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Abstract

This study explored the perceived role of academic deans in three private universities
in Lebanon. The inquiry, based on four research questions, focused on the academic
deans, department chairpersons, and faculty members’ perceptions of the dean’s
management leadership role. Leadership differences by gender were also emphasized.
The methodology of data collection included: A review of documents, semi-structured
interviews with seven academic deans, a questionnaire answered by a sample of 80
faculty members and 20 chairpersons, and a review of anecdotal accounts written by
the chairs and faculty members. The researcher reviewed and analyzed the results by
synthesizing and comparing the themes and responses of the three categories of
participants to emphasize congruency or discrepancy of perceptions. Analysis of the
findings showed that participants’ perceptions moderately agreed on their academic
dean’s management leadership role. The deans’ perceptions of deanship reflected
their performance of role flavored with the ideal of academic leaders expectations.
The slight incongruence of perceptions did exist to a certain extent because
department chairs are in a position that is closer to academic deans than faculty
members and thus have more critical perceptions of the dean’s role than faculty
members. Female deans were perceived more positively than male deans on faculty
and program development, fiscal management, and conflict management. Male deans
were perceived more positively than female deans on vision and goals,
communication, and management variables. Male leadership is viewed as more
directive and autocratic and female leadership as more participatory and democratic.
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THE PERCEIVED ROLE OF ACADEMIC DEANS IN
PRIVATE UNIVERSITIES IN LEBANON

CHAPTER ONE
INTRODUCTION

Higher education in Lebanon is no longer for the elite but rather for the
masses. Big numbers of students that have increased dramatically are welcomed by
over twenty accredited private universities other than the Lebanese University
according to the Ministry of Education and Higher Education (MEES, 2007).
The Lebanese higher education has developed and transformed over centuries. In
particular, the beginning of the twenty first century has witnessed the dawn of a
number of private universities all over the regions of Lebanon. These institutions
experience an increased competition for students and consequently depend on
efficient management leadership strategies to achieve success. This management
relies on a number of positions, including deans of schools. At the same time, the
variation among private higher education institutions, for example old generation,
middle, and recent universities, has been recognized. While much has been written
about the leadership and management role of school principal, there is little
empirically-based understanding of the role of deans in higher education, and to the
researcher’s knowledge, not any has been written about the role of the academic deans
in private universities in Lebanon. The dean of a school has a key role within the
complex operational setting of the university, transforming the purpose and vision of
the university into realistic action and result. However, “there is little ambiguity about
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the role of deans. They are in charge. If they can't deliver, there is no refuge”
(Roaden, 1970, p. 32).
The academic dean is looked at as a dove of peace by some people, as a
dragon driving away internal or external forces that threaten the college, and as a
diplomat that guides and encourages people at the college by some others (Tucker &
Bryan, 1988). Academic deans are viewed as leaders by faculty and students, those
with whom they share authority. Although the performance of academic deans and
directors is seen by many as pivotal to the success of individual units, what faculty
and staff together perceive as important standards to qualify as an academic dean is
essential for deans to be aware of.

Purpose

This study explores the perceived role of academic deans in three private
universities in Lebanon. The inquiry focuses on the deans’ perceptions of their role,
the chairpersons’ perceptions of the deans’ management and leadership role, and the
faculty’s perceptions of the deans’ management and leadership role. The purpose of
this study, therefore, is to examine the role perceptions of academic deans and to
present a comparison of perceptions in relevance to the academic deans, chairpersons,
and faculty. The researcher then attempts to analyze the findings in reference to
benchmarks derived from the reviewed literature.

Research Questions

The study attempts to answer the following questions:
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1. What are the perceptions of selected academic deans in three private
universities of their role in terms of: (a) leadership, (b) faculty and program
development, (c) communication, (d) management, (e) fiscal management, and
(f) role conflicts?
2. What are the perceptions of department chairpersons and faculty members in
three private universities in Lebanon of the role of their academic dean in
terms of: (a) leadership, (b) faculty and program development, (c)
communication, (d) management, (e) fiscal management, and (f) role
conflicts?
3. To what extent is there congruence of role perceptions between the deans and
chairpersons, deans and faculty, and chairpersons and faculty?
4. To what extent is there variance of perceptions of leadership roles by gender?
Addressing these questions will illuminate the leadership roles of the academic
dean in a higher education institution in Lebanon.

Rationale

Despite continued interest in the leadership roles of school principal, to the
author’s knowledge, no similar studies were conducted in Lebanon about the
perceptions of the academic dean’s role by deans, chairpersons, and faculty. A study
of the leadership roles of the academic dean as perceived by the chairs, faculty, and
the deans themselves within private universities in Lebanon is important not only
because until recently it has been largely ignored, but also because of their
fundamental role in developing institutional management and leadership.
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Earlier Western research on deans has been mostly descriptive in nature and
refers to specific tasks and challenges (Gould, 1964; Tucker & Bryan, 1991) and/or
the roles and functions of deans (Dill, 1980; Tucker & Bryan, 1991). Deans have the
highest position among the faculty and at the same time, they are a part of university
management team at the institution. They “face mounting challenges that in all
probability work against them as they strive to be effective administrators” (Montez et
al., 2000, p. 30). The researcher’s concern, in this study is to gain more
understanding of how leaders of university schools perceive their role and how
individuals within departments perceive the actions of their leaders. Also, though a
considerable body of literature has identified significant differences in leadership
roles by gender, few studies explored gender differences in higher education.
Therefore, this study is distinct since it dwells on the perceptions of the management
leadership role of the academic male and female deans by their faculty, by their
department chairpersons, and by the deans themselves.

Significance of the Study

With the leadership roles of the academic dean characterized by vision and
goals, faculty and program development, communication, administration, and fiscal
management, it is necessary for the faculty, chairpersons and deans to examine how
they perceive the role of the academic deans of the schools at the university.
Therefore, in this study, the researcher demonstrates the value of examining the
variance or congruence in chairpersons, faculty, and deans’ perceptions of the roles of
the academic dean by contrasting the perspectives of individuals' views for their

6

ACADEMIC DEANS
academic deans with the academic deans’ personal views. The clarifications attained
can:
1. Improve understanding the role of the dean in shaping the growth of higher
education institutions in Lebanon.
2. Improve formal and informal relationship between academic deans, chairs,
and faculty.
3. Improve administrative leadership at central and middle levels not only at
university governance but also at higher institutions in Lebanon.
4. Identify factors that contribute to the leadership roles of both male and
female deans as perceived by chairs and faculty.
5. Reduce incongruity in the deans’ perceptions of their role to eliminate any
sign of role conflict and ambiguity.
6. Eliminate gender bias in role perceptions of academic deans.

Key Terms and Their Operational Definitions
 Academic dean: a job title given to the academic officer subordinate to provosts
and vice provosts , and usually in charge of the school departments headed by
chairpersons or similar positions in three private universities in Lebanon whose
roles incorporate both administrative and academic responsibilities
 Department chairperson: The faculty member responsible for daily operation of
the department as well as long-term supervision of planning, scheduling, and
curriculum development; reports to the dean of the school
 Faculty members: Tenured or non-tenured professors, associate professors,
assistant professors, or instructors
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 Private universities: Three private, not national, universities in Lebanon that
follow the American system of education and that fit in one of the three epochs:
old generation, middle, and recent.
 Role: A set of functions and responsibilities relating to dean’s academic
management and leadership
 Role perception: Views/perspectives of the role of the dean which incorporates the
practice or implementation of functions and responsibilities relating to academic
management and leadership of the studied schools of three private universities in
Lebanon
 Role conflict: a situation in which one or more job expectations are incompatible.
This may exist: 1) between faculty members and the academic dean; 2) between
chairpersons and the academic Dean; 3) between the academic Dean and upper
management; 4) when there is role overload (too many roles) in academic
deanship
 Role overload: a great number of expectations from a position-holder
 Vision and Goals: a category of the academic dean’s leadership role determined
by the following functions: 1) Developing plans for the school; 2) Providing
opportunities that support the faculty’s research and creative activities; 3)
Articulating a clear vision for the school; 4) Demonstrating an excellent
professional role model for the faculty in academia, administration and leadership;
5) Obtaining faculty’s opinion on relevant issues or concerns; 6) Developing
goals, expectations, and priorities which describe the school’s goals and mission
 Faculty and Program development: a category of the academic dean’s leadership
role determined by the following functions: 1) Acknowledging faculty/staff
according to all of their pertinent accomplishments in teaching, research, and
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service; 2) Promoting a favorable environment for individual faculty professional
development; 3) Placing appropriate emphasis on improving the undergraduate
and graduate program; 4) Placing appropriate emphasis on improving quality of
teaching in the school; 5) Placing appropriate emphasis on research in
consideration of tenure/promotion/merit raises; 6) Making promotion and tenure
recommendations/decisions; 7) Encouraging creative approaches to new teaching
or research program development
 Communication: a category of the academic dean’s leadership role determined by
the following functions: 1) Being accessible to faculty members; 2) Being open to
faculty views that are contrary to his/her own; 3) Promoting open communication
with faculty; 4) Communicating the upper level administration priorities; 5)
Communicating the school's concerns to the upper level administration; 6) Making
clear correspondence and reports; 7) Making appropriate efforts to solve conflicts
between faculty and department heads; 8) Routinely convening productive faculty
meetings; 9) Treating faculty fairly
 Management: a category of the academic dean’s leadership role determined by the
following functions: 1) Displaying administrative procedures that are clear and
unambiguous for promotions, tenure, leave, etc.; 2) Exercising good judgment in
appointing associate and assistant deans; 3) Exercising good judgment in selecting
and retaining department or division heads; 4) Assisting in the recruitment of new
qualified faculty members; 5) Making appropriate efforts to retain outstanding
faculty members; 6) Attending to administrative matters in a timely fashion; 7)
Handling concerns and needs of faculty members well; 8) Keeping informed
about each department’s plans, priorities, accomplishments and needs; 9)
Conducting a credible review/evaluation of departments on a regular basis; 10)
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Delegating responsibilities and the authority to carry out tasks; 11) Organizing
and schedules classes; 12) Being an excellent manager
 Fiscal Management: a category of the academic dean’s leadership role determined
by the following functions: 1) Managing resources in the school; 2) Administering
the academic budget in the school; 3) Providing information about the academic
budget in the school

Organization of the Study

This research is presented in five chapters respectively. Chapter I presents the
purpose of the study, the major research questions, rationale, significance of the study,
definition of terms, expectations and limitations of the study. Chapter II includes a
review of selected literature relevant to the study. Chapter III describes the methods
and research design used in conducting the study. Chapter IV contains results analysis
of data and interpretation. Chapter V presents a discussion, conclusion, summary of
the major findings, assumptions, limitations, and suggestions for future research..
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CHAPTER TWO
LITERATURE REVIEW

The academic deanship is moderately studied amongst other major academic
positions in many Western countries. A number of published books, and a few articles
hoard the massive body of the current literature on deans in schools of education,
engineering, and law in other countries. This study will add to this literature by
introducing the leadership roles of the academic dean in three private universities in
Lebanon. The chapter will present six main sections:
 The Academic Dean: an overview of the academic dean’s role, job
responsibilities, and challenges
 Role Perceptions and Expectations
 Deans’ Perceptions of Stress Factors and Challenges
 Academic Leadership and Management
 Role Theory: a summary of the theory and its relevance to role
performance, role conflict and role ambiguity, as well as role analysis
 Leadership Differences by Gender
The importance of reviewing such literature lies in its relevance to the
objectives of this study and in setting a solid ground to find answers to the posed
research questions.

The Academic Dean

Much of the literature related to the role of the academic dean presents lists of
functions and advice from former and current deans. Academic deans are at the heart
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of their institutions. Being the highest-ranking academic officials in an institution,
next only to the president or chancellor and the provost, deans are accountable for a
diversity of components, including faculty, the central campus administration,
students, and alumni (www.answers.com/topic/academic-dean). Their role is
versatile, difficult, and often indefinite (DiFronzo, 2002). Because of their midlevel
placement within the higher education organizational structure (Roaden, 1970), they
are in the mid of incongruity, conflict, and debate; they play the role of association
builder, diplomat, and facilitator. Hence, a historical view of the role of the academic
dean is worth to describe.
The role of the dean emerged after the Civil War because of a raise in staffing
together with needs for new and extra services (DiFronzo, 2002; Rudolph, 1990).
Gould (1964) states that the role of the dean appeared when college presidents needed
someone to deal with record and organization tasks. It has also been stated that at this
time the dean’s primary role was to "maintain collegiate and human values in an
atmosphere of increasing scholarship and specialization" (Rudolph, 1990, p. 435).
The dean was the individual the students could refer to, in good and in bad times, to
discover life under his/her guidance. Incidences of a dean settling down a student’s
gambling debt, relate to students in their homes, and exemplifying to students the
standards of reverence, ethics and fairness have been recognized (Rudolph, 1990).
A Dean’s role is of great significance as he/she represents the most noticeable
symbol of the one in charge. Based on their scholarly achievements, deans are
selected and are expected to act upon the assigned responsibilities, to function as a
council, and to offer academic leadership as well. Roaden (1970) divided the role of a
dean into three categories: Giving academic leadership, managing the control
activities that have been delegated to him, and functioning as a member of a
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university policy-making body. Being the man in the middle, “The dean is in fact the
man in the middle, the man with two hats but hopefully not two heads” (Roaden,
1970, p. 14). To maintain academic leadership, the dean is expected to have a wideranging knowledge of the disciplines under his field. Since higher education is sought
to provide know-how to work out social troubles, scholarly efforts are required to
maintain skillful and insightful leadership from the dean. Institutional maintenance
activities, on the other hand, are increasing. These are the matters which deal with:
(a) autonomous budget decisions, (b) accountability for student conduct, (c)
committee responsibilities, (d) autonomy in faculty recruitment, employment,
promotions, and tenure decisions, and (e) provision of due process mechanisms for
faculty and student grievances. To Roaden (1970), the third category of a dean’s role
has to do with council obligations for institutional policy development. When
considerable authority is delegated to university units a council of deans is formed to
facilitate communicating upward day-to-day operations and engage in institutional
policy development. Deans have extensive contact with faculty and students, the
reason why their input is essential in policy development. An equally imperative
factor that Roaden (1970) emphasizes is the deans’ need to preserve their worth to the
institution and sustain their credibility as academic leaders. A dean who puts an end to
his scholarship is likely to finish up with personal and institutional tragedies. The
personal tragedy is the result of losing the trust of faculty and students, and the
institutional tragedy is the result of losing the intellectual model of scholarship a dean
symbolizes (Roaden, 1970). Consequently, deans need to keep up their scholarly
activities as these do not last long on past scholarship.
Even though they still retain some of their humane principles of the past, the
academic dean of today is perceived quite differently than in the past (DiFronzo,
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2002). Typically, academic deans are not only required to be scholars of highest
repute but also to possess some measure of managerial and leadership talent. The
former idea of the dean as a scholarly leader has been substituted by an executive
figure of the dean as politically shrewd and economically savvy (Gmelch et al., 1999).
Wolverton, Gmelch, Montez, and Nies (2001) affirm that a dean's duties have
eventually altered from being
almost exclusively student focused to include a multifaceted array of roles,
such a budgeting and fundraising, personnel and work environment
management, program oversight, and external public relations. (p.31)

Robillard (2000) illustrates this scheme by pointing that within job announcements of
the duties listed for prospective deans, one institution noted that the candidate must,
"assume leadership responsibility, curriculum planning and development, staffing,
evaluation, and budgetary administration” (p. 4). Another listed duty such as program
assessment, development of partnerships among internal and external constituents,
and conflict management skills (Robillard, 2000). The quality of these duties differs
because of the broad range of actions, resource limitations, and the varying tasks
within each institution. To handle such confusing responsibilities, academic leaders
need to be experienced in carrying out administrative and supervisory functions when
they take hold of deanship (Robillard, 2000). Wolverton and Gmelch (2002) present a
list of tasks which include resource management, academic personnel management,
leadership, internal productivity, personal scholarships, and public relations.
Bragg (2000) proposes six primary criteria that are fundamental for a dean.
These take account of: (a) knowledge of the mission, philosophy, and history of the
institution, (b) learner-centered orientation, (c) instructional leadership, (d)
information and educational technologies, (e) assessment and accountability, and (f)
administrative preparation. All of these understandings need to continue in order to
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progress as an institution progresses. As a leader, the dean must be prepared to
manage such changes. Bragg (2000) also explains that deans need to "possess
democratic leadership, creative management, and finely tuned human relation skills"
(p. 75). It is evident that deans need to be multi skilled as well as possess a surplus of
expertise in many areas. It would be seemingly unattainable, however, for these
leaders to know exactly the right answers to all the queries they come across and how
to treat every condition. Deans are likely to find resolutions to the complex and
various situations that come up each day. Findlen (2000) provides a structured
orientation for academic deans to make use of in conjunction with demonstrating
some critical concerns facing deans today. Of the top skills a dean is expected to
possess are the steady eagerness for knowledge, commitment to lifelong scholarship,
and the spirit to adopt change in the ever-advancing higher education. Along with
implementing the essential skills to cope with the challenges of the position, the
academic dean must always take on a leadership status. Findlen (2000) explains the
job of a dean as one that incorporates taking hard decisions, a "lonely activity” to
which faculty, staff, and students often quickly react. To illustrate a sample of mainly
difficult decisions, he (2000) summarizes five sides of a problem: the problem itself,
the issues, the players, the alternative courses of action, and the motives and goals.
Walker (2003) cites Findlen’s three recommendations for deans to treat such
complicated conditions: traditional, behavioral, and principled. (a) To get rid of
conflict, the traditional approach is to be used, (b) to understand and handle the
conflict, the behavioral approach is the solution, and (c) to take advantage of the
communication that follows an initiated conflict, the principled approach is to be
implemented.
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Wolverton, Gmelch, Montez, and Nies (2001) regard academic deans as “the
leadership linchpin that … lies midway between those perceived as leaders and those
upon whose work the reputation of the organization rests" (p. 3). Thus, deans connect
higher administration with the working base of an institution, and have numerous
roles and challenges. According to Rosser, Johnsrud, and Heck (2000), deans not only
work for two masters--the leading administration and the faculty--but are expected to
bring together and bond both perspectives.
Consequently, academic deans need appropriate skills to lead and manage
their departments. However,
They usually come to their positions without leadership training, without
prior executive experience, without a clear understanding of the ambiguity
of their new roles, without recognition of the metamorphic changes that
occur and without an awareness of the toll their new positions take on their
academic and personal lives. (Damico, Gmelch, Hopkins, & Mitchell, 2003,
p. 46)
Squeezed between administration and instruction, this midlevel academic leader has
been called a juggler who is required to manage successfully the frequently competing
priorities, interests, agendas, and other matters of concern to the various
administrators and faculty members of the university (Seagren, Wheeler, Creswell,
Miller, & VanHornGrassmeyer, 1994). These researchers effectively describe the
stressful aspects of the deans' responsibilities in their midlevel positions. Dill (1980)
portrays deanships as follows:
Most are built without designs, improvised instead from memories of
previous successes and failures and elaborated to the extent that local
initiative and creativity will allow.... Some ... have been known to capsize in
calm water and sink, flags flying, shortly after leaving the dock. (p. 261)
Therefore, Wolverton and Gmelch (2002) speculate that the “shell life” of academic
deans is at the stake since most faculty members are reluctant to accept leadership
posts. Academic deans today spend shorter duration of time in deanship than in the
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past (Reason & Gmelch, 2003). Instability, long-term vision deficiency, and trouble to
retain energy for constructive development are the direct consequences of recurring
turnover in leadership positions (Wolverton & Gmelch, 2002). Thus, future deans
must be ready to manage different situations as well as the changes that will
continually arise across campuses both within the institutional organization, as well as
with the faculty, staff, and students (DiFronzo, 2002).
Walker (2003) believes that it is essential to make use of professional
development so that deans are equipped to deal with the institution’s frequent
complicated needs. The attempt to manage various populations with a range of needs
can be overwhelming and cause problems for academic deans. However, clarifying
the role of the academic deans and defining their responsibilities are essential to
understanding the nature of the job. The deans’ ability to make complex decisions and
to handle the conflict that results from such decisions determines his/her effectiveness
in managing and leading the academic affairs of the unit. Hence, effective leadership,
broad expertise, and professional development are necessary tools to help the
academic dean lead the institution into the future.
A significant study by Wolverton and Gmelch (2002) surveyed 1,300
academic deans of colleges of education, business, liberal arts, and allied health
professions at 360 universities randomly selected in the United States. They explored
who the deans were, their roles, and challenges. According to the researchers, deans
were predominately-white males in their mid-50s who served an average of 5.6 years
in office. Results showed that committees of faculty and administration had selected
most deans; 57% of the deans were internal appointments, and 55% of the deans had
mentors. In terms of what was considered a traditional path to the dean position, less
than 40% had been associate deans, and over 60% had been department chairs. Duties
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of a dean incorporated in-house issues such as budgets, personnel management,
diversity issues, legal issues, and technology. External issues included public affairs,
fund raising, alumni relations, and developing business and industry partnerships
(Allen-Meares, 1997; Gmelch et al., 1999; Montez, Wolverton, & Gmelch, 2002).
Baskan and Ercitin (2000) attempted to explain what the personal and
organizational visions of faculty deans in Turkish universities for the 21st century are
by surveying 490 deans in different faculties. Personal vision development included
(a) self evaluation, (b) a clear definition of what the leader wants to achieve, and (c)
achievement of the sought desires. Organizational vision development, on the other
hand, included evaluation of the institution and definition of the dreamed institution.
The deans identified the educational environment in their universities as “dynamic”,
and “developing.” Their responses show that they have a significant prospective role
in supporting the learner-centered and learning universities of the twenty first century.
Their personal visions were similar to the ideals identified as linked with learnercentered universities. Consequently, the researchers found that top management must
give essential support and circumstances so that deans in Turkish universities are able
to work toward the ideal (Baskan & Ercitin, 2000).
Academic deans are considered as middle managers in higher education.
These midlevel academic leaders are hired to perform the routine business of the
colleges, and they represent the skilled professionals for the upcoming leadership of
the colleges (Shults, 2001). For instance, Briggs (2005) examined the work of middle
managers in English further education colleges holding a range of responsibilities.
The research at four colleges drew on data from senior managers, middle managers
and their teams, college documents and observation of meetings. The study focused
on the features of role played by the managers, the environment for management
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within which they implemented their function, and aspects of the college environment
that facilitate and obstruct them in their work. It was identified that middle managers
in further education colleges hold complex tasks within multifaceted and varying
environments. Through modeling, five aspects of role were explored, those of
corporate agent, implementer, staff manager, liaison and leader. Conditions within the
college environment, which influence positively and negatively upon the role, were
exemplified in order to find the main impact upon the effectiveness of the manager
role, and consequently the effectiveness of the college (Briggs, 2005).
Bruess, McLean and Sun (2003) identified the functions that deans of the
American Association of Colleges of Teacher Education found the most important.
The most important tasks selected by the surveyed deans were promoting quality
teaching, hiring qualified faculty, and developing effective partnership with schools.
The least important functions were keeping central administration well informed,
promoting staff development, and remaining current in his/her own discipline. Deans
pointed out that it was more important to work well with their faculty than with those
in central administration.
In the current environment, deans must handle decreased public trust and
confidence, increased calls for accountability from state and federal governments,
decreased public funding, technology and educational delivery, diversity, and the
changing demographics characteristics of students (Wolverton & Gmelch, 2002).
Life-long learners and students as consumers have put increased demands on faculty
to vary teaching styles, and renew programs, which can be costly and time consuming
activities. Deans are anticipated to lead change and lead their institution to meet
industry and business demands for better-equipped graduates, to function within
changing political and economic attitudes, and cope with rapid advancements in
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technology (Baskan, 2001; Wolverton & Gmelch, 2002). Leadership at this level
takes management skills, effective interpersonal skills, and the ability to establish a
leading vision for their college while fitting into the larger mission of an institution
(Montez et al., 2002). In spite of the fact that deans are held responsible for the
greatest diversity of duties, there was no research study found on how deans receive
training. How the dean perceives himself/herself may lead to too much dependence on
some management and leadership skills while disregarding others that are equally
important.
To reduce role ambiguity, fatigue, and burnout, Nies and Wolverton (2000)
consider the notion of mentoring to help the academic dean identify his/her
responsibilities, set goals and priorities, recognize his/her authority, and effectively
manage time. The researchers explored the extent to which mentoring is provided to
academic deans and examined its effect on their job. Findings indicated that in spite
of the fact that deans benefit from mentoring apart from race and gender, almost 50
percent do not receive mentoring support. The researchers concluded by
recommending a formal mentoring program through a mentoring committee that adds
to the dean’s expertise, knowledge, and skills. Such a program works better if
authorized and rewarded by the institution’s top management that fosters and
reinforces a support system to prepare future academic leaders (Nies & Wolverton,
2000). Universities had better broaden their commitment to developing future deans
especially that they are the ones expected to meet the needs of the organization.
Sattler (1999) in his paper “Surviving the Deanship”, presents the views of the
Dean of Bradely University’s College of Education and Health Services. Several of
her own leadership principles, which enabled her to survive and enjoy the deanship,
include her ability to (a) create a caring learning organization and a culture of change,
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(b) provide a model or approach as a unifying element, (c) lead change by being a
diplomat, (d) provide professional development opportunities, (e) always keep the
best interest of university at heart, (f) communicate on an ongoing basis with faculty,
staff and students, and (g) listen to your own inner voice and go with your gut
feelings.
Bruess (1999) divided factors that promote survival of deanship into four
categories: (a) with administrators, (b) with faculty, (c) with the provost and/or
president, and (d) with him/herself. It is of utmost importance to hire good
administrators that make use of effective delegation and communication. Of equal
importance is working with faculty respectfully and seeking their feedback. In
addition, a dean needs to be a team player, willing to accept and take tough decisions,
and manage time and personal life.

