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Chapter I 
Introduction 

1.1 The Study 
This study will investigate how five department chairs at the University of Toronto 

percrive the culture of their departments. Despits the important roles that chairs play within the 

iinivsrsity. there has been little research in this area. There have not been any previous st~rdies 

addressing how acadernic administrators interpret the orgmizational cultures in which they are 

smbedded. This study represents an attempt to begin to explore the issue of culture throrigh an 

iinalysis of interviews conducted with department chairs. 

This chnptrr begins with n discussion of current extemal and interna1 conditions that are 

influrncing both the tiniversity culture and the nature of aciidemic administration. A brkf  

overview of the litcfature will serve to sitriate the study within the literat~ire and support an outline 

of the purpose and goals of the study. The nature of the administrative responsibilities bestowed 

upon de partment chairs and the organizational characteristics of University of Toronto will also be 

highlighted. In conclusion, the significance of this exploration for the future of acadernic 

administration and the riniversity wiIl be considered. 

1 2  Introduction 
The lrvel of public funding allocated to Ontario ~iniversities has decreiised signitïcantly in 

the l u t  few years. As a result, cornpetition for externa1 funding frorn granting agencies, industiy 

and private donors at some universities is increasing. There is an internai emphasis on fiscal 

accountübility and strategic planning. Extenially, universities are touting their stütus as institutions 

of high caiiber research and teaching. These factors are contribuûng to changes within the culture 

or  the riniversity. 

Acadeniic administrators are being called upon to nüvigate their institutions through these 

turbulent times. Administrators are continually being chdlenged to adapt to this increasingly 

cornpetitive acadernic environment. While central administntors make forrnal statements on 

expectations for research and teaching excellence within departments, based on the information 

shared by the participants in this study, and my personal expenence within the academy, there 

appeiir to be few formal structures designed to support departmental administrators in their task of 

ensuring these goals are met. 



Several higher education resexchers have noted the importance of the department. and the 

department chair, in terms of the overdl success of the university. Success, of course, is 

frequently definrd in ternis of the acadrmic rubric of quülity research. teaching and cornrn~inity 

service. There are a number of reasons why the chair is viewed as an important figure- Chairs lire 

often actively involved in research and are seen as peers and colleagues by tàculty. The 

department is often where university policy is minslated into practice; therefore, the chair's iibility 

to effectuate change is integral. At the same rime. chairs are the central interface between the senior 

administrative core of the university and the Fxul ty .  

At the University of Toronto, the administrative structure is relatively decentralized. 

Department chairs are charged with bdancing the de partment budget, enhancing faculty researc h 

activity, establishing development and fundraising networks, addressing student needs and 

ütirac ting research fiinding. At the sanie timr they are conducting their own research programs. 

maintainhg acadeniic programs, encouraging their colleagues, recruiting students and supporting 

administrative staff development. 

If the current climate is nny indic;irion, the future nppears to hold nuny challenges for the 

ticadzrnic administraior. Chairs will be required to dc even more bureüucratic work with less 

support staff. They will bc expected to encourage research of greater qudity and quantity without 

access to additional financial resources. In addition, chairs will be expecred to creüte links with 

alumni and conduct sophisticated fundraising carnpaigns. 

Nthough there is growing pressure to support excellence in teüching and research at the 

department level, there are fewer resources with which to üchieve these soals. What c m  academic 

administrators do to pi-ornote the aims of the university in this context? Recognizing the 

constraints and opportunities within their departments, what can they do to create an environment, 

or culture, that supports departments? 

1.3 Literature Overview 
Orsanizational Culture 

There hris been a considerable amount of research into the role an organization's culture 

plays in its success. There is also a body of research addressing the leader's role in creating and 
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chansing the organization's culture. This literature addresses the need for leaders to be aware of 

and adupt to the culture in which they are embedded. 

Due to the multiplicity of fiameworks used to study organizationd culture, a precise 

deilnition of this term has yet to be emerge. This study will define organizationai culture as the 

cohesive orpnizational ethos supported by the participants' shared values. traditions, rituals. 

orientation p~ictici-s and physical structures. 

The impact of an orgmization's culture on its success and productivity gained prominence 

in the 1980's with the release of In Setrr-cril uj-E.welleïzce (Peters and Waterrnan, 1982). This 

study focused on Forrune 500 companies that had developed reputations for their innovation and 

fiscal success. Peters and Waterman concluded that within each cornpuy there was a strong sense 

of sliared values, traditions, structures and assumptions that supported dl initiatives. These 

oganizations had also developed formiil pmctices to introduce and orient dl new members of the 

cornpany. The prominence of this stiidy served to inci-ease the leveI of interest in studying culture 

within business, education and organizational :tudie';. 

Within the last decade there have been numerous applications of the oganizational cultitre 

paradigm in the study of higher education. Tierney and Chafee ( 1988) examined the impact of 

organizationd c~ilture on recognition and encouragement of divenity within the academy. 

Volkwrin and Carbone ( 1994) investigated the impact of deprutmental culture on student success. 

Qunlity of teaching within an engineering school was the focus of an organizational change projecl 

in Austraiia (Willcockson and Walker, 1995) 

Based on this research, it becomes apparent that the culture of the department can 

signifïcantly effect how rnembers of the academy interact and work. Given the increasing 

pressures facing the university, including funding restrictions and increased competition for 

resources, perhüps a greater understanding of the culture of the university may assist academic 

leaders. An understanding of organizational culture, and the values and structures that underscore 

this culture, may provide academic leaders with a tiarnework that can be used to interpret the 

context in which they work. 



Oromizational Culture and Academic Administrxtors 
There hris also been a considerable amount of research on the rote of the leader in creating, 

sustaining and changing organizationd culture. Schein ( 1992) notes thot while it  is important for 

leaders to be aware of the elernents thot contribute to the culture of their ~rganizrition~ leaders need 

to deveiop the abiIity to trmscend culture in oi-cier to successf~iliy assist their or~aniz~itions to 

grow and develop. Knowledge of the ~ittributes of culture can nssist leaders in understanding why 
I 

their orpnization t'unccions as it does. 

In turnt there could be distinct advmtages for the departrnent chair who understands the 

culture of the department. The department's traditions. values and even its physical layout niay 

have ri significant impact on how chiinge initiatives are received and how goals are achirved. The 

deputment adrninistrator who understands how culruri attributes impact the overail culture of the 

department may be able to anticipüte the challenses and opportunities. 

These arguments underscore the importance of developing an unders tanding of how chairs 

perceive organizationd culture. 

1.4 Purpose Statement 
Connecting the literature on organizationül culture and acadernic leadership, this study 

focuses on how department chairs understand the cultures in which they work. It will iilso 

invrstigate how. if at ;dl. chairs attempt to rnodify the culture of the department as a means of 

achieving their goals. 

While six departnient chairs at the University of Toronto participated in the study, five 

provided usable interviews. Each chair participated in an individual semi-structured interview and 

was encourüged to disc~iss their interpretation of the department's cult~ira1 attributes. Interview 

questions related to these attributes and included depürtmentül traditions, values, structures and 

orientation programs. Change initiatives within the departrnent, if any, were also explored. 

1 . 5  The University of Toronto 
The department chairs participating in this research siudy were al1 employed at the 

University of Toronto. The University of Toronto ( U  of T) provides a unique opportunity to 

study the role of organizational culture and leadership in higher education. At the U of T, 
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deputment chairs have a signif'icant degres of autononiy and responsibility. This is Iÿrgely due to 

their strtted position as "CE0 of the department". 

The U of T is ri medical/doctorril institution located in Toronto, Ontario. Canada. It also 

offers a range of undergraduate and certificate programs. As Canada's larges university, it has 

three campuses and over 2,000 professors and 60,000 srudents. The largest campus, St. George, 

is located downtown. The two satellite campus, Nlississauga and Scarboroiigh, are located in the 

west and east ends of the city, respectively. 

Althoiigh some of the chairs pxticipating in the study had some responsibilities for the 

progruns ot'tèred ~ i t  the sa~elti te colleges, the interviews were focused on activities at the S t. 

George Campus. 

The Governance Structure 
While rnost Canadian universities have both a senate and a b o i d  of Governors, the U ofT  

is one of the few universities with a unicameral governance structure where al1 corporate authority 

is vested in a single Governing Council. [n addition, there are severai layers of administri~tion at 

the University. Hardy ( 1996) notes that a Iine authority systern crerites u p m e r  distance between 

the central administration and the e s t  of the university. For exm~ple, the chair reports to the dean 

who in turn reports to the divisionai Vice- Provost. Only after this point does the line reach the 

vice-president and fïnally , the President. This approac h to decentdization also means that chiurs 

have been assigned certain clear responsibilities within the orgnnization. 

Con~m~inication & Hierarchiciil Networks 
AI1 centre directors, chairs, deans, and college principals are invited to ri monthty 

information briefing. There are more than 200 people in attendance. Hardy (1996) notes those in 

attendance often feel this meeting is not an opponunity to participate but only a forum for 

receiving information on institutional decision making. 

The Rote of the Chair 
Hardy (1996) reported that budgetary decision making is extremely centralized at the U of 

T and the Deans of each Faculty are not involved in negotiating their annuai budgets. Although 

department chairs are allocated lump sum funding, they have exclusive decision making authority 

on its allocation. 



Depu-tn~entai Cultiire Chapter 1-Introduction 

The univrrsity hos an extensive policy document that describes the selection. duties and 

responsibilities of the acadernic department chair. Chairs are viewed as the, "Chief executive 

ofticrr of the department responsible for budgets, recommendations for appointments and. where 

appropriate promotions." (University of Toronto, Policy Document on Academic 

Adrninistrators(PDAA), 3-3). Consulting with filculty mernbers on dl important rnattsrs is 

highlighted as ont: of the chair's duties. Accordingly, appointrnents to the position should be 

based on the chair's, "intellectiirii, and administrative abilities, devotion to education and ressarch, 

jitdgment and qualities of IeadershipW(PDAA, 3-3). In addition, the policy states that chairs, 

Shvuld have the: ability to crerite an environnient conducive tu the growth of inteIlectual life within the 
depanment and to maintriin the confidence and co-operation of the teriching staff. adrninistrritivs staff and 
stuclents (PDAX, 3-3 j. 

The document also establishes that chairs are responsible for frindraising and externd 

support by stating, 

Thry shoulci be abIr to riianrige effectively anci efticiently thc rxvrnril relations of their department. both 
within the riniversity and in  the wider cornmunity, so as to facilitate support for its eciucationd and 
research activities(PDrW, 3-3). 

The Policy clearIy establishcs the Chair's responsibility for promoting teriching and 

The chair shdl encierivour ro prorilote the te:icfiinp. resexch and scholarship of the terichin2 staff of the 
Jepartment and to ensure Lin e:cluitrible distribution of work. He/d~e shrill d s o  sndzavour to pro!riure the 
c:ire:er drveluprrient of ridiilinisrratiix staff (PDAA. 3-3 ). 

The document establishes the role of the chair ris one of independence, freedom and 

responsibility. As CE0  of the department, the chair becomes the academic and administrative 

leader of thüt unit. This has imp!ications for the culture of the department, of the iàculty and the 

university. It also hiis implications for the role the chair can play in changing the culture of the 

department to meet its interna1 and exterml needs. 

1 . 6  The Research Questions 
This study focused on the perceptions of department chairs related to issues of 

organizationd culture and leadership and was designed to address four specific research 

questions. 
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First, how do chairs describe the cultuml attributes of their depmments*? In order to 

adclsess this question, it was important to design an instrument that would encourage participants 

to communicate their perceptions of' the cultures of the depmment. 

Second, do chairs Lise their knowledge uf their department's cultcirs to fine tune both thsir 

behaviorir and the environment to prornote their g d s ?  For example, if adminisr~tive effïciency 

w t s  the goal, were there changes to the actual structure ~ f '  the unit that previously inhibited 

administrative success or were the changes supert'lciril and   in able to attrrtct the root of the 

problern. 

Third. how did chairs atternpt to influence the cultural nttribures of their department in 

order to effëctuate change and achieve their goais*! Looking at the initial goals that the chairs set 

and how they worked to achieve them provides an interesting example of how they perceive the 

depxtment's culture. For example, if a chair is interested in irnproving teaching in the department 

and only initiates a training initiative for grad~iatr students, he/she is probably supporting his/her 

assurnptions abolit hc~il ty developrnent and leuning. 

