for additional training which exceeds that reported by males. In addltlon,'
respondents in doctoral level institutions 1nd}cate a need for prior training in
cop1ng with power relationships in complex organizations, Althdueh clearly
current deans want additional training, only one-third of them appear to
have sought or found any of it available last year.

<

”
;

6) The survey instrument inciuded a clirster of questions related to the ‘
career paths of deans. It may be best to begin the explanation by citing the -
breakdown of our respondent population by title. Thirty-seven percent are

deans or acting deans; 40% are chalrpersons of acting chalr,persons, and the
remaining 233 are heads, directors, professors or other titles., The title

"dean" 1s used for 80% of the leadership gersons in doctoral institutions.

In the remaining pub,lic institution ¢ategories, 50 ~60% are déans. In the

private institutions below the doctorate, fewer than 25% are titled "dean. "

In general this means thdt & higher proportion of men are likely to carry
the title "dean" than are their female counterparts. (Even though thrs
breakdown exists, ye will continye, to refer 4o the entire population as
"deans," and will refer to 'chairpersons,” etc. only to indioate signlf;can_t\
relationships according to title.). CT ) ’

.

o
’

7) 'Elghty-nine"‘percent of the respondents took their current deanship from

. another positipn-1n higher education, and .57 % of the population took the

position from within the samerlnstltutlo.n‘ln which they were already employed
A dean 1s: mOre likely to have come from another institution in categorles
one, two, and three, - *han in the remaining categories. S

~

’
at

"

8) We also reviewed information on previous employment to find that only 27% '
of the respondents had held. prior administrative positions in higher educatton.
Twelve Jpercent had been chalrpersons 12% had been associaté.or assistant deans;
and %d been both. Less than 1% of the pOpulatlon. had held another

dean blp pI‘lOI‘ to the current ohe. Seventy-two percent of the respondents

ltave ‘had prior experlence in elementary/secondary schools. Of those who

have had it, 40% had been classroqm teachers, 22% administrators, and an
additional 38% had been both teachers and administrators. Respondents

were also asked when (i.e., in what year) it first occured to them that they .
were 1nterested in becoming a dean. In general, those who acquire a dean=

ship da so about two years after first giving it serious consideration. One's

.

-

-
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‘ . .sex wsa Significant factor in relatioh to career planning since males take
cL >+, slightly more than this amount of time (2.2 years), while females take
conslderaoly less time between conslderatlorn and acquisition (.65 years),
- It 1s 1nterest1ng to note that 91% of the current deans feel that their behawvior
‘nas been influenced by an adr'umstratlve role model Far and away the

" biggest pergentage, 363, of tnes& role mooels‘are ‘other deans.

9) An&ther cluster of auest‘fons withia professlonal background deals with
scholar'y productivigy, Tifty percent of the respondents report that they had
3 publlshed bgoks and/or monographs, althetgh this percentage 1s above 8
« 1n the doctoral level institutions. Deans of doctonal level institutions,
particularly those in public colleges, report that they published from two to’
. " three ooo<s/monograohs each, prior to entéring the deanship. ThiS rate of
. productivity decreases to less than, one such oubflcatuon for all other cat-

ejories. for all categories, the rate of book gublication decreases after
S entering the deanshm . .

%

~e Saventy- tht"ee percent of the resoorident's ‘report that they have written
articles., The mean numger ot articles vritten prior to entermg the deanship

4,3, and during the oe=1sh1p, two. Lf the number of books and articles
ported rmrwg"he deanship 1s combined and divided 1nto the mean number
oi /ears currént deans have served, the rate of productivity for deans is one
" blication every two years for the total population. The deans of doctoral
le"e universities, 1n contrast, produce a mean of one publication every year.
In general, males write more than females. However, this discrepency in
’ prodactivity appears to be accounted for by the institutional press to publish
. ' . rat .eff than oemg a_funchor o one's sex.