Role Perceptions and Expectations

According to Gorton and colleagues (2004), identifying and understanding the
role expectations of others is of importance for an administrator as long as they form
the standards of evaluation. However, faculty, provosts, students, and deans
themselves (Gmelch et al., 1999) can view the nature of the dean’s role and
responsibilities differently. Thus, exploring how others perceive academic deans such
as faculty and staff is a quite new and infrequently studied issue (Gmelch et al. 1999;
Rosser et al, 2000).
Trying to discover academic leaders’ perceptions regarding the essential
knowledge and skills for academic administrators, Townsend and Moyo (1996)
surveyed 210 deans and vice presidents of different colleges and universities.
Findings (119/210 respondents) revealed that the most wanted competence was in
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budgeting and finance (technical). The next equally desired competences were the
understanding of the environment in which academic administration is practiced
(contextual) and the interpersonal competence. Communicative competence and
conceptual competence came next consecutively (Townsend & Moyo, 1996). In
view of that, sufficient training that addresses those needs is required. Baskan (2001)
studied the attitudes of the deans of the faculty of education at Turkish Universities
about educational change in the restructuring process. The surveyed deans showed
positive attitudes towards educational change and institutional development.
Other descriptive studies have also examined faculty perceptions of the dean's
role. Matczynski, Lasley, and Haberman (1989) found that faculty rated
communication as the most essential feature of deans and affirmative action support
as the least important. Faculty members backed up deans who revealed a capacity to
articulate the unit's mission and to identify the purposes of the unit and the main
concerns of the job to diverse groups. Faculty members also believed that deans
should be held responsible for the academic standards of the unit. They expected
deans to hire a proficient faculty and to ensure that faculty members keep up high
academic standards in their classrooms. These stressful constraints involve wider
accountability, restricted or weak resources, bigger expectations for support, and
greater challenges in the relations of the deans with faculty and administration
(Seagren et al., 1994; Tucker & Bryan, 1991)
Academic vice presidents rely on deans to carry out the academic mission of
their units. Wolverton, Wolverton, and Gmelch (1999) concluded that role ambiguity
(e.g., understanding job responsibilities, having identifiable goals for the job,
understanding their authority, understanding senior administrators' expectations) had
an undesirable effect on deans' view of their job satisfaction and dedication to the
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institution. The implication is that the less well clarified the role is, the less successful
deans perceive themselves to be. Wolverton and colleagues assert that senior
administrators need to identify plainly the job description, authority, goals, and role
expectations, so that the dean’s effectiveness in performing the assigned functions can
be assessed. Heck, Johnsrud, & Rosser (2000) contend that one way to assess the
leadership of deans and directors is in reference to the expectations of the role and the
institutional rationale for assessment.
Eddy and VanDerLinden (2006) investigated if community college
administrators' perceptions of leadership match with the new definitions of the current
leadership literature or still reflect the more traditional hierarchical leader. The
researchers mailed a national survey of community college administrators consisting
of 34 questions to a stratified random sample of 1,700 community college
administrators across 14 positions. With a response rate of 54% (n = 910),
administrators perceived themselves as leaders due to their rank. Thus, administrators
tend to consider themselves as leaders using ideals that extend further than their
position. Slight differences found in defining leadership by gender indicate that
gender is not necessarily a definite variable of difference in leadership practice.
Unlike the more directive and autocratic male leadership perception, female
leadership is more participatory and valuing expertise assessed by effectively
maintaining an environment for change to advance their colleges. The findings related
to positional differences indicate more variation amongst positions than gender
differences. Corresponding to additional power administrators gain by moving up the
administrative ladder, further limitations are assumed. Academic affairs
administrators and others working in different hierarchical levels view themselves
capable of acting out change. As visionary leaders, presidents and provosts viewed
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themselves as determining the direction of the college but avoided naming themselves
as leaders for two reasons: (a) They assumed their leadership roles to fundamentally
accomplish the mission of the college, and (b) they were perceived so by others
according to the organizational chart. Since the positions of the president and provost
roles are more widely noticeable, inside and outside the campus, their actions are
closely examined for the sake of political competing parties (Eddy & VanDerLinden,
2006).
To investigate deans’ leadership, Gmelch and Wolverton, (2002) evaluated the
degree to which deans reveal the behaviors embedded in academic leadership. The
National Survey of Academic Deans in Higher Education was mailed to academic
deans of 60 public and 60 private institutions randomly selected from 360 institutions
across Carnegy classifications. To find whether deans revealed the qualities detected
in the researches’ definition of academic leadership, three leadership dimensions were
assessed – community building, setting direction, and empowering others. Deans in
the study perceived themselves as effective leaders due to the mean high scores of
each of the qualities of academic leadership. Consequently, they believed themselves
to be good leaders. Female deans had relatively higher score than male deans on
building community, empowering others and setting direction. Deans who consider
themselves as primarily as faculty members didn’t perceive themselves strongly on
the dimension of setting direction for the college unlike those who consider
themselves as both administrators. Yet, the ones who view themselves as both
administrators and faculty members revealed unimportant difference on any of the
dimensions of leadership qualities. Meanwhile, less motivation about setting direction
was reflected by deans who had been in their positions for more than ten years. Deans
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were found to be balanced in their leadership approach. The expectations and
requirement of deans vary according to the culture of the higher education institution.

Deans’ Perceptions of Stress Factors and Challenges

Acquiring information about the deans and their perceptions of stress factors
and challenges is essential to maintain active and creative leadership.
The level of stress perceived by deans is affected by the extent of congruence
between an academic dean and the university environment, which consecutively
affects job satisfaction (Wolverton & Gmelch, 2002). Gmelch, Wolverton, Mimi,
Wolverton, Marvin, & Sarros, James (1999) investigated the causes of stress
originating from the dean’s role and pressure. The target was to explore the
dimensions of the four-stage stress model experienced by deans in both Australia and
the United States and the relationship of institutional and individual dimensions of
deanship in relevance to their perceived stress, satisfaction, and performance. The
Deans’ Stress Inventory (DSI) was mailed to a sample size consisting of 1,370 deans,
with a response rate of 60%. A parallel study was done in Australia. The survey was
mailed to all the deans and of 287 deans reported for a 68% response rate. In both the
U.S. and Australia several perceived dimensions of stress are shared by academics in
universities: Administrative task stress, provost/supervisor-related stress, faculty/chair
(Head)-related stress, time/personal stress, scholarship stress, salary/recognition
stress, and fund-raising stress. Yet, this study draws attention to the significance of the
extra stress factor of fund-raising and the pressures outside normal office hours due to
the role inflation of the academic dean in comparison to faculty and department
chairs. Hence, the researchers concluded that universities
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need to consider the consequences of increasing dean responsibilities without
reassigning some existing duties to other administrators or perhaps doing
away with them all together … Such a move frees deans up to engage in
reflective thinking about where the college is and where it should be in the
future. (Gmelch et al., 1999, p. 15)

Another study conducted by Wild, Ebbers, Shelley, and Gmelch (2003) backs
up the presence of stress factors for 324 out of 750 community college deans. Nine
stress factors were identified: (a) Role strain, (b) managing human interactions, (c)
intrinsic job demands, (d) managing professional/personal life, (e) professional
maturity, (f) balancing leadership and scholarship, (g) administrative identity, (h)
fiscal responsibilities, and (i) external constituency demands. Hence, the researchers
realize the importance of such a research in order to support academic deans and help
them maintain their success in handling the stresses they run into while on the job.
Wolverton and Gmelch (2002) point out, “job satisfaction and person-environment
are crucial determinant in work-related stress experienced by deans” (p. 74).
Reason and Gmelch (2003) affirm that it is worthy to consider what
constitutes a good match for an academic dean so that higher education institutions
reduce depressing stress, raise job satisfaction, and promote deans’ stability and
perseverance. The researchers examined deans’ perceptions of environmental factors
that predict their perception of being fit at their institution. This research added to the
studies of Gmelch et al. (1999), Wolverton and Gmelch (2002), and Wild et al. (2003)
professional and collegial relationships into the variables that expect academic deans’
satisfaction. Deans (N=821; 60% males & 40% females) in the United States were
surveyed. Results indicated that deans are apt to have little contribution to fiscal
support for the institution but do have considerable weight over the relationships
within their institutions. The most significant predictors of whether the dean perceive
the institution to be a “good” place to work were the perceived quality of interaction
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between faculty and staff, faculty and students, and among top management. To
increase a dean’s perception of the institution a good place to work, the researchers
derived from the results some ideas to implement related to upgrading fundraising
efforts, lobbying state legislators for adequate funding, and bearing in mind “fit”
when recruiting deans. Hence, as Reason and Gmelch (2003) have indicated,
“Changing the environment by focusing on the relationships in the college and
university will have the greatest impact on the behavior of the deans” (p. 23).
Challenges in the position of dean have been caused by under-prepared
individuals who were stuck in escalating roles with increased expectations to serve
faculty, administration, external factors, negotiations between opposite sides, and
balancing scholarly interests with personal interests (Gmelch et al., 1999). Montez
and Wolverton (2000) reported that deans sensed seven challenges in their near
future. These areas were identified as fiscal, administration, curriculum and program
development, faculty, technology, personal balance, and diversity. Seventy-five
percent of deans surveyed agreed fiscal, administration, and curriculum and program
development were the top three challenges in the next three to five years in their
deanships. The findings of this study confirm the deans’ need for continued
professional training and development, personal balance in terms of time management
and organization. Deans did not reveal high confidence in dealing with their
challenges since their continuously increasing responsibilities exceed their inabilities
to handle them. Hence, universities should consider designing a new configuration of
deanship by
Treating the deanship as a partnership between two or more equals (co-deans,
co-CEOs) rather than a sole proprietorship headed by one omnipotent dean
may result in more effectively led colleges and universities. (Montez &
Wolverton, 2000, p. 13)
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In an attempt to investigate deans’ organizational socialization process and to
understand how they successfully made this transition to the deanship Damico,
Gmelch, Hopkins, and Mitchell (2003) interviewed a convenience sample of
education and human development using in-depth open-ended interviews at different
stages of the deanship. The researchers developed a core set of questions to use with
all the participants and a number of unique questions for each of the four “seasons” of
a dean’s life. The deans reflected on their routine and non- routine notions of the
deanship in addition to their perspectives, beliefs, and general sense making. Findings
confirmed that the deans’ primary career stages followed the anthropological rite of
passage throughout “three universal stages of separation, transition, and integration”
(p. 33). The deans’ socialization processes more likely matched those of other
academic leaders than those of teachers. Hence,
Passage to a deanship begins with letting go. It starts with an end… It is the
springtime of deanship … It is a time of starting new, sowing the seeds,
having them take root and budding as a dean. (Damico et al., 2003, p. 34)
The dean’s professional cycle freshly begins with zest and confidence to experience
the accomplishments of deanship and endure its ups and downs (years one to 2).
Obstacles that stressed and hindered the new deans from effectively meeting their
requirement were relevant to personnel, budget constraints, poor president and
provost support, and personal imbalance. Consequently, a new dean’s success whose
values and mission match those of the university turned into the condition of being fit.
“Hitting Your Stride: Years Four to Seven” is the summer season of the deans who
are conscious of the know-how of deanship. Deans reported self-fulfillment and job
satisfaction due to professional accomplishment and collaboration with faculty and
other deans. Personnel concerns as pettiness of faculty; promotion, tenure and
termination decisions, frustration from resource and administrative barriers were
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reported as the cause of the dissatisfaction. “Keeping the Fire Alive: Eight Years and
Beyond” is the fall season of a dean’s life. A long period of deanship of replicated
routine results in failure to maintain interest in the job, to uphold with changes in the
field, and perhaps to go through a ‘performance plateau’ due to their sense of futility.
To keep up their enthusiasm, experienced deans explored new skills by moving to
another deanship or to other institutions. To avoid feeling plateaued at some point,
seven survival skills came out and helped deans survive deanship: (a) communication
in all directions; (b) understanding the deanship as a means of serving others; (c)
knowing yourself by seeking feedback arid expressing your values and beliefs to
others; (d) boosting leadership and learning through continued professional
development; (e) relating well to others, especially your provost; (f) having a clear
vision; and (g) loving the deanship or letting it go. “The Ending of an Era: Life after
Deaning” is the winter of deanship. Interviewed deans expressed their pleasure in
contributing to the success of their students, faculty, and institutions and reflected on
their dissatisfaction at the insufficient administration support, lack of effective
communication with administration, dealing with faculty of diverted vision, and
conflicts with faculty and students. Former deans expressed their relief from pressure
and stress of deanship, regained their healthy family life, and had the leisure to choose
their professional opportunities be it returning to faculty or engaging in other
activities. Deans also recommended that to uphold the vision, current deans need to
move forward their institution, employ and retain good faculty, persist taking lead,
reflect on their performance, and have a good time in deanship (Damico et al., 2003).
Another study conducted by Gmelch (2000) explored the socialization process
academics go through to get settled into a new deanship. The researcher focused on
the individual challenges deans encounter when effectively reacting to "the call" for
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academic leadership. Depending on the end point they want to reach, academic deans
are either to sustain and strengthen the current setting or build chances for the desired
change. To achieve this, he recommends a number of tactics to be undertaken in order
to assume responsibility and become skilled at the job: (a) Write an Entry Plan, (b)
build strong working relationships, (c) establish your credibility, (d) develop your
leadership team, (e) protect your scholarship interests, (f) treat the past with respect,
and (g) prepare three envelopes for the new dean. Therefore, the socialization of
academic deans’ values and visions is of utmost importance should they meet the
expectations of their surroundings.

Academic Leadership and Management

Leadership and management are two concepts that are more likely to be used
interchangeably. Still, these terms in fact describe two different notions. Management
is the act of managing (www.wordreference.com). Management focuses on a method
of maintaining control over things such as planning, budgeting, reporting, supervising,
and so on.
Leadership however, has to do with the process of setting off and dealing with
change (McKay, 2005). Leadership is concerned with stimulating people to work
towards the achievement of the new direction, which is often through the personal
example set by the leader.
The literature on academic leadership is rich. Everybody wants to have
leadership, yet not many people, including the experts, can even define it accurately.
A leading expert on the topic, Bennis (1989), stated, "To an extent, leadership is like
beauty: it's hard to define, but you know it when you see it " (p.1). Therefore, he
thinks everyone, with varying degrees of success, can acquire it. Accordingly,
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contemporary leadership theory suggests that leaders can be made and are not
essentially born. The ability to transform one’s self and vision into a positive reality
that guides a course of action or point of view can make a leader. Gmelch (2002)
backs up this idea and adds, “The preparation of academic leaders takes time, training,
commitment, and expertise” (p. 22). Leadership is just one important factor of the
directing function. Thus, leadership is just one of the many features a successful dean
should have.
Bennis and Nanus (1985), renowned writers on leadership, explained that
books that dealt with leadership are considered as useless and “pretentious” and
asserted that there is no need to add to the surprising pool of leadership definitions.
"Managers do things right, while leaders do the right thing” (p. 19). This implies that
managers execute things by the book as per the institution policy, while leaders follow
their own insight, which may do more good to the institution. Managers think
gradually, whereas leaders think thoroughly. According to Burns (1978), however,
“Leadership is one of the most observed and least understood phenomenon on earth”
(p. 2).
Higher education has experienced significant changes in how leadership is
viewed. Gaither (2007) presented some aspects that have influenced this change.
These incorporated a flatter organizational structure, diminished institutional loyalty,
and the concept that quality leadership can be built and is necessary at all levels of an
organization. Performance expectations are greater than before as responsibilities and
accountabilities have increased. Like Bennis and other modern theorists, Gaither
(2007) believes leadership can be developed and taught to anyone provided that a set
of criteria for leadership and developing leadership potential is established, and
opportunities for leadership development of selected individuals are conferred after
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defining leadership qualities. Gmelch (2002) proposes three conditions to develop
academic leaders: (a) conceptual understanding of the unique roles and
responsibilities encompassed in academic leadership, (b) the skills necessary to
achieve results in the course of working with faculty, staff, students, and other
administrators, and (c) the practice of reflection to learn from experiences and perfect
the art of leadership. Accordingly, academic leadership can be built within particular
setting and scheme.
The main goal of a manager is to exploit the output of the organization
through administrative performance. As a consequence, managers assume the
following functions: organization, planning, staffing, directing and controlling. A
manager can only be a leader once given formal authority to be effective. "For any
quality initiative to take hold, senior management must be involved and act as a role
model. This involvement cannot be delegated" (Predpall, 1994, p. 31).

Role Theory and Its Relevance to the Academic Dean

Role theory is a viewpoint in social psychology that regards most of everyday
activity to be related to the roles, or expectations, of the individual and of others as
perceived by cultural norms (Biddel, 1979). It suggests a number of schemes about
social behavior. First, people live in groups almost all through lives. Second, people
hold different positions in these groups. Third, each position can be referred to as a
role, with an entire set of tasks that are formed as per the expectations of others.
Fourth, formal expectations turn to norms when most individuals feel at ease in
providing punishments and rewards for the anticipated behavior. Fifth, people usually
conform to roles. Finally, the expectancy of rewards and punishments inspire this
compliance (Biddel, 1979). Hence, the social context of the position of deans
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determines how they view and perform their role. To Kurzet (1997), a dean’s
personality is revealed in how he or he understands those culturally based role
expectations, which in turn have a significant influence on role definition. The
importance of this theory lies in the fact that a leader can identify role perceptions and
performance in accordance with the objectives and values of the institution.
Therefore, academic deans can acquire the essential skills of management and
leadership to effectively maintain instructional innovation. Because academic deans
represent a critical institutional role, researchers have found that deanship is a
management leadership role that is rather social and political than hierarchical or
methodological (Dill, 1980; Gmelch, Wolverton,Wolverton, & Sarros,1999;
Wolverton, Wolverton, & Gmelch, 1999).
But roles signify more than relationships. They also represent functions, or
duties. Thus, a person who is a dean of a faculty at university is expected to operate in
specific ways and in accordance with the title the person holds as well as the
expectations we have in our society about the ways deans should act. Every role is
associated with a number of characteristics involving norms of behavior. In this case,
a dean is expected to manage the faculty, improve the contribution and productivity of
students, build up curriculum/syllabus, teach/lecture, conduct research and so on. A
dean may be a father, husband, brother in his family but he is also the head of faculty,
an academic staff, a colleague, and so on in his working environment.

Role Performance of the Academic Dean

According to Hardy and Conway (1978), role performance is a distinct
behavior or action appropriate to a specific position. It relates to how effectively a
person acts his role. For instance, all deans do the same fundamental role, but their
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success or failure in that role, that is, their performance will vary dramatically. On the
other hand, there may be more than one way to perform a role successfully. The
question that arises here is how to and who judges that a dean is doing well or not? It
is worthy to note that role performance is evaluated not only by concrete data but also
by others rather than by the individual doing a particular job. This emphasizes the
idea of jobs being performed along with other jobs and the importance of others as a
basis of information to use when assessing our success or failure in a certain role.
Role relationship will always be based on a set of norms particular to the culture in
which the roles exist.

Role analysis
Blatner (2002), in “Our Social Being-ness”, clarified that individuals are set in
a system of relationships at various levels. Several interacting roles underlie these
various relationships. Hence, a dean may take the role of the husband, father, brother,
and head of faculty. Such roles are not easy, especially the ones that involve key
relationships and functions. Yet, to diagnose problems at work in an institution, role
analysis can be put into action.

Role Conflict and Role Ambiguity

Trying to serve two masters, deans often face circumstances involving roles
that conflict with standards or that conflict with each other. Deans are expected to
provide personal support for department chairs and on the other are required to
appraise them. This ends up as role conflict.
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Hardy and Conway (1978) explained that role conflict is a situation in which
the role expectations are clashing or jointly limited. This is typical when the norms of
one role we act hinder our behavior according to the norms of another role. A dean,
for example, may play two different roles. He could be a father and has to take care of
his six-year-old son as per the consistent norms. However, because he does not feel
well, he has to be taken to hospital to do the X-ray at 3 pm on a Friday afternoon.
Being the head of a faculty represents his second role which calls for his faithful
commitment to respond to his employer’s demand to attend an urgent meeting in case
of a crisis at work. In such a situation, if he follows the norms related to one role, he
will violate the norms related to the other role. Actually, it is not his fault and no
matter what he chooses to do will mean getting into trouble with either his family or
his employer (Hardy & Conway, 1978). Thus, he will end up with an internal or
external role conflict.
Gorton and colleagues referred to “intra-role conflict and extra-role conflict”
(2004). An intra-role conflict occurs when the incompatibility of role expectations
leads to the administrator’s uncertainty about which role to assume. However, an
extra-role conflict is the result of other’s attempt to challenge the role of the
administrator due to opposing role expectations. Being academic leaders in the
middle, deans have to deal with situations requiring them to take part in roles that may
conflict with their standards or that conflict with each other. In other words, they face
the problem of struggling to serve two masters (Wolverton et al., 1999).
Role ambiguity is relevant to the extent to which we have adequate knowledge
to complete the task or meet work requirements and expectations (Biddel, 1979,
Kurzet, 1997, Dill, 1980, & Wolverton et al., 1999). A case in point that Wolverton
and colleagues (1999) cited is when expectations of the university counteract those of
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the faculty, or when expectations of either party stay undetermined. Deans who try to
achieve what is expected face some discrepancy. The top management, for instance,
may ambiguously recommend cutting down costs, mean while faculty may want the
academic dean to pay out more on research, travel, and tools. With such a move, the
dean faces a no-win condition that certainly contradicts the university's announcement
of financial control (Wolverton et al., 1999).
Besides, there is some indication that the size and type of institution can
promote role conflict and role ambiguity. Ryan as cited by Wolverton et al. (1999)
clarified that there is a greater chance of role conflict and ambiguity in larger
universities where the environment is more complex and competitive. For instance, a
dean may desire to work on research and publication but realize that work load and
time restrictions render such a desire unreachable.
To overcome role conflict and ambiguity, Gorton and colleagues (2004)
recommended considering: (a) job descriptions that are clear and definitive, (b) better
personnel selection, and (c) the administrator’s personality and leadership style.

Leadership Differences by Gender

A large body of literature exists on the issue of women and role, and the
subject can be studied from a variety of perspectives. While much of the emphasis has
been on assessing performance and the influence of gender bias, other studies have
explored the extent to which there are gender differences, and the way those
differences influence behavior. Betz and Fitzgerald (1987) contend that as a
convention women were considered as mentally and physically inferior to men which
consequently impeded women's career development and fostered discrimination.
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Research has not only studied aptitudes but also personality and behavioral variables
as well.
A study conducted by Shaw and Casselli (2007) examined how female and
male academics within university business schools in UK perceive their roles. The
extent to which there are gender differences in perceptions of good performance was
explored. Gender differences are shown to exist in the ways women and men define
the academic role and in what they think is important both to themselves and the
institution. Female academics favored teaching professionally, being rewarded by the
organization, and being acknowledged for their concern for students.
Meanwhile, a high-academic position as well as being appreciated for their intellect
was valued by male academics. Flexibility was perceived by males as freedom and
individual control, whereas it was relevant to other roles females had to do in their
lives.
Academic leadership of male and female deans as perceived by the academic
deans themselves and by their subordinates is worthy to be examined in higher
education. According to Eddy and VanDerLinden (2006), slight differences found in
defining leadership by gender indicate that gender is not necessarily a definite
variable of difference in leadership practice. Unlike the more directive and autocratic
male leadership perception, female leadership is more participatory and valuing
expertise assessed by effectively maintaining an environment for change to advance
their colleges. The findings related to positional differences indicate more variation
amongst positions than gender differences. When investigating deans’ leadership,
Gmelch and Wolverton, (2002) evaluated the degree to which deans reveal the
behaviors embedded in academic leadership and found that female deans had
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relatively higher score than male deans on building community, empowering others
and setting direction.
Astin and Leland (as cited in Rosser, 2001) stated that females considered
their leadership effectiveness as due to networks, collective action, and the capacity
for self-analysis. Rosser also investigated the effectiveness of deans as perceived by
faculty and staff. The leadership domains she studied included quality of education,
research/community/professional endeavors, support for institutional diversity,
management of the unit, communication skills, vision and goal setting, and
interpersonal relations. She discovered that the faculty and staff rated the female
deans higher on all seven leadership dimensions.
Burns (1978) explained that leaders are categorized as either transformational
or transactional. Transformational leaders tend to set high goals and plans for
themselves to attain, maintain the trust and confidence of their followers and are
usually skeptical of the status quo.

