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Preamble

In spring 2005 the Faculty Senate convened a group of department chairs and program leaders who would address the question: “What can the college do to attract and support outstanding teacher-scholars as department chairs and program leaders?”

The Faculty Senate coordinated the election of members to an Ad Hoc Committee on Department Chairs and Program Leaders, such that one chair/program leader would be elected from each school.  Michael Robertson then convened the first meeting of this group, and presented the group with its charge, which was to address the above question.  Ellen Friedman agreed to convene the Ad Hoc Committee.
The group then met on a regular basis throughout the spring semester, and agreed that our first task would be to gather information about the roles of chairs, so as to best outline appropriate incentives to attract the faculty to serve as chairs/program leaders.  In order to gather information about the roles and incentives we constructed a questionnaire largely based on materials from the American Council on Education (ACE), and distributed the questionnaire to all chairs/program leaders.  We then discussed and reviewed the results of the questionnaire, the Trenton State College Chair’s Handbook from 1983/84, and Article XVIII of the AFT contract which pertains to the chairs.  Based on these discussions we then prepared this report. 
Below we have outlined the results of the questionnaire, our recommendation for future meetings for chairs/program leaders, the incentives we propose for attracting individuals to these positions, and the need for a clear delineation of the authority of those holding these positions.

Questionnaire
The TCNJ ad hoc committee on department chairs and program leaders modified a survey developed by the American Council on Education and asked current, former and prospective chairs and department leaders to respond to it.   Of the approximately 37 surveys that were distributed by e-mail, we had a 41% (15) response rate.  The following are the results of that survey.

Of the 34 roles of chairs/leaders listed on the survey there was high agreement that 23 of those roles currently are and should be roles performed by chairs/ leaders at TCNJ and there was minor disagreement on three more. See Appendix.
There were eight roles where there was significant disagreement (4 or more disagreed):  administer merit and salary, recruit students, promote affirmative action, develop relationships with external organizations, seek external funding (non-grant), prepare budget, monitor budget, and manage facilities and equipment.  

Respondents were also asked to indicate the extent of their responsibility for each of these roles and for their need for professional development for each.  There were 9 roles for which chairs/ leaders indicated a high need (5 or more) for professional development.  The following lists these in rank order along with the ranking (in parenthesis) in terms of the extent of responsibility:  
1. Manage facilities and equipment (17) 
2. seek external funding (non-grant) (32)

3. prepare budget (31)

4. administer merit and salary (30)

5. prepare for accreditation or program review (8)

6. promote department culture (mediate disputes) (16)

7. provide leadership (4)

8. recruit and select faculty (3)

9. adjudicate student grievances (12). 

Based on these results and because the committee recognized that many issues (e.g.: different needs of different schools/departments/programs, different needs of new chairs vs. experienced chairs, lack of clarity related to chair’s authority, providing leadership without any formal authority) influenced the results, the committee recommends that chairs and leaders hold a discussion at a meeting of chairs/leaders to clarify issues related to the areas of disagreement and to further refine the list of professional development needs.

Recommendations
Regular Chairs and Program Leaders Meetings
In the last few years, chairs and program leaders have lobbied for regularly scheduled meetings resulting in a 50-minute slot for such meetings in the new Wednesday calendar. These meetings should be convened by an individual or team designated or elected by chairs and program leaders. The leadership person or team should be responsible for developing the agenda. We recommend that some of these meetings address the issues raised by the questionnaire, including workshops for professional development, mentoring, and training. These meetings can also be used to share information and discuss common issues across departments, programs, and schools. Meetings are open to chairs, program leaders, academic Deans, and a representative from the Provost’s office.

Support and Incentives
One of the problems in staffing chair and program leader positions is incentives. After discussing the issue, the committee determined that there already exist several incentives to take on these positions:

· Faculty Elected Chairs

Reaffirmation of the practice of elected chairs coming from faculty is important

· Summer salary 

Though there seem to be wide discrepancies in monetary incentives

· Alternate Assignment time

Though there seem to be wide discrepancies and no permanent decisions post-transformation on this issue. In addition, the allocation of alternate assigned time must be adequate to keep and attract highly qualified chairs and the process for determining allocations transparent.
· With the new CFA document, serving as chair is now a positive consideration in promotions applications

Evidently, the existing incentives seem uneven and sparse. Therefore, we recommend more transparency and evenness in the distribution of existing incentives. 

We also recommend the following incentives and forms of support be added:

· In light of the fact that 35% of chairs and program directors nationally go on to other administrative positions, offer professional development and formal mentoring for such positions
· Fund and encourage chairs and program leaders to pursue leadership training.  This practice will create a population of qualified individuals to take campus administrative leadership roles

· Provide monetary incentive, including a raise in step

· Clearly delineate chairs’ and program leaders’ authority and support development of chairs’ handbook (last updated 1983).
· After a term in office, grant chairs and program leaders an automatic sabbatical within two years so that they may restart their research programs.
· Institute a solid program of training for support staff, such as secretaries.

· To support administrative duties and give chairs and program directors technological flexibility, give their IT requests a high priority.

· Give IT support to their home computers as part of this technological flexibility

· Provide chairs and program leaders with more assistance in the form of program assistants, secretaries, and graduate and student assistants so that so that they use their time more efficiently.
· Provide fairness and transparency in the assignment of summer salaries for chairs. 
Outside Consultant

We also recommend that a team of consultants be brought to campus from

an organization such as the American Council on Education or the Council of

Undergraduate Research to explore the role and responsibilities of Chairs

and Program Leaders at TCNJ.  These experts will be key as they contribute necessary perspectives in our evaluation of the role, authority and responsibility of chairs, especially in terms of new and meaningful incentives for teacher-scholars to assume this position.

Chairs and Program Leaders Responsibility and Authority
What responsibility and authority the chairs and program leaders can exercise seems unclear. Since these offices are arrived at by different means and there is no document clearly delineating this authority, it is open to everyone’s interpretation. Such vagueness creates ambiguities in relations between chairs and program leaders and their respective faculty and staff, as well as between chairs and program leaders and deans. It may also create ambiguity in relation to students. We need to arrive at consensus about this authority.
Appendix:  
High Agreement (2 or less disagree) on Roles that Currently Are and Should Be Roles of Chairs/Leaders Ranked According to Extent of Responsibility

(M= minor disagreement: 3 disagree; D= 4 or more disagree)

1.  Prepare class schedule based on enrollment needs

2.  Update curriculum/courses

3.  Recruit and select faculty

4.  Provide leadership

5.  Evaluate staff

6.  Manage staff

7.  Prepare and conduct orientation programs

8.  Prepare for accreditation or program review (M)

9.  Be responsible for department business (reports)

10. Hire staff (M)

11. Allocate dollars to priority activities

12. Adjudicate student grievances

13. Provide leadership for new program initiatives

14. Provide feedback to faculty

15. Represent faculty to external stakeholders

16. Promote department culture (mediate disputes)

17. Manage facilities and equipment (D)

18. Foster open and collegial environment

19. Develop relationships with external organizations (D)

20. Recruit students (D)

21. Advise and counsel students

22. Represent the department to the public

23. Evaluate faculty performance

24. Help students register

25. Foster good teaching

26. Promote affirmative action (D)

27. Stimulate faculty research and publications (M)

28. Encourage faculty development

29. Assign faculty responsibilities

30. Administer merit and salary (D)

31. Prepare budget (D)

32. Seek external funding (non-grant) (D)

33. Represent department at student related events

34. Monitor budget (D)