10) The total respondents report authorship of a mean of 2.2
-rescarch and devef®pment proposals, and 2.0 training proposals fiuring their
~‘careers. The majpr producers of training proposals are public doctoral level
P dears, Forty-six percem of the respondents are currently engaged 1in research
(only 33l related to their job, and 10% related to their educational spec1a11ty)
"Deans" appear to do more rgsearch than persons carrying other administrative

titles. ., I;.‘ T . . 5 . 3 i ¢« .
- . " On the average, deans engage'in paid consulting about six days per

year. With gonsulting and other outside act1v1t1es, 82% of the deans generate
less than' $2,000 income per year 1nd1v1dually, in- excess of their regnlar»
alar1es . In general the higher the degree leveL of the 1nst1tutlon the higher
the "other income level of the t:iean. o "~ o \ .
. N e ' ‘h“ I .. , ‘. ‘
Rcs‘pondents wére asked to rank the amount of timé spent on research and’
development, training projects, and consulting prior to the deanshyp as more,,
less, or the same as the "amount of time spent during the deanshlp "Forty~
. nine percent of the respondents report that they spend less time now on ré~ "'
- search and development 40% report more * :time on training projects, and 51%. .
) report less time in consulting. The greatest reduction in the amount of tine

spent on developmg training projects and’ consultmg occurs in public doctor-

al level institutions. " : . ‘ + .

[
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ll) At thljs pomt we should note that it’becomes increasingly arbitrary

to separate professmna} backgrqund data from current protessmnal data.

A case in paint’is the question asked concerning .membership 1n professional
organizatiods. We asked first how many memnberships and offices were .
held other than because the respondent was dean. ulghty-nme percent of

fhe respondents belong tQ three or fewer national orgahizations ,-with the _ .
largest percentage of membershm occuring in doctoral 1nstitutions; 2% ~
"of these same persons hold top of 1ces n these organrzatlons (ore51dent -
vice-president); and 5% of the populatlon hold middle range offices )
(commlttee chalrperson etc.) in national prolesswonél gMups. Ninety-six
percent of deans, chiefly in public institutions, belong to three pr fewer

non< natlonal (state,freglonal or iocal) organizations; 5% hold top offices;

and 10% hold mlddle range offices in these organlzatlons. Slmrlarly, o0
" when a'sked about memberships and offices held because. they are deans,

95% res ponded that they belong to two ot fewer national and two or fewer

non- natlon..l organizations, The most predomvnant joiners tend to be "deans" in
puplic dactorel insiituiions. Cne percent hold top national office in dean related ~
associlations: 3% hold top office in non—natlomal groups; 9/, nold middle range
national offjce; and 8:: hold middle range non-nationa!l of ftcefa. 21l persons

who hold top offices for either professional or dean- relatec reasons fa W‘wnhm
categeries 1y 2, and 3. The respondent Doodlatlon spends 1]l days at confer-,
ences ,’early with the highest attendance’ 'OCCuring among deans in- the doctoral
category . ot “

12} e'also a.sred auestlorgszabout time away from the job, other than ° -
for prof esolohal reasons. f tH¥se responding, 35% take all of the vacation
to wwhich they are ent:ltled. .Og those who do not take all ot their vacation, .
61:. do so because of the press of work demands. Pewer than 10% of the-~ .
respondents at doctoral institutions take all of the1r vacatlon “"Chair-

persons” from private institutions are most llkely to'utilize all of their : )
vachation, . N

0
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'l"%) Respondents were also asked how they spend‘their recreational time.

The .mean'rmumber of hours: per week spent in retreational act1v1t.1es was 24,
That llg'ure,lncludes a mean of four hours foer physical recreation, five hours.
ror recreattonal reading : nine hours for professional reading, and five hours

. for other types of recredtion. Women are more likely to ehgage in profession-

al-and recreational reading in contfaSt to*men who spend more of ‘their rec~
reatidn time in physical activities., Non- -whité respondents spend more time
on professmnal reading than do wh1te ‘respondefits In addition, 83% of the
respondent population felt that the dean,,hlp restrlcted them from pursulng

personal a&nd professmnal activities, . :
LI . v

‘ltl) When asked what ‘professional activltles deans would pursue if,
miratulously; they- had eight- working hours a week free 64 % said they would
purSue activities related to their professorial interests (reading, writing,
oondUCting rese‘arch)' Other&ess important desires were that 8% would
engage in program’ development, and 8% in liason work or, publlc relatlons .
There is a significant relatlonshlp between length of tenure in the deanship

. and increasing, mterest in spen‘d;n'g more time on activitles related to staff
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development. Female respondénts report interest in spending more time
in activities related to the power dimension of administration. Deans in
private institutions would pursue program development act1v1t1es if they

had moré time. Non-whites report an 1nterest in spendlng tree hours on.
orofessional activities.