The forth question relates to the training chairs receive at the beginning of their 

adniinistrative appointment. How dors the univrrsity rnsure that their ;ic;idemic odrninistrators 

have the knowledge and skills necessary to crearr positive change in the department'? 

1.7 Significance of the Study 
The culture of an organization supports or negates certain elements of the performance. 

cornfort and relationship anlongst and between its members. Within the univewity, there are 

several différent constituencies, each with their own needs and gods. Working with faculty, staff, 

students and other administrators presents an interesting and unique challenge for the academic 

leader. 

This srudy will provide insight into how a group of academic administrators interpret the 

organizational culture in which they work. It will explore the experiences of chairs in order to 

obtain a better understanding of their perspectives on their roles. 
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- . . . . - . 

1 . 8  Summarv 
This chapter hüs liighlighted the current ciim;ite within higher education and its impact on 

the rofe of acadernic administrators. The value of organizütional culture as a ti-mework for 

 ind der standing departmental culture has also been addressed. 

There h a  Little research on how chairs perceive the culture of their departrnents and 

whrther they employ culturd frameworks when implementing change initiatives. This study will 

bsgin to explore how chairs perceive the culture of thsir department. 

A review of the iiterature addressing orsynizritional culture, within business and higher 

education and the research on academic administration is provided in Chapter 2. Chapter 3 focuses 

on the design of the study while Chapter 4 presents a summary of each interview. The resexch 

tindings are discussed in Chapter 5 .  
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Chupter 3 
Methodology 

3 . 1  Introduction 
The literature reviewed in the previous chapter stresses the value of culture, and its 

attributes. as both a means of understanding and intlue~cing organizational life. This chapter will 

focus on the evolution of the research questions and sample selection. The interview process will 

a i s 0  be discussed. 

3 . 2  The  Study 
Understanding current practice and perceptions are- an essential precursor to theoiy 

development. This stiidy explores how a gro~ip of experienced department chairs interpret the 

cuitirres of thcir departments. The chriirs' awareness of the impact cultural attribrites have on the 

overall department and their inkluence within the organizations will also be explored. 

3 . 3  Design 
In order to begin to understand how academic chairs interpret and acknowledge the 

ctiIriires of their departments, i t  is important to explore their understanding of the departments. It 

was ciecided thrit the most direct way to  ind der stand how chairs interpret their departmental reality 

was co conduct a series of interviews. A semi-structured interview instrument was designed based 

on the cui-rent academic administrator literature and Schein's mode1 of organizational culture. The 

questions were designed ro investigate how chair's perceived their roles and responsibilities and 

the S C S L I C I L I ~ ~ ,  values md traditions within their department. 

The objective of the instrument was to encourage chairs to discuss their perceptions and 

d in der standing of 2 series of attributes frequently associated with organizational crilture studies. 

These attributes included departmental history, traditions, rituals, and orientations practices. Both 

p hysical structure and administrative structure of the de partment were also included. 

3 . 4  Participants 
The research literature stresses the importance of the department and the role of the chair 

within the university (Weidman, 1979; Bennett 1983; Gmelch and Burns, 1993). As the local 

unit of administration, the department is where policy is transformed into practice. The role of the 

chair and the culture of the department may have a signifiant impact on the success of the unit in 

terms of' teaching, research and student ac hievement. 
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Bnsed on their position within the hierarchy of the university, the chair is the liaison 

bstween the lru-grr university and the Ficrilty. It is this position. rspecialIy within the context of 

the University of Toronto, that extends the potential ability of chairs to tnily intlrience their 

cleprirtrnents. 

3 . 5  Sample Selection 
There were severai factors that inf'luenced the approach to sample selection employed in 

the study. including the relevmce of the data, anonymity and the expertise of the interview 

3.5.1 Relevance of the data 
This explocition of drparrment chair's perception of culture may serve as the foundation 

for fiu-ther research on the role of the chair and the chair's influence on teaching, research and 

student cultures within the department. In ordsr to collect data that would address the research 

questions identified in Chapter 1, i t  was decided that only departments with both graduate and 

underg-aduate, teaching and research functions would qualify for the study. In order to provide 

similar foiindations for cornparison, it was decided to limit eligibility to the non-professionrd 

programs, thsreforr excluding such programs as including Music, ivedicine, Law. Altho~igh the 

Faciilty of Engineering holds Professional Faculty status, it was included in the study by reason 

of its prirnarily first-degree undergraduate student population and the traditional faculty rnember 

complement. Therefore, only departments within the Faculty of Arts and Science and The E ~ ~ ~ l t y  

of Engineering qualifled to p'xticipate. 

Given that this is an exploratory study, it wns decided to limit the sample size to six chairs. 

Basrd on the assurnption thlit chairs working in depmments of relatively equal size would be 

facing similar challenges and experiences, participation qualification was d e t e d n e d  based on a 

minimum number of faculty rnembers and fiill course equivülence (FCE) ' offerings. Within the 

Faculty of Arts & Science, this meant selecting departments with fewer than 25 academic faculty 

and 3000 full course equivalent course offerings in the department; and, within the Faculty of 

' The FCE tor each department, ris provided by the central statistical oftice, is calculated by multiplying the number 
cifstuderits enrolled in exh  course 5y the number of courses offered. 
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Engineering, only drp:u-tmrnts offefsrin_o niorr than 300 courses per y r x  wrrs inc1udc.d. Thrse 

niirnbers were selected in order io provide a potenriai sümple pool thnt was large enough to ensiire 

the interview participant's anonyrnity. 

3.5.2 Anonvmitv 
The cornplete monymity of the interviewees was deemed to be an essentiai component of 

the study. Interviewees needed to be able to participate freely in the process in order to ensure 

honest and thoughthl responses. The most pressing concern was that of masking rach ch;iir7s 

departmental affiliations. It was decided that any conments or initiatives that could be l inkd to a 

particulu- department would not be explicitly descr-ibed, though they could be considered in the 

3.5.3 Length of Chair Service 
In reference to the expert educational leadership literature (Leithwood, 1995') and the need 

to lirnit the sample size, it wus decided that only chairs with at l e s t  two years experience in their 

current position would qurilify to participate. Accorcling to the literatiire, problem solvins and 

proactive leadership are both associated with more esperienceci Ieaders. It was assurned that more 

senior adninistrators woirld have developed the rnechanisms to deül with the daily issues of 

departmentai life and would be more apt to have considered the issues of relevünce for this study. 

3 -5 -4 Confirmino mrticipation 
Initial contact with each department, that had met the selection criteria, was made by phone 

in order to ascertain the length of senrice of each chair. It wris the administrative assistant to the 

chair who provided this information. Using this data to cretlte a shortlist of potential participants, 

the next step was to creeüte a bdanced disciplinary re~~esentation. To this end, two chairs from 

Fac~ilty of Engineering and five chairs from the Faculty of Arts and Science, were contacted. 

Within Arts and Science, representation from humanities, social science and science disciplines 

was ensured. A package of information about the study was delivered to the department office of 

eüch of the seven shortlisted participants. The package included an introductory Ietter, a list of 

potential interview questions and a consent form'. 

' see appendix A 
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Each recipient was phoned one week after having received the package in order to confirm 

their participation in the stiidy. One individunl did not agree to participate. Six chairs were 

scheduled for interviews during the foflowing two week penod in November 1997. 

3.6 Interview Instrument 
The interview instrument was designecl to promote disciission about departmental culture. 

Buildin_o on est;iblished Literature dealing with the prrceived roles and responsibilitics of the chair. 

the instniment included questions about the professional developnient tuid history of the 

respondent. Questions related to their perception of their role, their goals for the depmrnent and 

the people and literature thnt had most influenced their professional development were also 

incliided. 

Schein's (1992) description of orgnnizational culture was used as  the basis for the 

torrnu1;ition of questions related to the chair's interpi-etation of departmental culture. Drawing on 

the cultural attributes that were frequently cited in the literature, the questions explored the new 

hculty and student orientation processes. the influence of departmental history and tr~dition, 

communication and staff development initiatives. 

3.7 The Interviews 
Individual interviews were conducted in each participant's office. Each interview wts 

between sixty and ninety nunutes in durütion. At the beginning of each interview, participants had 

the opportunity to ask questions about the study. They were also presented with a consent form 

and the ünonymity of the process was reiterated. Interviews were guided by an expandrd version 

of the question list' that had been previously sent to each chair. Although these initial questions 

were successful in soliciting participant responses, additional questions were added as the study 

progressed. For example, Chairs were Cree to discuss their experience and understanding of areas 

not listed in the official questions. 

At the conclusion of the interview, participants signed the consent form and were made 

nwau-e of the opportunity to verify the find transcripts of the interview. While they had twice been 

Sec Appendix A 
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presented with the information about the anonymity of the process and the final product, four of 

the six interviewers stüted that they would nevrr have soid mything that they did not wmt 

repeated or associated with their name. 

3.8 Recording 
With the each participant's consent, interviews were recorded with a hand-held tape 

recorder. Ali but one of the recordings providec! accurate representations of tlie conversation. It 

was decided that the interview that had not been clearly and fully recorded would be omitted from 

the rest of the analysis. 

Full wanscripts of the five cornplete interviews were then produced by n chird party and 

submitted to the participants. Due to a ~ ~ l y  ernergency, 1 w u  unable to review the trmscripts 

pnor to returning them to the participants. f t  became apparent that there were inaccuracies both in 

detail and information presented in the data. Sorne participants were concerned by the qurility of 

the transcriptions. 

Upon reviewing the written uanscripts and comparing thern to the original audio 

recordings, it became clear that the tmnscriber h;id omitted üpproximütely five full pages of 

conversation. There were ülso inaccuracles in the original transcriptions. When these omissions 

and corrections had been made, the trmscripts were returned to the participants for their review. 

Personai notes were kept and referred to throughout the date andysis process. A personal 

log of interview sxperïences w u  dso kept and referenced throughout the analysis period of the 

study. 

3 . 9  Verification 
In order to dlow the participants to reflect on their staternents, as noted, the full ti-anscripts 

of our recorded interview were returned to each chair. As stated in Our initial agreement, each 

participant had the opponunity to rernove, add, highlight or change any pari of the transcription. 

Participants aiso had the opportunity to decline the review process and let tlie transcripts stand. 

Two particip;ints returned the transcripts withour changes. Two made minor changes. One 

chair was ~~~~~~~e of the relevance of his comments and did not iindei-stand the purpose of the 

study. His participation was secured pending his üpproval of the specific quotations and ideas that 
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would bs pressnt in the study. Throri~ho~it the coding process, relevant quotations made by this 

chair were recorded and the collection of information \vas E-mailed to him and approved. This 

deviation from the standard methodo1o;y wiis justified in order to maintain the size of the sample 

and the disciplinary balance of the interviewees. 

3 .10  Coding 
When this veriflcation process was cornpleted, a tlnal copy of each tr-anscript was 

produced. Based an the process described by Bogdon and Biklen (1992), sach interview wüs read 

to isoiate common and dissiniilar thenies. Following t!iis initial reading, each uanscript was rereüd 

and a list of thernes and comments were recorded. A semi-final list of thematic codes was then 

cornpiied. This list of codes was then subdivided according to diffrrent categories. Interviews 

were then read again and coded accordingly. 

It became apparent that there were two cleair distinctions betwrrn the thrmes. There were 

sonir that were directly related to the issues surrounding the notion of deputmental culture and 

others that tvere more aligned with the more generd and personal ideas. 

At this point, two main categories were established. The general and personal information 

category was comprised of 12 individual rhemes. The second category, comprised of the 

clepnrtmental culture themes, was comprised of 1 1 individual themes. 

Direct quotations and conments from the individual interviews were then collateci 

according the aforementioned categories and thernes. As per Leithwood ( 1998). individual tables 

were then used to enumerated, contrast and compxed the thematic data both by theme and by 

participant. Data liom the study is presented' in the form of individual interview summaries, in 

chapter 4. 