Conclusion

In conclusion, the academic dean’s role is quite complex and diversified as the
previously mentioned. Because of their fundamental role in developing institutional
management and leadership, academic deans are viewed as leaders by faculty and
students, those with whom they share authority. The reviewed literature indicated that
the performance of academic deans and directors is seen by many as pivotal to the
success of individual units, and thus, what faculty and staff together perceive as
important standards to qualify as an academic dean is essential for deans to be aware
of. Taking into consideration the conceptual and methodological issues previously
recognized in examining the leadership management role of the academic deans in
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higher education, this study explores how such a role is perceived and attempts to
examine the variation or congruence between the perceptions of the deans,
chairpersons, and faculty.
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CHAPTER THREE
RESEARCH DESIGN AND METHODOLOGY

This chapter, which discusses the sources of data and methodology employed
in conducting this study, first introduces the purpose of the study and proceeds to
discuss: (a) research design, (b) research context, (c) instruments used, (d) validity
and reliability, (e) triangulation, (f) method of data analysis, and (g) ethics.
This study explored the perceived role of academic deans in three private
universities in Lebanon. The inquiry focused on the deans’ perceptions of their role,
the chairpersons’ perceptions of the deans’ management and leadership role, and the
faculty’s perceptions of the deans’ management and leadership role. The purpose of
this study was achieved by considering accessible western studies on the role
perceptions of academic deans in higher education and comparing their findings and
implications to those of the current study. This research is distinctive since it dwells
on the perceptions of the management leadership role of the academic male and
female deans by faculty, by department chairpersons, and by the deans themselves.
The diversity of higher education zone may sometimes hinder universities from
copying each other’s systems, yet an understanding of the impediments which restrict
and outline the diversity of their management leadership performance is worthy.
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Research Design

As the research tends to be exploratory in nature for the purpose of
determining the participants’ perceptions of the role of academic deans, it is primarily
qualitative. Capturing “the thinking of the participants from the participants’
perspective” (Fraenkel & Wallen, 2006, p. 431) is the main concern of qualitative
studies, and one of the assumptions of this study is that there are multiple perspectives
as stated earlier in chapter one. The researcher anticipated that the exploratory
descriptive research design in which mixed methods may be practiced is the right
choice for this study as elaborated below.
Making use of a range of interrelated interpretative methods enables the
studied phenomenon to be understood from different sides. Thus, as Burns (2000)
corroborates, “normative patterns” (p. 395) of the academic dean’s role are
investigated. To achieve that purpose, the case study method is adopted. A case study
is “an intensive analysis of an individual unit (as a person or community) stressing
developmental factors in relation to environment” (Merriam-Webster Online
Dictionary. 2009). Cohen and colleagues (2007) and Burns (2000) confirm that a case
study method focuses on a specific entity or scheme considered as atypical or
representative. It is used to explore an organization, an individual, a program, an
experience, or an activity (Creswell, 1998). In other words, they allow reflecting a
holistic vision of studied entities with all aspects and intricacies.
A common criticism of case study methodology is that it allows analysis of
small data sets. Though the data is extracted from a factual resource, conventional
experimental techniques cannot be applied, or where they are used, they may have
restricted function due to the shortage of enough data to meet requirements for
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statistical significance (Davies, 2007). Another weakness is that relying on a single
case makes generalizing findings improbable (Yin, 2003).
For that reason, a multiple-case study method was employed where the
researcher studied more than one case at the same time. The advantage of multiplecase study method is that it provides adequate evidence (Davies, 2007), tends to be
convincing, and brings about a valid generalization; yet, it consumes resources and
time (Fraenkel and Wallen, 2006). According to Bassey (1999), this method allows
investigating a number of “singularities” (p.47) within each context, drawing
comparisons between each case, and then extracting “fuzzy generalizations” (p. 12).
Eisenhardt (2002) asserts that generalization is reinforced through the replication of
case studies, in order to recognize data through the “multiple lenses”; this is reached
by considering distinct university environments. In this context, however, Bassey
(1999) explains that the formulated theory does not aim at scientific generalization;
but it does look for concepts which may be valid somewhere else. Likewise, Yin
(2003) argues that multiple-case studies require what he calls “replication logic” and
states that “case studies, like experiments, are generalizable to theoretical propositions
and not to population or universe.” (p. 10). Consequently, the assumptions examined
in this research are only true for the universities where the study was conducted.
Therefore, the researcher employed a multiple-case study method which focused on
three private universities in Lebanon. The hierarchical organizational structure of
higher education presented in Figure 1 below largely applies to these universities.
They follow the American system of higher education whose hierarchical
organizational structure incorporates a Board of Trustees that has a decisive
supremacy and a Legislative role; a President who carries out administrative tasks;
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universities follow the American system of education that is modified to the local
needs and requirements of the Lebanese Ministry of Higher Education. The academic
year is divided into two four-month regular semesters, fall, and spring, and two
summer terms, and English is the language of instruction. The education system is
credit-based and classroom attendance is required. Two of the universities included in
the study are multi-site universities.

Research Context

The research context refers to the time and place where the data was collected.
Exploratory descriptive research is usually a field study in a natural setting. In this
study, data was collected at three private universities in Lebanon over a period of one
year.

University A
University A represents the old generation, a well-established one that started
in 1924. It has five schools: Arts and Sciences, Business, Engineering and
Architecture, Medicine, and Pharmacy. The schools of Arts and Sciences, Business,
and Engineering and Architecture offer Associate Degrees in addition to several
special or Non-Degree Programs. The majority of its students range between middle
to high economic classes. The university is accredited and has a total of 6,794
students (3,649 males and 3,145 females), and 584 faculty members (201 full-timers
and 483 part-timers).
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University B
University B is one of the recent generations of universities established in
2001. It has about 15000 students of middle and poor socioeconomic status and
graduates an approximate number of 800 students per year. The mission of the
university is to contribute in graduating well-informed and competent people for the
purpose of developing the intellectual and social background of the new generation.
In its six campuses, it employs about 500 full-time and part-time faculty members
distributed in five faculties: Business, Engineering, Education, Arts and Sciences, and
Pharmacy. It awards Bachelor and Master’s Degrees of: Arts, Science, Business
Administration, Agriculture, and Education, and Doctor of Pharmacy, in addition to
Non-Degree Programs.

University C
University C, midway between A and B, was founded as a college in 1955. It
includes about 150 full-time and part-time faculty members and not less than 1000
students. It has four faculties: Business Administration and Economics, Sciences,
Social and Behavioral Sciences, and Humanities. It offers Bachelor and Master
Degrees in the Arts and Sciences.

Research Population and Sample
The sample of this study was drawn from population that met the following
criteria: All the academic deans, chairpersons and faculty members serving in three
private universities following the American system of instruction in Lebanon. The
sample selected included seven academic deans, department chairpersons (N=20), and
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faculty (N =80). The faculties used in the study are: Arts and Sciences, Pharmacy, and
Engineering.
In order to understand the role of the academic deans and determine how they
manage and lead their units, some relevant role perceptions are explored in light of
the study purposes. Research indicates that accurate representation of the deans’ roles
can be reached by securing information from the people they associate with. For this
reason, the chairs and faculty members are the right choice in order to present a
logical comparison. This helps determine the extent to which there is congruence of
perceptions of those involved.
Fraenkel and Wallen (2006) explain that purposive sampling is used when
certain prior information is tracked. Yet, they add that this may cause mistakes if the
choice was inaccurate. According to Burns (2000), it is suitable to examine a
particular phenomenon. Convenience sampling, however, includes participants who
are available and willing to participate. Though cannot be considered representative of
any population, convenience samples can be used if they are the only option for the
researcher. Nevertheless, researchers recommend obtaining demographic data of
participants and replicating the study since the results can only be true for the studied
sample.
A purposive population is appropriate for this study since it allows examining
the particular phenomenon chosen by the researcher. The chosen phenomenon in the
current research is represented by the perceptions of role of the academic deans by
faculty members, by department chairpersons, and by the deans themselves. Also,
because the scope of the selected cases is limited (Fraenkel & Wallen, 2006) to three
private universities whose language of instruction is English, a purposive selection is
suitable. The three universities were selected for being different institutions within the
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field of higher education. University B, from the recent epoch, was included to
present a different perspective the researcher already had of University A, from the
old generation epoch. Meanwhile, University C, from the middle epoch, was added
because there was only one female dean in the formerly chosen universities. Hence, a
female dean from University C was selected so that the variance of perceptions of
leadership roles by gender could be identified.
Since some of the deans, chairpersons, and faculty members were not
available or they refused to participate, there was no selection frame from which a
sample could be randomly drawn to make sure all academic deans of A, B, and C had
an equal chance to be included in the sample. As a result, access was limited to the
individuals’ availability or consent to contribute, and the researcher was left with the
option of a convenience sample. The contacted deans expressed their willingness to
participate in the study, and their consent to explore the perceptions of their faculty
members was sought. The specific participants were selected based on their
availability and approval at the time of data collection. Not less than 100 faculty
respondents from the three universities were included. This sample size was selected
to be as representative as possible given time and convenience constraints of faculties.
Full-time and part-time faculty members who vary in age and gender consist of
professors, assistant professors, associate professors, and instructors.
Therefore, the sample of participants consisted of three groups (Figure 3.2):
1) Seven academic deans: five males and two females – three from each of
Universities A and B and one from University C
2) Department Chairpersons: seven from University A, ten from University B,
and three from University C
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can best be captured and understood when considered from different points of view,
or when a variety of both qualitative and quantitative methods are used. Yin (2003)
and Cohen and colleagues (2007) advised researchers to utilize semi-structured
interviews, questionnaires and narrative documents as data collection instruments. For
triangulation purposes, the researcher employed these same tools in order to compile
data and answer the research questions. These helped present different views of the
case and avoid the problem of researcher bias.

Instrumentation
In this study, four instruments were used to collect data about the participants’
perceptions of the academic dean’s role: A review of available documents, semistructured interviews with the selected academic deans, a questionnaire answered by
the sample faculty members and chairpersons who report to the deans, and a review of
anecdotal records written the chairs and faculty members. The benefit and use of each
method is discussed separately.

Document Analysis
Fraenkel and Wallen (2006) explain that collecting documents either confirms
or fakes what is collected by interviews and questionnaire. Burns (2000) advises
researchers to organize and group the data by means of coding to secure the process
of comparing and contrasting of identified thematical concepts. In fact, the researcher
implemented this technique of content analysis when analyzing the data collected
from interview and anecdotal evidence. Likewise, the same method was conducted
when examining the documents below that were available to the researcher:
1. Job Description for Academic Dean (University B & C)
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2. Organizational Chart (Universities B & C)
3. Governance By-laws (University A & C)
Such documents according to Fraenkel and Wallen (2006) indicate
institutional expectations of the universities (the researcher’s emphasis) and allow
checking their perceptions and expectations to determine if there is any variance or
congruence in the context of the academic dean’s performance. Their content provides
an insight into the administrative and leadership context within which ADs manage.
Additionally, they help clarify and confirm the interviews data.
The researcher gained access to these documents either from the university
website or from requesting them from the academic dean. B and C’s Job Description
for Academic Dean is parallel to A and C’s Governance By-laws.

Interviews
Fraenklen and Wallen (2006) explain that the details extracted from interviews
add clarity to what is collected by the questionnaires. Yet, they are time consuming
and only a small number of the sample can participate. Thus, the researcher conducted
seven semi-structured interviews with the selected academic deans in their campus
offices: Three from University A, another three from University B and one from
University C. The aim of the interviews was to document their perceptions of their
leadership and management role.
Two factors helped maintain rapport between the researcher and the deans.
First, the researcher conducted face-to-face interviews in the campus offices of the
academic deans where they felt comfortable in an anxiety free context. Also, the
interviews were preceded by a preliminary visit, e-mail and/or phone call to the
academic deans, where the objectives of the research were discussed, an appointment
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for the interview was set, and the permission to audio-tape the session was taken.
Only one individual dean refused to have the interview session audio-taped.
Confidentiality of the deans’ responses and audio-tapes was promised and assured
more than one during the interviews.
Fraenklen and Wallen (2006) contend that the interview questions should be
relevant to the research questions of the study and should have the “standardized
open-ended interview” (p. 457) where the exact wording as well as the sequence of
questions are to be planned ahead of time in the form of interview schedule with
slight language differences. Hence, the researcher employed this format of the
interview whose open-ended questions are pertinent to the research questions and
based on faculty’s questionnaire, but which at the same time allow flexibility for the
deans to reflect their individual differences. This factor of individuality of expression,
according to Burns (2000), provides the participant’s perception of what is factual and
valid. In addition, the standardized open-ended interview format helps compare the
responses of interviewees free of context constraints and minimizes the interviewer’s
bias. There were twenty open-ended questions about dean leadership roles and
responsibilities (e.g. what is your vision for your school? What are your goals for the
school, and how do you see them evolve over the next three years? How do you deal
with faculty’s good accomplishment in teaching, research and service?). A sample of
the semi-structured interview schedule can be found in Appendix A.
In the interview session whose duration was between 30 to 45 minutes,
background information was collected and semi-structured questions were formulated
about the dean’s perceptions of deanship. These questions were related to the dean’s
vision and goals, program development, communication, management, and role
conflict. The interviewees had ample time to express their thoughts and reflect their
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perceptions when responding to the interview questions. But this was not the case for
one interview that was rushed due to the time constrain the dean had. The researcher
made sure to employ the exact wording as well as the sequence of questions with
slight language differences. Some questions were either over looked or tailored to fit
the speech context of the interviewed dean; hence, allowing individual flexibility and
distinction. The interviews were conducted in the offices of the selected deans in their
respective campuses and during their office hours. All the tape-recorded interviews
were transcribed to allow double checking responses when need be. The researcher
respected the personal preference of one dean who refused to have his voice taperecorded, and in this case notes of the responses were hand written during the
interview session and developed immediately afterwards. Finally, the transcribed raw
data was categorized into themes and sub-themes to be analyzed and compared with
other findings

Questionnaire
The questionnaire was the second data collection tool in order to document the
department chairs and facultys’ perception of the deans’ leadership roles within the
school and the whole university for this allows assessing the generalization deduced
(Burns, 2000). This instrument is suitable since it checks the perceptions of the
majority of the research sample (N=100). Not only does it seek information from a
big number of participants, but it also provides the opportunity to generate contrast to
the data derived from the intensive interviews; and thus, the wide variety of responses
obtained helps in maintaining balance and enhances the validity and reliability of the
methods adopted. The questionnaire items explore the department chairs and faculty
members’ perceptions of the actual role the academic dean of their school is engaged
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in, rather than of the ideal role. The researcher developed questions that drew upon
concepts based on an extensive review of professional literature and existing Western
appraisal instruments.
After the critique of the committee members supervising the study, the first
draft of the survey emerged with demographic questions and scale questions on the
faculty’s perceptions of five categories of leadership responsibilities and one category
to determine their perceptions of academic deanship role conflict:
A. Vision and Goals (VisGoal)
B. Faculty and Program Development (ProDev)
C. Communication (Comm)
D. Management(Mgmt)
E. Fiscal Management (FisMgmt)
F. Role Conflict (Conf).
The second draft of the instrument came out after a number of modifications
recommended by the supervisory committee were incorporated. The items of the
questionnaire measured the extent to which the department chairs and faculty
members revealed their perceptions of each category variables mentioned earlier. The
percentage of the chairs and faculty members indicating their perceptions of the
academic dean’s role was determined. Also, how the department chairs and faculty
perceived their male or female dean was of significance to determine. Accordingly,
the extent to which there is variance of perceptions of leadership role by gender was
measured since the two of the studied academic deans were females.
To answer the questionnaire, each respondent of the sample was instructed to
circle a rating scale from 1 to 5 that mostly represented his/her real perception of the
academic dean’s role. The rating scale indicated the extent to which the participant
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agreed or disagreed if the functions were performed by the academic dean (1 =
strongly disagree; 5 = strongly agree). A response of "1" signified that the respondent
had a poor perception of the dean’s performance on that item, and a response of "5"
signified an exceptional perception of the dean’s performance on that item. A choice
of "Undecided” was also available as a response to each question in case the
participant’s perception was neutral, he/she had no idea, or finds the question item not
applicable.
Each leadership category, therefore, was specified by a series of items. The
scale was used to check the reliability of the responses to the group of 44 tasks and
characteristics of the academic dean. Prior to the scaled items, demographic variables
were obtained. The variables included gender, age, highest degree, years worked with
the dean, organizational role (chair or faculty), position (instructor, assistants,
associates and full professors) and tenure status. The instrument was pilot tested on 15
randomly selected faculty members that were excluded from the sample (Cohen et al.,
2007). They stated that it took 10 minutes to answer and disclosed their interest in
this study by saying, ‘it’s unique.’
A cover letter was attached to the survey, printed, and delivered one-to-one to
the sample of chairs and faculty members in order to secure the biggest percentage of
response rate. A sample of the cover letter and questionnaire can be found in
Appendix B.
Usable responses were received from 20 department chairpersons and 80
teaching faculty members – 62 males and 38 females (see Table 1).
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Table 3.1
Questionnaire Response Rate
Gender
Male

Count
18

Female

2

Chair
Column N %
90.0%

Count
44

10.0%

36

Faculty
Column N %
55.0%
45.0%

Anecdotal Evidence
An anecdote in Merriam-Webster Online Dictionary (2009) is defined as “a
usually short narrative of an interesting, amusing, or biographical incident”. In
research, anecdotes are brief personal accounts or narrative documents that tell stories
relevant to the issue of interest. Therefore, anecdotal evidence encompasses examples,
cases, or stories that illustrate a position or declaration.
There is already a significant body of literature in favor of anecdotal evidence
to represent and transmit complex information. One of the motives for this concern is
the ability of narrative to represent the context economically and effectively within
which complicated knowledge can be attained (Denning, 2001). According to Handy
and Ross (2005) written accounts are of considerable value as a qualitative research
technique since they are “A time-efficient means of gathering good-quality,
descriptively rich data” (p. 40). In addition, they recommend employing this method
particularly in cases where participants are well-educated and can express their ideas
in writing. Letherby and Zdrowsk (as cited by Handy & Ross, 2005) explain that
written accounts may at times generate information which is easier to reserve and
analyze than in print interviews, since most qualitative research requires transcribing
oral interviews into written texts, and then extracting key concepts from these texts.
The researcher chose anecdotal evidence as a narrative-based tool because it is
an effective technique of reflecting the multifaceted, interconnected, and unpredicted
complexity that exists in organizations. The sample chairs and faculty members were
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asked to provide semi-structured written accounts of a meaningful contact with their
dean. The narrative inquiry (see Appendix C) explored a brief incident when the
participants had a meaningful (positive/negative) contact with the Dean (e.g. worked
through a problem; served together on a committee or task force; or during a
meeting). Four questions to prompt and elicit the anecdotal evidence follow:
1. What happened?
2. What significance did the incident have at the time it was occurring?
3. What did it mean to you at the time?
4. What is the significance of the incident now?
However, the response rate (44%) to the anecdotal evidence was small due to the fact
that a few participants felt uncomfortable to write their anecdotes, which is discussed
in the limitations section. The qualitative responses of the participant’s written
anecdotes were treated as a data collection technique for purposes of analysis. The
researcher extracted key concepts from these texts by systematically coding the data
in order to exploit “comparisons, contrasts, and insights” (Burns, 2000, 430) when
analyzing. Some excerpts from the narrative evidence were cited to report relevant
data. Such documents helped in revealing the faculty’s perceptions of the role of their
dean.

Validity and Reliability
Cohen and colleagues (2007) defined validity as a demonstration that research
tools should cover what they contend to measure; whereas reliability is a
demonstration that the research instruments maintain accuracy and precision when
applied on a similar group of participants in a similar context. To Fraenkel and
Wallen (2006), validity refers to “the appropriateness, meaningfulness, correctness,
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and usefulness of the inferences a researcher makes” (p. 150). And Burns (2000)
defines reliability as “dependability, stability, consistency, predictability” of results”
(p. 336). Yin (2003), however, explains that the quality of a descriptive case study can
be determined by means of three tests: Construct validity, external validity, and
reliability. To him, since construct validity in case study research is difficult, multiple
sources of evidence are to be used when collecting data. External validity is another
threat for it deals with the concept of generalizing which is difficult to achieve unless
the findings of the case study are replicated. Reliability as the third test relevant in
measuring the quality of case studies implies that if the same case study is conducted
another time following the same procedures devised by the first investigator, the same
findings and conclusions are to be reached.
To ensure the quality of this study, the researcher aims at following the tactics
recommended by researchers of case study designs. With the purpose of maintaining
the construct validity, multiple sources of evidence are employed when collecting
data: Documents, questionnaire, semi-structured interviews, and anecdotal evidence.
Particular construct, such as leadership, or a combination of theoretical relations are
checked. In this study, the researcher first describes and determines several categories
of leadership that would serve as fundamental standards for investigation purposes
within the institutions to be studied. The selected categories and standards include
setting vision and goals for the school, contributing to professional development of
the school, having high quality communication skills, managing the school, managing
the academic budget of the school, and controlling role conflicts. In general, these
fundamental categories are supported in research on leadership in higher education
administration.