A

. Somewhat 1ronically, the ways in which deans would spend this

additional ume 1f they had 1t are unrelated to the kinds of help they state

. they need. Whereas deans report ‘needed assistanrce in qrgamzatlonal

matters and }udget, fewer than 23 would spen’q newly accnnred time on
erther orgamzauonal or budgeta,ry problems. . '

v ' .

. -
- <

HI. Data whych resulted from the t—hird pqrt oi the questionnaire present a
Tcurrent proiessional profile or deans. S <o

1) Today's typical dean has held this position for 70 months (dearly RS
1% years),’ His or her predecessor served a mean of eight years in the
s deansmip. There 1s a sigmiiigant relationship between one's title and how
. lorg one antlcmates remarmng in. the deanship. The mean expéctancy for
"deans" 1s four to six years of ad avtlonal Sermce while "cha*rperso,ns”
antlemate remaining in that role for only one to three years. Non- “whites
expect to remain-in oifice for a longer period of time (seven years or more),
an do their white counterparts. In general, the same tenure expectation dis-

-

e

o i creoanc, ex1sts petween deans in doctoral instizutions and those in bachelors, level
T «nits. ‘Wren comparnng the data from respondents witn less than one year
' of service as deans with those having more than two years in the role, one .’
‘inds that there are few significant differences between the characteristics,

perceptions of role and respons:ibilities, productivaty, and persgonal and
profiessional characteristics. This indicates that length of tenure 1§ un-
related to the factors measured by our study.

2) An analysis of the employment condition suggests that 97% of the re-
‘spondents hold academic rank. Sixty-four percent are professors,’ and
237, aré assoclate professors. In generail, the higher percentage of full
professors occurs among males, who carry the title "dean," in public _
doctoral institutions. Of those who have academic rank, 74% also have
tenure as a faculty member. One-hundred percent of the respondents in the. - ‘
logtoral institutions have faculty tenure. In contrast, 92% of the total

array 'of respondents do not have tenure as deans. Slxty percent of -
the'respondents have 11/12 month contracts, and 40% have 9/10 anth '
contracts. There 1is a direct relatlonshlp between-11/12 month ccntracts . and
respondents who are male, carry the title "dean, " &nd are employed in

publlc doctoral 1nst1tutlons. '

3} Thirty~four percent of the deans reported that they are earning a salary :
of between $15,000 and $19,999 this year. Seventeen percentare earmng
less than $15,000 and 16% are earning between $20,000 and $24,999 this
year. Only 3% of the respondents earn $40,000 or above. The hig\he_st mean

.
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salary is reported for doctoral 1nst1tut10ns _with'the lowest salarles
occuring in bachelors 1nst1tut10ns, where pr1vate fall below public institu-
tions. To illustrate, 40% of the private doctoral level respondents make

above $40,000. In contrast, 58% of the respondents from private bachelors
institutions make $20,000 or less. : : ot

4) Another clustér of questions in the current( professional background
arena describes the dean's span of control. Forty-eight percent of the-
N R respondents report that they have professional assistance on their imme-
N : diate staff. An analysis of individual category response reveals that the
'_' - majority of the subordinates éxist in the doctoral institutions and in public
" Y 7 'master's degree institutions. Of these respondents who report the respons-
ibilities of their immediate’ staff members, 13% work in the area of teacher
. . ., education; 12% in student services, 10% in laboratory experiences, and 43%

. ' are classiited as other, including administrative assistants. Only 6% of

3 . those who have assistants assign them to fiscal affalrs, and another 6%
L " have a:s*stants .or graduate programs.