3.13 Sumrnary 
This exploratory study gathered data from five department chairs regarding their 

perceptions of the cultures of their departments. The data from these interviews was coded 

ilccording to many of the cultural attributes previously discussed in the literature. In the next 

chapter, in order to better understand each chair's perceptions, the data will be presented in the 

form of individual interview summaries. While eacli surnmary follows the same structure, there 
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are ciifferences and similririties between the chairs' perceptions. The sirnilririties and ciifferences 

will provide the foundation for the discussion in Chapter 5. 



Chapter 1 
Interview Surnmaries 

4 . 1  Introduction 
Interview summaries for the five participating chairs are presented in this chapter. The 

chapter begins with a summüry of the demographic data on the chairs who participatcd in the 

interview process. According to the themes discussed in Chapter 3, sommaries of each interview 

me dso included. The relationships between the chairs and their interpretations of their c~iltures 

will be presented within Chrrpter 5. 

4 . 2  Demographic Information 
Within the sarnple, 3 of the 5 Chairs had previously held academïc administrative 

appointnlents. A fourth chair had held senior positions within a major national funding agency. 

The average nurnber of years they had served in their current position was 5.5 yeus. Although 

each Depiutment had different Chair term lengths, this average indicates that some chairs had 

sewed more than one term. Four of the five suggested that the only reason they had entertained 

nccepcing the position was because of their respect and personai relationship with their respective 

Deans. in each case, it had been the Deans who hrid asked them to stand for the appointment. 

Wtiile four of the interviewees expressed their satisfaction with their current role as chair, 

one participant declined to comment. Sinùlarly, ttiose chairs whose retirement was not imminent 

expi-essed interest in accepting another administrative appointment. Only one chair categoricaIly 

declined to entertain the possibility of concinuing his career as an administrator. 

4.3.1 Chair A 
Goals and Phi lo so~hv  

Chair A began our interview by describing the chair as a position of leadership within the 

department. He outlined the importance of this Leadership function for staff, Caculty and students. 

Chair A entered the position with a clear picture of what he wanted to accomplish. Establishing a 

solid administrative core and irnproving the qudity of teaching within the department topped his 

list of priorities. Forecasting that fiscal management and downsizing would greatly impact the 

department, Chair A enswed that his actions supported his goal of developing a soundly run 

administration. 

1 came in with the vision o f  the department that should be well run administratively and turned over the 
administrative structure of the department by hiring a business manager and replacing a lot of people. 
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Chair A enthiisiastically shared his philosophy on teaching and his g o d  to establish 

discussions about teriching and "trying to establish a clirnate where teriching is important and 

rewirded." He elaborated, 

For as public an x t  as tsrtchins is. it is one of the rriost private things here rit the university- You g o  in 
and close the Jour  and no one knows what you Lire going to do  in there. Irs very rare for someone to s u  
into the clamroom ancl watch thern tcach. it is unusual for people to share o r  have someone come and visit 
in the classroom whilt: they are teaching where ris in research it happens riil the tirne. 

RoIe of the Chair 
According to A. rnarshaling resources and prornoting the needs of the whole department 

Lue two of a chair's most important d e s .  iMore specifically, he highlighted that motivating 

department mernbers to "see the collective totality of the department mther than their individual self 

interest'' as one of the chair's most significnnt contributions. Acknowledging the spirit of 

individudism amongst hiculty and the relative lack of power ernbedded in the position of chair. 

Chair A champions feedback and persuasion as the means for building community and morale 

within the within the department. 

Using a rnetaphor for his leadership style and approach, Chair A sees himself as "a 

nurtiirer, a hcilitator and often an arbitrator. Kind of trying to goad people withour startling 

Although describing the view as a slightly theatncal over- simplikication, Chair A outlined 

his philosophy on ücüdernic administrators in the role of chair. He believes there are two 

contrasting types of chairs: "Initiators" and "Maintainers". Viewins himself in the former 

category, Chair A elaborated on his conceptualization. 

Most chairs assume the role becriuse it is a responsibility. r i  duty. They see tlienisslves as  sricriticing 
tliernselves to the department. For the most part rhey do  a very good job. They try to keep rhings on  a 
even keeI and rirely see themselves initiating radical new changes for the department. They are mriinrainers. 
They keep tliings going and incrrnientzil changes where needed but probably not too many major clirinses 
unless they're cnusht up in circumsrances. Then there are initiators who corne in with ideas about how the 
department shou!d change and they are really trying to do a lot to change what has been done in the prist. 
They try to energize the direction of the department. 

Professional Develo~ment  
Chair Training 

Chair A elüborated on the one day training program foi- new academic administrators thar 

was presented by the ~iniversity's central administration. He briefly outlined the agenda, in which 
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oSticers of the univsrsity made prest-ntations on the areas of interest co new xlministrators. In 

revirwing the session. hs believrd that the success and applicability of the session was mixed. it 

was hclpful, however, '-mainly because of the networlüng, where you could get phone numbers 

and contacts ....... Iess about the content. It was more the people you were introduced to." 

Personai Deveio~rnent 
Reflecting on his professional development experiences, A discussed how his expenence 

hiis miide him a stronger leader. The ~ h ~ ~ c t s r i s t i c s  he now brings to the job inciude. "More 

patience, a brtter sensr of how to change thinss in a department, more tolermce. L' ve Ieiirned 

whcn to apologize. I try to be open and not roo rigid. I have leamed with experience and increased 

confidence." 

Literatilre 
Chair A was familiar with the body of academic Literature that addresses the role and best 

prxtice of academic administrators. This literature has not influenced his practice. "So much [of 

academic leadership] has to deal with your own personality and your experience. Some of the 

rules are so common sensical that I jiist haven't found them to be insightful." 

Role models 
Research on acadernic leadership did not have a significant place in chair A's professional 

development interests. Chair A spoke freely and püssionately about his role nlodels and their 

influence on his administrative practice. He stated that his primary role mode1 "taught me how to 

lobby. how ro organize fxculty in a way that ensures that tnings get donc .... hûw io rnürshal 

people's talents and energies." Chair H dso rnentioned how this mentor had skillfiilly rnodeled 

successful implementation strategies that had inspired him in his own administrative endeavours. 

Faciiltv Develo~ment: Teachin~ and merit 
Chair A wanted to establish a climate in which excellent teaching wüs encouraged and 

expected. Acknowledging that mere lip service to the importance of qtiality teaching would not 

provide an incentive for change, he activeiy sought a mechanism by which to encourage faculty to 

irnprove their teaching. The result was a change to the department's traditional merit and 

evaluation ratios. Within A's department teaching and research are now equally weighted and 

equally considered when annual merit pay is doled out. 
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In support of this cornmitment. ail hculty are required to submit their course outlines, 

syIIabi and tests. Al1 are reviewed as part of the y e x  end teaching evduation merit procesç. 

New hculty are also supported in rheir development of their teaching portfolios. Chair A 

outlined his approach and rationale for concenrrnting his efforts on developing excellence in 

teachin~ practice within the junior rimks. 

I have to work frorii the ground up. I wvrk ~vith the junior f:iculty. The senior c o l l e a p s  :ire \,or' 
r~periencsd and are guod terichers. 1 don't have much intluencz on them. They are set in cheir ways. But 1 
c m  have an impact and use some uf thesr [resources] wirh the junior rnembers. 

Oreanizational Structure 
Acknowledging the t'iscal and planning chüllenges the depanment would face. Chair A 

reorganized the departmental governance structure to improve internai communications. A 

schedule of regulru meetings w;is instituted and a clear division of labor and delegation was 

rst~iblished. The Chair iilso held additional meetings with dit'ferent segments of the hcuity in order 

for them to be able to more freely discuss their needs and apprehensions. For example, Chair A 

woiild meet with just the junior faculty at tirnes. 

Chair A capitalized on his understanding of the culture within the department by 

recognizing the ability of the junior faculty to catdyzc change efforts. "The senior faculty would 

criticize one another. they are less l ikly to criticize a junior faculty." 

Oreanizational Chanye 
In order to promote and support change within the department. Chair A cornmunicares 

personiilly with al1 hculty members throughout the department to discuss how the proposed 

initiative will benefits them and their students. Addressing the most significmt change within the 

department, Chair A outlines, 

The major went during my tenure (as chair) was when we had the downswing. The depanment's response 
ro thrit included ri whoIe sale reorganizntion of itseif in a new t'riculty complement plan. Ir was a major 
rerhinking of the role of the department and vision of the future. 

Chair A described how the department had reacted. participated in and adapted to change 

by outlining some aspects of the planning process. He retumed to the notion of using junior 

ticulty to facilitate change. 

In response to the chanses, there are always a few that provide difticulty but on the whole they rire a 
cooperative group. The process worked by breaking the problem down and delegatiq and consiilting and 
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tvorking vrry hai-d with the junior hculty to initiate the drrifi because it was ri fractious cxercise and i t  
rnost IikeIy chat they're to be more open  to t k  process. 

Orientation To The Department 
When new t'r~culty arrive in the departrnent, Chair A's communicates his teaching 

expectations in their initial meeting. He ~ S O  provides ;L guided introduction to his favorite 

sslections of the teac hing literature. Faculty have access to his mini-library, w hic h contains 

information about course planning, setting examinations and muking. Each new hculty member 

also receives a copy of 1i4e~ztor irz n n/lmzrral. This book addresses both teaching and research in a 

miinner designed to assist new fàculty in their quest for tenure. 

Within the department, new f:~cuIty are given their own reconditioned space and 

immediately introduced to collea,aues working within rhrir area of specialization. First year 

teac hing Loads are reduced to dlow new facul ty to establish their reseac h prograrns. In addition, 

new faculty in Chair A's department do not receive any important administrative tasks untit they 

have "cut their actidemic teeth" for a year or two. 

Chair A chmpioned the value of mentoring new faculty within the depmment. This 

initiative in developing ~i mentoring program for nrw Fm~lty preceded the ~iniversity mandateci 

policy on mentoring. He explained, "Ench new hculty is assigned a mentor ivho takes 

responsibility for acclimatizing them to the faculty and the culture of the depürtment in terms of 

research, grantsmanship and cven in the areas of teaching." When discussing the role of senior 

colleagues as mentors, Chair A believes thüt it is "an abdication of faculty responsibility if they 

absent themselves fiom this important role." 

Although there wns little discussion of student orientation progrürns, Chair A described 

their recruiting practices for undergraduate students. The departrnent has designed a careful 

program to introduce top first year students to the opportmities within the Departrnent. 

Department Traditions Sr Values 
When discussing the formal departmental traditions, Chair A remarked, "What suikes me 

is the lack of receptivity to ritual and tradition. We are remarkably individunlistic." Although there 

is o host of traditionai activities, including retirement and festive season get- togethers, Chair A 

highlighted the dominant theme within the departrnent: Individualism. He explüined, 
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LVz are very collegiril i n  the professionrd work scrne. 1 thouglit 1 would have likrci to furm a slronser sucixl 
cohzsiun but I trieci in the beginning ancf it  Jidn't work thrit well. Our loun=t. ~irely grts usrci. The suciiil 
culture is really people working rogether in r e s exch  groups. 

Standard deputmental traditions dso include the weekly colloquia that are ü staple on the 

Department's calendar. 

According to Chair A, faculty are highly individualistic, research orientated and serious 

acadernics. "Research? reseruch, resexch," epitomizes the predominrrnt value set within the 

depürtment. His h a 1  thoughts on the Department's values iiddressrd not only thosc of the 

collective but also how he n~oditïes his actions 10 ensure that progress is made, 

Anything you crin du that supports reserirch is p o d .  Anything that cakes people awsy from thrit. is 
quescionable. Vv'hrit you have to do is convince people that teciching is an extension of the reserirch 
enterprise. 

x3.2 Chair B 
Goals and Phi loso~hv 

During ou- interview, Chair B did not mention his original goals for the Dep~irtrnent 

ülthough he discussed the strengrh of his cornmitment CO the fi\culty, staff and students within the 

department. 

Rote of the Chair 
Chair B was strongly committed to his role in building a sense of community within the 

department and "encouraging al1 the efforts of my colleagues to continuously engage in high 

quniity reseürch and publishing." He also outlined his "responsibility for the maintenance of 

grnduate and undergraduate programs." 

He addressed his approach to bringing hculty togeiher and irnproving the department. 