57

ACADEMIC DEANS
According to Burns (2000), generalization is difficult to maintain in the
habitual sense because the rationale of a case study approach does not constitute
generalization. Yet, he adds, “… generizability is often left up to the reader, who may
ask, ‘To what extent can I relate what is in this study to my own situation?” (p. 477).
Accordingly, the findings about the perceived role of the academic dean that come out
at the end of this study are expected to be a ground for other interested researchers to
compare to their own interpretations and conclusions, and who, thus, will test out its
validity and reliability.
In an attempt to check the validity of the final draft of the questionnaire, the
researcher made certain the items replicate the concepts covered in the research
questions and literature review. The items of the questionnaire: Vision and goals,
faculty and program development, communication, management, fiscal management,
and role conflict match the ideas highlighted in the reviewed literature. Also, the
greatest number of response rate is determined by making sure the respondents
answer the questionnaire on the spot and in the researcher’s presence if possible.
Meanwhile reliability is ensured by using the Cronbach’s Alpha reliability statistics
on the dependent variables (questions that determined the leadership role of the
academic dean) to determine the rationale equivalence reliability that estimates the
internal consistency of the questionnaire. Fraenkel and Wallen (2006) confirm that
score of _ > .9 is excellent, _ > .8 is good, _ > .7 is acceptable, _ > .6 is debatable, _
> .5 is poor, and _ < .5 is not acceptable. The test score of the Statistical Package for
Social Sciences (SPSS) resulted in a .93, indicating a high score of reliability of the
questionnaire items. Tables 2 and 3 depict the alpha reliability coefficient and item
statistics respectively.
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Table 3.2
Alpha Reliability Coefficient
Cronbach's Alpha

Cronbach's Alpha Based on Standardized Items

N of Items

.934

.932

44

Table 3.3
Questionnaire Item Statistics
Item Statistics
1. The dean involves the faculty in developing plans for your
school.
2. The dean provides opportunities that support the faculty's
research and creative activities.
3. The Dean consistently articulates a clear vision for the future.
4. The Dean is an excellent professional role model for the
faculty in teaching and academia.
5. The Dean is an excellent professional role model for the
faculty in administration.
6. The Dean is an excellent professional role model for the
faculty in leading the school.
7. The Dean appropriately obtains faculty opinion on relevant
issues or concerns.
8. The Dean leads in developing goals, expectations, and
priorities, which describe the college’s mission and role.
9. The Dean acknowledges faculty/staff according to all of their
pertinent accomplishments in teaching, research, and
service.
10. The Dean promotes a favorable environment for individual
faculty professional development.
11. The Dean places appropriate emphasis on improving the
undergraduate program.
12. The Dean places appropriate emphasis on improving the
graduate program.
13. The Dean places appropriate emphasis on improving quality
of teaching in the school.
14. The Dean places appropriate emphasis on research in
consideration of tenure/promotion/merit raises.
15. The Dean makes promotion and tenure
recommendations/decisions.
16. The Dean encourages creative approaches to new teaching
or research program development.
17. The Dean is accessible to you as a faculty member.
18. The Dean is open to faculty views that are contrary to his/her
own.
19. The Dean's communication style promotes open
communication with faculty.
20. The Dean communicates the upper level administration
priorities
21. The Dean communicates the school's concerns to the upper
level administration
22. The Dean makes clear correspondence and reports.
23. The Dean makes appropriate efforts to solve conflicts
between faculty and department heads.
24. The Dean routinely convenes productive faculty meetings.
25. The Dean treats faculty fairly.
26. The Dean's administrative procedures are clear and

Mean

SD

N

3.94

1.071

100

4.12

.844

100

4.04

.790

100

4.01

1.000

100

3.82

.892

100

3.63

1.070

100

4.03

.926

100

3.77

.962

100

3.93

.956

100

3.76

.889

100

4.20

.829

100

3.35

.903

4.21

.880

100

3.83

.933

100

3.96

.953

100

3.75

.857

100

4.16

1.261

100

3.65

1.381

100

3.80

1.407

100

3.88

.924

100

3.58

.997

100

4.07

.913

100

3.60

1.128

100

3.73
3.93
4.07

1.033
1.130
1.018

100
100
100

100
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unambiguous for promotions, tenure, leave, etc.
27. The Dean exercises good judgment in appointing associate
and assistant deans.
28. The Dean exercises good judgment in selecting and retaining
department or division heads.
29. The Dean assists in the recruitment of new qualified faculty
members.
30. The Dean makes appropriate efforts to retain outstanding
faculty members.
31. The Dean attends to administrative matters in a timely
fashion.
32. Faculty members concerns and needs are handled well by
the Dean and staff.
33. The Dean keeps informed about each department’s plans,
priorities, accomplishments and needs.
34. The Dean conducts a credible review/evaluation of
departments on a regular basis
35. The Dean effectively delegates responsibilities and the
authority to carry out tasks.
36. The Dean organizes and schedules classes.
37. The Dean is an excellent manager.
38. The Dean effectively manages resources in the school
39. The Dean effectively administers the academic budget in
the school
40. The Dean openly provides information about the academic
budget in the school.
41. Role conflicts do exist between faculty members and the
academic Dean.
42. Role conflicts do exist between chairpersons and the
academic Dean.
43. Role conflicts do exist between the academic Dean and
upper management.
44. There is role overload (too many roles) in academic
deanship.
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3.41

1.443

100

3.50

1.396

100

3.67

1.016

100

3.68

1.197

100

3.90

1.133

100

3.47

1.403

100

4.00

.876

100

3.70

.990

100

4.13

.747

100

3.06
3.70
3.56

1.188
1.345
.820

100
100
100

3.30

1.020

100

3.18

1.086

100

3.07

1.208

100

2.96

1.333

100

2.99

.823

100

3.28

.996

100

In interviews, leading questions and bias as a result of the interviewer or
interviewee’s attitudes, expectations, misperceptions, or misunderstandings may be one
cause of invalidity (Cohen et al., 2007). To validate the interview measure, the
researcher worked on minimizing the amount of bias as much as possible. Being a
faculty member of one of the studied universities and a student at another, the
researcher brings to the attention of the readers that her bias was minimized by her
being objective as much as possible. Despite the fact that the researcher herself
collected data, bias can be circumvented by identifying consistent patterns to be
implemented when collecting data from participants having different perspectives
(Deans, chairs, and faculty). As Cohen et al. (2007) advise, the reliability of the semi-
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structured interviews will be controlled by generating a schedule of the same wordings
of formulated questions, sequence, and format to be implemented when interviewing
each of the selected academic deans (See Appendix B). Further, to reduce subjectivity
and improve validity and reliability of the implications derived from the collected data,
other measures are considered as Fraenkel and Wallen (2006) recommend like:
Reporting the exact procedures followed, audio taping interviews, transcribing tapes,
coding responses, and documenting sources. Hence, the researcher handled this threat
by documenting data collection tools, audio-taping interviews, and meticulously
reporting procedures and steps followed when gathering information. All this was done
to enhance validity and reliability of the inferences drawn from the collected data.
In anecdotal evidence, the respondents were requested to honestly write in
reflection to a past incident with their respective dean. The validity of this instrument
“… lies in its ability to represent the informant’s subjective reality, that is to say, his
or her definition of the situation” (Cohen et al., 2007, p. 164). Yet, the extent to which
the respondents are honest in writing their encounters could not be determined.
Hence, this instrument has a validity threat. According to Plummer (as cited by Cohen
et al., 2007) reliability can be emphasized by reducing sources of bias arising from the
respondent, researcher and the interactional encounter itself. To eradicate researcher
bias, special concern was taken when collecting, synthesizing, and interpreting data.
The researcher acknowledges the fact that she is employed at one of the studied
universities, yet, she aimed at being as critical as possible.

ACADEMIC DEANS
Triangulation
According to Burns (2000), in social sciences research, triangulation is vital
because it helps to explore fully and understand the complex behavior of individuals
by considering various perspectives or by employing different methods of collecting
data, be it qualitative or quantitative or a combination of both. The current study seeks
information from three different groups of participants: Academic deans, Chairs, and
faculty members, and hence, reveals one form of triangulation to compare and
confirm the validity and reliability of inferences reached from the collected data. To
answer the different research questions of this study, four instruments were
implemented (interviews, questionnaire, anecdotal evidence, and review of
documents). Accordingly, the trustworthiness of the conducted study is supposed to
increase by means of another form of triangulation. Semi-structured open-ended
interview protocols were carried out with the selected academic deans. All selected
chairs and faculty members answered the same questionnaire. Similarly, anecdote
encounters were collected from chairs and faculty members as well.
Cohen et al (2007) recommends comparing interviews to other valid measures
to ensure validity. In this study, therefore, the results of the questionnaire are
compared to those of the interviews, anecdotal encounters, and collected documents
(Figure 3.3).
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considered when collecting data from participants. Respondents were not forced to
participate or to answer any question that caused them discomfort. Confidentiality of
the answers of the entire sample was surely assured. Not any name or identifying
representation was disclosed. Moreover, bias was controlled as much as possible on
the part of the researcher by being critical and objective. However, some
psychological discomfort might have resulted from the nature of the anecdotal
evidence where participants were requested to write about an incident of a contact
they had with their dean. In spite of the fact that anonymity was promised, some
refused to write without any elaboration; meanwhile others expressed their concern of
an individual threat of being identified through their anecdotes.

Data Analysis
Analysis of the data was achieved in the following manner. The recorded
interviews were transcribed verbatim, and the dean’s personal information was
interpreted. The researcher, then, compared, analyzed, and categorized into themes
and sub-themes directly. Thematic data, as contrasted to introducing individual cases,
maintains the anonymity of the academic deans involved.
Strauss and Corbin (2008) advise to use open coding to name and categorize
the data for the purpose of analyzing the findings. Since the interview questions were
based on the variables measured by the questionnaire, individual data was coded and
sorted into six broad clusters: Vision and goals, Faculty and Program Development,
Communication, Management, Fiscal Management, and Role Conflict. All the deans’
responses were compared to each other in a way that enabled meaningful insight to be
reached (Burns, 2000).

64

ACADEMIC DEANS
The questionnaire was the second instrument used for collecting data. Data
collected from the questionnaire was categorized on the basis of the same categories
derived from the seven interviews. The data was analyzed to identify the perceptions
of chairs and faculty members regarding their academic dean’s role and compared to
the conclusions drawn from the interviews, anecdotal records, and reviewed
documents.
A total of 100 participants from Universities A, B and C responded to the
questionnaire (20 chairpersons and 80 faculty members), which is, according to
Fraenkle and Wallen (2006) and Burns (2000), a very good rate.
The Statistical Package for Social Sciences (SPSS version 17) was used for
data analysis, and the following variables were measured: Vision and goal (VisGoal),
Faculty and Program development (ProDev), Communication (Comm), Management
(Mgmt), Fiscal Management (FisMgmt), Role Conflict (Conf).
Descriptive statistics (means and standard deviations) were formed to present
the participants’ responses to the questionnaire items and to determine if there are
differences of perceptions. The one-tailed t-test statistical method for comparing
means was utilized to check the level of difference of role perceptions. The means of
the rates of DCs and FMs were compared at 0.1 level of significance. The results of
the questionnaire were then compared to the results of the interviews.
The university documents and narrative responses of the participant’s
anecdotes were treated as data gathered for analysis. Job Description for Academic
Dean (University B & C), Organizational Chart (Universities B & C), and
Governance Bylaws (University A & C) were considered as official benchmarks of
the role the academic dean issued by the university. Anecdotal evidence, being written
by the faculty themselves, helps in either confirming or contradicting the participants’
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perceptions of their dean. As such, to analyze the data collected from the
aforementioned tools, the researcher employed an analytic plan that involved a
comparative analysis (Strauss & Corbin, 2008) approach and included a three-step
process of coding, categorizing, and synthesizing themes. Intertwined within the three
step process, a content analysis technique illustrated by Patton (1987) was applied
through which coherent and significant themes and patterns throughout the data were
identified.
The codes used for the purpose of analyzing the findings are as follows:
1) Academic dean leadership roles: VisGoal: Vision and goals, ProDev: Faculty and
program development, Comm: Communication, Mngt: Management, FisMngt:
Fiscal management, and Conf: Role Coflict.
2) AD (AD1, AD2, AD3, AD4, AD5, AD6, and AD7): Academic deans’ interviews,
randomly numbered
3) DC: Department Chair person
4) FM: Faculty member
The results of the questionnaires, interviews, anecdotal evidence, and
university documents were then reviewed, analyzed, and compared by the researcher.
This involved synthesizing and comparing the themes and responses of the three
categories of participants to emphasize congruency or discrepancy of perceptions. All
the obtained data was finally analyzed in reference to the reviewed literature.

Conclusion

This chapter described the research design, sources of data and methodology
employed in conducting this study so that handling of data would not be abused. An
exploratory mixed-methods design was justified and four sources of data were
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identified. The instruments used were elaborated and triangulated in order that their
validity and reliability be calculated. The technique of data analysis was articulated
and research ethics were corroborated. Subsequently, significant concepts were
drawn, interesting findings were explored, and considerable inferences were put
together as seen in the following chapter.
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CHAPTER FOUR
FINDINGS AND INTERPRETATIONS

This chapter presents the findings and interpretations on the basis of the
collected data that help answer the research questions. The study investigated the role
perceptions of academic deans using multiple data collection methods including semistructured interviews with seven academic deans of schools of: Arts and Sciences,
Engineering, and Pharmacy in three private universities, a questionnaire answered by
the chairs and faculty members of the selected deans, university documents
(Governance Bylaws, Job Description, & Organizational Chart), and anecdotal
evidence written by the sample department chairs and faculty members. The
application of triangulation is discussed in relation to their contribution toward a
greater understanding of the perceptions of the academic dean’s role, as well as the
barriers to the adoption of this strategy. At the end of the chapter, a summary of the
findings will highlight important issues to take forward to Chapter Five for further
discussion.
The aim behind collecting the data was to answer the following research
questions:
1. How do selected academic deans in three private universities in Lebanon
perceive their leadership roles in terms of: (a) vision and goals, (b) faculty and
program development, (c) communication, (d) management, (e) fiscal
management, and (f) role conflicts?
2. How do chairpersons and faculty members of the selected deans in three
private universities in Lebanon perceive the leadership roles of the academic
dean in terms of: (a) vision and goals, (b) faculty and program development,
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(c) communication, (d) management, (e) fiscal management, and (f) role
conflicts?
3. To what extent is there congruence of role perceptions between the deans and
chairpersons, deans and faculty, and chairpersons and faculty?
4. To what extent is there variance of perceptions of leadership roles by gender?
The results of this study will attempt to answer the research questions
indicated above, and they are delineated in seven sections: 1) Profiles of the
interviewed academic deans, 2) Document analysis, 3) Perceptions of academic
deans, 4) Demographic data about department chairs and faculty members, 5)
Perceptions of department chairs and faculty members, 6) Content analysis of
anecdotal records, 7) Deans vs. chairpersons and deans vs. faculty, and 8) Variance of
perceptions of leadership roles by gender. Sections one through three answer the first
research question. The next three sections consider the second research question.
Finally, the last two sections reflect on the third and fourth research questions.
Academic deans, departmental chairs, and faculty members will be referred to
henceforth according to the following abbreviations: AD, DC, and FM respectively.

Profiles of the Interviewed Academic Deans

The interviewees had been AD in one of Universities A, B, or C for an
average of five years with a range of one-to15 years. One AD was between 30 and 40
years old, two were between 40 and 50 years, and four were between 50 and 60 years.
Most were internal candidates (85%) and had Ph.D. degrees in the different
disciplines of Sciences, Humanities, Pharmacy, and Engineering. The ADs varied in
prior administrative experience: 77% had prior academic administrative academic
experience; and 33% had administrative experience from another field. Four of the
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ADs were responsible for schools of Arts and Sciences, two ADs for Schools of
Pharmacy, and one AD for School of Engineering. Two of the ADs were females;
whereas four were males.

Document Analysis

What can be depicted from the reviewed documents (Bylaws, Job Description,
and Organizational Chart) are the official role expectations of AD as perceived by the
upper administration of universities. These expectations are the benchmarks to be
referred to when analyzing the findings of the interviews, survey, and anecdotal
records.

Academic Dean Leadership Roles
AD, as defined by the analyzed documents, is the chief academic and
administrative officer of the school who is in charge of all the functions pertaining to
the success of the school.
The findings of the documents will be analyzed holistically for identifying the
five categories of AD leadership role: Vision and goals, faculty and program
development, communication, management, and fiscal management.

Vision and Goals
AD is responsible for strategic planning, vision, leadership, and supervision
of the school.
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Faculty and Program Development
AD is responsible for overseeing, assessing, upgrading, and supporting the
overall performance of all academic and professional development programs of the
school.

Communication
AD is the school's main liaison with various university committees and
councils, faculty, and staff. In addition, AD is a representative of the university in
local, regional, or international activities relevant to the mission of the school.

Management
AD is expected to:


Report to the provost and vice president for academic affairs.



Provide leadership and coordination of the development and administration of
university policies affecting faculty, staff, and students.



Help in the recruitment and retention of qualified school faculty and staff.



Oversee academic advising of students, and course offerings.



Supervise the work of the chairpersons of departments.



Act as a member of the council of deans.



Act as a Coordinate accreditation plans at the school.



Perform other functions as may be assigned by the Provost.

Fiscal Management
The dean is expected to assess the needs of the school for the budget and for
the staffing of the school. This includes approving department chairs budgets before
submitting them to the upper administration.
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The vision and goals category includes specific roles with responsibilities that
AD managed through careful attention to details: 1) Involving faculty in developing
plans for the school; 2) Providing opportunities that support the faculty’s research and
creative activities; 3) Articulating a clear vision for the school; 4) Demonstrating an
excellent professional role model for the faculty in academia, administration and
leadership (combined); 5) Obtaining faculty’s opinion on relevant issues or concerns;
and 6) Developing goals, expectations, and priorities which describe the school’s
goals and mission.

Involving faculty in developing plans for the school. All ADs confirmed
involving faculty in developing plans for their schools. AD1 in University B, for
example, backed up his reply by assuring that, being democratic, decisions in his
school are taken after consulting with those that are involved but the final decision is
his if half agreement was reached:
I really stress on that because I see myself very democratic in the sense that
every big decision I want to make I have a school council, which consists of
the chairs and myself; and every decision we take as a majority. So I make
sure that they are involved in everything as much as possible. On the other
hand, if there is something we don’t agree on, let’s say the vote is fifty fifty,
I take the initiative and have my own decision.
AD7 in University A tied school progress in teaching and research to faculty
involvement and added that through this leadership position, chances should be
provided, especially to newly appointed ones, to contribute and share their expertise.
AD5 in University A gave credit to faculty contribution to the school functions,
“everything we do goes through the faculty, and we sort of oversee. The actual work
is done by the faculty”.
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AD2 from University B asserted the importance of teamwork and that the school
performance was attributed to the contribution of all faculty members. He even
highlighted the hardship he faced to have this method accepted by his colleagues:
I have to a admit it took me time to convince my colleagues that this is the
best methodology and this is the best way to raise the school and enhance
the university from one level to another.
AD3 from university B corroborated involving faculty in developing plans for the
school by means of consultation and discussion with senior faculty members, “We
altogether work as a team; it’s not a one man show”. AD6 from university A had the
same principle and reiterated the same term, “teamwork”. AD4 from University C
mentioned working as a group, “We are a big family, and we try to work together”.

Providing opportunities that support the faculty’s research and creative
activities. When asked if they provided opportunities that support the faculty’s
research and creative activities, University B ADs stressed that they had started to
implement that as soon as they were equipped and had the necessary resources. As an
illustration, AD2 explained, “Regarding research, we have started the process of
having the tools and the canes to walk through the passes so that research is achieved
at . . ..”

AD1 clarified that the university had formed a research council responsible for
issuing grants to interested faculty members working on research,
Faculty who are not aware of that, I sit with them and tell them that it’s
possible for them to get money for their research. And I tell them that doing
research, publishing papers, and so on is very good on their CV and at our
university …

On the other hand, all ADs from universities A and C said that they encouraged
faculty research and creative activities by catering for those involved. This was done
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through course release, funds, or sabbatical leave during which they could perform and
achieve their goals, which in turn were the goals of the university. “You should
provide resources, and this is time and money so the faculty can succeed.” AD 4 from
University C commented. Thus, the academic dean’s target is to eliminate obstacles
from the way of productive faculty members so the school can achieve its potential.

Articulating a clear vision for the school. All ADs confirmed that they
shared a clear vision of their school with their chairs and faculty. They emphasized
their vision was making the academic life and the quality of education better, or
achieving excellence in all the aspects of teaching, and research. AD2 in University B,
which belonged to the newt epoch, replied:
Well, vision from day one was to make quality of education reach its
paramount, to have stable and loyal faculty members, to hire most qualified
faculty members, and to attract qualified students. We have the most
modern, sophisticated curricula in the nation, and we do have in most
campuses all the educational laboratories. We made a big difference
between research labs and educational labs. We do have all these labs and
we do have lots of excellent faculty members; and we are hiring
continuously with the help of the administration qualified faculty members.

This indicates that the university, being from the recent epoch, is in the
process of development to achieve balance in its inner academic system.
The vision of AD4 in University C stressed making use of faculty’s potentials,
“to try to get the maximum of the inner talents of our faculty, to get an excellence of
performance”.
AD5 in University A that belonged to the old generation epoch linked the
vision of the school to achieving accreditation,
We’re in the process of accreditation… constructing new programs. My aim
is to make sure the school of… competes not only with schools in the region
but also internationally. And that’s why I’m keen on changing programs,
updating them, using technology in the classroom, emphasizing this liberal
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arts dimension. We would like to graduate well rounded individuals who
have background in humanities, history,…
Similarly, AD7 in University A stated that his goal was to achieve excellence
in all the aspects of teaching, research and of placing the school on the map of the first
at the university, sister universities in Lebanon, as well as in the Arab area in the
Middle East.
This implies that having a long history in the field of higher education pushes
towards not only local but also broad-spectrum excellence.

Demonstrating an excellent professional role model for the faculty in
academia, administration, and leadership. As per their job description, all ADs
were expected to teach in their field of specialty at their school in addition to their
administrative tasks. When asked whether they perceive themselves as role models in
academia, administration, and leadership, different responses were collected. Almost
all ADs never called themselves role models in academia and suggested that others
(faculty and students) are supposed to utter their say. On the other hand, all said they
were doing their best as administrators and pointed to hear their success stories from
others. As an illustration, AD2 in University B asserted that by saying,
I can’t tell you if I’m good or bad, … so I may tell you I’m the best teacher
and I’m not, I might tell you I’m the worst teacher and I’m not. You should
direct this question maybe to other faculty members or to students. As for
the administrative work, I’m extremely confident in what I’m doing, and I
do believe I’m doing a reasonable job. I think the rest of the team and I have
moved the school to a level where we can claim that we are heading in the
right direction. We have not reached our goals yet, we still have a lot of
work to do, but we are heading in the right direction.

Developing goals, expectations, and priorities which describe the
school’s goals and mission. When inquired about their school goals, all ADs
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expressed their intention to walk through the steps of excellence in the field of higher
education. AD1 in University A stated:
I’m keen on changing programs, updating them, using technology in the
classroom, emphasizing this liberal arts dimension. We would like to
graduate well-rounded individuals who have background in humanities,
history…
Of the major goals articulated by AD4 from University C was “establishing
new areas of fresh majors that other universities have. I do not say duplicate but
compliment, find what others are doing and try to do something that compliments”.
Hence, the chief goal of this university in the middle epoch was to maintain an intact
reputation.
Likewise, AD1 in University B elaborated,
My goal is to make our school as best as possible academically for our
students… I say my goal is to make this place, our school, the best place at
our university and in Lebanon. Saying that, I’m talking about the quality of
education, the quality of involvement with the instructors, and the quality of
research. So, my goal is to give our students the best education possible.
How to do that? That’s something that has to be written in pages.

Faculty and program development
The second AD leadership role category incorporates 1) Acknowledging
faculty/staff according to all of their pertinent accomplishments in teaching, research,
and service; 2) Promoting a favorable environment for individual faculty professional
development and research.

Acknowledging faculty accomplishments in teaching, research, and
service. All ADs confirmed that they acknowledged accomplishments of FMs in
many ways such as promotions, awards, or appreciation in public. To illustrate, AD1
in University B explicated,

77

ACADEMIC DEANS
If part-timers, I recommend them for a full time. Another thing is
the raise in money if they are full-timers. Another thing is an award
given to one instructor every year in our school… I acknowledge
them in front of the instructors and I give the positive feedback to
the upper management.
Hence, acknowledgement in University B was mainly in the form of promotion from
part-time to full-time, as AD2 exposed, “That is reward; that is stability and loyalty.…
We’re doing a process such that both the administration and the faculty are satisfied”.
AD4 in University C asserted that professional FMs were acknowledged for
their research, or for any remarkable performance. AD6 and AD7 in University A
added that senior or retiring FMs were appreciated and given special celebrations to
make them feel they had been of value.

Promoting a favorable environment for individual faculty professional
development. ADs reported providing professional development opportunities, to
insure professional success and faculty retention. Therefore, to be on track, faculty
members were regularly assessed to detect any need for upgrading their knowledge
and/or their teaching skills. AD1 in University B mentioned class visits for the
purpose of peer review. AD3 said they gave regular seminars and workshops at their
school based on the faculty needs.
The same feedback was received from ADs in Universities A and C. For instance,
AD7 in University A address the concept of professional development saying,
Whenever…. there is a need of a certain aspect to be developed, then
we chose certain colleagues, especially junior colleagues, to send them
to specific workshops, training sessions to develop their skills. It's first
needs assessment and from there we go. But many times a faculty
would come himself or herself and would like an opportunity to go
somewhere and get to learn new skills, or they found there is a new
direction in science or in humanities that needs to be learned. This is
where my duty would be to encourage them and in most cases to
provide them with funds from the school or from the Provost. In that
sense we are really quite generous.
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The concepts of professional development and program development were
repeatedly heard in most of all ADs’ speech. This indicates their perception of
providing the best quality of education in their schools.
Words used to express this were:
-

quality teaching

-

professional performance

-

assessment

-

training

-

change

-

program improvement

-

mentoring

-

professional faculty retention

-

skillful classroom instruction

Communication
Each of these seven ADs exhibited a strong commitment to the internal
communication structure and processes. It was clear that they recognized the need for
an effective channel of communication had varying degrees of attention to the linkage
systems with the other layers of the university. This third AD leadership role category
takes account of: 1) Being accessible to FMs and conducting productive faculty
meetings; 2) Being open to contrary faculty views; 3) Communicating the upper level
administration priorities to faculty and communicating the school's concerns to the
upper level administration; 4) Making clear correspondence and reports; 5) Solving
conflicts between FMs and DCs; and 6) Treating faculty fairly.
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Being accessible to FMs and conducting productive faculty meetings.
Almost all ADs perceived themselves accessible to DCs and FMs on a regular basis.
To meet this requirement, some ADs set up the formal structure of the schools by
assigning associate deans and DCs as is the case with AD2 (University B) and placing
their offices on the same floor close to their office (AD1, AD2, and AD3 in
University B). Since ADs of University B spend a considerable time off-campus
overseeing the functioning mechanisms at the other campuses of the university, such
formal structure is essential to them. It allows the schools to function smoothly in
ADs absence, and it helps them maintain effective day-to-day operations. In the cases
of University A and University C, the whole school represented by its DCs and FMs
councils and committees has the governing structure that has the decision making
power under the AD’s direction. All AD mentioned the regular meetings they
conducted with DCs with a frequency range of one to six meetings per semester.
o Because of our administrative structure, the dean deals more with
department chairs and there are regular meetings with them at least twice
a month. And every department chair will bring the problems and
situations in his/her department and we discuss that. Secondly, the dean
meets with the chairs and all the faculty at least twice a semester. So
every faculty member can have a chance at large to express their opinion
and to contribute whenever they have the ideas. But also FMs are
engaged in other councils and committees, so there is always a chance
for this participatory atmosphere (AD7 in University A).
o

Basically, the school meeting is conducted once per semester. However,
in departments, they have one meeting every month and I attend and try
to be involved with them to see how things are going (AD1 in University
B).

