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Abstract 

Effective leadership by academic administrators is an area of significant relevance to self-

governing institutions of higher education (Dean et al., 2021; Weaver et al., 2019). Universities’ 

success depends upon a high degree of competent performance from professors and researchers 

of varying ranks, particularly those who assume positions of additional responsibility (PAR), 

including deans, associate deans, department chairs, and program directors. Most universities do 

not adequately prepare faculty for the challenges of PAR, leading newly appointed academic 

administrators to experience needless stress and to be less effective administrators, particularly in 

their early years in PAR (Armstrong & Woloshyn, 2017). Although the higher education 

literature contains an abundance of research about university presidents, academic deans, and 

department chairs (White, 2014), studies that focus specifically on these role transitions are 

sparse. This study explores six faculty members’ transitional experiences to PAR at a southern 

Ontario university, how they were prepared for their administrative roles, what challenges they 

faced, and how they were supported in their role. Participants revealed that they were unprepared 

for their respective PAR, they faced challenges related primarily to “human and people” and 

budget administration, and the support they received was varied and lacking. Participants also 

provided recommendations regarding how universities can better support their transitions.  
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CHAPTER ONE: INTRODUCTION TO THE STUDY 

This study explores the transitional experiences of the professoriate to what I have chosen 

to call positions of additional responsibility (PAR), such as, deans, associate deans, department 

chairs, and program directors. Prior to this research, I thought that all individuals in PAR, despite 

having varying roles and responsibilities, would be adequately prepared for their respective roles, 

and be supported by their universities. This is seemingly not the reality, as this research has 

shown that more needs to be done to improve the preparation of faculty to assume PAR.  

In Chapter 1, I present the background of the problem, statement of the problem, purpose 

of this study, research questions, theoretical framework, and scope and limitations of the study. I 

also will provide an outline of the remainder of the document. 

Background of the Problem 

Effective leadership by academic administrators is an area of significant relevance to self-

governing institutions of higher education (Dean et al., 2021; Weaver et al., 2019). Universities’ 

success depends upon a high degree of competent performance from professors and researchers 

of varying ranks, particularly those who assume positions of additional responsibility (PAR) 

(Freeman et al., 2020; Gonaim, 2016). One of the issues that exists in most universities, 

however, is that they do not adequately prepare faculty for the challenges associated with 

transitioning to PAR, leading newly appointed academic administrators to experience needless 

stress and to be less effective administrators, particularly in their early years in these positions 

(Armstrong & Woloshyn, 2017). Although the higher education literature contains an abundance 

of research about university presidents, academic deans, and department chairs (White, 2014), 

research that focuses specifically on these role transitions is sparse. Recently, Dean et al. (2021) 

found that the experience of academic leaders in Canada has been under-researched and 
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recommend expanding upon studies so that universities will see the need for a coordinated 

institutional response to better prepare and support professors as they transition to PAR. 

Statement of the Problem 

The role of the academic department chair is arguably one of the most challenging in 

institutions of higher education (Martin et al., 2019), yet for the most part these academic leaders 

receive little training for the variety of management and leadership functions they are expected to 

perform (Wisniewski, 2019). In the same way White’s (2014) study also found that the transition 

into a deanship position is stressful and difficult, and that the first year involves a great deal of 

on-the-job skill acquisition, learning to navigate the broader organizational environment, and 

dealing with significant changes in their interactions. To facilitate smooth transitions and to 

improve the efficiency and effectiveness of newly appointed academic administrators, requisite 

attention must be given by universities towards preparing the professoriate and supporting them 

as they transition to PAR, thereby alleviating any potential challenges they may face 

Purpose of the Study and Rationale 

The purpose of this study is to fill a significant gap in the literature by exploring the 

experiences of professors who have transitioned to PAR within two faculties of a medium-sized 

university in southern Ontario. More specifically, I explored the phases of transition to PAR—

namely before transition, early transition, and mid-transition—with a view to understanding and 

comparing the measures implemented by the university to prepare the professoriate in each 

faculty for PAR, the challenges they face in their respective positions, and how they are 

supported. The findings from this study provide recommendations regarding how universities 

may improve governance and leadership practices to support the transition of the professoriate to 
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PAR. This study’s findings will benefit universities, individuals who are currently in PAR, and 

those who aspire to act in PAR. 