Acknowledging how his personal experience has influenced his practice, Chair B stated, "ils a 

mernber of the university and this hculty for a very long tirne, it seems to me that the best way to 

achieve your goals is seeking the advice and support of your colleagues." 

Chair B argued that the chair's only way to support faculty endeavours is by using 

encouragement. In these times of increasing fiscal constraint, non-rnonetary support becomes 

even more important. The only additional comrnents on his role as chair were &-nost directly 

quoted from the University's document addressing ücademic administrative policy. 
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Attitude toward administration 
During his discussion of his thoitghts on the administrative side of university lik. Chair B 

spoke of his sense of cornmitment towilrds the University of Toronto. He suggested that his 

adninistrative enperience has enhanced his sense of loydty. He also noted his perception of 

fiiculty niembers' sentiments towards the university. 

For  niany colleaguzs in this Jepartment's culture. the sense of partnrrship betwèen the f x u l t y  and the 
university is l r ss  strong than rny own, M y  colleagues have in the past have se rn  themselves as unique. I 
uwulcl prefer ro think that we have a responsibility to serve the university mission a s  a whole. 

Chair B spoke to taculty members' suspicion of an academic who enjoys administration 

and planning processes. Addressin; the chair's increasing role in long term and strategic 

plrinning, B expressed his enjoy ment of the process. He strongly felt that , 

There  is sornething qui t r  e'tciting about it as its an opportunity to look i n w x d  and ask  
ourszlves,,..where Lire w r  goin='! Why do we ~ w n t  to go iri this direction3 Why do we wrint to d o  Iiere? 
LVhy rire rve making these choices? 

Chair traininq 
Chair B had participated in the central administrütion's training program for new academic 

administrators. He spoke highly of its value. He also highlighted the great spectrum of activities 

that u-e available for chairs to hcilitate cheir involvernent with their adrninistrütive colleasyes from 

across the uniicrsity. B was firmly conmùtted CO the value of this network in enhancing the 

performance of ricademic administrates. 

Personal Growth 
Echoing Chair A's sentiments about his personal administrative development, Chair B Fett 

that his development had been influrnced by a number of sources. Chair B credited his network of 

administrative colleagues within the university and throughout the country as his rnost essenrial 

source of professionid devrlopment. Participating in international serninars on graduate rducation 

and the training of future Lculty were also viewrd as hiiving influenced his thinking and approxh 

to his job. 

Role models 
Chair B's role models have had an impact on his approach towards his administrative 

duties. He highlighted their influence on his "thinking about the responsibilities of this kind of 
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üçademic leadership, the importance of encourqing and enhancing scholmhip, innovation and 

qucility teriching." 

Fx~i ltv development 
Choir B felt strongly about his role in supponing tàculty devclopment efforts within the 

Department. He attempts to encourage al1 faculty members to participate in both Faculty and 

University sponsored development opportunities. He also provides financiai assistance whrre 

possible, "to broaden the base of our teaching material, adding to our ability to present material 

from cornputer based and tilm based learning resources." 

Chair B noted chat the Department initiates relatively few professional development 

üctiviries for hculty. His srnse is thot traditional academic conferences provide the best 

opportunity for faculty to share their teaching experiences with their disciplinary peers and 

develop best practice. 

Staff Deveiopment 
Chair B outlined his responsibility for creating "opportunities for our administrative 

collrcigues in their careers rhrough the administrative staff structure of the university." 

Or~anizational Structure 
Departmentai structure 

Chair B discussed his perception thiit the rnost prominent structural chüracteristic of the 

department was the "long tradition of collegial engagement in its leadership working through a 

stnicture of cornmittees." Chair B also discussed the importance of the delrgation of work within 

the Department. 

Chair B attributes the Department's social culture to the demographic career stage of the 

hcculty. ''1 think we hiive more of our own patterns as our lives change, as we in turn don't grow 

any younger. We tend to be more social as colleagues in Our younger years and have more 

compelling Famïly and other cornmitments as lives and hopefully our scholarship matures." He 

hinted that this would change over time with the influx of new hires to replace retiring faculty. 

Teachino 'and merit 
Chair B voiced his cornmitment to teaching, "1 take [teachingl with the utrnost seriousness 

and do it as thoroughly as possible, and if we have a problem, it is identified and we deal with the 

problem." He emphasized the value that the entire department places on teaching. This is 
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demonstrateci by ensurins that "experienced and senior hculty" teach tlrst and second year 

~rnciel-grriduate courses. The Department also is cornniitted to rnaintaining the "traditionai tiitoriai 

Organizational C h a n ~ e  
In our discussion of Departmental planning and change initiatives. Chair B was quick to 

mention his method when dealing with their fa~cuIty complement plan. -':My approach to this 

responsibility was to seek their advice, support and assistance, as we together mxie ou-  pians, 

est~iblished our more particular goals and took them CO ~ h e  Department for their support." 

Orientation to the Department 
New f i~u l tv  

Chair B discussed the, as of yet, unsxplored potentiai of the department's orientation 

program for new hculty. He expiained that although there is a mentoring program in place. many 

of the newer facirlty members have expressed their interest in having a niore comprehensive 

orientation process. He also highlighted the Department's version of the mentoring program. 

What wz atternpt to do. with a lot of support from the fiiculty, is tu provide, what is formally called 
mentorship co nrw hculry by pairing thern with a senior member. It  is an informal way fur new hculry to 
acclimate thernselves ro rhis environment rind this sys tm  of instruction is benetkiril. 

Chair B also noted the sttident orientation efforts within the Department. 

W r  do, :kt rliz nioniznt. 3 more thoroush :incl impressivr job with the enterin2 grriduate students. A large 
part of chat is carried by the graduate students' socizty. They see w e r y  single new student who cornes into 
the department rind tlizy have social events co brins e x h  of these trilenteci youns people into our 
Dep:irtnienr. 

De~artrnental Traditions & Values 
When discussing departmental tradition, Chair B's cornments were veiy similu to those of 

the other intervie wees. Traditional acüdemic meetings, colloquia and seasonal hinctions were 

considered to be standard, and important, departmental traditions. Within Chair B's Department. 

"There is a range of working groups by theme or major area of study. We have some kind of 

meeting at least 3 evenings a week with both fnciilty and students and our colleagues from other 

iiniversities." 

High qiiÿlity scholarship. excellent teüching, internationülly recopnized scholürs and perr 

review publications, books and püpen, form the foundütion of the Department's value system. 

Another of the defining values is their cornmitment to the discipline. According to Chair, "What 
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brings us together as a whole is what we teach, how we teach it and the kind of and quality of the 

research we do." 

4.3.3 Chair C 
Goals and Philosophv 

When Chair C üssurned the role of chair, he was committed to '-reestablishing the 

Department within the University." He expressed his initial concern for the rnanner in which the 

Department was perceived by the cennal administration. Chair C was aIso cornlitteci to 

solidiQing the Department's national and international position as a leader in the discipline. 

Improving teaching within the department was dso one of his goals. 

Attitude toward administration 
ChSr C had a c1ea.r picture of what he believes it takes to be a good administrator. He 

described some of what he views as essentid char~icteristics including, "Commitrnent to the job. 

Be willing to work hard. Deal with people in diftïcult circurnstances. Have you own compass. 

And liscen to others, not just as a form of consultation, but listen to what people reaily mean and 

modify your actions as a result." 

Discussing his role as an academic administrator, he noted, 

I t  hxs to be taken ris :L challenge. The rok of riny adrninistrator is to ensure chat they are there and that the 
group of people thry rire working for are ris productive ris possible. Ger as many rssources for them and 
hirr the best people you crin and let [hem J O  the brst thzy crin in those circuriistancrs. Dun't go for srconJ 
best and make sure CO give them the sense thrit the uriiversity likzs thern so rhey'II be sure to put out for 
the university and riiake sure your students will cheer you on. 

Throughout Our conversation, Chair C expressed his views on innate ability versus 

learned skill. In the case of students, teachers and administrators, Chair C believes that you crin 

help someone with "the natural ability" but effom to assist those without "it" often be wasted. In 

the case of an unskilled chair, he suggested, 

They should get. out and get someone who knuws how to run it. It's like sciying, 'what about the pupils 
thrit can'c play the pi;inoa?' WeII, you should stop Joins it. Let someone whu know how to play the 
piano, play. Now yau get sorneorie with real musical talent. Then the question is how do you get them to 
rnaximize the quality of their music not by music theory, you prüctice the piano a lot. 

Role of the Chair 
According to Chair C, the chair has three levels of responsibility. He described the role of 

the chair within the department, the university and the international academic cornmunity. 



Departmental Culture Chapter 4- Interview S iimmaries 

Priralleling one of his goals, he d s o  discussed the sole of the chair in ensuring that the department 

is respected both within and oiitside the university. The chair is also an iniluential partner in 

developing university and fricrilty level policy. 

Chair C discussed the potential for chairs to intluence the greater University by --moving 

the cini~~ersity closer to what you think the university should be; talking to dems and provosts and 

talking about university policy and where it should go over a period of time." 

Addressing the Leadership function of the chair, Chair C stressed the externd role of the 

The chair is the Joor tlirough which the resc uf the univsrsity sees the deprirtmrnt. You wrinc to make surs 
the Jepannrent is appropriately perceived ourside the univsrsicy. It is also iriiportant to ensure that i t  
exercises the lericicrship i t  nreJs to çxercise within the country . 

Speaking to the interna1 role of the department chair, he provided the following views on 

his roie as facilitator. 

You wrint to make sure hculty are doing ri  sood job ieriching undrrgr;iduates and graduates. If you wrint a 
group of p e r s  to takr collective action chzy have to organize themselves to make chat possible. I'm 
suppossd to bt: the rneclirinism by which it h~ippens. 

Professional Development 
Chair Traininq 

As for his participation in the university run training session, Chair C felt that it was "off 

the mark" and a "waste of time," with the exception of the benefits he derived from meeting with 

peers and establishing a network of colleagues. Chair C explained tliat his orientation to the role 

wns much more skillfully accomplished by his predecessor who spent a rnonth brietïng and 

preparing him. 

Personal Growth 
Regai-ding his personal development, Chair C stated, T m  more tired, more experienced. 1 

know more people but I am stili the same person." He plüced a paramount value on the role of the 

people who have been his support network. On several occasions throughout our conversation, he 

highlighted the importance of his network of colleagues in enabling him to succeed in the chair. 

Literat~ire 
Acadernic leadership research and literature do not play an important role in his thinking. 

"1 don't have much confidence in thewy of this kind. I think you know how to do it or  you 
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don't ... it's like being a niusician." According to Chair C, practice, personal sxpcrirnce and a 

nrtwork of administrative colleagurs are the keys to administrative succrss. 

Organizational Structure 
There was little discussion about the structure of the Depanment other than the mention ot' 

the CL-aditional academic rituals including cornmittee work and meetings. Chair C was clear in his 

commitment to having open commiinication within the Department, " I operate by making sure 

that everyone in the department knows whrtt is going on." 

When asked to describe the structure of the department, he indicrited that was -kat 

something he would undertake to do." He did, however, mention thar the people in the 

deportment are "very talented and very passionately devoted to their subject." There was also no 

discussion of the Departmentai merit structures. Althotigh Chair C discussed the importance of 

excellent teaching within the Department, it did not appear that he had undenaken iiny 

irnpr;.verneni initiarives üt the Ficulty member level. 

Or~ünizational Chanye 
Chair C noted the impact of the planning process on the Department, 

1 don'c think thar rrnyone is ever enthusjastic about doing anything that isn't rictual teriching and resrrtrch. 
We r e~a rd  it 3s ;1 necessriry rvil. It was a needed participation and very intense debatr about what the 
department should do. There is a sense thrit i t  worked out. 

Within the Department, Chair C has stürted an alumni association to support the 

Department's development and fundraising needs. Acting in support of his goal to improve 

traching, he has creeat~tçcl teaching awards for graduate student Teaching Assistant's (TA), and 

startrd n course in teaching for Ph-D. students. He also mentionrd the TA training program within 

the Department. 

Orientation to the Department 
New faculty 

Chair C believes that much of the orientation for new faculty occurs during the hiring 

process. He described how, during interviews. he personally stresses that "teaching is an 

absoltitely important priority." 

