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Thanks to Dr. Elizabeth 
Evans for suggestions 
and some slides!
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Build and maintain an 

effective curriculum 

What 
to do 
first?

Solve big, 
bad hot-
button 
problem

Review 
student 
feedback

A student just 
plagiarized 

Attend 
Chapel 

Discuss a student 

concern with a new 

faculty member

Lead vs 
manage 

Prepare for 
my own 
classes

Talk a 
walk 
during 
lunch? 

Submit 
those 
syllabi

Faculty calls 
about lightbulb 
out in office

Encourage a 
colleague 
whose 
spouse is 
sick
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“When we go to work in the morning, we go to our 
department. And more often than not, the morale - the 
tone of life in a department - is a mirror of its chair.”

IWD Hecht, ML Higgerson, WH Gmelch, and A. Tucker. (1999). The department chair as 
academic leader (p. vii).  Phoenix, AZ: Aryz Press.

“Model the way”



What does it mean to be “the chair”?

• People (faculty, staff, students)

• Decisions

• Projects/deadlines

• Budget

• Culture
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You are a servant-leader



Roles: Chairs and Program Directors

• Managers
• Organized, conscientious, detail-oriented, caring, supportive of 

university mission, accountability of self and others

• Leaders
• Move group forward; have a clear vision and can both 

communicate it and implement it; inspirational 

5



Management &      Leadership

Processes and relationships that 
keep systems running efficiently and 
effectively

• Planning

• Budgeting

• Organizing

• Staffing

• Problem-solving

• Guiding/controlling

• Decision-making

Processes and relationships that 
move the organization forward and 
allow adaptation to changing 
circumstances

• Defining a vision

• Aligning people with the vision

• Inspiring and empowering people 
to operationalize the vision

John P. Cotter (2012) “Leading Change”
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Structure, accuracy, timeliness Vision, framing, inspiration



Managing Effectively
• Who is the best manager you’ve 

ever had?

• What did that person do that 
was effective?

• Who is the worst manager 
you’ve ever had? (no names 
please!)

• What did that person do that 
was ineffective/maddening/ 
annoying/soul-destroying?
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Good Managers:

• Display civility

• Behave transparently

• Demonstrate respect

• Collaborate

• Have clear expectations

• Empowered others

• Are honest

• Admit mistakes

• Are approachable

• Trusted others

• Allowed autonomy

• Delegated to strengths

• Clearly defined roles and 
responsibilities

• Had your back

• Explained reasons for decisions

• Collaborate across departments

• Bring faculty together between 
campuses

8(as shared by CUWAA Department Chairs)



Poor Managers:

• Are defensive

• Are indecisive

• Not a cheerleader

• See disagreement as conflict

• Do not get things done

• Did not delegate

• Feigned competence

• Micromanage

• Made decisions without faculty 
input

• Poor/no communication

• Unprofessional behavior 

• Did not manage conflict

• No accountability
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(as shared by CUWAA Department Chairs)



What does a successful academic department look like?

Categories:

• Students

• Faculty

• Money/enrollment

• Flexibility, openness, change driven by evidence

• Accountability
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What does a successful academic department look like?

• Students are successful & engaged
• Board exam pass rates, annual assessment data, retention, 

persistence and graduation rates

• Students are satisfied
• Student satisfaction surveys, instructor/course evaluations, few/no 

complaints to administrators
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What does a successful academic department look like?

• Faculty are effective teachers, productive scholars, 
collaborative peers and capable advisors
• Annual faculty evaluations, faculty teaching observations, faculty 

advancement in rank, peer-reviewed publications and presentations, faculty 
retention data, advising surveys, grant submissions

• Faculty function collaboratively and support one another; 
they are highly engaged in the university’s mission

(Usually, happy and successful faculty members have a strong, caring and 
competent program director or department chair)
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What does a successful academic department look like?

