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(1) Responsibilities

As Chair you will
Lead...
Supervise...
Evaluate...
Support...
Manage...
Budget...
Mediate...
Strategize...

In my role I should think about:

* Leadership
- Leadership styles / strategies
- College/School/Institution Strategic Priorities and Initiatives
- What is my legacy?

e Departmental vision
- Where are we as a department
- Where can/should we go from here
- What are the top priorities
- What do we need to do get there

« Effective management strategies
- Effective supervision and evaluation of staff
- Effective mentoring and evaluation of faculty
- Handling contentious circumstances
- Legal ramifications of what you do/say/write as Chair
- Seeing the department as a whole and in terms of its constituent parts
- Seeing the department as part of a greater good
- Share the responsibilities, share the credit, share the success

e Supervisory duties
-RPT
- Schedule of Courses
- Annual Performance Reviews (faculty and staff)
- Workloads
- Recruitments (faculty and staff)
- Curriculum, Learning Objectives, Assessment
- Alignment of strategic priorities

Not just one right answer, but do need to think about how you will approach these issues!
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(2) Legal Issues

* Alot of what a Chair does has direct legal implication (labor laws, FERPA
obligations, etc.)

e Chairs are more likely to be subject to public records requests and/or have
documents you’ve written be used in legal proceedings.

Some key points:

» Familiarize yourself with key legal issues + where to turn for assistance (see p. 3)
[Also, very important: Actually contact them if these issues arise!!]

* Be sure the faculty in your department are aware of and follow good practices
(e.g., FERPA, human-subject research, active shooter, etc.)

* Do not expect what you write and say to be kept private
(e.g., don’t put anything in an email you’d mind seeing printed in the Free Press!)
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(3) Sources of Support

DOCUMENTS TO INFORM YOUR LEADERSHIP

UVM Academic Excellence Goals: http://www.uvm.edu/provost/

UVM Scholarly Productivity and Impact Metrics: http://www.uvm.edu/provost/
Strategic Action Plan: http://www.uvm.edu/president/

Our Common Ground: http://www.uvm.edu/president/

Inclusive Excellence at the UVM: http://www.uvm.edu/~presdent/pcie/

DOCUMENTS YOU SHOULD HAVE AT HAND

Chair Resources: https://www.uvm.edu/provost/facultyaffairs
University Manual / governance documents / CBA: (www.uvm.edu/~facrsrcs)
UVM Institutional Policies: http://www.uvm.edu/policies/
Unit-specific and timely documents: your Dean'’s office (and website); The
Registrar’s Office and UVM Portal (Dean/Chair Access tab); Provost website
Emergency Management (see handout)
O Active shooter
0 Students of concern
Institutionally required unit-level documents:
RPT Guidelines (tenure-track and non-tenure-track) (14.4)
Annual Performance Review Guidelines [FEGs] (14.4)
Online course protocol (16.15)
Recognition for independent study and thesis advising (16.17)
Course equivalency for large enrollment classes (16.18)
Professional Development Fund allocation protocol (21.2)
Scholarly Productivity and Impact Metrics

O O0OO0OO0OO0OO0Oo
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Resources and Best Practices for Faculty Recruitment
1. Please review Guidelines for Recruitment of Faculty

https://www.uvm.edu/provost/facultyaffairs/recruitment-new-and-continuing-appointments

2. Sources of Demographic Information
e National Science Foundation
O http://www.nsf.gov/statistics/srvydoctorates/

e Association of American Universities Data Exchange

O http://aaude.org/
e Department of Education, Institute of Education Sciences (IES)

O https://nces.ed.gov/programs/digest/2015menu_tables.asp
e Discipline-specific, professional organization databases

3. Discussion with department/unit members
a. Review the importance of diversity and inclusiveness in your strategic plan
b. Diversity Recruitment Plan — how it differs from previous plans, or how is it
expected to yield different results. What modifications have you made since the
last search?
c. Accountability and responsibility — what system of checks and balances do we
have in place?
d. What steps have you taken to develop your own awareness, knowledge, skills
and competencies around diversity and inclusion?
Review (and revise) the outlets for advertising your positions
Model success stories
Incentivize the process
Always be in Search mode

> @ ™o

4. Promote the value of a diverse workforce.

a. Notice of NIH Interest in Diversity
http://grants.nih.gov/grants/guide/notice-files/NOT-OD-15-053.html

b. Groups of diverse problem solvers can outperform groups of high-ability problem

solvers

http://www.pnas.org/content/101/46/16385.full

¢. NIH addresses the science of diversity
http://www.pnas.org/content/112/40/12240.full.pdf

d. Scientific diversity interventions
http://classic.sciencemag.org/content/343/6171/615.long
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The Six Leadership Styles at a Glance