Our new fricz!:y rire not tresh Pii.Us. Dy anci iargc dtiù WC kivz r :~.t..î!e hunrh of material rhev receivr. 
They talk to the graduate chair about teachins courses but niost t'riculty walk in  knowing how to do the 
job. They have usually taught a tirsr year class before they get here ... chcy remember when they were firsc 
year students themselves and it wasn't that long a p .  
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Chair C mentioned that every new faculty member is assigned a mentor. "We attxh a 

senior colleague to a junior and make sure they are psychologically and professionally compatible. 

1 havcn7r really chccked up on it much." Alchoiigh Chair C recognizes the benefits of the pairings. 

he provided insizht into Iiis view of the policy by statin~, '-the pulposs of the program was 

bec:iuse some people have the sense rhrit the junior fttcirlty are afraid to approach the chair. This 

has not been rny experience. Nobody rnentored me either." 

De~artrnental Traditions & Values 
Chair C noted that rnost fxulty rnembers participate in social occasions w-ithin the 

Deputment but thiit encouraging more social gatherings "would be good to do." He added, 

"Therc is ;LLways something else good LO do." 

In terms of Departmental values, Chair C exphined that the tàcrrfty are a Croup of peers. 

He continued with a music metaphor and noted that each faculty rnember thinks of herself or 

himself as a conductor. "Faculty see themselves as individual scholars." 

4.3.4 Chair D 
Goals and Philosophv 

Chair D becarne a chair with three clear goals. Mis first god wris to increase the arnount of 

space dlocated to the Department, siniilarly to Chairs A and C. The second goal was to achieve 

iidministr;itive sticcess within the Department. Decreasing the divisive nature of the reseruch units 

within the Department rounded out his agenda. 

Describing his passion for goals and his position on what it takes to achieve them, he 

added, 

t ' n ~  just rribidly goal-oriented. 1 turn the process to rnret rhe goals. 1 don'c change the goals to the process. 
Goal orientation is al1 about choosing the risht people. First of d l .  getting [hem to share your vision. 
rnobilizins thrm to get theni to believe in things you believe in. You need to have visionary people. 
skillful people. crearive problem solving people with ri good sense of laterril tliinking so that togethsr 
you ciin rexh your goals. 

Chair D was one of two chairs who actually used the word "leadership" in his description 

of the chair's role. Accordingly, D sees the chair's prirnary roles as providing leadership and 

implementing progressive change. Chair D ülso acknowledged the challenge of working within 
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academic administrÿtion and the need to employ a colle@ style when workng with academic 

peers. 

Providing leiidership is most important. It  is the le~ider's job to work out the impiementrition function. 
Yuu have to know to do tinanciiii matters in ri professions1 way. You have to have a clear vision of the 
rnrip rven if  'ou Jun't have a ckar vision of the highwriys and byways. 

Professional Development 
Personal 

Chair D articulateci his cornmitment to his persona1 and professionai development and 

discussed the pwdlels between his research endeavours and administrative duties. 

1 Jid a lot uf thinkins ris 1 do with svery job 1 triks on. It's a piece of reserirch. 1 knew that 1 wris ri 

cornpletr ignorrirnus in rnatters of dminist~ition thrit have tirst and hrctnost a human dimensiun. 

Choir D was more specific than the other interview participants about his efforts to engage 

in professional and academic development. Likc the other interviewees, Chair D had soujht out a 

network of administrative peers and leaders ro provide support and advice. He expressed his 

interest in taking courses to learn more about adminisuation and finance. but found the time 

constraints ro be to Iimiting. Chair D actively explored the literature on management, finances and 

leadership style. While he virwed most of the literature as informative, he found that the pace of 

its presentation was a little slow. He did not consult any of the academic research on academic 

leadership and the chair. 

Chair D's administrative ski11 developrnent included much on the job training and "figuring 

out where the hot elements are and not putting your hand there." He discussed the effort he 

placed on lenrning "the art" of fiindraising. -'It7s a professional skill. I f s  a talent. 1 learned from a 

Not surprisingly, Chair D shared his thoughts on academic administration. its strengtlis, 

weiiknesses and its impact on the future of the institution. He explüined. 

A Iot of the main problems with academic ndniinistration is that it is done by a rznk bunçh of ritnateurs. 
The problem 1 see in  many of my colleagues, including those at the top, is that they don't believe that 
there is much to learn. They think they know it d l .  What people [administrators] understrind the l e s t  in  
universities is that it's al1 people. Hence the need for management and leadership skills. 

Role Models 
Chair D outlined how his role mode1 had inflrienced his view of the humm side of 

leadership. 
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hl- role mode1 taught me that people rire wrrything. How you rnobilizc. intluenct: and get people to buy 
in. This is the only important chins. eveqthinp else is sscondary. Once you know how to do i t  with 
people you can correct for your shoncornings. You have to have a sensr of justice and have to proceed 
with ri sense of justice no matter how much p u  dislikt: a person. 1 was inspired by that. 

When asked for a metaphor to describe his role and position as chair, D responded, "1 

became more authoritaian than 1 hoped and Tom always working on it." 

Staff Development 
Chair D described his focused ruid developed commitment to both the department and his 

duties. His support iind attention to professionai development extended to administrative staff 

Chair D, like Chair A, emphasized the important contribution the administrative staff müke 

in creating a successhil academic departrnent. Chair D worked with the staff in the Departmental 

administrative offices to analyze how their physicd layout influenced staff work. Cornrnitted to 

crwting positive change that would encourage a more effective administrative core, Chair D 

üllocated fiinds towuds the reconstruction of the office. The spacr w u  designed to reflect and 

snhnnce the collaborative nature of the department's administrative work. Chair D was the only 

intenriewee to i~ndertake such a physical reorganization. 

Another interesting aspect to his philosophy on chair-staff relations was the set of 

expectations he held for administrative staff. He described how his version of a successful 

environment was one in whicfi staff menibers actively developed their skills and talents. In 

support of this, and to increüse the effectiveness of the administration, he and the staff believed 

that di jobs Iiad to have understudies. Therefore, if someone was unable to be ai ivork, another 

staff mernber was always prepared and willing to step in to fulfill their duties. In turn, their role 

was filled by another staff. Chair D also encouraged staff to excel in their work and was 

supportive of their efforts to seek new challenges. Chair D discussed the fact that he encourages 

staff, when they have achieved their persona1 goals within the Department, to seek more 

chüllenging positions either within the Department, the university or externiilly. 

Facultv Deveio~ment 
Chair D has a collection of literature about teaching and teaching within the discipline that 

he shares with new faculty. While Chair D counsels new faculty to participate in teaching 
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improvement initiatives provided by the Faculty and the University, he has also instituted a 

program for reviewing teaching within the department. Chair D m e t s  with L~culty after they have 

completed their iirst year of teaching and sevrral times after that. Together, they review the îi~ci~lty 

rncrnber's teaching evaluiitions. if the evaluations suggest a need for improved teaching 

performance, hcitlty are required to meet with the Associare Chair to work out a teaching 

improvement plan. Chair D wiis quick to note thnt even Faculty who have received outstandinj 

rvaluutions are encouraged to improve on their current work. They are rerninded "not to rest on 

their laiirels and continue to improve." 

Or~anizational -- Structure 
Chair D had strong feelings about the stnicturul changes that needed to take place within 

the Department in order to make it more productive. Bringing L~culty together and eliminating the 

interna1 cornpetition between research units was considered to be rhe first step in fostering the 

Department's success. To this end, Chair D established a new mode1 of chair-faculty relations. 

As a faculty member in the department, he noted that research groups cornpeted against each other 

for the attention and support of the Chair. 'The department was very divided by the natural 

divisions within the discipline. Faculty don't have the same needs. They don't speük the same 

lmguage ." 

Chair D assumed that this phenornenon was counterproductive for the Department as a 

wholr. He adopted an "dl or one" approach to departmental communications. To avoid feeding 

the historicdly divisive nature of the department, he only meets with faculty individually or as a 

deprutment. 

'There is also a more formal meeting structure within the department. No rnatter how y011 

inform them there is always a new kind of unsure feeling and they have gone along with that." 

Orientation to the deprtment 
"When I was hired 1 got a cal1 from the Chair saying I was hired. During that tirne he 

never spoke to me about what were his expectatiocs of the job. He said here is what your office 

and number will be." This was how Chair D recounted his introduction to the Department. 
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Chair D noted that there were shortcomings in traditionai way new tàculty had been 

introdrrced to their roles and responsibiiities. In response, he udjusted the process to meer his goal 

of having an integrated and successtiil faculty complement. Now, when a f'acuity member enters 

the Deputment, job expectations, promotion and tenure requirements and teaching qudity are al1 

clearIy outlined within the offer tetter. Al1 hculty are assigned a senior faculty member who serves 

as tlieir mentor until they complete their tlrst three years of service. The expectations of the 

mentor-mentee relationship are outfined to both mernbers. These expectutions include having both 

mentor and ne w tàculty involved in the process of reviewing each others _orant proposais and 

piipers. 

New hculty also have the tradition ot'meeting within their own peer groups within the 

department to discuss issues that are relevant to new faculty. Chair D, however, did not initiate 

this tradition. 

S tudent Orientation 
The student association coordinates a department-wide retreüt. They ais0 host a series of 

lecrures and social events. While they are well attended by scudents, Chair D expressed ;in interest 

in having greater t'i~cuity participation. 

Departmentai Traditions and Values 
Chair D described ti traditional list of ;ic;lilei'lJc and community events. There was rt 

marked emphasis on the interaction between tàculty and students ut these events. 

We do have ;i number of facuity-studrnt events thrit people go CO quite reli~iously. We have a huge number 
of seminars. there is someone well known or one of us speriking rilrnost evr'ryday. There are also sessions 
during the week that bring hculty and students together, 

Values 

You wmt to be excellent in research. You sure dun't want to be OK at teaching. Once excellence is the 
driving force i t  colors how you think everywhere and actually it colorea the staff. TaIk to our staff- They 
rire sharp. They are peopk I am friends with, not just colleagues. 

This was how Chair D described the Department's cornmitment to excellence. The theme of 

excellents ran through our interview. There were many tangible initiatives that Chair D has 

introducrd and supported that would have been excellent indicators of both his commitment to 
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xhicving the Department's soal and his opproxh ro leüding the Dep;u~nient. Unfortunntely, sonle 

if' Chair D's initiatives cannot be described in detail without identifying the Department. 

4.3.5 Chair E 
Goals Sir Philosophv 

Although Chair E did not outline his goals for his tenure in the chair. he was intent on 

creating a Department plan that would leave his successor with a completely balanced budget. 

Chair E expressrd his commitment to enhmçing the qtiality of education throu_ohout the 

department. He also discussed his dedication to students and the importance of enhancing the 

quality of their experience. 

Thouphts on administration 
Chair E had some thoughtful comrnents on hi5 view of administration. Speaking of his 

role, as stated, "It's rewarding when you see good things happen and if you can influence the 

people you bring in. If you see yourself and the department growing and attractin~ bettrr graduate 

students it's worth it." He added that his primary interest was in "teaching and dealing with 

students, working with researcli and ideas and creating things " This was in contrat to the 

administrative fùnction which was not seen, comparatively, as a creative endeavour. 

Chair E shrued his thoughts on how the central administration influences and impacts on 

the chair and the depmrnent, 

Administration involves ri trernendous riniount o f  burrriucracy. Much o f  the tirne you spend is rerilly 
satisfying the needs o f  the bureaucrricy for some reason. and ics not nrcessarily productive. 

According to Chair E, the university is srnding a message thüt says, '-don7 t be generous. 

be selfish. Because that's the way you are going to get ahead in rhis institution." He perceives that 

there is a danger in this approach in terms of the institution's faculty recruitment efforts. "We are 

going to bc attracting people to this institution that are overall excellent but are less generous to the 

institution." 

Chair E nlso commented on faculty career paths and how they becorne introduced to 

administrative roles. He noted, "1 suspect it is true of most people. When you enter a university 

career it's probably because we don't have a strong taste for administration and bureaucracy and 

most of us are purposely trying to avoid that stuff when following this career route." 
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Chair E had a clear vision of who should be sitting in the administrarive sents. "1 have 

strong feelings that you wouldn't wmt to instriil anybody in the position that would w n t  the 

position .... because they are probabIy seeking power or some persona1 glorification." 