5) An addinonal cluster of questions focused on the professional dimensions
- o .ofa dean!s JOD. fighty-six percent of the. respondents report that they ‘
- o teachdcla_sses. The lowest mean number of courses taught annually by those
) N deans who teach is 1.2 in doctoral level imrstitutions as contrasted with 2.2
\ R . in. onvaw bachelors level institutions. The mean number of courses taught
S last year by all respondents was reported as 3.2 courses. White respondents
S ’ " teagh mare courses than do non -white respondents. The data show that 50%

B of the 1hstruction which deans execute is offered in "the teaching of" a
o ) particular subject fields in general methods of instruction courses, and in

. scveral cases includes the supervision of student teachers. The next area

' “most {requently taught by deans is educational foundations (15%).

' 6) The bulk of the student advisement carried out by deans’ occurs in public
and private level bachelors institutions. The mean number of undergraduates
bemg regularly as51gned to a dean is reported at 19. Deans at doctoral level
1nst1tutlons, when they advise at all,do so at the graduate level.

* . 7) ‘A significant portion of the guestionnaire and, consequently, of the
o data relate to what we have previously called respondent perceptions of
feehngs and functions in role. It seems appropriate to descrile initially
. ‘the responses recorded in relation to the question: "What do you consider
to be the major functions and responsibilities of the deanship?" Usmg the
. . system developed to classify the responses to open-ended, role-related
NP guestions, 17% of the respondents recorded organizing responsibilities as
. 8. s . a major function of the deanship. Significant percentages were recorded
, ' for other functions, as follows: 16% for staff development, 14% for liason
' and public relations functions, 13% for program development, and 9% for v :
budget related activities. . ' " '

.
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Statistically sfgnificant differenees in functions repdrted were: .

a.. More females than males report that stuLent development is’an
‘ 1mportant functlon of the' deanship. = '

aor

b. . Doctoral level respondents assign a hlgher pr10r1ty to -planning
than do their colleagues in bther types of 1nst1tutlons .

“ ¢

c. Budget is of grea.ter concern to deans in publlc doctoral level
institutions.

d. Staff development is viewed as a functlon more by deans than
those with other tztles. X
N
e. Non-white respondents report evaluation as an important function
- more often than do their white ‘counterparts .
/9, %, .

8) Keeplng in f‘h»),nd the functions which the respondents 1dent1f1ed as
appropriate to the de.anshlp, an analysis follows o other related questlons '
using the same classﬁ'?»c,@tlon system as abowve. eans were asked to
wdentify one of their most” &gccessful and one of thelr least successful
activities during the past yea%of their deanship. A mean of 42% of the
respondents experlenced succe%%%n the area of program development.
Eightcen percent recorded successql’!\%/:luatron related activities (such as
reaccreditation), and 14% ident:fied sudcess in staff development activities.
In contrast, the highest percentage of fahures, par dox1cally, was recorded
for activities,related to staff development (25%) . venty-one percent of the
respondents experienced failure in program deveiopment activities, and 15%
1n budgetary activities. In both success and failure) program and staff
development appear to be important considerations. Not surprisingly, only
37t of the respondents felt successful with regard to f1nanc1al matters. There
were ho significant differences in the successes and fallures reported by
respondents among categories. .

9) Another se'quence of related questions asked deans to list threc each of
their most significant satisfactions and frustrations. Eighteen percent of

e respondents indicated that deang receive the most satisfaction from
acliyities associated with that portion of their role which is professorial
(e.g.}research, instruction and writting). "Chairpersons" spend more time
in this a”ctivfty and appear to get more satisfaction from it than do "deans."
Before reporting other satisfactions, we will insert further explanation of
perceptions, related to the professorial role. It is interesting to note that
60% of the respondent population, if given a sabbatical leave, would prefer
to engage in activities related to the professoriate (further study, research,
writing, or a visiting professorship), as this differs from more administra-
tively'allied activities. While 55% of the respondents feel that their
administrative position is one of the most important aspects of their life,
this feeling is primarily exhibited by deans, at public graduate level :

b
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institutions. Another 40% feel that their administrative position is only _
one of several important.career activities; with other activities, such as K
teachlng, research, and service be1ng of. similar” 1mportance. Also, 59% .'
of the deans feel that they are likely to become'a professor after leavlng
the deanship. And when asked what pos1t1on ‘they would prefer to agsume., R
55% again, spec1f1ed the professorshlp. Ascens1on to the presidency and )
‘academic vice pres1dency is more desired than expected - very few want %

to become dean at another 1nst1tut10n - but nothing competes with the
profes SOI‘Shlp . ! . . .