In addition, ADs confirmed they were accessible most of the day in their
offices to everyone, even to students. AD6 in University A, for instance, highlighted
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welcoming the researcher in his office on the spot without any prior formal
appointment.
They elaborated that their contact with DCs and FMs was either through
formal or informal meetings, phone calls, or e-mails. In other words, all ADs iterated
having an open door policy where anyone who knocked their doors was answered
either instantly or through an appointment. Other communication opportunities were
also taken by most ADs who mentioned going out on lunch breaks with DCs and
FMs.
Significant informal communication channels as well coexist with formal
mechanisms. Aside from the regular written communication via memos, e-mails, or
reports, all ADs have an open door policy that facilitate individual dialogue with all
the hierarchical layers of the university (upper management, DCs, and FMs), in
addition to students, parents, and all those concerned. The ADs reported that they
welcomed open one-on-one discussions on issues that concerned DCs, FMs, and
students on issues of their concern. Such deliberate use of informal networks is a
value added to AD’s availability since through it ADs can target these people to
reveal their own ideas and politics besides considering the worries and expectations of
their visitors. The intimate gatherings (going out for lunch) encourage DCs and FMs
to voice their problems openly in a tension free context away from office formality or
etiquette. It is through such networks that ADs can expose their agendas and signify
to others the ideas they deem important.

Being open to contrary faculty views. When asked if they were open to
faculty views that were contrary to theirs, all ADs confirmed having this trait. They
believed that FMs have their own expertise and might see thing from different
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perspective. AD2 from University B elaborated,” … convince me and I take your
point”. AD4 from University C mentioned her being flexible rather than rigid in that
sense. AD 5 from University A attributed this to teamwork and stated that as others
learn from her, she learns from them.


Communicating the upper level administration priorities to faculty and
communicating the school's concerns to the upper level administration. All ADs
emphasized performing this task fully whether by being advocates for their schools or
by being the liaison of their school.
They considered themselves advocates to represent, promote, and support the
faculty and department chairs to the upper management, the provost. AD4 from
University C stated, “It’s my job to let them know how things look at the school level.
It’s through communicating our situation and also advocating for the departments”
AD4 gave an example when she succeeded by defending a faculty member who was
prevented from attending a council meeting. Hence, the advocacy involved
persuading administrators at higher levels about the quality of the departments.
The other liaison role between the provost, DCs, and FMs in the school was
perceived as important as that of the advocate. ADs revealed their consent of
maintaining their relationships with the provost, DCs, and FMs. They hit upon
advocating for their school and explaining the administration’s decisions and actions:
“You have a dual responsibility”, AD3 in University B illustrated. Here appears their
role to serve two masters (Rosser et al, 2000, and Wolverton et al 2001).

Making clear correspondence and reports. All ADs affirmed making clear
formal yearly reports that they presented to the provost, and the provost raised it to the
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President, who in turn raised it to the Board of Trustees. They also declared making
clear correspondence such as e-mails, memos, or letters.

Solving conflicts between faculty and department chairs. All ADs revealed
their being positive towards performing this role. They assumed the role of mediators
who heard and solved conflicts. AD4 in University C highlighted, “It requires creating
a harmonious spirit among people, defusing all the tensions like the mystro of an
orchestra”.
Other ADs illustrated their willingness to listen to and/or confront concerns in
order to fix problems in their own way:
o I try to bring them together and to eliminate or to minimize
conflicts between them. I am open; I don’t have barriers
between them and me. I try to establish in the school a family
atmosphere. Everybody is concerned about everybody (AD3
in University B).
o I have a strong personality as everybody knows here... I don’t
regret what I do, what’s my stance against any wrong doing..
so I will never regret what I have done for the last four years. I
have confronted some faculty members and some chairs. And
lots of faculty members responded very well to the new
system (AD2 in University B).
o Well I listen to them, I make sure people who have conflicts
sit together in my presence, and we discuss the issue and we
try to clear things out (AD5 in University A).
o Fortunately, during the six years, I cannot say that I had any
major conflict that I needed to deal with, I would say two or
three minor conflicts that I solved immediately when I talked
with the party concerned, whether they were faculty alone or
faculty chair relation or sometimes faculty students. They
were all managed within the school and within departments
and nobody knew about them (AD7 in University A).
Still another AD said, “I have no conflicts,” (AD6 in University A).
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Treating faculty fairly. When inquired about how they treated faculty, all
ADs shared the same response: Fairly: “Fairly. All FMs are my colleagues . . . we
work as a team . . .” (AD5 in University A).
Well, I respect everybody. However, i do admit that the respect to
some is less when they don’t do their duty. Especially when I see the
harm done to the quality of education, given to our students. So
automatically i cannot lie and i say that my respect to that instructor
is less. However i treat them with respect, but it’s different. And i
don’t keep that inside me. I do tell them that they have to correct
their actions,; otherwise consequences will be taken (AD1 in
University B).
Still others added, “Fairly but firmly” (AD6 in University A, AD4 in University C,
and AD2 in University B)

Management

The fourth leadership role category of AD, management, includes: 1) Having
clear administrative procedures are clear for promotions, tenure, leave, etc; 2)
Appointing/ hiring associate and assistant deans, DCs and FMs; 3) Keeping informed
about each department’s plans, priorities, accomplishments and needs; 4) Conducting
a credible review/evaluation of departments; 5) Delegating responsibilities; 6)
Overseeing course offerings and schedules of classes; and 7) Being an excellent
manager.

Having clear administrative procedures for promotions, tenure, leave, etc.
When asked whether their administrative procedures were clear for promotions,
tenure, leave, etc, all ADs said that was clarified in the university bylaws and that
anyone who needed information could refer to them for promotions, tenure, or leave.
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Appointing/ hiring associate and assistant deans, DCs and FMs. Almost all
mentioned selecting them according to their seniority and professionalism. However,
unlike AD2 who said:
This year we have enhanced the structure by having an associate
dean, and for every campus we have either an acting dean or
assistant dean at the campus level. And we have chairs that are
responsible for the faculty and the departments (University B),
AD1 in University B recounted that he did not feel the need to appoint associate and
assistant deans claiming that he could do the job alone (in his first year of deanship).
All ADs explained they worked on assigning chairs according to their
academic performance and faculty’s feedback. FMs were hired based on the
department needs and the recommendation of the academic committee that interviews
candidates with matching qualifications (Master or PhD degree and experience).

Keeping informed about each department’s performance. All ADs
emphasized their role to stay informed of all that happened in their school
departments by checking minutes of departmental meetings and some others went
further to attend their meetings. Another task under this category was conducting
credible reviews of DCs. “We do that once every semester. And we do that on a more
microscopic level when we go to classes and evaluate instructors along the semester.”
(AD1 in University B)

Evaluations were completed for annual merit raises, promotion, and tenure (full-time
position according to University B).
Also, another task, AD reported they handled, was overseeing course offerings
and schedules of classes that DCs organized.
Words used by ADs under the management leadership category were:
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o Delegate
o Oversee
o Evaluate
o Review
o Assess
o Administer
o Manage
o Retain
o Judge

Being an excellent manager. When inquired if the perceived themselves as
excellent managers, the majority (six ADs) reported positively except for two ADs
who preferred their excellence or success stories to be articulated by others:
o “Yes, but nobody is perfect. If I fail in achieving something, I try again but
in a different way; and sometimes it works,” (AD 7 in University A).
o “Yes, I’m very satisfied with myself,” (AD2 in University B).
o Let time judge. I’m still new ... but I think I’m ok. Deanship requires
this much administrative work and I think that if I take myself away
from the administrative work, I will not be able to do my job.
Basically, it’s a common ground between the upper management and
the instructors, so it requires a lot of administrative work (AD1 in
University B).

Fiscal Management
The last leadership category of AD’s role, fiscal management, includes
budget responsibilities such as managing resources in the school, administering
the academic budget in the school, and providing information about the
academic budget in the school. ADs are in charge of monitoring their budgets
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and insuring that they do not overspend their allocations and that their school
does not fall into financial distress.
When questioned about this, ADs fell under one of the two systems:
a) The school had autonomous fiscal management, or
b) The school had restricted fiscal management.
ADs in Universities A and C revealed having an autonomous fiscal management;
unlike ADs in University B who revealed having a restricted fiscal management. As an
illustration: “Usually, I propose, convince, get what I want. I am never disappointed
with budget” (AD in University A),

o The upper management gives me what’s available and I try to
work within that. However if the school needs more, money wise
or space wise, I do work hard in order to get it because it depends
on the needs of our school and students. And usually the upper
management is very responsive, (AD in University B).

o We plan on a yearly basis the budget needed for the school based
on the different departmental needs. We propose our plan,
discuss it, and get what we ask for, (AD in University C).

o In the school, we sit and discuss what the limit of each chair
would be and then this would make the total of the school. So we
try to plan for the five year academic plan, and then we say we
need so much and the university approves this then everything is
fine, (AD in University A).

Academic Dean Role Conflict

The last category pertinent to AD’s role was role conflict as perceived by ADs
(Table 4.1). The results to questions on whether role conflicts existed between faculty
members and AD, DCs and AD, and or between AD and the upper management came
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out as follows. Four out of seven ADs reported they almost had no role conflicts with
DCs or FMs. However, three ADs said that they had encountered role conflicts with
DCs, with FMs, and /or with upper administration.

Table 4.1
Academic Dean Role Conflict
Academic Dean Role Conflict
1. Between faculty members and the academic dean
2. Between chairpersons and the academic dean
3. Between the academic dean and upper management;
1. When there is role overload (too many roles) in academic deanship

The conflicts they pointed out had to do with budget, FMs’ course loads, or
individual problems between colleagues, most of which they said had been resolved
within their boundaries.
o I think I am fortunate to have really a beautiful atmosphere and
faculty that I am lucky to work with. With chairs, no real
conflicts. But we sometimes had discussions when it comes to
budget and spending; we argue why to spend that much money.
If the chair convinces me I would accept and fight for that at the
upper level. But when not convinced I would keep it at that level
… I don’t really conceal that we had any conflict with the upper
management (AD in University A).
An AD in University B, reported the existence of role conflict. He even
highlighted conflicting role expectations (those of AD’s and those of the upper
management) to be the possible grounds:

o There have been two cases. I try to sit with them, I explain my point
of view, I listen to their point of view; and the solution will be what
the best for the school is. With chairs, it could happen. But as I said I
solve things democratically. With upper management, again, it could
exist, and we try to discuss it and reach middle ground. Role conflicts
might arise due to their expectations or my expectations because
maybe I see things more academically, and they see things more from
an administrative point of view. So, that’s why the conflict might
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arise. Again, we sit together and discuss before we reach a solution
for the conflict.
When asked whether there was role overload (too many roles) in academic
deanship, the majority (5 ADs) affirmed this. Examples of their replies are, “The work
I will not say overwhelming, but it’s a lot of work. But when delegating the tasks to
chairs, coordinators, and advisors, I think it’s ok”. (AD1 in University B) “Yes, but it
depends on the person if he can take the stress and take this pressure and still perform
well. Luckily, I have managed to do that” (AD7 in University A).
The last question posed was: Did your expectation of the role of AD meet
reality (Appendix A)? The majority (5 ADs) revealed that they had known what was
waiting for them in deanship due to their previous exposure to academic
administrative experience as chairs at the university. However, they did admit that, in
the past, they had faced some obstacles in their first years when AD had to depend a
lot on upper management to take decisions. These obstacles had been cleared out
when AD had more authority and independence:
During my career, I've been involved in many developmental aspects
whether it's administrative as a chair, or a group leader in research, or
in research and conferences outside. So, my background has helped me
to visualize what the role of the dean would be in that sense what I was
a bit afraid of was that coming to this position where I had to be
between two positions with faculty at one side and the administration
at the other side. The dean at that time was not in full command of
his/her school. We had to depend alot on higher administration in
making decisions. Now within two to three years the university has
changed a lot. Now the dean has much more authority and autonomy
(AD in University A).
On the other hand, two ADs reported their surprise of the load of work given to them,
of the human conflicts they had to solve, or of the controlled decisions they had to
take; and hence, it was implied that their expectations did not meet reality:
Well two things struck me, basically: the amount of work that has to
be done by the job; and another thing, I did not expect the conflicts
that arise here, like conflicts between the chairs and instructors and so
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on. These human interactions require a lot of patience… You have to
know how to deal with them; otherwise, the job will be very tough.
So, I try to be friends with everybody to solve them. But the human
interaction I didn’t expect it to be that much (AD in University B).
Thus, this same concept (role expectation) was repeated for a second time as a cause
of conflict in academic deanship.

Academic Dean Leadership Style
When asked whether they considered themselves as leaders in their institution,
three ADs out of seven were hesitant to refer to themselves as leaders (AD1, AD5, &
AD7 in Table 4.2). However, four ADs out seven confidently answered they were
leaders and referred this title, leader, either to institutional role expectations or to
nature.
The leadership or management style of ADs ranged between participative,
authoritarian and democratic (Table 4.2).

Table 4.2
Academic Dean Leadership Style
Academic
Dean
Leadership
Style
AD1

AD2

Do you consider yourself as a
leader at your institution, and if so
why?

Leadership Style

“I don’t see myself as a leader as
much as a role model because I do try
my best to do things as perfect as
possible. I’ve been in this position as I
said not a long time but think I’m
doing good... eh... good job. ”

Participative leadership

Well, I am a leader by nature. I
believe leaders are born; they cannot
be made. Leadership requires
personality, and my motto is firmness
and fairness. And I always seek
perfection, but we never obtain
perfection… however I always seek
what is so called stability and loyalty.

Firmness and fairness, these are
the two words I always use and I
always work towards these two
things, and because I don’t believe
in a flexible system all the time.
Some people here say I am You
need to take a decision and the
leader has to be a decision maker.
Sometimes you have to stop and
probably use your power but you
don’t abuse your power. You use
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your power for the best of the team.

AD3

Of course, every one having such a
position at an academic institution has
a role in leading the university. Of
course, we put plans for the school
and for the university as deans in the
university council that puts all the
academic plans and strategies for all
the schools. Yes, of course we have a
major role in leading the university
and eh… providing good education for
the students, and improving the
academic standards for the university.

Well, I am very democratic. I don’t
take decisions that faculty members
have to follow. No, we discuss
everything, I listen to them, they
listen to me, and we together come
out with a final decision. I know I
have to take the decisions alone in
some critical situations concerning
the curriculum or concerning some
course distribution to instructors.
But we discuss and I involve all the
faculty members in most decisions.

AD4

Yes, I am a leader. Many people
depend on me to take right decisions.
Leaders have to take initiative, to
have a vision for the future.
Leadership requires creating a
harmonious spirit among people.

A balance between democracy and
firmness

AD5

The word leader is quite an abstract.
As for running a school I don’t know…
I can’t answer this question … what
does it mean to be a leader? A leader
in the sense that I have the steering
role, and I believe that all the faculty
members are my colleagues. They
learn from me, I also learn from them.
So I don’t really believe in this rigid
hierarchy that others believe in.

Participative … open door policy
any person can knock the door and
come in.

AD6

I am a leader, a role model, a mentor,
and a decision maker who has the
autonomy of running the school and
who would like to share success with
others.

Democratic

AD7

I try to be a good leader, though I'm
not sure. But I leave it to others to
judge whether I was successful or not
during the past six years. But
definitely, I try in this leadership hold
to provide guidance to my colleagues,
to present ideas I feel are necessary
for the development of the school and
try to have these ideas discussed at
the faculty level in order to be
accepted. this can go to the level of
new courses, new programs, majors,
minors, in teaching or in the research

All of them together; and this is the
secret of success (structural,
democratic, supportive, or
participative). You can manage all
these by putting them together;
these make the governance of the
school. And I leave success stories
for other to tell.
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Demographic Data about Department Chairs and Faculty Members

Participants provided demographic information that included University label,
school, gender, highest degree earned, age range, position, tenure status,
organizational role, job title, number of years working with the dean, and their
frequency of contact with the dean. The demographic information is summarized
using cross tabulation descriptive statistics of variables as well as custom tables.

Department Chairpersons
As concluded from the breakdown of the organizational role of participants,
20 DCs (N=20) were distributed as follows: Seven DCs from University A, 10 DCs
from University B, and three DCs from University C. Six DCs from A, four DCs from
B, and three DCs from C belonged to the school of Arts and Sciences; one DC from A
and B each belonged to the school of Pharmacy; and five DCs from B belonged to the
school of Engineering (Table 4.3). All the participating DCs (17 males and three
females) had Ph.D. degrees in different fields (Table 4.4 and Table 4.5). Nine DCs
were between 20 and 40 years, 10 between 41 and 60 years, and one above 61 (Table
4.6). One DC was a professor, 13 were associate professors, and six were assistant
professors (Table 4.7). Eight DCs had been working with the AD for more than five
years, seven DCs had been working with AD for three to five years, four DCs had
been working with AD for one to two years, and one DC had been working with AD
for the first year (Table 4.8). 16 DCs had contact with dean at least once a week;
meanwhile, four DCs had contact once to three times per semester (Table 4.9). The
tenure status as indicated in Table 10 shows that 17 DCs are tenured, two DC were
working toward tenure, whereas one DC was non-tenured.
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Table 4.3
Sample Department Chairs and Faculty by University
Chair

University and School
A

Arts &Sciences
Pharmacy
Arts &Sciences

B
Engineering
Pharmacy
C

Arts &Sciences

Male
Female
Male
Female
Male
Female
Male
Female
Male
Female
Male
Female
Total

Faculty

6
0
1
0
4
1
4
0
0
1
2
1
20

Total

7
17
7
2
13
5
7
3
6
4
4
5
80

13
17
8
2
17
6
11
3
6
5
7
5
100

Table 4.4
Sample Department Chairs and Faculty by Gender
Gender
Male
Female

Chair
Count
Column N %
17
85.0%
3
15.0%

Faculty
Count
Column N %
44
55.0%
36
45.0%

Table 4.5
Sample Department Chairs and Faculty by Highest Degree
Highest Degree
PhD
Master
PharmD

Chair

Total

Faculty

Total

18
0
2

21
43
16

39
44
18

20

80

100

Table 4.6
Sample Department Chairs and Faculty by Age
Age

Chair
20-40 yrs.
41-60 yrs.
Above 61yrs.
Total

Faculty
9
10
1
20

Total
69
10
1
80

78
20
2
100
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Table 4.7
Sample Department Chairs and Faculty by Position
Position

Chair
Professor
Associate Professor
Assistant Professor
Instructor

Faculty
1
13
6
0
20

Total

Total
0
17
16
47
80

1
30
21
48
100

Table 4.8
Number of Years Working with Dean
Chair

Number of Years Working with Dean
This is my 1st yr.
One to two yrs.
Three to five yrs.
More than five yrs.
Total

Faculty
1
4
7
8
20

Total
23
26
22
9
80

24
30
29
17
100

Table 4.9
Contact with Dean
Contact with Dean

Chair

At least once a week

Total

16

26

42

4
0
0

25
18
11

26
21
11

20

80

100

One to three times a month
One to three times a term
hardly ever
Total

Faculty

Table 4.10
Tenure Status
Chair

Faculty

Tenure Status
Count
Tenure
Working toward
Tenure
Non-tenured

Column N %

Count

Column N %

17

85.0%

37

46.3%

2

10.0%

9

11.3%

1

5.0%

34

42.5%
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Faculty Members
The results in Table 3 indicate that 80 faculty members (N = 80) were
distributed as follows: 40 FMs from University A, 48 FMs from University B, and 12
FMs from University C. 24 FMs from A, 18 FMs from B, and nine FMs from C
belonged to the school of Arts and Sciences; nine FMs from A and 10 FMs from B
belonged to the school of Pharmacy; and 10 FMs from B belonged to the school of
Engineering. PhD (37 FM) and Master (43 FMs) were the highest degrees of all the
FMs (44 males and 36 females) (Table 4.4 and Table 4.5). The age variable of faculty
members as indicated in Table 6 shows that the majority (69 FMs) were between 20
and 40 years, which reveals this teaching population is expected to be active
productive and up to date. The academic position categories held by the FMs
respondents consisted 17 associate professors, 16 assistant professors, and 47
instructors (Table 4.7). Nine FMs had been working with AD for more than five
years, 22 FMs had been working with AD for three to five years, 22 FMs had been
working with AD for one to two years, and 23 FMs had been working with AD for the
first year (Table 4.8), the fact that this last group could have formed vague or shallow
perception of their AD. 26 FMs had contact with AD at least once a week;
meanwhile, 25 FMs had contact with AD one to three times a month, 18 FMs had
contact with AD one to three times per semester, and 11 FMs hardly ever had contact
with AD (Table 4.9). This is due to the fact that faculty members are to refer to their
DCs who in turn handles their issues and reports to AD. The tenure status as indicated
in Table 10 shows that 37 FMs are tenured; nine FMs were working toward tenure,
whereas 34 FMs were non-tenured.
In summary, since demographic data represents the demographic information
of the respondents, slight differences were found between the academic deans and
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department chairs. The exception to the pattern was related to their rank in the
university such as degrees, position, number of years working with dean, contact with
the dean, and their tenure status. For all these variables the chairs had higher scores
than faculty. However, some differences were encountered between Universities A, B
and C where the former had a higher score in the tenure status than the latter ones.
FMs in University B scored the highest in the non-tenure status. This is due to the age,
size and management systems each institution follows.

Research Question Two: Perceptions of Department Chairs and Faculty
Members

How do chairpersons and faculty members of the selected deans in three
private universities in Lebanon perceive the leadership roles of the academic dean in
terms of: (a) vision and goals, (b) faculty and program development, (c)
communication, (d) management, (e) fiscal management, and (f) role conflicts?
The descriptive results presented in this section will cover significant subtotals
of the respondents’ scores of ADs’ leadership roles as follows:
Subtotal one = ‘Agree + Strongly Agree’ and subtotal two = ‘Disagree + Strongly
Disagree’.

Vision and Goals
It can be depicted from Table 11 the total number of respondents who
positively perceived their AD’s leadership role category, vision and goals, were 10
DCs and 58 FMs (50% and 73% respectively).

Table 4.11
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Vision and Goals Category
Vision and Goals Category

N

Chair

N

Faculty

Agree/Strongly Agree

10

50%

58

73%

Disagree/Strongly Disagree

5

25%

4

5.4%

Undecided

5

25%

18

22.5%

Total

20

100%

80

100%

The findings (1, 2, 5, and 7) in Table 12 the majority of DCs and FMs
positively rated ADs: 60% of DCs and 77.5% of FMs agreed that AD involved them
in developing plans for their school. Most DCs and FMs (75% and 79% respectively)
agreed that their AD provided them opportunities that supported research and creative
activities. 64% of FMs and 55% of DCs rated AD as an excellent professional role
model in administration. Almost all DCs and FMs agreed that their AD appropriately
obtained their opinion on relevant issues or concerns (90% and 75% respectively).

Table 4.12
Vision and Goals
Chair
Vision and Goals

1. The dean involves the
faculty in developing plans
for your school.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

Faculty

Count Column N% Count Column
N%
10
50.0%
25
31.3%
2
10.0%
37
46.3%
12
60.0%
62
77.5%
3
15.0%
1
1.3%
3
15.0%
4
5.0%
6
30.0%
5
6.3%
2
10.0%
13
16.3%

2. The dean provides
opportunities that support
the faculty's research and
creative activities.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

8
7
15
0
3
3
2

40.0%
35.0%
75.0%
.0%
15.0%
15.0%
10.0%

30
33
63
0
1
1
16

37.5%
41.3%
78.8%
.0%
1.3%
1.3%
20.0%

3. The Dean consistently
articulates a clear vision
for the future.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree

2
7
9
0
2

10.0%
35.0%
45.0%
.0%
10.0%

28
40
68
0
1

35.0%
50.0%
85.0%
.0%
1.3%
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SUBTOTAL 2
Undecided

2
9

10.0%
45.0%

1
11

1.3%
13.8%

4. The Dean is an excellent
professional role model
for the faculty in teaching
and academia.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2
3
5
1
3
4
11

10.0%
15.0%
25.0%
5.0%
15.0%
20.0%
55.0%

42
15
57
0
0
0
23

52.5%
18.8%
71.3%
.0%
.0%
.0%
28.8%

5. The Dean is an excellent
professional role model
for the faculty in
administration.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2
9
11
0
3
3
6

10.0%
45.0%
55.0%
.0%
15.0%
15.0%
30.0%

24
27
51
0
3
3
26

30.0%
33.8%
63.8%
.0%
3.8%
3.8%
32.5%

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2

1
4
5
0
13
13

5.0%
20.0%
25.0%
.0%
65.0%
65.0%

26
23
49
0
5
5

32.5%
28.8%
61.3%
.0%
6.3%
6.3%

2

10.0%

26

32.5%

4
14
18
0
2
2

20.0%
70.0%
90.0%
.0%
10.0%
10.0%

29
34
63
0
9
9

36.3%
42.5%
78.8%
.0%
11.3%
11.3%

0

.0%

8

10.0%

6. The Dean is an excellent
professional role model
for the faculty in leading
the school.

Undecided

7. The Dean appropriately
obtains faculty opinion on
relevant issues or
concerns.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

8. The Dean leads in
developing goals,
expectations, and
priorities, which describe
the college’s mission and
role.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2
3
5
0
3
3
12

10.0%
15.0%
25.0%
.0%
15.0%
15.0%
60.0%

26
27
53
0
6
6
21

32.5%
33.8%
66.3%
.0%
7.5%
7.5%
26.3%

It is interesting to note discrepancy of perceptions between DCs and FMs in
the following vision and goals items: 3, 4, 6, and 8. Unlike FMs (85%), who agreed
that their AD consistently articulated a clear vision for the future, only 45% of DCs
agreed. Meanwhile the majority of FMs (about 65% ) saw AD an excellent
professional role model in teaching and academia as well as in leading their school,
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DCs had a much less score (25%). The final item rating AD as a leader in developing
goals, expectations, and priorities that describe the college’s mission and role, FMs
(66%) had a higher score than DCs (25%).