• Department is financially “in the black”; operationally profitable
• Business office data

• Number of students, and number of “credits sold” are steady or 
growing; department is meeting established enrollment goals
• Registrar’s Office and Office of Institutional Effectiveness (OIE) data
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What does a successful academic department look like?

• Department or program displays flexibility, openness to 
change, and creativity
• New program development; innovative/evidence-based teaching 

methods; curriculum is current and relevant; curriculum reflects 
faculty engagement with assessment and improvement

• Administrative tasks are completed on time, accurately, with 
no/few reminders
• Staff complaints to Provost Office are few
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What does a successful academic department look like?

• Your thoughts here
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Survey of 3000 department chairs*

Biggest challenges:

• Dealing with problem faculty members

• Guiding change

• Evaluating faculty

• Nourishing a healthy department climate

• Managing conflict

*Crookston, R. K. (2010). Results from a national survey: the help chairs want most. The Department Chair, 
21(1), 13-15.
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What is a healthy department climate?
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“Do good work, go home happy”
- A CUWAA department chair

A healthy department:
• Is well-organized
• Supports people as individuals
• Functions as a team (shared goals, shared 

work, shared responsibility)
• Holds everyone accountable



In a healthy academic department:

• Faculty and students regularly collaborate with other 
departments/programs

• Communication is effective

• Everyone is on the same page

• There is a culture of innovative instruction

• What else?
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Be organized

•Meet deadlines

•Complete forms and follow processes

•Be proactive

•Run meetings effectively/efficiently

•Communicate frequently

• Learn Banner 

•Refer to the faculty handbook
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Effective Communication….

• Is clear

• Is accurate

• Is frequent

• Is both formal and informal

• Builds trust with students, among the faculty, and between faculty 
and administration
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A good chair listens, but is not a push-over



Support people as individuals

• Know your people
• What motivates and inspires them?

• What do they each need?

• Be fair; don’t play favorites
• Rules, policies, deadlines, standards apply to all; otherwise, resentment grows

• We all need different support to achieve our goals

• Function as a team
• Common vision and goals

• Common commitment to achieving them
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Creating a healthy climate

• Clarify values and expectations of faculty

• Everyone has a voice and a stake in the department

• Communicate frequently and effectively

• Everyone is responsible

Crookston, R.K. (2012). Working with Problem Faculty. San Francisco: Jossey-Bass 
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Clarify values

• What do your faculty individually value?

• What does the department value?

• How will we treat each other? How will we treat our students?

• How will we work together?
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Clarify values: putting it into practice

• Create a covenant of core beliefs/behavioral code for the department

• Everyone participates in its development

• Everyone owns it
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This can be a good exercise for a 
new chair/director



We value:
• Individuals’ continuous growth through improved experimentation 

with one’s pedagogy and demonstrated articulation of that growth

• Prioritizing the quality of one’s publications and other contributions 
over their quantity

• Collegiality as necessary in a community of intellectual peers for the 
betterment and collective governance of the department

Department of Educational Leadership and Cultural Foundations, UNC-Greensboro
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Example #1



Collegiality means:

• Contributing actively and positively to the morale of the department and campus

• Promoting courtesy and harmony

• Taking a stand against incivility when it occurs

• Openly recognizing and promoting the contributions of others in achieving department 
and university goals

• Working for the good of the whole rather than for personal gain or credit

• Supporting others’ careers, lives and families

• Listening attentively

• Disagreeing agreeably

Anonymous department and university
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Example #2
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“Rules and expectations”Example #3

Participation:
• Attend meetings
• Arrive on time
• Come prepared
• Follow through with all assignments
• Be actively involved

Communication:
• Listen to others
• Work toward equity in hearing all voices
• Be open to new ideas
• Disagree agreeably
• Say what needs to be said
• Avoid side discussions
• Seek to understand differences
• Realize that being heard does not always 

mean you get your way

Social Interactions:
• Be respectful and courteous
• Avoid sarcasm
• Know everyone’s name
• If you have difficulty with  

someone, talk to that person
• Make new people feel 

welcome

Department of Teacher 
Education, BYU



Everyone has a voice, and a stake

Share the load; the chair* does not have to do 100% of the work……

All FT faculty are expected to participate in planning, in curriculum 
development/revision and in academic program assessment