s

Other,satisfactions noted were as follows: 16% inthe area of program
development; 14% in activities related to student devélopme ‘t," 13% in staff
development (especially by respondents in public institutions); and 11% in
activities related to organizational responsibilities (particularly by doctoral
level respondents). Additionally, a significant iumber of women report

staisfactions from activities related to the liason function of the deanship.

These results can be contrasted with items reported as
Twenty four percent of the regondent s report that they have

tton climate-building, etc.). E1ghteen percent of the respo dents report
frustration in the area of fiscal affa;rs 16% in liason/public
15 1n staff development. There is a significant relationship between certain
* of these -rustratlons and’ reSpondentfgroups as follows:

.
.

.

,a. Women respondents are more frustrated by activities jrelated to <
‘student development and power relatlonshlps

»

b. -Respondents at master' s level institutions report mor¢ frustrations
'\ with matters related to organlzatlon.

oct al level respondents report expertise in evaluation and in ‘
‘al affairs. Bachelors level respondents appear least secure i
e same areas. )

- . .

b. Female resgondents report that they could be more helpful than
their male cownterparts in funct1ons related to leadership and staff
develbpment. .

’

PRt

themselves as having student’ development
Slic deans who report éxpertlse in staff

c. Private deans descri
skills in contrast to pu
development.

t
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. functions shou}.d be Juxtaposed to the responses "which follow. To the

’ . \ . ’ ’ —20— '»‘~
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"d. "Deans" appear-to feel mere secure w1th program—bulldlng /
activities than- do non—deans : .o

.. . -
- - 4 \

As reported preVlOLLSly, deans collectlvely Sy that it w&uld have been
most helpful to have hadprior or add1t10nal tralnmg in the aregs of brgan- - -
izatidn, program development and fiscal affalrs . Surpr1s1ngly needs and
expertlse appear to fall in the same group1ngs

- * Y

,‘.ll)_ Questions related to mode of’ operation of deans reveal , further infor-
mation about role perception. We asked deans to describe faculty/admln-'\
istration roles in the decision-making process in their administrative unit.
The format for'this question was multiplé choice and, as such, 46% bf the
respondents felt that their unit'was characterlzed by. strong leadersl’up from ‘
off;c1als but much influenced by a broad’ spectrum of faculty thgbugh )
committees, faculty senate, “Btc. An additional 40% felt that the1r unit was .
more or less democratically run by faculty and adm1n1strators WOrkmg
, together,, as this differs from domination by faculty, college or ¢gntral agmin-
istration, or other external forces. It-is 51gn1f1.canl: that dom1nat;on of the |
teacher education unit by the central adm1n1strat10n mcreasés as the degree

grantlng level of the umt decreases . 3;

12) Deans were also’ asked on w'hat basis they made their decas1ons ona
continuum from almost exclusively politically to almost exclusively sub-.
stantlvely Fifty-four percent of thelreSpondents reported that- they made
"their decisidns on a primarily substantive, but- somewhat political basis, and"
23% felt that their dec151ons were almost excluswely substantlvely based.