Faculty and Program Development
As illustrated in Table 13, the total number of participants who positively
perceived their AD’s leadership role category, faculty and program development,
were 12 DCs and 52 FMs (60% and 65% respectively). A cumulative variance (5%)
of no significance may be overlooked in this context.

Table 4.13
Faculty and Program Development Category
Faculty and Program Development
Category

N

Chair

N

Faculty

Agree/Strongly Agree

12

60%

52

65%

Disagree/Strongly Disagree

4

20%

2

3%

Undecided

4

20%

26

32%

Total

20

100%

80

100%

Participants’ responses presented in Table 14 reveal significant discrepancy of
perception between DCs and FMs as presented in the following faculty and program
development items: 1, 3, 4, and8. Unlike FMs (83%), who agreed that their AD
acknowledged them according to all of their pertinent accomplishments in teaching,
research, and service, only 50% of DCs agreed. Meanwhile 13 DCs (65%) agreed that
AD placed appropriate emphasis on improving the undergraduate program, 70 FMs
gave a higher rate (87.5%). Also, 10 DC (50%) and 28 FMs (35%) believed AD
placed appropriate emphasis on improving the graduate program.
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Congruent perceptions, however, were noticed in the following items: 2, 5, 6,
and 7. An almost similar percentage (DC=60%; FMs: 56%) was identified on their
perception of whether AD promoted a favorable environment for their professional
development. The majority of DCs and FMs (85% and 81% respectively) agreed that
AD placed appropriate emphasis on improving quality of teaching in the school. AD
had an almost equal rate (DC=6%; FM=57%) on placing appropriate emphasis on
improving quality of teaching in the school. 55% of DCs and 61% of FMs highly
rated AD on making promotion and tenure recommendations/decisions. The last item
under faculty and professional development category, rating AD on encouraging
creative approaches to new teaching or research program development, only 45% of
DCs and 53% of FMs agreed.

Table 4.14
Faculty and Program Development
Faculty and Program Development

Count
N%

Chair

Faculty

Column N% Count

Column

1. The Dean
acknowledges
faculty/staff according
to all of their pertinent
accomplishments in
teaching, research,
and service.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

3
7
10

15.0%
35.0%
50.0

26
40
66

32.5%
50.0%
82.5

1

5.0%

0

.0%

7
8
2

35.0%
40.0
10.0%

3
3
11

3.8%
3.8
13.8%

2. The Dean promotes a
favorable
environment for
individual faculty
professional
development.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

1
11
12

5.0%
55.0%
60.0

23
22
45

28.8%
27.5%
56.3

1

5.0%

0

.0%

3
4
4

15.0%
20.0
20.0%

0
0
35

.0%
.0
43.8%

3. The Dean places
appropriate emphasis
on improving the
undergraduate
program.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

8
5
13

40.0%
25.0%
65.0

33
37
70

41.3%
46.3%
87.5

1

5.0%

0

.0%

2
3
4

10.0%
15.0
20.0%

0
0
10

.0%
.0
12.5%
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4. The Dean places
appropriate emphasis
on improving the
graduate program.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

6
4
10

30.0%
20.0%
50.0

7
21
28

8.8%
26.3%
35.0

0

.0%

0

.0%

6
6
4

30.0%
30.0
20.0%

10
10
42

12.5%
12.5
52.5%

5. The Dean places
appropriate emphasis
on improving quality
of teaching in the
school.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

10
7
17

50.0%
35.0%
85.0

34
31
65

42.5%
38.8%
81.3

2

10.0%

0

.0%

1
3
0

5.0%
15.0
.0%

0
0
15

.0%
.0
18.8%

6. The Dean places
appropriate emphasis
on improving quality
of teaching in the
school.

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

7
5
12

35.0%
25.0%
60.0

23
23
46

28.8%
28.8%
57.5

1

5.0%

0

.0%

3
4
4

15.0%
20.0
20.0%

0
0
34

.0%
.0
42.5%

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2

7
4
11

35.0%
20.0%
55.0

32
17
49

40.0%
21.3%
61.3

1

5.0%

0

.0%

1
2

5.0%
10.0

0
0

Undecided

7

35.0%

31

.0%
.0
38.8%

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2
7
9
2
1
3
8

10.0%
35.0%
45.0
10.0%
5.0%
15.0
40.0%

18
33
51
0
0
0
29

7. The Dean makes
promotion and tenure
recommendations/de
cisions.

8. The Dean
encourages creative
approaches to new
teaching or research
program
development.

22.5%
41.3%
63.8
.0%
.0%
.0
36.3%

Communication

The results of the third leadership category, communication (Table 4.15)
indicate that the total number of participants who positively perceived their AD were

ACADEMIC DEANS

102

10 DCs and 51 FMs (50% and 64% respectively). Therefore, a noticeable variance
(14%) between the two groups exists.
As illustrated in Table 16, congruency of perceptions is identified in the
following items: 1, 2, 6, and 8. The majority of DCs and FMs perceived AD (85% and
81% respectively) accessible to them. Only eight DCs (40%) and 36 FMs (45%)
agreed that AD was open to their views that were contrary to his/her own. Five DCs
(25%) and 38 FMs (47.5%) were undecided. 13 DCs (65%) and 59 (73%) FMs agreed
that AD made clear correspondence and reports. Only 11DCs (55%) and FM 47
(59%) reported their agreement on perceiving AD as routinely convening productive
faculty meetings. Four DCs (20%) disagreed, five DCs (25%) and 29 (36%) FMs
were undecided. (Item 8)
Noteworthy discrepancy is recognized in items: 3, 4, 5, 7, and 9. Unlike DCs
(70%) who disagreed that AD’s communication style promotes open communication,
the majority of FMs (76%) agreed. Nine DC (45%) and 52 FMs (65%) believed AD
communicated the upper level administration priorities, meanwhile six DCs (30%)
and 28 FMs (35%) were undecided. Similarly, eight DCs (40%) and 38 FMs (47.5%)
agreed that AD communicated the school's concerns to the upper level administration;
whereas seven DCs (35%) disagreed, and 38 FMs (47%) were undecided. Eight DCs
(40%) and 43 FMs (54%) agreed that AD made appropriate efforts to solve conflicts
between them. Nine DCs (45%) disagreed and 34 FMs (42.4%) were undecided. The
last item (9) under communication category show that 11 DCs (55%) and 61 FMs
(76%) believed AD treated them fairly, while seven DCs (35%) disagreed and 17 FMs
(21%) were undecided.
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Table 4.15
Communication Category
Communication Category

N

Agree/Strongly Agree

10

Disagree/Strongly Disagree

Chair

N

Faculty

50%

51

64%

7

35%

7

9%

Undecided

3

15%

22

27%

Total

20

100%

80

100%

Table 4.16
Communication
Communication

1. The Dean is accessible to
you as a faculty member.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

Chair
Faculty
Count Column N% Count Column
N%
8
40.0%
49
61.3%
9
45.0%
16
20.0%
17
85.0%
65
81.3%
0
.0%
8
10.0%
1
5.0%
6
7.5%
1
5.0%
14
17.5%
2
10.0%
1
1.3%

2. The Dean is open to
faculty views that are
contrary to his/her own.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

5
3
8
8
4
12
0

25.0%
15.0%
40.0%
40.0%
20.0%
60.0%
.0%

10
26
36
12
10
22
22

12.5%
32.5%
45.3%
15%
12.5%
27.5%
12.5%

3. The Dean's
communication style
promotes open
communication with
faculty.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
2
5
4
10
14
1

15.0%
10.0%
25.0%
20.0%
50.0%
70.0%
5.0%

46
15
61
2
13
15
4

57.5%
18.8%
76.3%
2.5%
16.3%
18.8%
5.0%

4. The Dean communicates
the upper level
administration priorities

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

4
5
9
0
5
5
6

20.0%
25.0%
45.0%
.0%
25.0%
25.0%
30.0%

28
24
52
0
0
0
28

35.0%
30.0%
65.0%
.0%
.0%
.0%
35.0%

5. The Dean communicates
the school's concerns to
the upper level
administration

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree

2
6
8
1
6

10.0%
30.0%
40.0%
5.0%
30.0%

22
16
38
0
4

27.5%
20.0%
47.5%
.0%
5.0%
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SUBTOTAL 2
Undecided

7
5

35.0%
25.0%

4
38

5.0%
47.5%

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

5
8
13
0
4
4
3

25.0%
40.0%
65.0%
.0%
20.0%
20.0%
15.0%

35
24
59
0
1
1
20

43.8%
30.0%
73.8%
.0%
1.3%
1.3%
25.0%

7. The Dean makes
appropriate efforts to solve
conflicts between faculty
and department heads.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
5
8
4
5
9
3

15.0%
25.0%
40.0%
20.0%
25.0%
45.0%
15.0%

24
19
43
2
1
3
34

30.0%
23.8%
53.8%
2.5%
1.3%
3.8%
42.5%

8. The Dean routinely
convenes productive
faculty meetings.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
8
11
1
3
4
5

15.0%
40.0%
55.0%
5.0%
15.0%
20.0%
25.0%

24
23
47
3
1
4
29

30.0%
28.8%
58.8%
3.8%
1.3%
5.0%
36.3%

9. The Dean treats faculty
fairly.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
8
11
5
2
7
2

15.0%
40.0%
55.0%
25.0%
10.0%
35.0%
10.0%

34
27
61
2
0
2
17

42.5%
33.8%
76.3%
2.5%
.0%
2.5%
21.3%

Management

The total number of respondents as shown in Table 17 indicate that eight DCs
(40%) and 51 FMs (64%) gave their AD high scores on management items. An
obvious variance (16%) exists between DCs and FMs.
The results in Table 18 indicate that discrepancy is traceable (items: 1, 2, 3, 4,
5, 6, and 10). 11 DCs (55%) and 59 FMs (74%) reported their agreement that AD’s
administrative procedures were clear and unambiguous for promotions, tenure, leave,
etc.. Meanwhile 7 DCs (35%) agreed that AD exercised good judgment in appointing
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associate and assistant deans, 46 FMs (57%) agreed. 10 DCs (50%) and 16 FMs
(20%) disagreed. Discrepancy is also depicted between six DCs (30%) and 44 FMs
(55%) who agreed that AD exercised good judgment in selecting and retaining
department or division heads. Seven DCs (35%) and 11 FMs (14%) disagreed;
whereas seven DCs (35%) and 25 FMs (31%) were undecided. 14 DCs (70%) and 46
FMs (57%) agreed that AD assisted in the recruitment of new qualified faculty
members. 12 DCs (60%) and 60 FMs (75%) perceived AD as attending to
administrative matters in a timely fashion. Unlike 12 DCs (60%) who disagreed that
faculty members’ concerns and needs are handled well by the Dean and staff, 56 FMs
(70%) agreed. 10 DC (50%) and 48 FMs (60%) reported that AD made appropriate
efforts to retain outstanding faculty members. 11 DCs (55%) and 53 FMs (66%)
agreed that AD kept informed about each department’s plans, priorities,
accomplishments and needs; whereas eight (40%) DCs and 27 FMs were undecided.
There was a slight variance between 15 DCS (75%) and 68 FMs (85%) who agreed
on perceiving AD as effectively delegating responsibilities and the authority to carry
out tasks.

Table 4.16
Management Category
Management Category

N

Chair

N

Faculty

Agree/Strongly Agree

8

40%

51

64%

Disagree/Strongly Disagree

5

25%

8

10%

Undecided

7

35%

21

27%

Total

20

100%

80

100%
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Table 4.17
Management
Management
1. The Dean's
administrative
procedures are
clear and
unambiguous for
promotions, tenure,
leave, etc.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2. The Dean
exercises good
judgment in
appointing
associate and
assistant deans.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3. The Dean
exercises good
judgment in
selecting and
retaining
department or
division heads.

Count
N%
7
4
11
0
7
7
2

Chair
Faculty
Column N% Count Column
35.0%
20.0%
55.0%
.0%
35.0%
35.0%
10.0%

39
20
59
0
2
2
19

48.8%
25.0%
73.8%
.0%
2.5%
2.5%
23.8%

3
4
7
6
4
10
3

15.0%
20.0%
35.0%
30.0%
20.0%
50.0%
15.0%

28
18
46
11
5
16
18

35.0%
22.5%
57.5%
13.8%
6.3%
20.0%
22.5%

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
3
6
5
2
7
7

15.0%
15.0%
30.0%
25.0%
10.0%
35.0%
35.0%

31
13
44
11
0
11
25

38.8%
16.3%
55.0%
13.8%
.0%
13.8%
31.3%

4. The Dean assists
in the recruitment
of new qualified
faculty members.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

4
10
14
1
1
2
4

20.0%
50.0%
70.0%
5.0%
5.0%
10.0%
20.0%

19
27
46
0
13
13
21

23.8%
33.8%
57.5%
.0%
16.3%
16.3%
26.3%

5. The Dean makes
appropriate efforts
to retain
outstanding faculty
members.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

4
6
10
0
1
1
9

20.0%
30.0%
50.0%
.0%
5.0%
5.0%
45.0%

27
21
48
8
4
12
20

33.8%
26.3%
60.0%
10.0%
5.0%
15.0%
25.0%

6. The Dean attends
to administrative
matters in a timely
fashion.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
9
12
1
6
7
1

15.0%
45.0%
60.0%
5.0%
30.0%
35.0%
5.0%

35
25
60
0
12
12
8

43.8%
31.3%
75.0%
.0%
15.0%
15.0%
10.0%

7. Faculty members
concerns and
needs are handled
well by the Dean
and staff.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

2
3
5
9
3
12
3

10.0%
15.0%
25.0%
45.0%
15.0%
60.0%
15.0%

26
30
56
6
9
15
9

32.5%
37.5%
70.0%
7.5%
11.3%
18.8%
11.3%
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8. The Dean keeps
informed about
each
department’s
plans, priorities,
accomplishment
s, and needs.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

4
7
11
0
1
1
8

20.0%
35.0%
55.0%
.0%
5.0%
5.0%
40.0%

33
20
53
0
0
0
27

41.3%
25.0%
66.3%
.0%
.0%
.0%
33.8%

9. The Dean conducts
a credible
review/evaluation of
departments on a
regular basis

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
8
11
0
2
2
7

15.0%
40.0%
55.0%
.0%
10.0%
10.0%
35.0%

25
16
41
0
8
8
31

31.3%
20.0%
51.3%
.0%
10.0%
10.0%
38.8%

10. The Dean
effectively
delegates
responsibilities and
the authority to
carry out tasks.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
12
15
1
0
1
4

15.0%
60.0%
75.0%
5.0%
.0%
5.0%
20.0%

29
39
68
0
0
0
12

36.3%
48.8%
85.0%
.0%
.0%
.0%
15.0%

11. The Dean
organizes and
schedules
classes.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

3
3
6
2
0
2
12

15.0%
15.0%
30.0%
10.0%
.0%
10.0%
60.0%

8
20
28
15
5
20
32

10.0%
25.0%
35.0%
18.8%
6.3%
25.0%
40.0%

12. The Dean is an
excellent
manager.

Strongly Agree
Agree
SUBTOTAL 1
Strongly Disagree
Disagree
SUBTOTAL 2
Undecided

5

25.0%
20.0%
70.0%
10.0%
15.0%
25.0%
5.0%

29

8
14
2
3
7
1

34
63
10
0
10
7

36.3%
42.5%
78.8%
12.5%
.0%
12.5%
8.8%

Congruency of perceptions between DCs and FMs appears in items: 9, 11, and
12. 11 DC (55%) and 41 FMs (51%) believed AD conducted a credible
review/evaluation of departments on a regular basis. The rest of the respondents either
disagreed or were undecided. Six DCs and 28 FMs (30% and 35% respectively)
agreed that AD organized and scheduled classes, which due to the fact that this task
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was delegated to DCs. As an excellent manager, AD is perceived as such by 14 DC
(70%) and 63 FMs (79%).

Fiscal Management
The cumulative result of fiscal management category (Table 4.18) reveals that
11 DCs and 34 FMs (55% and 43%) respectively) positively perceived its relevant
tasks as performed by AD. This implies that an insignificant variance (7%) exists
between the two groups of participants.
Seven DCs (35%) and 35 FMs (43%) agreed that their AD effectively
administered the academic budget in the school. Seven DCs (35%) and 15 FMs (19%)
disagreed; whereas six DCs (30%) and 30 FMs (37.5%) were undecided.

Table 4.18
Fiscal Management Category
Management Category

N

Agree/Strongly Agree

11

Disagree/Strongly Disagree

Chair

N

Faculty

55%

34

43%

4

20%

13

16%

Undecided

5

25%

33

41%

Total

20

100%

80

100%

Discrepancy appears in how 15 DCs (75%) perceived AD as effectively
managing resources in the school in comparison to only 37 FMs (46%) who agreed
(Table 4.19). Meanwhile 12 DCs (60%) agreed that AD openly provided information
about the academic budget in the school, only 24 FMs (30%) agreed. Four DCs (20%)
and 20 FMs (25%) disagreed, whereas four DCs (20%) and 36 FMs (45%) were
undecided.
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Table 4.19
Fiscal Management
Fiscal Management
1. The Dean effectively
manages resources in
the school

2. The Dean effectively
administers the
academic budget in
the school

3. The Dean openly
provides information
about the academic
budget in the school.

Strongly Agree
Agree
SUBTOTAL
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

Chair
Faculty
Column N% Count Column N%
15.0%
8
10.0%
60.0%
29
36.3%
75.0%
37
46.3%
.0%
3
3.8%

Count
3
12
15
0
1
1
4

5.0%
5.0%
20.0%

0
3
40

.0%
3.8%
50.0%

Strongly Agree
Agree
SUBTOTAL
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

1
6
7
0

5.0%
30.0%
35.0%
.0%

12
23
35
3

15.0%
28.8%
43.8%
3.8%

7
7
6

35.0%
35.0%
30.0%

12
15
30

15.0%
18.8%
37.5%

Strongly Agree
Agree
SUBTOTAL
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

1

5.0%

12

11
12

55.0%
60.0%

12
24

15.0%
15.0%
30.0%

0

.0%

7

8.8%

4
4
4

20.0%
20.0%
20.0%

13
20
36

16.3%
25.0%
45.0%

Role Conflict
Despite the slight variance between DCs and FMs (8%), the overall
congruence of perceptions in role conflict category can be realized from the tabulated
findings (Table 4.20).

Table 4.20
Role Conflict Category
Role Conflict Category

N

Chair

N

Faculty

Agree/Strongly Agree

8

40%

26

32%

Disagree/Strongly Disagree

5

Undecided

7

Total

20

25%
35%
100%

16

20%

38

48%

80

100%
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The breakdown of the category items, as depicted in Table 21, shows that
seven DCs and 33 FMs (35% and 41% respectively) perceived role conflicts existed
between faculty members and AD. 10 DCs and 27 FMs (50% and 34% respectively)
perceived role conflicts existed between chairpersons and AD. While seven DCs
(35%) and 17 FMs (21%) perceived role conflicts existed between AD and upper
management, over 50% of the DCs and FMs were undecided. Nine DCs and 27 FMs
(45% and 34% respectively) agreed there was role overload (too many roles) in
academic deanship; yet, over 50% were undecided.

Table 4.21
Role Conflict
Role Conflict
1. Role conflicts do
exist between
faculty members
and the academic
Dean.

2. Role conflicts do
exist between
chairpersons and
the academic Dean.

3. Role conflicts do
exist between the
academic Dean and
upper management.

4. There is role
overload (too many
roles) in academic

Strongly Agree
Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

Count
3
4
7
2

Chair
Faculty
Column N% Count Column N%
15.0%
4
5.0%
20.0%
29
36.3%
35.0%
33
41.3%
10.0%
16
20.0%

3
9
2

15.0%
15.0%
10.0%

9
25
22

11.3%
31.3%
27.5%

Strongly Agree

1

5.0%

13

16.3%

Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

9
10
7

45.0%
50.0%
35.0%

14
27
14

17.5%
33.8%
17.5%

1
8
2

5.0%
40.0%
10.0%

12
26
27

15.0%
32.5%
33.8%

Strongly Agree

0

.0%

0

.0%

Agree
SUBTOTAL 1
Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

7
7
2

35.0%
35.0%
10.0%

17
17
7

21.3%
21.3%
8.8%

1
3
10

5.0%
15.0%
50.0%

6
13
50

7.5%
16.3%
62.5%

Strongly Agree

2

10.0%

9

11.3%

Agree
SUBTOTAL 1

7
9

35.0%
45.0%

18
27

22.5%
33.8%
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Strongly
Disagree
Disagree
SUBTOTAL 2
Undecided

1

5.0%

8

10.0%

0
1
10

.0%
5.0%
50.0%

1
9
44

1.3%
11.3%
55.0%

Content Analysis of Anecdotal Evidence

As an effective exploratory technique, breaking down the anecdotal narratives
helped uncover the many-sided complexity that existed in the universities
(researcher’s emphasis). However, the response rate (44%) to the anecdotal evidence
was small because most participants felt uncomfortable to write their anecdotes, and
few spoke out their concern of being identified due to the distinct feature of such an
account. For instance, one DC wrote, “Several incidents whose nature cannot be
disclosed are unique and may give away the person who shared the information”. Yet,
others felt they did not have privilege to write such accounts. The following
statements serve as an illustration:
o “I really do not have contact with the Dean to clearly answer the
questions” (FM).
o “I only know his name. All I know about him is through our Chair”
(FM).

Vision and Goals
Fifteen percent of the narratives revealed the vision and goals variable. One
DC expressed, “He always encourages improvement, future visions checking
problems and solving them. He is extremely open to faculty members, chairs, and
students”.
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Another DC mentioned AD’s involving faculty in developing plans for the
school:
I do not remember a specific incident, but I can state that the Dean of the
School discusses many matters with me before taking decisions related to
our department taking into account the benefits of students, faculty, and the
School.
A FM stated how AD provided an opportunity that facilitated research: “While
working on a research project, I asked to be relieved from an extra teaching duty, and
the Dean accepted”.

Program and Faculty Development
Encouraging program and faculty development was confirmed by 6% of the
respondents. For instance, a FM was pleased about AD’s support and stated, “I
wanted to attend the 2nd assessment workshop, so I asked the Dean to add me to the
list, which she did. I appreciated her support”.
A FM highlighted program development through classroom visits:
The dean visited classes from time to time. I once was notified that the dean
wanted to attend my class. At first I didn’t like the idea . . .. But after his
visit we had a friendly meeting in his office where he expressed his interest
in my instruction and class management. I liked his modesty when he invited
me to attend his class.
Acknowledging accomplishments in research and development was also
depicted in some narratives. A FM wrote about how she valued a message of praise
that was passed to all the school upon getting her PhD:
I was proud when Dr. . . . forwarded an e-mail to all the school
acknowledging my PhD degree. That was followed with a brunch
and a present. I really felt high.

Communication
ADs’ openness and accessibility were emphasized by 12% of the respondents.
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For example, a FM stated:
I often ask the Dean to explain the academic rules to help the
students concerning the academic program. So, many times I
entered the Dean’s office with students; he was very cooperative
and helpful. The Dean demonstrates great availability and great
sense of responsibility.
Another one wrote:
I interact with the Dean all the time. We discuss issues related to
students having problems with their studies or having petitions. In
every situation, the Dean showed the utmost professionalism.

One DC reported her distinct informal and formal communication with AD:
Our Dean is very friendly and sociable. I frequently go to the
restaurant on our lunch break together, and we spend valuable
time. On campus, she is our dean who welcomes us into her office
even without an appointment if it is convenient.