Research Questions 

This study sought to address the following research questions from the perspective of 

individuals who currently hold PAR: 

1. What measures does the case study university implement to prepare professors for their 

transition to PAR? 

2. What challenges do participating professors report that they face during their pre, early 

and mid-stage transition to PAR? 

3. What measures does the case study university implement to support professors while they 

act in PAR? 

Theoretical Framework 

This study is guided by Schlossberg’s (1981) transition theory model—a mechanism for 

analyzing human adaptation to transition. Her theory proposes that adaptation is based on three 

sets of variables: the individual’s perception of the transition; the characteristics of pre-transition 

and post-transition environments; and the characteristics of the individuals experiencing the 

transitions. Given that this study focuses on professors when they transition to PAR, this 

theoretical perspective helped to provide a more in-depth understanding of the individual and 

organizational behaviours and practices that occur when professors undergo administrative 

transitions. 

Scope and Limitations of the Study 

The transition of the professoriate to PAR and its associated challenges is a phenomenon 

that is worthy of investigation on a large scale to capture a wide variety of experiences. Due to 
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practical constraints, however, this study is limited to a sample of six professors from two 

faculties at a southern Ontario university. While the interviews provided insightful information 

related to the transitional experiences of the professoriate, results of the study cannot be 

generalized across all faculties and/or universities. The hope however is that further research will 

be conducted to explore this phenomenon with a larger sample of professors at other universities 

in Canada and abroad. For example, as an MSc. graduate and Lecturer from Jamaica who has 

worked in leadership roles both inside and outside of a university setting in my country of origin, 

I have found that research within this area there is sparse. Conducting a comparative study would 

be a great opportunity to add to the body of knowledge related to transitions, particularly as it 

relates to recommendations and best practices for improving the transitional experiences of 

faculty.  

Outline of the Remainder of the Document 

Chapter 2 begins by defining positions of additional responsibility (PAR) and discussing 

the theoretical framework that grounds this study: Schlossberg’s transition theory. After this, the 

chapter explores relevant literature related to the roles and responsibilities of deans, associate 

deans, department chairs, and program directors; how they are selected; the measures 

implemented by the university to prepare them; the challenges they face when they transition to 

PAR; and how they are supported. 

Chapter 3 outlines the research methodology used in conducting this study. It provides a 

brief description of the qualitative case study design that was utilized and the reasoning behind 

its use. The chapter justifies the selection of research site and participants, and explains the 

procedures used to collect and analyze data. The chapter also discusses the assumptions, 

limitations, reliability, and validity of the data, as well as ethical considerations. 
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Chapter 4 explores the study’s findings in relation to the experiences of the individuals 

who transition to PAR. Four major themes emerged from the analysis of the data, including: 

adequacy of preparation, challenges related to “human and people” (frequently cited by one of 

the participants), challenges related to budget administration, and mixed views concerning 

formal and informal support received by these individuals in PAR. The chapter presents 

participants’ suggested recommendations for how universities can foster smoother transitions for 

individuals in PAR, including calls for formal transition arrangements, leadership training, and 

mentoring programs. 

 Finally, Chapter 5 summarizes and discusses the study and its findings, as well as 

implications for theory, implications for practice, implications for further research, and 

recommendations, and ends with a conclusion. 
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CHAPTER TWO: LITERATURE REVIEW 

Transitioning from the professoriate to positions of additional responsibility (PAR) is a 

sparsely researched phenomenon despite its prevalence in postsecondary institutions (Dean et al, 

2021; White, 2014). Notably, this is not the case with the transitioning of teachers to positions of 

responsibility (POR) within elementary and secondary institutions, which appears to be more 

widely researched (e.g., see Armstrong, 2015; Hohner, 2016; Hohner & Riveros, 2017; Stone-

Johnson, 2014). To fill this lacuna in the research literature and to better understand the 

experience of incumbents, we need to be clear about what POR and PAR mean.  