Coercive Authoritative Affiliative Democratic Pacesetting Coaching
The leader’s modus Demands Mobilizes people Creates harmony | Forges consensus | Sets high standards | Develops people for
operandi immediate toward a vision and builds through for performance the future
compliance emotional bonds participation
The style in a “Do what | tell you” “Come with me” “People come “What do you “Do as | do, know” “Try this”
phrase first” think?”
Underlying Drive to achieve, Self-confidence, Empathy, Collaboration, team | Conscientiousness, | Developing others,
emotional initiative, self- empathy, change building leadership, drive to achieve, empath, self-
intelligence control catalyst relationships, communication initiative awareness
competencies communication
When the style In a crisis, to kick | When changes require | To heal rifts in a To build buy-in or | To get quick results To help an
works best start a turnaround, | a new vision, or when team or to consensus, or to get from a highly employee improve
or with problem a clear direction is motivate people | input from valuable motivated and performance or
employees needed during stressful employees competent team develop long-term
circumstances strengths
Overall impact on Negative Most strongly positive Positive Positive Negative Positive
climate

Adapted from Leadership that Gets Results, by Daniel Goleman
Harvard Business Review
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In thinking about your department’s needs and opportunities, write down up to 3 areas
where you most hope to make a positive impact in your new leadership role.

Now write down up to 3 aspects of your new role that you think will be particularly
challenging.

Finally, choose any one of the points you raise above and discuss with your partner: why a
priority, what leadership style would you employ and why, what assistance you may need.
Write down feedback from your partner.
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The Chair’s toolbox

As department chair you will not suffer from the Maytag repairman’s syndrome. Quite the
opposite, few days will go by without having to address a problem, big or small. You will be
called to resolve situations that will range from the rather benign — overriding a student into a
class, to volatile and potentially combustible situations — mediating a faculty dispute or
initiating disciplinary action against a colleague. While we all hope never to face situations like
the latter, many will invariable happen and you need to prepare for them.

In this exercise, we want you to envision the five most essential tools you will need to maximize
the opportunities in your department, do the maintenance work, and address the most vexing
problems. For example, if you are taking over a department where there is current friction and
division between some faculty members, you may want to include sand paper and carpenter’s
glue in your toolbox.

Ask yourself — do you want to be seen as the handyman who came in to do some repairs and
patchwork? Or do you want to leave an everlasting legacy — that of a contractor who designed
and built an eye catcher for the ages?

Spend 15 minutes filling your toolbox. Focus on the most pressing issues you will face and the
ones that are likely to appear most often. Then pick the tool and describe how you would use it.

Present one of your tools and its purpose to the group for feedback.
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5 Tips on Surviving Your First Year as a
Department Head

By Rob Kramer and Peter J. Mucha | JuLy 30,2018

oughly half of the people you meet

after being named department chair

will start the conversation with
"Congratulations!" But an occasional smirk
makes it feel as if many are saying,

"Condolences." (The other half actually start the

conversation with some variant of
"Condolences.") And you haven’t even officially

started yet.

As a first-time chair, you are armed with only peripheral leadership experience, with
whatever supportive relationships exist in the department, and with a faculty hungry (or

maybe reluctant?) for more, better, different, or even status-quo guidance.

Your job starts the moment the appointment is announced. Once the soon-to-be-ex
chair begins jettisoning work onto your desk, foot traffic by your office will increase
rapidly, and your calendar will fill with more and more meeting requests. The dean wants
to start discussing your "new strategic plan." The office manager is either threatening to
quit or telling you about how other staff members are disgruntled and threatening to

quit. Good times?


https://www.chronicle.com/
https://www.chronicle.com/section/Advice/66

Starter Kit: New to the Administration

New to the
Administration

Everything new administrators
need to know to be successful

Starter Kit: New to the
Administration

$44.00

Print v

At the University of North Carolina’s Institute for the Arts and Humanities, we run a nine-
month program for new and reappointed department chairs. Affectionately referred to as
"chairapy," our chairs-leadership program organizes monthly meetings in a confidential
setting throughout the academic year to help chairs process challenges, successes,
bewilderments, frustrations, and ideas with colleagues who are experiencing much of the
same. In the course of running this program, we have learned a lot about what to do,
what not to do, when to take chances, and when to back off. Here are some of our

collected highlights for surviving your first year as chair.