Management
The anecdotes revealed that 11% of the respondents had positive perceptions
of ADs’ administrative functions.
One DC reflected on how AD effectively delegated responsibilities and
authority to others:
A student’s case was being debatable between us, the administration.
Repetitively, her file would come back and forth to be eligible for
graduation. The Dean made a committee (5 people) to decide on the
case. The Dean did not change the School committee’s final decision and
she is to repeat all 6 courses regardless of her health petitions. The
Dean’s idea to create that committee was good.
One FM stressed how AD managed faculty needs and concerns:
The Dean helped me once in a serious problem concerning my course
schedule between two campuses. . . . to have all my teaching load in . . .
campus to solve the problem. This was, for me, a decision straight to the
goal.
However, few respondents (4%) revealed a rather negative perception of ADs’
management. Two examples are:
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o I had a student that was rating poor on . . . . So, I decided to give him
extra work. He notified the Dean, and the Dean approved to assign
him to another supervisor. But, the Dean has excellent communication
skills, ways of solving problems, and cooperation (FM).
o I had multiple contacts with the Dean. I feel that the dean is very close
to his faculty members. But I have the problem that he changes his
mind too quickly. For example, he may agree on something one day
and change his mind the other (DC).

Fiscal Management
The fiscal management variable was implied in 5% of the respondents’
accounts. One FM said:

I asked the Dean to get the financial support for my students in . . .
working on their senior project. He contacted the Provost and got
approval for the support after great effort. 1. Taking positive action, 2)
Appreciation, 3) Active person

Two reflected on their disturbance of AD’s fiscal management. For instance,
one FM said:
The Dean has the power of the budget. If he says ‘No’, and you can do
nothing to convince him, then it’s an absolute ‘No’. Once I asked for an
amount of money to attend a conference abroad, and he refused. That
annoyed me a lot because other persons’ request for funds were granted.

Role Conflict
This variable was implied in 3% of respondents’ anecdotes. Particularly, ADs’
role overload was emphasized:
-

“The Dean always listens attentively, but she is constrained by priorities
beyond her control” (DC).

-

“Our Dean is very professional, but moving from one campus to another is
quite overwhelming for him. When it’s convenient for me to see him, it
wouldn’t be so for him. It’s really a big burden to carry” (FM).
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Research Question 3: Discrepancy or Congruence of Role Perceptions

To what extent is there congruence of role perceptions between the deans and
chairpersons, deans and faculty, and chairpersons and faculty?

Deans vs. Chairpersons and Deans vs. Faculty

ADs’ perceptions of the five major leadership roles as depicted from the semistructured interview revealed some discrepancy when compared to DCs and FMs’
perceptions. The leadership roles are categorized as vision and goals, faculty and
program development, communication, management, and fiscal management.

Vision and goals. The vision and goals category includes responsibilities that
AD managed: 1) Involving faculty in developing plans for the school, 2) Providing
opportunities that support the faculty’s research and creative activities, 3) Articulating
a clear vision for the school, 4) Demonstrating an excellent professional role model
for the faculty in academia, administration and leadership (combined), 5) Obtaining
faculty’s opinion on relevant issues or concerns, and 6) Developing goals,
expectations, and priorities which describe the school’s goals and mission.

Involving faculty in developing plans for the school. While all ADs
confirmed involving faculty in developing plans for their schools, 60% of DCs and
77.5% of FMs agreed.
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Providing opportunities that support the faculty’s research and creative
activities. There was agreement between the majority of DCs and FMs (75% and 79%
respectively) and all ADs on providing opportunities for faculties’ research and
creative activities.

Articulating a clear vision for the school. All ADs confirmed that they shared
a clear vision of their school with their chairs and faculty. They emphasized their
vision was making the academic life and the quality of education better, or achieving
excellence in all the aspects of teaching, and research. Unlike FMs (85%), who agreed
that their AD consistently articulated a clear vision for the future, only 45% of DCs
agreed.

Demonstrating an excellent professional role model for the faculty in
academia, administration and leadership. While almost all ADs refused to label
themselves as role models in academia and suggested that others (faculty and
students) are expected to judge, the majority of FMs (about 65%) saw AD an
excellent professional role model in teaching and academia as well as in leading their
school. However, DCs had a much less score (25%) that revealed their poor
perception of ADs on these traits. On the other hand, similar to all ADs who affirmed
they were doing their best as administrators, 64% of FMs and 55% of DCs agreed to
rate the AD as an excellent professional role model in administration.
Developing goals, expectations, and priorities which describe the school’s
goals and mission. When asked about their school goals, all ADs expressed their
intention to walk through the steps of excellence in the field of higher education.
While 66% of FMs agreed, only 25% of DCs agreed.
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Faculty and Program Development. The second AD leadership role
category incorporates 1) Acknowledging faculty/staff according to all of their
pertinent accomplishments in teaching, research, and service; 2) Promoting a
favorable environment for individual faculty professional development and research.

Acknowledging faculty accomplishments in teaching, research, and service.
All ADs confirmed that they acknowledged accomplishments of FMs in many ways
such as promotions, awards, or appreciation in public. Unlike FMs (83%), who agreed
that their AD acknowledged them according to all of their pertinent accomplishments
in teaching, research, and service, only 50% of DCs agreed (see table 4:13).

Promoting a favorable environment for individual faculty professional
development. ADs reported providing different professional development
opportunities, to insure professional success and faculty retention such as peer review
and in-house or external seminars and training workshops. The concepts of faculty
and program development were repeatedly uttered in most of all ADs’ speech –
quality teaching, professional performance, assessment, training, change, program
improvement, mentoring, professional faculty retention, and skillful classroom
instruction. Likewise, a fair percentage of DCs and FMs (60% and 56% respectively)
agreed. Also, the majority of DCs and FMs (85% and 81% respectively) agreed that
AD placed appropriate emphasis on improving quality of teaching in the school. AD
had an almost equal rate (DC=60%; FM=57%) on placing appropriate emphasis on
improving quality of teaching in the school. 55% of DCs and 61% of FMs highly
rated AD on making promotion and tenure recommendations/decisions.
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Communication. Each of the seven ADs exhibited a strong commitment to
the internal communication structure and processes. This third AD leadership role
category takes account of: a) Being accessible to FMs and conducting productive
faculty meetings; b) Being open to contrary faculty views; c) Communicating the
upper level administration priorities to faculty and communicating the school's
concerns to the upper level administration; d) Making clear correspondence and
reports; e) Solving conflicts between FMs and DCs; and f) Treating faculty fairly.

Being accessible to FMs and conducting productive faculty meetings.
Almost all ADs perceived themselves accessible to DCs and FMs on a regular basis
through meetings they conducted with DCs at a frequency range of one to six
meetings per semester. In addition, ADs confirmed an open door policy and that they
were accessible most of the day in their offices to everyone, even to students. Their
contact with DCs and FMs was through either formal (meetings, memos, reports or emails) or informal (phone calls, in the lobby, going out, or friendly gatherings)
communication channels. Along similar lines, the majority of DCs and FMs (85% and
81% respectively) perceived AD accessible to them. On the other hand, 11 DCs
(55%) and 47 FM (59%) reported their agreement on perceiving AD as routinely
convening productive faculty meetings. Five DCs (25%) and 29 (36%) FMs were
undecided.
Being open to faculty views that are contrary to his/her own. When asked if
they were open to faculty views that were contrary to theirs, all ADs confirmed
having this trait. They believed that FMs have their own expertise and might see thing
from different perspective. However, only eight DCs (40%) and 36 FMs (45%) agreed
that, meanwhile, five DCs (25%) and 38 FMs (47.5%) were undecided.
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Communicating the upper level administration priorities to faculty and
communicating the school's concerns to the upper level administration. All ADs
emphasized performing this task fully whether by being advocates for their schools or
by being the liaison of their school, and hence they revealed their role to serve two
masters (Rosser et al, 2000, and Wolverton et al 2001).
They considered themselves advocates to represent, promote, and support the
faculty and department chairs to the upper management, the provost. Eight DCs
(40%) and 38 FMs (47.5%) agreed that AD communicated the school's concerns to
the upper level administration, whereas seven DCs (35%) disagreed, and 38 FMs
(47%) were undecided.
The other liaison role between the provost, DCs, and FMs in the school was
perceived as important as that of the advocate. ADs revealed their consent of
maintaining their relationships with the provost, DCs, and FMs. They hit upon
explaining and justifying the administration’s decisions and actions. Nine DC (45%)
and 52 FMs (65%) believed AD communicated the upper level administration
priorities, meanwhile six DCs (30%) and 28 FMs (35%) were undecided.

Making clear correspondence and reports. All ADs affirmed making clear
formal yearly reports that they presented to the provost, and the provost raised it to the
President, who in turn raised it to the Board of Trustees. They also declared making
clear correspondence such as e-mails, memos, or letters. Similarly, 13 DCs (65%) and
59 (73%) FMs agreed that AD made clear correspondence and reports.

Solving conflicts between faculty and department chairs. All ADs revealed
their being positive towards performing this role. They assumed the role of mediators
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who heard and solved conflicts. Some illustrated their willingness to listen to and/or
confront concerns in order to fix problems in their own way, and other said they had
no conflicts in their school. Eight DCs (40%) and 43 FMs (54%) agreed that AD
made appropriate efforts to solve conflicts between them. Nine DCs (45%) disagreed
and 34 FMs (42.4%) were undecided.

Treating faculty fairly. When inquired about how they treated faculty, all ADs
shared the same response: Fairly or fairly but firmly. Eleven DCs (55%) and 61 FMs
(76%) believed AD treated them fairly, while seven DCs (35%) disagreed and 17 FMs
(21%) were undecided.

Management. The fourth leadership role category of AD, management,
includes: 1) Having clear administrative procedures are clear for promotions, tenure,
leave, etc; 2) Appointing/ hiring associate and assistant deans, DCs and FMs; 3)
Keeping informed about each department’s plans, priorities, accomplishments and
needs; 4) Conducting a credible review/evaluation of departments; 5) Delegating
responsibilities; 6) Overseeing course offerings and schedules of classes; and 7) Being
an excellent manager.

Having clear administrative procedures for promotions, tenure, leave, etc.
When asked whether their administrative procedures were clear for promotions,
tenure, leave, etc, all ADs confirmed that such procedures were clarified in the
university bylaws and that anyone who needed information could refer to them.
Eleven DCs (55%) and 59 FMs (74%) reported their agreement.
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Appointing/ hiring associate and assistant deans, DCs and FMs. Almost all
ADs mentioned selecting associate deans, assistant deans, and DCs according to their
seniority, professionalism, and faculty’s feedback. Meanwhile seven DCs (35%)
agreed that AD exercised good judgment in appointing associate and assistant deans,
46 FMs (57%) agreed, and 10 DCs (50%) and 16 FMs (20%) disagreed. Six DCs
(30%) and 44 FMs (55%) agreed that AD exercised good judgment in selecting and
retaining department or division heads. Seven DCs (35%) and 11 FMs (14%)
disagreed; whereas seven DCs (35%) and 25 FMs (31%) were undecided.
All ADs stated that FMs were hired based on the department needs and the
recommendation of the academic committee that interviewed candidates with
matching qualifications (Master or PhD degree and experience). Fourteen DCs (70%)
and 46 FMs (57%) agreed that AD assisted in the recruitment of new qualified faculty
members.

Keeping informed about each department’s performance. All ADs
emphasized their role to stay informed of all that happened in their school
departments by checking minutes of departmental meetings and some others went
further to attend their meetings. Eleven DCs (55%) and 53 FMs (66%) agreed that AD
kept informed about each department’s plans, priorities, accomplishments and needs;
whereas eight (40%) DCs and 27 FMs were undecided.

Conducting a credible review/evaluation of departments. Almost all ADs
clarified that conducting credible reviews and evaluations of departments (DCs and
FMs) were completed for annual merit raises, promotion, and tenure. Similarly, 11
DC (55%) and 41 FMs (51%) agreed.
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Overseeing course offerings and schedules of classes. All ADs reported they
were in charge of overseeing course offerings and schedules of classes that DCs
handled. Likewise, 14 DCs and 72 FMs (70% and 85% respectively) agreed.

Delegating responsibilities. All ADs affirmed delegating responsibilities and
authority to DCs or committees since they were aware of the importance of working
as a team. Along the same lines, 15 DCs (75%) and 68 FMs (85%) agreed on
perceiving AD as effectively delegating responsibilities and the authority to carry out
tasks.

Being an excellent manager. When inquired if the perceived themselves as
excellent managers, the majority (five ADs) reported positively except for two ADs
who preferred their excellence or success stories to be articulated by others. Fourteen
DCs (70%) and 63 FMs (79%) perceived AD as an excellent manager.

Fiscal Management. The last leadership category of AD’s role, fiscal
management, includes budget responsibilities such as managing resources in the
school, administering the academic budget in the school, and providing information
about the academic budget in the school.
When questioned about this, some ADs fell under one of the two
systems:
a) The school had autonomous fiscal management, or b) The school had
restricted fiscal management. Seven DCs (35%) and 35 FMs (43%) agreed that
their AD effectively administered the academic budget in the school. Seven
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DCs (35%) and 15 FMs (19%) disagreed; whereas six DCs (30%) and 30 FMs
(37.5%) were undecided. In addition, 15 DCs (75%) perceived AD as
effectively managing resources in the school, meanwhile only 37 FMs (46%)
agreed. On whether AD provided information about the academic budget in the
school 12 DCs (60%) and 24 FMs (30%) agreed. Four DCs (20%) and 20 FMs
(25%) disagreed, whereas four DCs (20%) and 36 FMs (45%) were undecided.

Academic Dean Role Conflict. The last category pertinent to AD’s role was
role conflict. This uncovered whether role conflicts existed between faculty members
and AD, DCs and AD, and or between AD and the upper management.
Four out of seven ADs reported they almost had no role conflicts with DCs or
FMs. However, three ADs said that they had encountered role conflicts with DCs,
with FMs, and /or with upper administration. The conflicts they pointed out had to do
with budget, FMs’ course loads, or individual problems between colleagues, most of
which they said had been resolved within their boundaries. In comparison, seven DCs
and 33 FMs (35% and 41% respectively) perceived role conflicts existed between
faculty members and AD. 10 DCs and 27 FMs (50% and 34% respectively) perceived
role conflicts existed between chairpersons and AD. While seven DCs (35%) and 17
FMs (21%) perceived role conflicts existed between AD and upper management, over
50% of the DCs and FMs were undecided.
When asked whether there was role overload (too many roles) in academic
deanship, the majority of ADs (5 ADs) affirmed this. Nine DCs and 27 FMs (45% and
34% respectively) agreed there was role overload (too many roles) in academic
deanship; yet, over 50% were undecided.
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The statistical method employed to test the discrepancy or congruence of
perceptions was the one-tailed t-test at a significance level of 0.1 (p<0.1). A
comparison of the mean score is presented to provide some answers to the research
question. A mean score of above 3 with a standard deviation of less than 1.29 is an
indication of a positive perception for the dependent variables of the AD’s leadership
role.
The six leadership categories had means between 3.2 and 4, which indicates
that DCs and FMs had a moderately positive perception of their ADs leadership
practices. The results of the questionnaire show that there are significant differences
in DCs and FMs’ perceptions of AD’s role on four of the six leadership categories.
The mean of each sub-category was found to be higher on the six leadership
categories of the survey for FMs than the means of DCs. The p-value for vision and
goals, faculty and program development, communication, and management, indicated
significance at 0.1 level. However, the p-value for fiscal management and role
conflict did not indicate significance at 0.1 level.
The mean, standard deviation, and p-value for DCs and FMs’ perceptions of
AD’s leadership role are illustrated in tables 22 through 27.
Vision and Goal. As revealed in Table 22, there is a statistically significant
difference in DCs and FMs’ perceptions of ADs’ vision and goals (p-value =
0.004451). FMs had a higher score than DCs, which indicates they perceived this
leadership category of ADs more positively than DCs.
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Table 4.22
Vision and Goals
VisGoal

Chair
Mean

SD

Faculty
Mean
SD

1. The dean involves the faculty in developing plans
for your school.

3.65

1.599

4.01

.893

2. The dean provides opportunities that support the
faculty's research and creative activities.

4.00

1.076

4.15

.781

3. The Dean consistently articulates a clear vision for
the future.

3.45

.826

4.19

.713

4. The Dean is an excellent professional role model
for the faculty in teaching and academia.

3.10

.968

4.24

.875

5. The Dean is an excellent professional role model
for the faculty in administration.

3.50

.889

3.90

.880

6. The Dean is an excellent professional role model
for the faculty in leading the school.

2.65

.988

3.88

.946

7. The Dean appropriately obtains faculty opinion on
relevant issues or concerns.

4.00

.795

4.04

.961

3.20

.834

3.91

.944

4.04

0.874

8. The Dean leads in developing goals, expectations,
and priorities that describe the college’s mission
and role.
Total
p-value

3.44
0.997
0.004451

Faculty and program development. Table 23 show a statistically significant
difference in DCs and FMs’ perceptions of ADs’ faculty and program development
(p-value = 0.063416). FMs had a higher score than DCs, which indicates they
perceived this leadership category of ADs’ more positively than DCs.

Table 4.23
Faculty and Program Development
ProDev

Chair
Mean

SD

Faculty
Mean
SD

1. The Dean acknowledges faculty/staff according to
all of their pertinent accomplishments in teaching,
research, and service.

3.20

1.240

4.11

.779

2. The Dean promotes a favorable environment for
individual faculty professional development.

3.40

.995

3.85

.843
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3. The Dean places appropriate emphasis on
improving the undergraduate program.

3.85

1.226

4.29

.679

4. The Dean places appropriate emphasis on
improving the graduate program.

3.50

1.235

3.31

.805

4.10

1.294

4.24

.750

3.70

1.261

3.86

.838

3.75

1.164

4.01

.893

3.30

1.081

3.86

.759

3.6

1.187

3.94

0.793

5. The Dean places appropriate emphasis on
improving quality of teaching in the school.
6. The Dean places appropriate emphasis on
research in consideration of
tenure/promotion/merit raises.
7. The Dean makes promotion and tenure
recommendations/decisions.
8. The Dean encourages creative approaches to
new teaching or research program development.
Total

0.063416

p-value

Communication. A significant difference is depicted in Table 24 between
DCs and FMs’ perceptions of ADs’ communication (p-value = 0.025954). FMs had a
higher score than DCs, which indicates they perceived this leadership category of
ADs’ more positively than DCs.

Table 4.24
Communication
Comm
1. The Dean is accessible to you as a faculty member.
2. The Dean is open to faculty views that are contrary to
his/her own.
3. The Dean's communication style promotes open
communication with faculty.
4. The Dean communicates the upper level administration
priorities
5. The Dean communicates the school's concerns to the
upper level administration
6. The Dean makes clear correspondence and reports.
7. The Dean makes appropriate efforts to solve conflicts
between faculty and department heads.
8. The Dean routinely convenes productive faculty
meetings.
9. The Dean treats faculty fairly.
Total
p-value

Chair
Mean SD
4.20
.834

Faculty
Mean SD
4.15 1.351

2.65

1.725

3.75

1.288

2.50

1.357

3.97

1.368

3.40

1.095

3.74

1.016

3.10

1.119

3.58

1.123

3.70

1.081

3.90

1.074

2.90

1.410

3.65

1.148

3.45

1.099

3.62

1.173

3.10
3.22

1.483
1.245

3.96
3.81

1.152
1.188

0.025954
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Management. As illustrated in Table 25, there is a significant difference
between DCs and FMs’ perceptions of ADs’ management (p-value = 0.035482). FMs
had a higher score than DCs, which implies they perceived this leadership category of
ADs’ more positively than DCs.

Table 4.25
Management
Mgmt

Chair
Mean

SD

Faculty
Mean
SD

3.55

1.317

4.20

.892

2.70

1.490

3.59

1.384

3. The Dean exercises good judgment in selecting
and retaining department or division heads.

2.85

1.387

3.66

1.359

4. The Dean assists in the recruitment of new
qualified faculty members.

3.75

1.020

3.65

1.020

5. The Dean makes appropriate efforts to retain
outstanding faculty members.

3.65

.875

3.69

1.269

6. The Dean attends to administrative matters in a
timely fashion.

3.35

1.226

4.04

1.073

2.30

1.455

3.76

1.235

3.70

.865

4.07

.868

3.60

.883

3.72

1.018

10. The Dean effectively delegates responsibilities and
the authority to carry out tasks.

3.80

.894

4.21

.688

11. The Dean organizes and schedules classes.

3.25

1.070

3.01

1.217

12. The Dean is an excellent manager.

2.90

1.410

3.90

1.259

13. Total
14. p-value

3.28
1.16
0.035482

3.79

1.107

1. The Dean's administrative procedures are clear
and unambiguous for promotions, tenure, leave,
etc.
2. The Dean exercises good judgment in appointing
associate and assistant deans.

7. Faculty members concerns and needs are handled
well by the Dean and staff.
8. The Dean keeps informed about each
department’s plans, priorities, accomplishments,
and needs.
9. The Dean conducts a credible review/evaluation of
departments on a regular basis
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Fiscal Management. The findings in Table 26, reveal no significant
difference between DCs and FMs’ perceptions of ADs’ fiscal management (p-value =
0.342042). This indicates that FMs and DCs had congruent perceptions of ADs on this
leadership category.

Table 26
Fiscal management
FisMgmt

Chair
Mean
SD

Faculty
Mean
SD

1. The Dean effectively manages resources in the
school

3.85

.745

3.49

.827

2. The Dean effectively administers the academic
budget in the school

3.05

.945

3.36

1.034

3. The Dean openly provides information about the
academic budget in the school.

3.45

.887

3.64

0.682

3.45

0.859

3.53

0.765

Total

0.342042

p-value

Role conflict. There is no significant difference between DCs and FMs’
perceptions of ADs’ fiscal role conflict (0.398846, p<0.1). Both FMs and DCs had
congruent perceptions that reveal their agreement on the presence of role conflict
(Table 4.27).

Table 4.27
Role Conflict
Conf

Chair
Mean
SD

Faculty
Mean
SD

1. Role conflicts do exist between faculty
members and the academic Dean.

3.55

1.050

2.95

1.221

2. Role conflicts do exist between chairpersons
and the academic Dean.

2.80

1.473

3.00

1.302

3. Role conflicts do exist between the
academic Dean and upper management.

3.10

.912

2.96

.803
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4. There is role overload (too many roles) in
academic deanship.
Total
p-value

3.45

.887

3.24

1.022

3.23
1.08
0.398846

3.29

0.895

Research Question Four: Perceptions of Leadership Roles by Academic Dean
Gender

To what extent is there variance of perceptions of leadership roles by gender?
The findings in Table 28 revealed no significant differences in any area related
to AD’s gender. However, male ADs were perceived more positively than females on
Vision and Goals, Communication, and Management variables. On the other hand,
female ADs were perceived more positively than males on the variables of Faculty
and Program Development, Fiscal Management, and Conflict Management.
respectively).

Table 4. 28
Perceptions of Leadership Roles by AD Gender
Perceptions of Leadership Roles by AD Gender

Male

Female

N=5

N=2

Mean

Mean

VisGoal

3.97

3.79

ProDev

3.85

3.95

Comm

3.83

3.32

Mgmt

3.84

3.28

FisMgmt

3.32

3.41

Conf

2.97

3.37

In regards to vision and goals variable, male ADs’ mean scores (M = 3.97)
were higher than female ADs’ mean scores (M = 3.79). Additionally, male ADs’
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mean scores (M = 3.83) were higher than female ADs’ mean scores (M = 3.32) in
relevance to Communication variable. As far as Management variable, male ADs’
mean scores (M = 3.84) were higher than female ADs’ mean scores (M = 3.28).
Inversely, higher mean scores (M = 3.95) were given to female ADs on Program and
Faculty Development than their counterparts (M = 3.41). Once again, female ADs’
mean scores (M = 3.41) were higher than male ADs’ mean scores (M = 3.32) related
to Fiscal Management. On the last variable associated with Conflict Management,
female ADs (M = 3.37) had a higher score than male ADs (M = 2.97).

Conclusion

In Chapter Four, results and findings were presented. Individual data was
coded and sorted into six broad clusters: Vision and goals, faculty and program
development, communication, management, fiscal management, and role conflict. All
the findings were compared to each other in a way that enabled meaningful insight to
be reached. Correspondingly, the results of the data analyses conducted to answer the
four research questions serving as the framework of this study were interpreted. It can
be noted that the results of all sources of data show consistency in the common
perceptions of academic deans’ roles in the three universities, apart from the different
hierarchical layers they belong to in their institutions. The congruence or variance of
perceptions is due to the different perspectives of the sample, their organizational role,
and to different higher education epoch they belong to.
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CHAPTER FIVE
DISCUSSION AND CONCLUSION

The purpose of this study was to explore the management and leadership role
of academic deans in three private universities in Lebanon as perceived by the deans
themselves, by the department chairpersons, and by the faculty in their schools. The
research has also attempted to determine whether there was variance or congruence of
perceptions between the different hierarchical layers to which respondents belonged.
Along similar lines, the researcher aimed at identifying whether there was any
difference of perceptions of leadership roles by gender.
This chapter discusses the findings of the research in reference to the reviewed
literature. It also summarizes the study to present conclusions drawn from the
obtained results and to make recommendations for additional exploration and
practice.