• The chair should assign/delegate according to individual strengths

• The chair should ensure that work is delegated fairly

*….but is responsible/accountable for making sure it gets done
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Appreciation

Be quick to praise, lift others up, and show gratitude
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Find out what each 
person wants, and try to 
provide it



CUWAA Staff 

• Staff are vital to our work

• Identify who serves your department, learn their names, 
thank them for their work on behalf of students 

• IT, admissions, advising, registrar, business office, 
financial aid, student life, housekeeping, campus safety

• Find ways to include your staff that are 
meaningful for them

• Communicate kindly and often 
with staff in your department
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Accountability

Poor performance or troubling behavior cannot be ignored
• Be fair to others who are performing well and playing by the rules

• Ignoring bad behavior or poor performance will be noticed
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Whetten DH (2012) in Working with Problem Faculty, RK Crookston, ed. 



Performance

• Expectations
• Must be clear

• Ability
• Must have appropriate knowledge & resources

• Motivation
• Is this person in the right role? Does he/she want to do the job?
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Is there a health or personal issue getting in the way of performance?

If performance is low, talk to your 
dean; is a Performance Improvement 
Plan (PIP) needed?  If so, please let 
Leah know.



Specific chair/program director tasks

SYSTEMS/PROCESSES

• Schedule of classes & teaching 
assignments

• Budget (create and monitor)

• Academic program assessment

• Curriculum development & 
updating

PEOPLE

• Full-time faculty hiring and on-
boarding

• Faculty observations (full-time 
and part-time)

• Faculty evaluations (full-time)

• Adjunct hiring

• Student visit days

• Complaints and concerns 
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SYSTEMS/PROCESSES

You will receive a reminder to do 
these:

• Schedule classes & make 
teaching assignments

• Budget (create and monitor)

Good practices:

• Keep a record of all full-time 
faculty teaching assignments 
and TCs

• Keep a record of all adjunct 
assignments

• Look at your budget once a 
month
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SYSTEMS/PROCESSES

Academic program assessment
• Done annually

• CELT provides training

• Should involve all faculty

• Annual assessment report

• Should lead to…….

Curriculum development & 
updating

• Done regularly

• CELT provides training

• Based on assessment findings, 
accreditation requirements, and 
developments in your academic 
discipline
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PEOPLE

Training provided for all of these 
tasks:

• Full-time faculty hiring 

• Faculty observations (full-time 
and part-time)

• Faculty evaluations (full-time)

• Adjunct hiring

Good practices:

• Keep lists of possible adjuncts & 
adjuncts who did not work out

• Review faculty handbook before 
doing full-time faculty 
evaluations (what are the 
expectations?)
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PEOPLE

Student visit days

Good practices:

• Ensure visit days are staffed 
fairly; keep track of who does 
them

Adjudicating complaints and 
concerns

Good practices:
• Listen and take notes 

• Make no promises (“I will look into 
this situation and get back to 
you”)

• Find out the whole story

• Follow up in writing
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Additional Chair/Director Expectations

• Hold regular faculty meetings; include faculty from both campuses
• Written agenda

• Take notes/minutes

• Ensure clear follow-up (who is doing what, by when?)

• Visit the other campus regularly (if applicable)
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These practices facilitate strong communication and engagement;
they help you to know your faculty and to build a collaborative team



Additional Chair/Director Expectations

• Meet established deadlines

• Keep your calendar current
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We are a complex organization;
Your work impacts many other people!

You really matter!
Your picture 
here



Thank you for doing this work

• You are a vital link in our success

• Thank you for everything you do  

THANK YOU 
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