You no longer have peers in your department. Relationship dynamics get off kilter when
you assume the role of chair. Close colleagues may think they can make special requests.

Some faculty members with whom you had little or no relationship suddenly want to



become your best buddy. Your "leadership team" (e.g., associate chair and perhaps the
department’s various directors of graduate studies, undergraduate studies, research) may

make your life easier, or tougher.
One thing is certain: You immediately become the most popular person at the dance.

You can prepare for the changing dynamics. Don’t assume that colleagues who used to
keep your comments confidential will still do so. Not to say you should be suspicious of
everyone — just mind what you share. The rumor mill is as strong in academe as it was in

middle school.

A helpful strategy is to set expectations upfront. Talk to your colleagues, either in small
groups (full professors, associate professors, lecturers, etc.) and/or at a departmentwide
meeting. Be careful not to show favoritism, even to that one professor who has been your
closest colleague. People are looking for reasons to either support you or point out your

mistakes. Stay on the high-integrity side of the fence.

You suddenly serve alot of different audiences. Your formal appointment might be at
the will of the dean, but effectively you have many faculty constituents who can help

make things work in the department or torpedo your efforts.

This can be one of the trickiest lines to walk as chair. People in the department expect
you to remain "of the faculty" and be a good advocate for them to the dean’s office. The
dean expects you to be a good foot soldier and not make his or her life any more complex
than it already is. Oh, you need to make sure that students, parents, and staff members,

too, are kept satisfied. And don’t forget about your donors and alumni.

Chairs are notoriously stuck in the middle, serving everyone in all directions. That’s why
the job may be the toughest in higher education. Allegiances and alliances can make you

feel as if you're stuck in a live version of the Game of Thrones.

Don’t step too far one way or the other — at the risk of getting your head lopped off.
Political savvy is crucial as chair. Listen well. Really well. Understand people’s needs,

concerns, dreams, and desires. Make sure they feel heard and seen. Then rouse your



courage and set healthy, appropriate boundaries — in all directions. Better to do that

early than try to play catch-up after everyone has figured how to run roughshod over you.

One solution: Find your "new" community. It may be with other chairs on the campus,
with trusted colleagues at other institutions, or with people outside of the workplace.
Having a safe space where you can talk openly about the stresses and challenges of the
job is cathartic, given its intensity, and will help you avoid isolation and loneliness — two

easy traps of the role.

"It’s the budget, stupid." Remember what your constituents care about most: money.
They want to know how the department will pay for faculty lines, graduate students,

curriculum needs, copier machines, IT equipment, pencils.

Perhaps the most important thing to start learning quickly is how your department’s
budget works, how it fits into the institution’s financial structures and plans, and how

much money you will have to work with.

Manage your time and your focus. You can find a wealth of literature preaching
productivity strategies (including many we employ in our chairapy program). Whatever

methodology you subscribe to, stay aware of the need to maintain your own scholarship.

The chair’s job is inherently temporary. Whether you're in the role for a few years or 10,
you have a limited time to achieve your goals. Why did you agree to do it in the first
place? What are you aiming to accomplish? Be skeptical whether every "emergency" that
comes across your desk actually merits that label (actual "emergencies" in, say, a math
department are, thankfully, few and far between). Give your time and energy to your

important, long-term goals as chair.

And if your long-term goals include your own research — if they don’t, why not? — do

not hesitate to block out time in your calendar to work on them.

You’re no good to anyone if you don’t take care of yourself. An avalanche of meetings
and demands will try to overwhelm your personal life and your physical well-being, in
quite negative ways if you are not careful. Weight gain in the first year as chair may rival

that of the "freshman 15" (as one of us unfortunately experienced firsthand).



If you set the email auto-response when you are traveling (whether for work or vacation),
stick to it. You may be surprised how many problems take care of themselves among

people who learn that you are unavailable to fix them right away.

Know who the important people in your life are and make commitments early to them —
and "them" can absolutely include yourself. We know one chair who has a quiet spot she
goes to every day and sits for about 30 minutes as a way to clear her head and refresh.
Another chair makes weekends nonnegotiable family time. Find an approach that works

for you, and for them.

Rob Kramer is senior leadership consultant at the University of North Carolina at Chapel
Hill’s Institute for the Arts and Humanities, as well as a leadership coach and consultant
in higher education. Peter Mucha is a professor of mathematics and applied physical

sciences at the university and director of the chairs-leadership program.

A version of this article appeared in the September 7, 2018 issue.

Copyright © 2018 The Chronicle of Higher Education
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