Afttsr some discussion of the impact of excluding people who might wanr the challenge of 

the xiministrative and letidership tasks from the roles, Chair E admitted that there might be some 

people who not only wmt the administrative challenge but are also good at it. 

Role of' the Chair 
Chair E shared his perception of his role as chair. His first responsibility is ro ensure that 

rhe Department is adrninistrritively well run and that resources are well allocated. He also 

emphasized hic; commitment to the prokssional development of both academic m d  administrative 

staff. While three of the interviewees indicriteci the importance of delegation as an essential ski11 

for chairs, Chair E disagreed. 

I purposety tried to not delegate additional t sks  to my acadsmic colleagues. 1 felt that 1 purposeiy tried to 
minimizz the rimount 1 put on theses people bccause rny expectation is t h x  they are busy f u l l  tirne staff 't'as 

ricxieniics ." 

Chair E, like Chair C, mentioned the changing role of the department chair with the 

addition of developrnent and fundraising responsibilities. "Right now, we are dl especidly busy 

with development, having lunches with alumni and phoning them iip and making inquiries." 

Chair E outlined his view of how chüirs are pzrceived and the kind of person that should 

hold the position. 

The chair is seen as ri leader or at Ieast ri figure head of their unit and that person's own persunal reput:itir>n 
retlects upon the department's. 1 think an ricadernic administrator should s e l  themselves ris ri servant and 
unless you are wiIling to accept chat you shouldn't t't'ike the job. 

Role models 
The chair cornrnented on the person who hrtd most greatly influenced his adminisrrative 

approach. A former departmental administrator, Chlir E was inspired by his role rnodel's ability 

to "galvanize the troops, keep people together and sustain momentum by building a sense ohpirit 

and support". 
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Another important lesson Chair E learned from his role mode1 was, '.Yo~ir staff rnust 

know that YOLL cxe .  It's v q  important they see that you care about thern, their pursuits, their 

stridies and their school." 

Professional Development 
Chair Trainino, 

Chair E üIso commented on the training program that was offered by the senior 

administration. "lt was helpful, a good pep talk. Offers of assistance were made and suggestions 

about operating styles were given." 

Persona! 
Chair E was aware of the literat~ire addressing teachins and leu-ning issues, as well as that 

iiddsessing administration wirhin his discipline. Chair E had previously subscribed to discipline 

brised publications deding with teaching and education issues. "Whenever possibte, 1 certainly 

atrempt to go through the magazines and read anicles and see what best practices are". He also 

subscribed to a discipline büsed academic administration journal but cnnceled his subscription 

because ùf the increasingly bureaucratie nature of the micles. Despite his interest in these forms 

of lirerature, he was unawue of the body of research addressing the academic administration. 

Chair E Mt  that tinie was one of the most challenging aspects of his job. This iack of time 

crerited tensions between maintaining his own research, fulfilling administrative duties and 

professional development. 

It's a choice betwern keeping up wirh Iitenture in the tield and trying to get rny book here ilnished or  
reading something additional on the periphery. Ir's a cbcice one bas to m a k c  If al1 things were equril and 
one hrrJ tiine, sure th:tt (information on teaching) would be interesthg to pursue. 

F~ic~iltv Development 
"People are just roo busy. One should not underestimate how many effective professors 

we do have. We have some tremendous teachers who are role rnodels." Chair E, like Chair C, 

perceived that al1 people have, "various degrees of naturai ability. I think it will always be so that 

some people will be more outstanding as teaching, and that is not to say that not al1 of them can't 

be improved in some way by teaching infornation." 

Even thoiigh time is a limiting factor, Chair E has taken steps to impsove tenching within 

the deputment by instituting a very detailed teaching dossier requirement for dl hculty. He 



Depiu-tmentd Culture Chapter 4- Interview Summaries 

highlighted the negative impact of the central administration's notion of forgiveness of Less than 

stellx teaching if the ceserircli component is considered successful. This lack of support 'on1 the 

centre of the univrrsity does not encourage teaching irnprovement initiatives at the department 

level. 

Although Chair E was awxe of the teaching resources within his discipline, he was not 

~iwiire of additional tàculty derelopment and pedrtgogical lirerature. He did, however, have some 

A n y  information ti-irit is helptùi for one to do a better job has to be good. Conirnunicrition is an 
interesting issue. Most newsletters rire not effective. Eithrr they are so brorid that the information is too 
generd or thep are so specitic CO perscnriiity tha: they rire irreIevant. 

He also menuoned the existence of the now defunct teaching development centre within 

the irniversity. He used this example to support his question, "As pressure increüses to gain 

hinding and publish more fi-equentiy, what will be the future ofteaching in the university?" 

Orpünizational Structiire 
Teachina - and merit 

Chair E expressed his concern for faculty and the Department in terrns of the ever 

increasing demands to ptiblish and provide quality in the classroom. He outlined how he and the 

Depu-tment have attempted to ded with balancing research and teaching. 

We have worked rowards a balance. How many reputribie jaurnai articIes does an individual have to write w 
prove we are hlly capable of high cluality sçholarly reserirch and when do we say it's the hizh level of 
units producrd in a frictory that is more iniportmt or the profile of the indivicfuril in various striges of the 
?:irne7 

Orientation to the Departrnent 
New facultv 

When new ficulty enter the department they enter one of the research groups and are 

introduced to their roles and responsibilities through a series of informai research based meetings 

and lunches. Chair E discussed the value of the recent Faculty statement on new Faculty 

mentoring. Although he had yet to use the program, he feit that it would have some value. He did. 

however, state his position on the quality of the new faculty that enter the department and the 

relative lack of need they have for orientation and mentoring. 

It is safe to say that most often the people we hire are fairly acadernicaIIy aggressive people, if they need 
help they will go and get il if  they feel they should consult with someone with more experience they will 
do it and by and large our staff rnembers are that type. 
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Or~anizational Chanpe 
Chair E descnbed the dwindling financial resotirces within the university and the 

implications for cuiture and the reinforcement of the competitive spirit within the Department. "It's 

rnsy for groups to say 'we are taking the hit. We are taking the brunt of these cuts'. That doesn't 

help the sense of carnariiderie that is here for al1 intents and purposes." Chair E's concluded that 

there is a "general apprecirition that this is the reality and we must respond." 

Departmenta1 Traditions & Values 
Chair E cornmented that "there is a strong sense of duty in relation to the qualiry of the 

education" offered by faculty. Chair E attribured this cornmitment, in part, to the professional 

values of the tàculty and their desire to instill them in the students. There are, riccording to Chair 

E, a set of expectations within the Department that encourages faculty to involve themselves in 

iictivities beyond the wdls of the university. "We shae  a view that our graduates must be open 

minded, broad rninded individuals with a variety of ski11 sets, ceniunly rhose that will allow them 

to work with the public. I f s  important that we do the very best job we can." Chair E is committed 

to working towürds a state of departmental excellence in which 3-16 undergraduate or graduate 

student will corne to the department and think that theÿ would have been bettes offsomewhere 

else: in terrns of the quality of education they got." 

Within the Department, faculty are organized around their cornrnon research interests. 

Each group has ri coordinator who has the responsibility for ensuring that discussions around 

teaching take place. 

When describing the department, Chair E stressed the value both he and the faculty place 

on creatinp equilibrïurn. He explained that they suive for, "a good balance of scholarship for its 

own sake, ücademic careers and a good balance of teaching at the undergraduate level as well. 

And a good balance of concem for students." 

There were a great number of unique, student focused traditions within the department. In 

order to respect my promise of anonymity to each participant, the details of these traditions have 

been excluded. Although it is important to add that most of these traditions in the department is 

organized for and/or by students 
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Chair E aIso discussed the limited role that the history of the department plüys in current 

svents. In this case, students and even sorne fàculty are not amrare of the significant achievements 

iind xcornplishn~ents of their previous colleagues and peers. 

L suppose its rikin tu the latter Pharos having nno ideri of the erirly kingiom. In  spite of the kict chat therr is 
this huge history surrounding thern students have v r r y  1Iirtle appreciation for the number of graduates that 
have gonr before them. 

Culture and communitv 
Discussing his hopes for a healthy culture in whicti teaching and research are balanced, 

Chair E shxed his perceptions of what it will take to achieve this state. '-We will only get there by 

hnving n healthy culture in the department and of late the cornpetition over scli-ce resources has not 

been helpf~~l." Chair E elaborated on the impact of the current clirnate on the culture of academe. 

M y  biggest concrrn is whrit happens in terms of each personal relritionship and the cuIture of the place. as 
the sense of competi tion gruws grtxter and at the same time expectations of the university are gettinz 
Irirger and I r i r p  and Iarger. The pressure on staff rnembers is huge. rnaintriining thrit sense ofcommunity 
when mernbers rire under a lot of stress. 



Chapter 5 
Discussion Sr ConcIusions 

5 . 1  Introduction 
This chapter will synthesize the data presented in the interview surnrnarïes in order to 

rmswer the research questions that were proposed in the introduction. The first section of this 

chapter explores how the interview participants perceived the cultural attributes of their 

dzpxtments. The second section highlights if, and how, chairs demonstrated their awareness of 

how cultural attributes intluence the formation, enhancement and support of departrnental culture. 

This section also addresses the third research question by highlighting if, and how, chairs 

manipulated these cultural attributes in attempting to change departmental culture. The following 

section addresses how elements of the university culture, primarily orientation practices for new 

chairs, may impact the approach taken by the chairs. In conclusion, the methodologicai limitations 

and the implications for fiiture research and administrative p-actice will be explored. 

5.2 Perceptions of Departmentai Culture 
Ttiere were several dominant themes that emerged in the interviews. When disciissing their 

perceptions of department culture, chairs often expressed their perceptions in terms of the faculty 

rnembers and research activities within the department. Faculty research and schoiarship were 

often the hallmark of chair goais and interpretations of their roles. Sirnilarly, chair perceptions of 

Departmental structures were also discussed in terms of resexch based division of facufty groups. 

An additionai recurring issue was the impact the current environment within the university was 

having on the department, the chair and hculty mernbers. 

Demutmental Membershi p 
When discussing their goals and roles, chairs often focused on the interna1 workings of 

the department and its faculty complement. Although chair goals varied in scope, purpose and 

detail, al1 chairs distinguished between extemai and interna1 goals. Intemally, chairs were 

interesred in improving the department's administrative infrastructure, balnncing budgets, building 

a sense of Fxulty community and irnproving teaching. Only Chair C discussed his goals to 

improvc the extemal reputation of the department. In addition, Chair E was the sole chair to 

express his desire to enhance the quality of student prograrns and experience within the 

Department. 
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Chairs focused their attention primarily on the internai, faculty-based goals. Perhaps, this 

trend c m  be related to their personal expenence within the departrnent and their interpretation of 

departrnent strengths and wedcnesses. 

Interestingly, only Chair A arid Chair D descrihed their role ris one of Leadership. In 

discussing their roles, chairs püid considerable attention to their sense of responsibility towards 

F~culty. Supporting and rnotivating Faculty in their scholarship, enhruicing the academic 

community, and promoting departmental interests were the most frequently mentioned roles. In 

addition, supporting students and administrative staff development was mentioned by two chairs. 

Chairs' perception of their roles and goals within the department, s~i_ogest that faculty 

interests and interna1 issues are kit the heart of their perception of departrnent cult~ire. 

S hared Values and Traditions 
When discussing shared values within the departrnent, chairs described their faculty- 

centred approaches. Most chairs described the predominant values set in terms of research. 

Accordingly, dedication to the discipline, excellence in research, individuai achievement, and 

publications were al1 prominent departmentd values. Again, only Chair E descnbed his 

Department's conmitment to the overrill quality of edrication oftèred. He also highlighted the 

Department's commitment to a balance between teachinp, research and students. 

Discussions of departmental traditions also centred on research and faculty members. 

Traditional acadernic activiries included colloquia, committee work, and discipline based research 

meetings. There was also mention of seasonal social activities within the departments. Within 

some departrnents, chairs highlighted the role of student involvement in these activities. Only 

Chrurs E rmd D outlined the importance and value of the studrnt focused and run academic 

activities within the Department. 