Four research questions whose answers are presented in Chapter Four, drove
the researcher’s exploration of the perceptions of ADs’ role. The first question was to
determine ADs’ perceptions of their role based on six management leadership
categories supported from prior literature and research about the responsibilities and
skills of the dean's role. The second research question aimed at determining the
perceptions of department chairs and faculty members of the academic deans’ roles
based on the six variables of AD’s leadership role. The third question was to find out
whether there was variance or congruence of perceptions between ADs, DCs, and
FMs. The last question was to explore if there was any difference of perceptions of
AD’s leadership role by gender.
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Some differences were noted when analyzing the collected data. The
researcher attributes this variance to the different institutional epoch (old generation,
middle, and recent), management system, size of schools, and the different
stakeholders’ perceptions of AD’s role. The researcher’s intention, though, is not to
literally compare between these universities.

Perceptions of the Academic Dean’s Role

The perceptions of ADs’ management leadership role were found to agree at
certain places and vary at others. This concurs with the findings of Gmelch et al.
(1999), Gorton and colleagues (2004), and Rosser et al. (2000). According to them,
provosts, chairs, faculty, students, and academic deans themselves viewed the nature
of the dean’s role and responsibilities differently. Obtaining perceptions congruent
with expectations for his/her role implies that AD has a clear definition of what those
expectations are. Tucker and Bryan (1991) emphasized that formal benchmarks and
others’ perceptions and expectations represent the AD’s governance responsibilities.
This corresponds to an up-to-date job description that is shared with the upper
administration and faculty as well.
Despite its obvious importance to ADs, DCs, and FMs, the written description
of AD’s responsibilities was available in the studied universities with some
commonalities and differences. In University A and C, Governance Bylaws displayed
on their websites included a clear description of AD’s role but lacked specifying the
detailed responsibilities. In University B, ADs had a detailed job description that was
not displayed on their website nor shared with faculty. Such a difference is one of the
major reasons behind the identified gap between expected and perceived performance.
However, one cannot deny the fact that this is attributed to the concept that the
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expectations and requirements of deans vary according to the culture of the higher
education institution (Gmelch & Wolverton, 2002) in addition to its size, and epoch.
Regardless of the difference between the job descriptions of ADs, the overall
content analysis of documents is compatible with the benchmarks drawn from the
reviewed literature in terms of the management and leadership roles of ADs.
Typically, ADs are not only required to be scholars of highest standing but also to
possess some managerial and leadership talents (Bragg, 2000; Bruess, 1999;
DiFronzo, 2002; Findlen, 2000; Montez et al., 2002; Robillard, 2000; Roaden, 1970;
Sattler; 1999; & Wolverton and Gmelch, 2002).

Therefore, put together, ADs’ job description, interviews, university bylaws,
in addition to DCs and FMs’ survey and anecdotal evidence enabled the researcher to
track the five management and leadership categories of AD’s role as extracted from
the literature review: Vision and goals, program and faculty development,
communication, management, and fiscal management.
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Even though all ADs affirmed setting clear vision and goals for themselves
and for their schools, they refused to label themselves as role models in academia and
suggested that others (faculty and students) are to judge. This actually concurs with
Eddy and VanDerLinden’s (2006) findings where community college administrators
avoided naming themselves as leaders since they assumed their leadership roles to
fundamentally accomplish the mission of the college and believed they were
perceived so by others according to the organizational chart.
Fifteen percent of the anecdotes revealed incidents that confirmed ADs’ vision
and goals variable. The survey results indicate that FMs had a higher Means score
than DCs with a statistically significant difference (p-value = 0.004451). This shows
that they perceived this leadership category of ADs more positively than DCs.

Faculty and Program Development
AD is responsible for overseeing, assessing, upgrading, and supporting the
overall performance of all academic and professional development programs of the
school as depicted in the reviewed documents. All ADs backed up providing
professional development opportunities to their schools such as peer review and inhouse or external seminars and training workshops to deal with the school’s frequent
complicated needs. This finding coincides with the reviewed literature (Damico et al.,
2003; Sattler, 1999; Walker, 200; and Wolverton & Gmelch, 2002). Specifically, they
acknowledged accomplishments of FMs in many ways such as promotions, awards, or
appreciation in public, to insure professional success and faculty retention.
Even though DCs and FMs agreed on ADs’ contribution to faculty and
program development, the survey result show a statistically significant difference in
DCs and FMs’ perceptions (p-value = 0.063416). FMs had a higher score than DCs,
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which indicates they perceived this leadership category of ADs more positively than
DCs. Meanwhile, six percent of the narratives uncovered incidents where AD
acknowledged their accomplishments in research and development.

Communication
Squeezed between administration and instruction (Seagren, 1994), this
midlevel academic leadership position requires ADs to connect higher administration
with the working base of an institution ( Bragg, 2000; Damico et al., 2003; Findlen,
2000, Roaden, 1970; Rosser et al. 2000; Seagren et al., 1994; & Wolverton et al.,
2001). This liaison role (Briggs, 2005) was endorsed by ADs who confirmed that they
served two parties – the leading administration and the faculty – and were doing their
best to maintain a smooth bond between both perspectives as backed up by literature
review (Bruess et al., 2003; Rosser et al., 2000; & Sattler, 1999). The seven ADs
exhibited a strong commitment to the internal communication structure and processes,
perceived themselves as accessible to all, and believed in the open door policy. Their
contact with DCs and FMs was through either formal (meetings, memos, reports, or emails) or informal (phone calls, in the lobby, going out, or friendly gatherings)
communication channels.
ADs’ openness and accessibility were emphasized by 12% of the respondents.
However, the survey results revealed a significant difference between DCs and FMs’
perceptions of ADs’ communication (p-value = 0.025954). FMs had a higher score
than DCs, which indicates they perceived this leadership category of ADs’ more
positively than DCs.
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Management
Academic deans are considered as middle managers in higher education.
These midlevel academic leaders are hired to perform the routine business of schools
as agreed on by the literature (Bragg; 2000; Briggs, 2005; Bruess, 1999; Bruess et al.,
2003; Damico, DiFronzo, 2002; Gmelch et al., 2003; Nies and Wolverton, 2000;
Robillard, 2000; Seagren et al., 1994; Shults, 2001; & Wolverton & Gmelch, 2002).
ADs confirmed that they implemented their institution’s rules and regulations. Almost
all ADs clarified that they completed conducting credible reviews and evaluations of
departments (DCs and FMs) for annual merit raises, promotion, and tenure. When
asked if they perceived themselves as excellent managers, the majority (five ADs)
reported positively except for two ADs who preferred their excellence or success
stories to be articulated by others as revealed in Eddy and VanDerLinden’s (2006)
study.
Nevertheless, even though ADs, DCs, and FMs’ perceptions are congruent,
there is a significant difference between DCs and FMs’ perceptions of ADs’
management (p-value = 0.035482). FMs had a higher score than DCs, which implies
they perceived this leadership category of ADs’ more positively than DCs.
The anecdotes revealed that 11% of the respondents had positive perceptions
of ADs’ administrative functions such as delegating responsibilities and authority and
managing their needs and concerns. However, few respondents (4%) revealed
incidents of a rather negative perception of ADs’ decision-making. In view of that, the
deans’ ability to make complex decisions and to handle the conflict that results from
such decisions determines his/her effectiveness in managing and leading the academic
affairs of the unit (Allen-Meares, 1997; Montez, et al., 2002; & Walker, 2003).
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Fiscal Management
The reviewed literature (Allen-Meares, 1997; Gmelch et al., 1999; Montez et
al., 2002; Robillard 2000; & Townsend & Bassoppo Moyo, 1996) indicates that AD is
expected to assess the needs of the school for the budget and for the staffing in
addition to approving DCs’ budgets before submitting them to the upper
administration. When questioned about this, ADs fell under one of the two systems:
a) The school had autonomous fiscal management, or b) The school had restricted
fiscal management. Four ADs served at a school whose fiscal management is
autonomous, whereas three ADs served at a school of restricted fiscal management.
Unlike Townsend & Moyo’s (1996) findings – that the most wanted competence to
ADs was in budgeting and finance – the three ADs (under the new generation epoch)
were hesitant to claim such authorization .Yet, to maintain academic leadership, AD
should be empowered to handle autonomous budget decisions (Roaden, 1970).
The results of ADs, DCs, and FMs reveal congruency of perceptions. There
was no significant difference between DCs and FMs’ perceptions of ADs’ fiscal
management (p-value = 0.342042). This indicates that FMs and DCs had congruent
perceptions of ADs on this leadership category.
The fiscal management variable was positively implied in 5% of the
respondents’ accounts, while two FMs revealed an incidence of their negative
perception of AD’s fiscal management. This implies that the autonomous fiscal
management not only empowers AD but also helps avoid arising conflicts. Here it is
worthy to mention that the epoch of the higher education institution is a point to
consider behind this shortage the ADs had.
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Role Conflict
As a linchpin leader (Wolverton et al., 2001) and a juggler (Seagren, 1994)
who is frequently pressured to manage administrative and academic matters
successfully, AD may encounter conflicting issues. Four out of seven ADs reported
they almost had no role conflicts with DCs or FMs. However, three ADs said that
they had encountered role conflicts with DCs, with FMs, and /or with upper
administration. The conflicts they pointed out had to do with budget, FMs’ course
loads, or individual problems between colleagues, most of which they said had been
resolved within their boundaries. When expectations of the university counteract
those of the faculty, or when expectations of either party stay undetermined, conflicts
occur. The top management, for instance, may ambiguously recommend cutting down
costs, mean while DCs or FMs may want AD to pay out more on professional
development, research, travel, and tools. In such case, the dean faces an unsuccessful
condition that certainly contradicts the university's decision of financial control
(Wolverton et al., 1999). This is typical to what was revealed in some of the anecdotes
mentioned earlier. Minimizing factors which encourage role conflict is recommended.
This can be achieved by having clear role expectations represented by the job
description, recruiting qualified personnel, and having a matching AD (Gorton et al.,
2004). There is also another indication that the size and epoch of institution may
promote role conflict and role ambiguity.
The results of DCs and FMs’ perceptions of ADs’ fiscal role conflict are
congruent with ADs’ perceptions with no significant difference between DCs and
FMs (0.398846, p<0.1). Both FMs and DCs had congruent perceptions that reveal
their agreement on the presence of role conflict.
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This variable was supported in three percent of respondents’ anecdotes who
emphasized ADs’ role overload. The findings of this study concur with the findings of
the reviewed literature (Gmelch et al., 1999; Reason & Gmelch, 2003; Wild et al.,
2003; & Wolverton & Gmelch, 2002)

Table 5.1
Mean and p-values for DCs and FMs perceptions of AD’s leadership role
VisGoal

ProDev

Comm

Mgmt

FisMgmt

Conf

Chairs

3.44

3.6

3.22

3.28

3.45

3.23

Faculty

4.04

3.94

3.81

3.79

3.53

3.29

p-value

0.004451

0.063416

0.025954

0.035482

0.342042

0.398846

Leadership Differences by Gender
In the current study, the extent to which there were gender differences in
perceptions of AD’s role was explored. The analysis of ADs’ interviews revealed no
significant differences in the ways women and men define the academic role nor in
the way they considered themselves as leaders. This concurs with the findings of
Eddy and VanDerLinden (2006) which indicates that gender is not necessarily a
definite variable of difference in leadership practice.
One (AD5) out the two female ADs perceived her leadership style as
participative. Even though she was reluctant to consider herself a leader, she did
perceive herself carrying out the management leadership role of AD (see table 4.3).
However, the second female AD (AD4) perceived her leadership style to fall midway
between democracy and firmness and did consider herself a leader, one who has the
vision of the school and takes the right decisions.
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The male ADs described their leadership style as participative, democratic, firm
and fair, or eclectic. Three ADs out of five confidently answered they were leaders
and referred this title, leader, either to institutional role expectations or to nature. Yet,
the other two male ADs believed they are doing their best for the success of their
schools (AD1 & AD7)
Similarly, there is congruency between ADs, DCs, and FMs’ perception of
ADs’ leadership role by gender. Results of the questionnaire showed no significant
differences in any area related to AD’s gender. However, unlike Rosser’s findings
(2001) where female deans got higher rates on all seven leadership dimensions, in this
study, male ADs were perceived more positively on vision and goals, communication,
and management variables. On the other hand, female ADs were perceived more
positively on the variables of faculty and program development, fiscal management,
and conflict management.

Summary

This study explored the perceived role of academic deans in three private
universities in Lebanon. The inquiry focused on the deans’ perceptions of their role,
the chairpersons’ perceptions of the deans’ management and leadership role, and the
faculty’s perceptions of the deans’ management and leadership role. The methodology
included four instruments to collect data about the participants’ perceptions of the
academic dean’s role: A review of available documents, semi-structured interviews
with the selected academic deans, a questionnaire answered by the sample faculty
members and chairpersons who report to the deans, and a review of anecdotal records
written the chairs and faculty members. The results of the questionnaires, interviews,
anecdotal evidence, and university documents were then reviewed, analyzed, and
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compared by the researcher. This involved synthesizing and comparing the themes
and responses of the three categories of participants to emphasize congruency or
discrepancy of perceptions.
This research is distinctive since it dwells on the perceptions of the
management leadership role of the academic male and female deans by faculty, by
department chairpersons, and by the deans themselves in three universities.
The major findings of the study were:
1. Research question 1 attempted to determine academic deans’ perceptions of their
management leadership role. Findings indicated that the selected academic deans
positively perceived their roles in congruence with their job description and
governance by-laws. Most ADs revealed the presence of role conflicts (with
Upper management, with DCs, or with FMs) that they successfully managed.
Leadership differences by AD’s gender revealed their leadership style was either
participative/democratic or autocratic/directive. Meanwhile male ADs were
autocratic/directive, female ADs were participative/democratic. Both male and
female ADs revealed no significant difference in their perceptions of their role.
2. Research question 2 attempted to determine DCs and FMs, perceptions of ADs’
role. Findings indicated that the perceptions of DCs and FMs of their AD’s role
were moderately positive. Female deans were perceived more positively than male
deans on faculty and program development, fiscal management, and conflict
management. Male deans were perceived more positively than female deans on
vision and goals, communication, and management variables. Male leadership is
viewed as more directive and autocratic and female leadership as more
participatory and democratic.
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3. Research question 3 attempted to determine variance or congruence of perceptions
between ADs, DCs, and FMs. The participants revealed a moderate agreement in
their perceptions of AD’s role. The slight incongruence of perceptions did exist to
a certain extent because department chairs are in a position that is closer to
academic deans than faculty members and thus have more critical perceptions of
the dean’s role than faculty members.
4. Research question 4 attempted to determine the difference of perceptions of AD’s
leadership role by gender. Female deans were perceived more positively than male
deans on faculty and program development, fiscal management, and conflict
management. Male deans were perceived more positively than female deans on
vision and goals, communication, and management variables. Male leadership is
viewed as more directive and autocratic and female leadership as more
participatory and democratic.

Educational Implications

Leading and managing the schools of the studied private universities is
challenging for the deans especially that one of them is well established and has a
long history; the other one is in the middle; meanwhile the third is newly established
and has boomed significantly.
The researcher concludes the following assumptions:
 Because others perceive our behavior in a way different from our own,
comparisons to this study should be made with caution.
 The deans’ perceptions of deanship reflect their performance of role flavored with
the ideal of academic leaders expectations.
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 Few differences existed in how male or female ADs defined their leadership.
Where there were slight differences based on gender, the male and female
responses were framed in stereotypical ways. Male leadership is viewed as more
directive and autocratic and female leadership as more participatory and
democratic.
 The chairpersons and faculty’s perceptions and expectations of the role of the
academic dean vary depending on their understanding of institutional leadership
management function and on the academic unit they belong to.
 Incongruence of perceptions between deans and chairpersons, between faculty and
deans, and between faculty and chairpersons, do exist to a certain extent. This is
because DCs are put in a position that is closer to AD than FMs and thus have
more critical perceptions of AD’s role than FMs do especially in large
universities.
 Role conflicts are the result of the lack of congruence of role perceptions.

The implications of the role of a dean in new university governance will help
in building up the strengths discovered and in alleviating the upcoming limitations of
such a critical university leadership management role. Consequently, how the
academic dean perceives his/her leadership and managerial roles and responsibilities
will be reflected in the way they perform and try to meet role expectations.

Limitations

A number of limitations were encountered when conducting this research:
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 This study does not lead to generalization nor theory building since it is based on
case studies whose findings can only be strengthened through replication, to
enable data to be pulled together from different university environments.
 Part of the findings is based on the data collected by the survey devised for this
study and whose items were not standardized but adapted or developed depending
on the literature review. Hence, it can be strengthened by replication.
 The study was subject to the anticipated limitation of determining perceptions of
role based on participants’ reporting.
 A considerable number of faculty members are part timers and might not have a
clear perception of the dean’s role.
 In spite of the fact that anonymity was promised, some participants refused to
write without any elaboration; meanwhile others expressed their concern of an
individual threat of being identified through their anecdotes.

Suggestions for Further Research

Much research on the academic deanship needs to be done.
:
 The diversity of higher education zone may sometimes hinder universities
from copying each other’s systems. Thus, further research should investigate
the studied universities and separately analyze the findings of each university
to indicate congruence or variance of the perceptions of the dean’s role in
terms of the different epoch they belong to.
 This study should be replicated on a bigger sample to determine whether the
findings are true at other university contexts.
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 This study should be replicated on other private and public universities to
determine the similarities or differences in the perceptions of the dean’s role.
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APPENDIX A

INTERVIEW SCHEDULE

A Preliminary Interview Schedule
1. For how long have you been a dean?
2. Do you have previous administrative experience? Talk about it.
3. Did you go through a training period once selected for the position of a dean?
4. What are the primary duties and responsibilities of being dean in your faculty?
5. What is your perception of deanship?
6. What are some of the most challenging issues you struggle with in your
deanship?
7. Being dean of the school of --------- for nearly ----, what would you say are
some of the accomplishments that have made you the most proud?
8. So, what is it about the University that makes it, as you say, so special and
unique?
Obviously, a dean comes from a specific department, in your case ---------.
How do you balance your involvement with all the disciplines and
departments to maintain equity and fairness?
Speaking of balance, how do you balance your very busy life as a dean with
your other interests, as well as your family?
9. How do you manage your time?
10. How do you counsel and professionally develop faculty?
11. How do you run faculty meetings?
12. How do you manage faculty workload?
13. What is the difference between managing and leading your departments?
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14. Would you describe the management structure of your school as hierarchical
15. What are the three things you most value in your professional life?

What style of leadership are you most comfortable with: structural,
democratic, supportive, or participative?
16. What are the most important things you want to change or improve in your
faculty?
17. How do you like to be remembered as administrator?
18. What are the greatest strengths of your faculty?
19. What are the greatest weaknesses of your faculty?
20. How do you describe the environment of the university and your faculty?
21. What does your ideal faculty look like?

Do you know exactly what is expected of you?

Do you have clear idea about your role and responsibilities? Are you satisfied
with the authority given to you?

22. When assigned a task, are you provided with the adequate time and resources
(human and physical) to execute it?
23. Do you sometimes encounter incompatible requests from two or more people?
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APPENDIX B

QUESTIONNAIRE AND COVER LETTER

Dear …,

I’m currently busy with research for my MA in Education studies at The Lebanese
American University under the supervision of Dr. Leila Harmoush, Dr. Mona
Nabhani, and Dr. Katy Sarroufim. I recently introduced the idea to you and revealed
my interest in having you as a participant in my study.
The purpose of this study is to explore the role of the academic dean in a new private
university in Lebanon and how he/she and faculty members perceive his/her academic
and managerial role and responsibilities. The study will focus on the perceptions of
the academic dean’s management leadership role. The results will improve
understanding of the role of middle management in shaping the development of
higher education institutions in Lebanon. Moreover, the executive management
obtained can be a good strategy to strengthen executive leadership at central and
middle levels not only at university governance but also at higher institutions in
Lebanon.
I would appreciate it if you would assist me in my research by completing the
enclosed questionnaire which will take approximately 10 minutes to complete.
Please note that the participants’ individual information will be treated as confidential.
So you are asked not to write your name (or the name of the university) anywhere on
the questionnaire.
For your convenience, I will pass by your office to receive the completed
questionnaire by hand and would greatly appreciate if you could complete the
questionnaire within one week from the date received.
By returning this questionnaire, you are giving your consent to participate.
Your assistance and contribution to this study is highly valued.
Yours sincerely,

Asma Tillawi Ghandour
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APPENDIX C

ANECDOTAL INQUIRY

Can you briefly give an example of one occasion when you had a meaningful
(positive/negative) contact with the Dean (e.g. worked through a problem; served
together on a committee or task force; or during a meeting)?
1.
2.
3.
4.

What happened?
What significance did the incident have at the time it was occurring?
What did it mean to you at the time?
What is the significance of the incident now?

Faculty Questionnaire
Please circle the your answer to the following questions. Responses are confidential and will
not be seen by the Dean.
University:

A

B

School of : a. Arts & Sciences

C

b. Business

c. Pharmacy

d.

Engineering

Demographic information
1)

Gender:

a. Male

b. Female

3)

Highest Degree: a.

4)

Position: a. Professor

5)

Tenure status:

6)

Number of years working with the dean:

7) Your contact with the dean has been:

a.
b.
c.
d.

This is my first year
One to two years
Three to five years
More than five years

a.
b.
c.
d.

8)

Organzational role:

Ph.D

b.
b.

Age:

c.

Master's

Associate Professor

c.

a. Tenured

Ed.D.

2)

b.

b. 41‐60yrs

c. Above 6

d. Other: ___________________ (Please specify)
Assistant Professor

Working toward Tenure

a. Chair

a. 20‐40yrs

c.

Instructor

c. Non‐Tenured

At least once a week
One to three times a month
One to three times a term
Hardly ever

b. Faculty

For each of the following items, please indicate the extent to which you agree or disagree these functions
are performed by the academic dean. Circle the answer which best represents your perceptions.

A. Vision & Goals
1)

The Dean involves the faculty in developing plans for your school.

2) The Dean provides opportunities that support the faculty's research
and creative activities.
3) The Dean consistently articulates a clear vision for the future.
4) The Dean is an excellent professional role model for the faculty in
teaching and academia.
5) The Dean is an excellent professional role model for the faculty in
administration.
6) The Dean is an excellent professional role model for the faculty in
leading the school.
7) The Dean appropriately obtains faculty opinion on relevant issues or
concerns.
8) The Dean leads in developing goals, expectations, and priorities which
describe the college’s mission and role.
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2
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3

2
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5

4
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2

1

5

4

3

2

1

5
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3

2

1
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3
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4
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B. Faculty & Program Development
1)

The Dean acknowledges faculty/staff according to all of their pertinent

accomplishments in teaching, research, and service.
2) The Dean promotes a favorable environment for individual faculty
professional development.
3) The Dean places appropriate emphasis on improving the
undergraduate program.
4) The Dean places appropriate emphasis on improving the graduate
program.
5) The Dean places appropriate emphasis on improving quality of
teaching in the school.
6) The Dean places appropriate emphasis on research in consideration of
tenure/promotion/merit raises.
7) The Dean makes promotion and tenure recommendations/decisions.
8) The Dean encourages creative approaches to new teaching or research
program development.

C. Communication
1)
2)

The Dean is accessible to you as a faculty member.
The Dean is open to faculty views that are contrary to his/her own.

3) The Dean's communication style promotes open communication with
faculty.
4) The Dean communicates the upper level administration priorities
5) The Dean communicates the school's concerns to the upper level
administration
6) The Dean makes clear correspondence and reports.
7) The Dean makes appropriate efforts to solve conflicts between faculty
and department heads.
8) The Dean routinely convenes productive faculty meetings.
9) The Dean treats faculty fairly.
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D. Management
1) The Dean's administrative procedures are clear and unambiguous for
promotions, tenure, leave, etc.
2) The Dean exercises good judgment in appointing associate and
assistant deans.
3) The Dean exercises good judgment in selecting and retaining
department or division heads.
4)
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4

3

2
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5) The Dean makes appropriate efforts to retain outstanding faculty
members.

The Dean assists in the recruitment of new qualified faculty members.
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6)
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The Dean attends to administrative matters in a timely fashion.

7) Faculty members concerns and needs are handled well by the Dean
and staff.
8)
The Dean keeps informed about each department’s plans, priorities,
accomplishments and needs.
9)
The Dean conducts a credible review/evaluation of departments on a
regular basis
10)
The Dean effectively delegates responsibilities and the authority to
carry out tasks.
11)
12)

The Dean organizes and schedules classes.
The Dean is an excellent manager.

E. Fiscal Management

1)

The Dean effectively manages resources in the school
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2)

The Dean effectively administers the academic budget in the school
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3)
The Dean openly provides information about the academic budget in
the school.
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F. Role Conflict
1) Role conflicts do exist between faculty members and the academic
Dean.
2) Role conflicts do exist between chairpersons and the academic Dean.
3) Role conflicts do exist between the academic Dean and upper
management.
4) There is role overload (too many roles) in academic deanship.

Thank you for your valuable support