\ .
is : o @ 3
13) Also related to the decision- mak1ng process deans report that.they i

typ1cally seek advice on matters of serious profess10nal concerit primarily .
from their administrative superlor. Sixty-eight percent responded affirm-
atively to this choice, which was the highest positive percentage received

" for any of the possible choices. Other choices which, received a‘high * X
percentage of "yes" answers were: .1) the faculty (collectlvely) 7) a pro- .
fessor in the samg@ tollege, and.3) a member of the- 1mmed1ate admlnlstratlve
staff. C,learly regcted were such ch01ces as profes'smnad. assoc1atlon“0r ‘"

, agency” persons or an elementary/Secon’dary school colleague. -There seef .
to be no differences among the respbnses.of varymg types of deans on this . o
question. . . P

, Ty
- . . a *
. . . N R . g -
- . . . . . ‘

'1‘4) Another-general question about dec1slon maklng asked deans to estlmate
approx1mafely how much influehce théy have- over 1nst1tutlon wide policies
‘that effect their .adm1ms\tre$1ve unit, compared to their perceptlon of the °
dverage dean. Fortyvnlne petcent of the respondents. felt that ‘they had more
than average 1nfluence. An. additional tlurty*e1ght percent of the respondents

reported that they had about the.same 1nfluence as other deans. -

LI

15) All of the ‘above questlons whi¢h relate to respondent feelmgs and

1
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question "If you had it to do over agaln would you st;ll become a dean""
the response was an impressive 83% "yes. ',' To the quest&on, "Which
" statement describes your feeling toward your current deanshlp" " 24%
find the role highly satisfying fo them personal'ly, 50% en]oy it most of the .’

time; 20% find it equally sat1sfy1ng and frustratlng, for a 96% total response

indicating moderate to hlgh satlsfactlon RN i L )
i . . K . ' Vg
‘;a ' o .-\ ~ ‘. ‘: ' :‘“;:‘i; ' . ‘ e - Y -l.){‘ . : > !
- . - - i . " Lo ‘ ). .. ”" .- : =
] Inferencevs, Interpretatlons and Projectlons‘ R N . ‘

J‘

The purpose of this study Was to colleot descrlptlve ba seline’ data
"in an area of significant interest, where heretofo"re there has existed only a
data void. As such this is a low mference descriptive study. The data

which have evolved will be added tQ and tested repeatedly, both by us .and by
other interested re searchers

Y 1

LY ’ .. = B N - LN

We have drawn from these data some correlatlons and l!evels of s1gn1f1—
.cance among and between types of respondents. To this end we offer sub—
stantive generallzatlons regardlng the personal and~profess1onal background
and role percepfions of today' s deans of-education.

I. Substantive Generalizations:‘ ' - . .

.

B3

A. Personally, Amerlcan deans of educatlon today are most commonly ",
healthy and energetic, mlddle«-aged mamed male, wh1te Protestant,
Democrdt academics from a- relat1vely non-college educated ‘lower

middle class, non-—profess;onal~manageriak, nat1ve-aborn small-town,
multi~child famlly backyround. . . 7 . T ;

., , , . .
. - For those who are only rnoderately famlllar with the deansh.1p today, .
there were only. a. few, if any, major surprises to be found 1n"our data. Not
only are heads of teacher edut:atlon as a group what we might’ haVe expected
but most of the differénces between "deanS* and "ohalrpersons \could have -
been pred1cted ‘ , ‘ ’ ) .
Whlle usmg the deanshlp as a means of upward social moblllty was
expected, the relatively low Ievel of education in the homes, from whi deans
come was unant1c1pated Slmllarly the high 1evel of spouse employm(;'nt and
.the professional nature of that employment Were surprlsi‘hg. o
B. Profess1onally, Amerlcan deans of educatlon today normally hold the
" doctorate degree, have had some training in'edueational admlmstratlon
entered the profession through public school experiences’, advanced
from there to the University faculty, and took the deanshlp d1rectly f
a position in higher education. Despite their administrative duties ,
they manag to engage in as much research and writing as do their

profes_sor;al colleagues, find however that the deanship does con train’

[ i
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. /. both their personal and professmnal activities, belong to several .
' ' 3 SN - national and regional professional assoc1at10ns, ol\nowledge the ¢
L ;’ v need for professmnal self-improvement, but engage in re atively little
) .‘7/ .Ofvlt - o . oo

2 I / ¢ .» Although a common perce»ption‘may have been that deans, as chief
o . administrators of colleges of educatio'n have thereforé primarily been graduates
* . of admlnlstratlon doctoral programs, they are instead predomlnately graduates

of programs 1n the tea¢hing of spcclflc sub]ect areas and in general instruction. -

. r
< e, e ,e 1 N - - *
~, : [ . - » .o

Also surprlsmg is the apparent lack of a clear career path to the-
deanshlp.“ The myth of academe suggests a.move from professor, to department
' chalrpei:son to aSSlstant or assoc:1ate dean, to dean, with the terminal, move
/- to 'the deansh1p generally not occuring withinsthe- same institution., Our ‘data
. show that’a high percentage of deans come directly fnom the professorlate and )
are -as likely to be promoted from within as’to change nstitutions fq acqulre "

-

adeanshlp.. . o , ;.