Departmen ta1 Sub-c~iltrires 
When discussing their perceptions of departrnent structure, chairs often noted the role of 

reseürch groups. It is interesting to note that chairs expressed both positive and negative feelings 

towards the impact these groups had on the overall culture of the department. While Chair E and 

Chair C relied on the research sub-groupings to support the introduction of new members into the 
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Department, Chair D noted the divisive effect of reseuch sub-groupings on the spirit of' 

Departmental comunity .  Chair D's efforts ro intluence this culturai attribute will be discussed in 

section 5.3 of this chapter. 

Exrernal iind Interna1 Challenoes 
Chairs d so  esplained the impact the changing intemiii and extrrnal environment was 

having on the roles of both faculty and administrators. Within the University, the climate of fiscal 

xçountability and funding cuts has irnpücted the role of the chair. Every chair rnentioned their role 

in guiding Departmentai straregic and long term planning. Severd chairs noted their role in riusing 

fiinds for their departrnents. The responsibility for creating Alumni and donor networks was 

highlighted as new and ever expanding roles for ocademic chairs. 

Chairs also discussed the increasing demands being placed on new faculty. Chair E 

highlighted the increasing expectations for new faculty in terms of their research and publishing 

prodrictivity. He dso noted thüt these changes were resulting in an increasingly cornpetitive 

environment. Chair E suggested that, in the long run, changes to the overall culture of both the 

university and the department would result. 

There was significant discussion of the external environment's impact on the roles of 

chairs and hculty. The discussions of increasing planning and fundraising demÿnds rnay suggest 

thüt chairs are now required to employ a new set of skills and abilities. The notion of changes to 

the tr;iditionai col1egi;il niiture of ncadernic work, in the form of increasing internai cornpetition, 

rnny suggest that Chairs will d so  need to develop the übility to create alternative methods to bring 

the department together. 

Srimmary 
Participating chairs appear to interprer cultural attributes through faculty and reseürch 

supported actions and structures. In addition, the chairs paid considerable attention to the 

environmental impacts on the roles of the chairs and faculty members. While tks  rnay suggest that 

the dernands and expectations being placed on chairs are increasing, tliere could also be 

implications for the importance of culture as a framework through which to undersrand and 

mediüte these changes. 



In the following section, the manner in which Chairs considered c~dtriral attributes in 

support of challenges the Department was facing will be outlined. 

5.3 Dernonstrated Awareness of Cultural Attributes 
This section will address the manner in which several chairs employed their awareness of 

c tiltural attributes- Their actions often illustrate the manner in which the ciiltufid attributes of' the 

dspitrtrnent c m  both inhience and be inhenced to effectuate change. 

Administrative Initiatives 
Chair A and Chair D described similx approaches co changing departmental administrative 

practices. They both supported their goals of improving the strength of the administration with 

changes to the fiindamentai structure. 

Chair A and Chair D both expressrd their dedication to and personal reflection upon their 

own administrative practice. Both expressed their desire to learn more ;ibout administration and 

had conternplated taking courses to in~provr their skills. While Chairs A and D had both sought 

o~it  role models and a network of administrative colleagues for support, Chair D had reviewed the 

management litemture. His self proclaimed iignoramus" stütus had prompted hirn to explore the 

leadership, accounting, human resources and fundraising literature. 

Both Chair A iind Chair D, established cleru goals at the beginning of their terms. 

Dernonstrating their understanding of the cultural trciditions of the department, Chair A and Chair 

D recognized the constraints the actual organizütional structure of the department presented to 

achieving successful administrative pnctices. Both hired department business officers and 

restruct~ired the administrative side of the department. These restructuring efforts involved a 

significant number of staff changing positions and leaving the department. The actions of Chairs 

A and D may indicate their recognition of the role of the structure in setting the culture of 

performance. 

Acknowledging the need for cooperütive work within the administrative staff, Chair D 

physically restructured the department. "With professional assistance" the Department tore down 

walIs and created an environment more conducive to collaborative work. This act of physically 
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restnicturing the department is an example of Chair D's understanding of the role the physicai 

structure played in creating and contributing to the existing administrative process and culture. 

Texhino Initiatives 
Creating a climritr chat supports excellence in teaching is one of the responsibilities of the 

chair at the University of Toronto. Within the sample, three of the five chairs disc~issed their goal 

of irnproving the qi~ality of teaching in the department. 

Chair A was deepIy cornmitteci to improving the quality of teaching within the department. 

Understanding that he may not be able to uddress the issue with his more senior collengues he 

fociised his energy on new faculty mernbers. He developed an orientation program that ailowed 

him to introduce new hculty to the teüching irnprovenlent literature as well ris requirr them to 

establish n teaching portfolio. He recognized the importance of the orientation and introduction of 

new taculty to the traditions of the deparunent. This was his fint initiative to address the teaching 

cuIture within the department. 

Chair A also changed the merit structure within the department so that research and 

teüching were treated equally. This is an example of acknowledging the structural assumptions 

upon which a departmentad tradition is baseci and rethinking these assumptions to meet the drsii-ed 

On the other hand, although Chair C was comrnitted to improving the teaching in the 

department, he did no[ attempt to initiate changes in terms of the teaching practice of füculty. His 

assumption that "sorne people have it, some don't" was the ba i s  for his approach to professional 

development. He perceived that training programs and scholarly research on teaching or 

administrative skill improvement are of lirnited value becüuse these are very persona1 and innate 

talents. He did, however, move closer to his goal by instituting training proprams and üwürds for 

graduate student Teaching Assistants in the department. While this move may contribute to the 

success of the graduate student teaching, it may not have significant impact on overdl quality of 

teaching in the department. 
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Change initixtives 
Thsre are several ways in which culture within an organization can be dtered in order to 

effectuate change and cope with the external reidity of the department. Schein ( 1992) notes that 

the creation of sirbcuItures is often a rnechanism by which change is effectuated in established 

organizations. This is a process by which the leader, or the mernbers of the oganization, create 

sub-groupings within the Iarger organization to initiate change. 

Chair A demonstrnted this approach. He was cognizant of the dynamics of the department 

and concluded that certain efforts m u t  be made in order for change initiatives to be accepted. He 

perceived that a i t  hough most senior ficu lty would openly challenge their experienced colleagues, 

that they would bc less likely to challenge new faîulty mernbers. Based on this assumption. Chair 

A created new subcultures of groupings within the Dep'artment. He began to recruit junior Ficulty 

to create and initiate change projects within the Deputment. This process, according to Chair A, 

was very successful in changing the traditional research based sub-grouping approach to initiating 

or challenging change initiatives. 

5 . 4  Future Challenges 
The chairs interviewed in the study wrre either unfamiliar with the organizational culture 

literarure and acadernic leadership literature or had reviewed sorne of this research and found it of 

limited value ro the acadeniic ridrninistrator. If chairs had read administrative literature to inforrn 

their prücrice, it was grorinded in the business cornmunity. Chair E, had explored the discipiinary 

adrniliistrarive lite~*atc~re but had becorne disenchanted with its increasingly bureaucrütic 

tendencies. Perhaps, it is time to look at how research on administmtion in higher educatioii is 

disseminüted. If the purpose of this type of research is to inform or improve practice, the 

individuais interview in this study seemed to suggest that this research has not yet accomplished 

these goals. 

5 . 5  Limitations 
This study was not intended to contribute to the best practice literature. It was not 

conduc ted under the rhetoric of the traditional acadernic leadership literature in which successf~il 

practice was analyzed in order to produce a prescriptive final product. Although there was a 
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discussion of the roles and responsibilities of the chairs, it was mainly to provide contexrual 

discussion of their perception of their organizational culture. Therefore. this st~idy was unable to 

highlight the best practice or confirrn the success of the chairs who hrid adopted a cultural 

frarnework. 

Another limitation with the design was the lack of representution of both male and female 

chairs in the smple .  My original intention wüs to have a cross-section of disciplines represented 

while still meeting the expertise requirement. Within the University of Toronto. there were no 

women chairs working in the seiected departments that met the pre-established criterin and who 

hod hrld their positions for the minimum two year period. Although I would have preferred to 

rnsure representation of women chairs, 1 felt that the disciplinary representation and expertise 

tiinçtions were more important at this strige of the research. In any efforts to pursue this research 

program further. 1 will rnsure a more batünced representation of participants. 

This study w u  tilso not designed to consider the impact of distinct disciplinary cultures on 

leadership and culture. Although there has been ii significant body of research on this area, it was 

decided that for this preliminary study of the leader's interpretation of their departmental culture, 

çontrolling for disciplinary culture, would complicüte the effort of the researcher and cloud the 

gathered information. 

This study did not attempt to isolate the adnenisti-ative best prrictices within the frarnework 

of organizationai culture. It was decided that isolnting departments based on their perceived 

success would not provide insight into how the average administrator viewed culture. In further 

research efforts, it would be interesting to investigate if chairs recommended for inclusion in the 

program based on thcir outstanding performance were more likely to adopt and apply ü cultural 

fi-arnework. 

The sample size, and the focus on n single institution, also limits the generaiizability of the 

results. 
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5.6 Reflections on Research Design - 
While analyzing the data, began to reevaluate my rnethodologicaf approach and its 

implications for my tïndings. Researching culture is a challenging enterprise. Most studies 

Investigating an orpnization's culture, create n~ultileveI andyses and data collection mechanisms 

in which al1 mernbers of the organization are interviswed and involved in the process. Addressing 

the notion of leadership in orgmizationd culture also presents certain chdlenges. It was not my 

original inient to evaluate the value of employing a cultural timework or denionstrriting an 

awareness of cultura1 attributes. I k l t  that, bec:iuse this area had been previously unexplored, it 

wo~ild be benetkiril to bq in  this area of research with an andysis of how chairs currently view 

the cult~ires in which they are embedded. Although the chairs provided interesting and new 

perspectives, the data collected would have been more robust had 1 extended the scope of the 

interview instrument to include how chairs ranked the importance of the cult~irai attrib~~tes. This 

could be achieved by introducing chairs to the various cultural attributes and allowing them to 

order them according to their perception of the impact they have within the department. This 

would have provided a thicker description of thrir perception of culture. 

5 7 Future Research 
This study has illustrated that there are chairs who consider al1 elements of departmental 

c~~ltilrr when attempting to achieve departmental goals and implement change. Future research 

into whüt has contributed to t h  development of their notions of culture would have implications 

for chair seleclion and ~aining. Additional reseürch about how chairs approach their professional 

dcvclopmsnt and learn about their administrative tasks, including univewity-provided training 

prognms and research litrratrire, would enable researchers and practiticners to create channels 

through which information and research h o u t  acadernic administration could be communicated. 

Tüking a step back and analyzing what information chairs want and need, would enabie 

reserirchers and prüctitioners to that this research could be useful to administrators. 

Acknowledging the emphasis chairs placed on the interna1 and faculty based dimensions of 

culture, further research might provided indications of the reasons for this phenornenon and the 

implications of this view of culture. 
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Investigntion the impact of the university's administrative culture and attitudes towards 

prokssional development and leadership, and its impact at the department lrvel might also provide 

interesting information. 

WhiIe there has been a considerable amount of attention given to the importance of 

orgmizütional culture, there has been Iittle research addressing how leaders are actually employing 

tliis frarnework. This exploratory study is the first to investigate how department chairs perceive 

the C L L ~ ~ U I - e  of their departrnents. 

A number of cornmon themes ernerged from the interviews. Although thrre were several 

chairs who discussed the importance of staff and stirdent contributions and the value and 

importance of teaching activities' chairs often discussed their perception of departmental culture in 

terms of faculty members, research and ~iiditional academic activities. Schein (1990) noted that 

le~idrrs impact the cultures of their orgünizations by focusing their energies on piirticular rlements 

of the organization. These covcrt and su btle messages are interpreted throughout the organization 

and serve to support the prominence of certain subcultures or activities. The chairs participatin; in 

this srudy appeared to suggest that they focus rnuch of their attention on faculty and research 

based activities. This finding has implications for al1 members of the department in terms of their 

s t a tu  and support. In turn. if students and staff interpret this suggesred bias, and sense its 

intluence on the culture of the deputment, their experiences and developrnent may be influencrd. 