N ¢
n‘,‘ . A ¢ " :

-

c . . 4

, * d\ The proflle of‘the Amerlcan college educatlon dean's current status . )
) - < 1S far less clear than are the personal and professmnal background '
. proflles. “First, and foremost deans are obviously happy, szrt1sf1ed
N “ . o secure and percelve fhemselves as relat1vely 1nfluent1al K 5

T .

. ® e, : o
N ‘ € Today's dean 1nVOlves faculty democratlcally, reaches decisions

. ' " primdrily on their substantive as opposed to their ‘political merits, and
. 7 consults regularly with administrative superlors on professional problems

f e In additioh to administrative responsxbritxes the dean does a modicum’

£

. . . “of teachlng advising and consulting he dean’is. nqrmally ¢ a tenured
’ C full professor, on an extended administrative contra,c"t who is paxd
. v a salaby slrghtly’ in excess of regular faoplt_y. ] L ] .
; - NN Doans are capable of 1dent1fy1ng the1r fee\llngs and functlons* . ®
- . assocmted with role (i.e. ,¢he’ satisfactions and frustration, and
” e T successes and failures inherent in the deanship),’ and recogmze .
s - a need to 1mprove upon skills related to the deanshlp. . .
The preceding profﬂes are descrlp‘tlve of the total populatlon stud1ed CL
in.this research, Other comblnauons of ‘the requndepts suggest twd emerging
" profiles which do not denythe validity of those presented earlier, but which.- %
N constitute contrastmg and perhaps more meanmgful ways of vrew;‘ng 'thée

admlmstratxve heads, f teacher education programs N "
. ", -« P € .
N D. Itis re.,asonably clear that there is one head of teacher éducatmn* y

called "dean" and who are employed in relatwely large doctoral )
, wardmg unlversmes. These persons are productive scholars,’ actlve .
.1n natlonal associatlons and take an administrative, as opposed to a

|
stereotype (type A} charapterlzed by persons who are male, who are, - = . i
|
- " profe3sor1al perepecmve of their role. They appear to be relatlvely \

et
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autonomous in the1r decision- maklng capac1ty, work year around
hold full professor rank, earn a reasonably high salary, have .
relatively little direct student contact, and consult moderately
They tend to take little vacation, and have the job securlty of
. long-expected tenure in the deanship.

» &

L,

1

“E. It is equally clear that a type B head of teacher educ;afion stereotype '
/ ‘ " is .confirmed by our data. This class1f1catlon cons1sts of nales and e
- females in equal number who are called "”cha1rpersbn" and who are
employed in relatively small bachelors degree grant'lng oolleges.
They spend little time writing and researching, but have cons1derable
. . student contact through teach1ng and adv1s1ng, ‘l‘hese person are
active in state and reglonal professional assoc,latlons. Professorial
functions and duties are, as 1mportant to them as .are adm1n1strat1ve
: ) N . ‘responsibilities. The, central admrmstratlon impinges significantly «
-/ ) on the decisions they makKe. They are employed on an academlc yedr .
. contract, are likely to hold a rank below full professor, earn low to
) ' ' moderate salaries, consult megularly, ‘and fake'.3ll of the vacation
/ o o they earn. They tend to see the1r admmlstratlve role as temporary.
- .- ‘F. There is a third and far [ess d1st1nct proflle '&hlch we shall fabel
. transitory. Persons in thls catégory exhibit some chatactenshcs - .
of both stereotypes A and\B but have relatl’vely few unique attrabutes., N
They do appear tqhav ‘more pl‘oblems with’ Qrga‘mzatlonal questlons
than do their colleag es. They are. employed chiefly.’in master's degree
: granting mst1;u{:10n$. By 1nference and 'without statlstlcal ver1f1catlon,
© it appears that the rqle and function (and hence the settmg and respons-
o ibilities) of both bachelors and doctoral le\rel reSpondents are relatively
i ' stable and well deflncd ‘Master's granting- 1nst1tut10ns on the other .