Further research rnay be able to highlight if chairs who expressed this bias had influenced the 

overall culture of the department or the perceived experiences of its members. This rniglit come 

through via a more holistic case study of the departmental culture. 

There were also differences in iiow chairs attempted to influence the culture of their 

departments by manipulating the culturai attributes. Some chairs atternpted to effectuate change by 

influencing multiple levels oPculture by modifying the physical structure, merit systems and 

orientation programs. This finding has implications for the practice of ricademir adminisvaton and 

future research. 
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Although, the data colfected in this study is based on a small sampie and it is difficuh to 

senerai ize about chair perceptions of organizational culture and implications for practice, the 

findings suggest that chairs who recognized the importance of department culture attempted to 

influence diffèrent cultiiral attribiites. Futrire research on this notion rnay have implications for 

:icademic administrators and their efrorts to tinderstand and intliience the cultures in which they 

work. 

Although it is difficult to suggest implications for future practice. based on the limited size 

of the samplc, i t  is important to note that there are severai areas that w m n t  consideration. The 

participants in rhis study rernarked on the training and orientation designed to introduce [hem to 

their roles and the resources infrastructut-e at the iiniversity. Their comments indicated that. whilr 

they tippreci;ited the 0pp01~LInity to intertict with their psers. the training had not been particiilürly 

lielpfiil. Perhaps introducing chairs to the more cornpiex notions of culture and the impact their 

leadership may have on both the structure and membership of the deparurient will inform their 

pnictice and create more interesting and usefiil training sessions. 

This study provided some insight on how chairs perceive the culturai attributes of tlieir 

de pu-tments. The dominance of F~culty and research based interpretations providcs an intsresting 

starting point for future i-esexch. The notion of the changing inthences thnt act upon acridernic 

administrators and their increasing roles as entrepreneurs and fund-raisers creates an interesting 

framework in which the research addressing the role of the chair might be cast. 

Using the rnodest foundation provided by this study, creating a grounded theory of chair's 

perceptions of their cultures and their approaches to cultural change might be the next logicnl step 

in creüting a mode1 for understanding how academic administrators are employing and 

iinderstanding cultural tirimeworks when dealing with organizational change. This will, in turn, 

promote a greater understanding of the challenges facing chairs and a solid foundütion upon which 

to address the nature in which theory may influence practice. 
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Dr. S 
Cliriir. Dcprirtincnt of Y 
Linivcrsit! of Toronto 
Toronto- Ontario 
W i S  VVV 

D c x  Dr. ,Y: 

Yori lia\-r: bceri selcctcd to pxticipntc in a stiidy on hou- acadcniic dcpartrnent chairs interpret tlieir rolcs and relate 
to tlicir dcpartrnent. This project is designed as an csplorzitop in\-estigation of ho\\ dcpartrncnt chairs \-icu. tlicir 
rolcs. riddrcss cliangc and esperience tlieir dcpartnicnt's ctlios. Your comments. along ivith tfiose of \-our peers, 
\ \ i l 1  inforrn rny discussion cT ho\\- t11c organization of a departmcnt pro~ides constraints or alIo\\-anccs for its cliriir. 

Tliis projcct is being cornplcted as pan of n Master's Thesis in thc Highcr Education Program in the Department of 
Tlicory oCPoIiq Studics nt the Ontario Institute for Studies in Education of the Uni\-crsi-7 of Toronto. 

1-our participation in the studj- is 1-oluntan and ?ou \vil1 bc able to \vithdra\\- at any point. Yoiir participation n-il1 
irivoh-e riri  initial inten-ic\\.. npprosirnatel!- sisty to ninety mirtirtes in lengtli. In tlic intcn-icn.. qiicstioris \\.il1 
pcrtniri to Four departiiicnt-s 1iisto~- and ils gcnernl atniosplierc and ho\\- thex liavc intlucnccd !.Our npproxfi to 
>.Our rolc as chair. Additional questions \\.il1 invcstigatc any support structures rlic uni\.ersit\- offers its ncademic 
cluiirs to assist tliciii in tlicir rolcs. Rcsoiirccs or litcraturc tliat lia\-c infornied your practicc ni11 aIso bc 
addrcssed. In order to gai11 a grcater understanding of liow !.ou vie\\- the holistic naturc of your dcpartment. 
qwstions \vil[ ais0 esplorc a rcccnt critical incident ir? !.Our dcpartment. if one can be idcntified. and the riva>- nc\v 
fiicult!. niembers arc introduccd to Four department. 

Witli yoiir consent. I \\.il1 nudiorapc oiir interview and transcribc tlic rcsults. Tapes n-il1 tlien bc erased and the 
transcripts n-il1 bc coded so !.Our name ni11 not nppear eitiicr on tIic rai\- data or tiic final pnper. At thât point in 
t11c st~id!.. 1 \\-il[ providc !-ou u-itli a copy of the intcn-icw transcripts. You n-il1 ~ I S O  lia\-e the opportuni'. to rcvicn. 
rii!- intcrprctntions of our iritinl intcn-ie~v. At tliis tinic. >.ou ma!. iridicate nny idormation !-ou naiild likc delcted. 
clianglid or 1iighIightcd- if tlierc rire an? additionaI issucs !-ou u.ould likc LU disciiss- \\.e c m  :irrangc a sccond 
session o \ w  the phone or in person. \\.liicliever is riiore con~cnicnt Tor you. Plcasc bc assured that !.Our n;irnc or 
dcpmnicntal afIiliation \\'il1 not bc incltrded in the final papcr and :in)+ associations tlirit would alloi\- one to 
idcntib. !-our participation \\.il1 Rot be includcd. 

Your participation in tIiis project \\-il1 idorm the current lirerature on 1101\~ department cliairs npproacli rlieir role 
and tlicir dcpanment. f liopc tliat it \vil1 enliancc tlte acadeniic literature pcrtaining to acadeiiiic leaders in higlzer 
ediica tion. 

1 \vil1 be contacting your office \\-illiin the nest n.eek to conlirni your interest in participating. The inten-iew c m  
t1xn bc schcduled at yoirr con\-enience. 

n i m k  !.ou for >.ou considcmtion. I \vil1 contact y011 niid-\\,tek to ;ins\vcr an? qircstions you niay ha\-c. 

Karcn Edge 
~Mastcrs of Arts Candidate 
Higher Education Group. Departmcnt ofTlieory and Policy Studies 
Ontario Institute for Studies in Educatiod Unhcrsih of Toronto 



Potential Interview Qiiestious 

Tlic follou.ing lis1 oi'qucstions has been dcsigned to rcprescnt potential discussion topics. 
Additional questions niay dso bt includéd. 

Wliat are the most prominent elernents or incidents of your department's history'! 
Wliat m&es your departnient unique? 
Arc t k r c  major traditions in Four department'! (ccremonics/rituals) 

Ho\\. long lia\-e !.ou bccn a chair'! 
Hou hrn.c >-ou del-eloped ris a chair'? How Lias your approach ciianged? 

Rolc of t hc chair 
CVliat do you sec as the most important role(s) of the ciiair'! 
Ho\\- did the uni\-crsity introduce you to Four rotes and responsibilities? 
Lf !-ou could use a metaplior to describe your approach to !-oiir rote as chair, whx  nrould it be'? 

Intluenccs 
What/ n-ho has influenced your approach to bcing a cliair? 
Wliat support/research/literature would lielp you in pcrforniing your duties as chair'! 

Dcriiirtnicntiil Issues 
1s '.Our departnient uniquc? IioW? 
Arc tlierc dominant i.alucs in your departn-ient'! 
WIiat arc tlie constraints that >.ou face witliin your dcpartment? 
If >-ou could use n nietaplior for your department \\-hat u-ould it be? 

Criticul incident 
Wiat is one of the n-iost significant issues tliat the departmcnt has faced during Four term? 
Hou lias it bcen handlcd? 
Wliat approach did >.ou mkc'? M a t  were the constraints/sripports' 



XNTERVIEW CONSENT FORNI 

This project is desisncd as an esploraton- investigation of ho\v department chairs view tlieir roles, 
address change and espcrience tlicir department-s ethos. Kour comments. alon- nith tliose of '.our 
pcer Chairs. \vil1 inforni m?- discussion of hon- the or~anization of a department providcs 
constraints or alloivanccs for irs chair. 

k'o~ir participation in tlic stud!. is voluntan. and !.ou \vil1 bc ablc to \vithdra\\- at ,an>- poinr. Y O L I ~  
participation \\-il1 in~,ol\c an initial intcmic\\. approsiniateI!- sist!- to ninet'. niinutcs in lengtii. 
Lt'itfz your conscnt, >.our inten-ien- \vil1 be audiotapcd and the resuits i\-il1 be transcribcd. Tapcs 
\\.III tI.icn be erased and the cranscnpts \vil1 be codcd so 'pour name \\-il1 not appear eitiler on the rav 
data or the final paper. Ac this point in the stud!.. >.oit \vil1 be providcd ivith a copy of the intervie\\. 
transcripts. Ar: d i s  tirne, you ma>. indicatc an?- information you n-odd Iike deleted, changed or 
Iiighliglited. No associations that n-ould alIo\\- onc to identifi- !-Our participation \vil1 be includcd in 
tlic final paper. 

i have read and understand the above and agrec to participate in this stud~.. I am aivare that I nial 
nithdra\\. from the st~idy at ail? point and any record of m>- involvernent n-ill be removcd from the 
anal!-sis. 

Sigmtiire of panicipant Da te 

Print Nanic 

p. . - -  

ïiiis projcct is beirig coniplrlcd as part ofa Mastcrs Tiiesis in the Higlier Education Program in the Departriisiit of 
' k o p  ot'policy Stiidiss at the Ontario hstitiite for Stiidiw in Eduçntion of the University of Toronto. 
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Academic Chairperson Perceptions of Their Departmental Cutture 
Intcnicw questions 

Dqxirtnicntul Histol-. 
WIiat arc the niost prominent elements or incidents of rour dcpartrnent's h i s to~ ' ?  
1VIiat nmkes your dcpanrncnt uniquc? 
Arc thcre mrijor traditions in your depannient'! (cerenionies/rituals) 

Personai background 
Ho\v long ha1.c '-ou becn a cliair? 
Ho\\- have 'ou de\.eloped as a chair'? Hou- has your approach changedl 
What positions did >-ou liold prior to assurning this role? 
What prompted you to accept tliis position'? 
Do !.ou like administrati\-e \cork'? 
Do yorr plan on continuing in administration aîlcr '.Our term as cliair? 

Rolc of the c1i;tir 
What do you scc as the niosr important roIe(s) of the chair? 
CVhat are your responsibilities as a chair:' 
Ho\\- did the unii.ersity introduce you to your roles and responsibilities'? (Chairperson orientation??) 
I f  !-ou couia use a metaphor to describe your approach to your rote as chair. wliat would it be? 

Goiiis/rlircction for dei~artmcnt 
What are your goals for the department? 
Do you think that yoii ni11 be able to achievc tliem'? 
What are the rnost important opportunities'? 
Wliat arc the constrnints'? 

Influcnccs 
LIrli:it/ ~vho lias influenced your approacli to k i n g  a chair? 
Wcrc thcre pieces of litcrature/researc tint have influcnccd your altitudes or actions as cliairL? 
What support/researcli/li~cr:~ture ivould help you in pcrforming !-Our duties as chair'? 

miir tmenta l  culture 
1s Four department unique'? how? 
Arc tliere dominant \-rilues in your department'? 
Hoiv arc new members oriented to the depanment'? (literature/introductions/fom~al Sessions) 
Wliat are the constraints tliat !.ou face 11-itliin your department'? 
1Txou could use a nietaplior for your dcpanment nhat wotild it be? 
1s tliis a good deparunent to cliair'? 
Arc t h e  otiier departnicnts tliat you n-ould like to chair'? CWiy? What makcs tliern diffcrent'? 
Wiat is !.Our ideal depanment'? 

Criticul incident 
What is one of the most significant issues that the depanment has faced during 'Our term'? 
Ho\\- has it been handled'? 
Wliat approach did you take'? 
What Ivere the constraints/supports? 

Addition;il questions 
Arc therc aiiy otlicr aspects ofyour dcpartnicnt or your role as chair that you would like to discuss? 
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