"¢ -+ hand; appear to be neltner "fish ner fowl" and cons—equently reflect
- . thls 1ncon51stency 19*the1rv leader characterlstlcs and rolewdemands. ;
. 4‘ o, . ' : . ) . . ‘ P :\ o
BRI Impllcatfons for Tramlng o _ e .
) 17 “;' 0 One of the, maJor objeatlves af th1s study was ‘to, der1Ve sone understandlngs
/:' .~ Wthh would be helpful in drgamzlng programs for improving the performance of . "

deans.‘ What follows are some generallzatlons derived from our fmdmgs and *°
~ impregnated wath mferences toncerning the substance process and desrr—
s a-b‘llity of s\uch programs for deans. ‘ sz e ~\ v S '".
' '(' AL Dea\ns express a clear desire for further tra1n1ng. It s ec}ually apparent .
e . that practicing deans’are not receiving such instruction. It is probable -
. ' ‘that this’ dllemma ex1sts because the tralnmg wh1ch deans des1re iss

s1mply not; avaliable. : . z . A I

, , o .-
f

<
~

- ' o, - s

;- ' ' N . U
. B. ‘Deans are able to 1dent1fy the1r own problems and needs. Deans are also
' able to 1dent1fy their own areas* of administrative. eXpertlse. There ista
' hlgh degree of gimilarity betWeen the needs of some-deans and the expertise

o ] " of others. ConseQUGYltlyl deans’ appear to be ‘invaluable to the educatlon
g ‘ 3 Of otheR dean_s 1‘ - ’<', L e, .' " .-* , ¥ =
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Dedns as a group need ass1stance with the management of their time._ ;
Not only should such assistance be part of the substance of training
programs for deans, but this need also becomes one of the factors tor

e ment agtivities). However, it appears that variability in the settings
ips produce differences in the expectations and applications
bents involved. Tor instance, the issue of fiscal affairs
may be a coxmon problem for many deans, but the solution for a dean

.in one.1nstitutjon may be quite dlfferent from the solution for a dean in
- another universyty.

o

E. The needs and competencies of deans appear, in the main, to be un-
related to the length of time that an individual has occupied the dean-
ship. Consequently, one need not be concerned with groupmg deans
of similar length of experience whefl organizing training prograrms.

, Cle early thi$ means that dean training programs need not be national

"1ihorder to achieve the critical mass necessary for success.

_ %
Ve . %\
r. . There ls only a br1ef span of t1me between when one f1rst éons1ders !

" N ) a position~ Therefore, the time when one is receptlve to pre-service
training for thg deanship.is severely 1 ited.. In effect, it appears
. that jn-service educatlon for deans may e the most.feasible approach
, \

-~

>

loads us to be confido that deans as a gr‘oup are 1nterested in improv-

P dev1se tra1n1ng programs “for hem. . ;!
Rl ) :
- . .
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APPENDIX

INSTITUTIONAL CATEGORIES

Public Doctoral Level Institutions
22 institutions sampled
"17 resgonses receiyed

Private Doctoral Level Institutions
10 institutions sampled
S résponses received

Public Master's Level Institutions
49 institutions sampled
38 responses received

Public Master's Level Institutions, Regional Campuses ¢
8 1nstitutions sampled
7 responses received ‘
Private Master's Level Institutions
55 1nstitutions sampled
30 responses received

Public Bachelors Level Institutions
. 13 1nstitutions sampled
10 responses received e +
Rublic Bachelors Level Institutions, Regional Cémpuses
S institutions sampled
3 responses received
Private Bachelors Level Institutions
109 institutions sampled
08 responses received

271 Total Institutions Sampled
178 Total Usable Responses Received