POR, on the one hand, refer exclusively to the elementary and secondary school context 

and include positions such as principals, vice principals, major department heads, consultants, 

and coordinators, among others (Law Insider, n.d.). POR are conferred upon incumbents by their 

district school boards. PAR, on the other hand, is a term that I have created to distinguish it from 

POR and its usage in K-12 schools and to describe a phenomenon that is widely practiced in 

postsecondary institutions but not named. All faculty members have responsibilities that are 

articulated in universities’ collective agreements, faculty handbooks, or other pertinent documents; 

however, individuals who assume positions such as deans, associate deans, department chairs, and 

program directors have additional responsibilities, other than those of their colleagues who do not 

hold such responsibilities—hence the term PAR. Typically, the individuals who are afforded the 

opportunity to transition to PAR are those who would have served in a postsecondary classroom 

for several years or who have other relevant experience acquired prior to joining a postsecondary 

institution, such as having served as vice principals or principals or serving in an administrative 

or managerial/leadership capacity in a private sector setting.   

The move from the professoriate to PAR constitutes a career transition. Louis (1980) 

defines a career transition as “a period when individuals are changing roles or their orientation to 
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a role currently occupied” (as cited in Armstrong & Woloshyn, 2017, p. 99). In the context of 

some organizations, and depending on the roles, the nature of the change from one role to the 

next may vary from being smooth to being very complex. Jenkins (2009) asserts that the 

transition from rank and file to management is perhaps the most difficult transition a person can 

make and argues that it is especially true in higher education. In postsecondary institutions, the 

changing of roles from the professoriate to PAR is complex and has many challenges (Freeman 

et al., 2020; Gonaim, 2016). In the following review of literature, the transitional movement 

made by the professoriate to PAR is explored by delving into relevant literature as it relates to 

deans, associate deans, department chairs, and program directors and their experiences while 

they transition to and act in these positions. Particularly, close attention is paid to understanding 

what takes place in each of the three identified phases of transition, which are pre-transition, 

early transition, and mid-transition.   

This chapter is organized around six central topics. Firstly, the chapter discusses the 

theory that guides this study: Schlossberg’s transition theory. Secondly, the roles and 

responsibilities of deans, associate deans, department chairs, and program directors are 

presented. Thirdly, the chapter looks at the recruitment process and the general criteria used to 

select from the professoriate for PAR (pre-transition). Next, I examine the measures universities 

implement to prepare individuals for PAR (pre-transition). After this, the challenges the 

professoriate face both when they make early transition to PAR and when they are at the mid-

transition phase is explored. It is at this point that varying themes discovered in the literature as it 

relates to these challenges are highlighted. Lastly, the chapter examines support measures 

provided to the professoriate during their term of acting within PAR.  

The purpose of reviewing these specific focus areas is to provide as much background to 

this research as possible. This is essential as there does not appear to be much recognition or 
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attention given to the transition that the professoriate makes to PAR within Canadian 

postsecondary institutions. Thus, developing a thorough background will help create a 

comprehensive understanding of these role transitions and better frame the study. Although the 

extant literature pertaining specifically to preparation of the professoriate for what I am referring 

to as PAR, challenges faced by the professoriate in PAR and the support for the professoriate in 

PAR is limited to deans and departments chairs, the context of the data also may correspond in 

some instances to other academic leaders such as associate deans and program directors.  

Schlossberg’s Transition Theory 

Transitions are periods of change, rarely orderly or simple, and rather are complex 

processes experienced over time and space (Wilson, 2019). Schlossberg describes a transition as 

a holistic process, involving both assets and liabilities for coping with the process of moving in, 

moving through, and moving out of the changes one experiences throughout life (Lindstrom, 

2019). “A transition is like a trip. Preparation for the trip, the actual trip, and its aftermath all 

elicit feelings and reactions. But the feelings at the start of a trip differ from reactions to it later.  

In the same way, the reactions to a transition continue to change as the transition is integrated 

into one’s life” (Schlossberg et al., 1989, p. 15). Transition in the context of postsecondary 

education may be defined as the event or non-event that results in changed relationships, 

routines, assumptions, and roles when a faculty member becomes an academic administrator 

(Goodman et al., 2006).   

Schlossberg (1981) argued that transition theory is a mechanism for analyzing human 

adaptation to transition and she further argued that adaptation is based on three sets of variables: 

the individual’s perception of the transition, the characteristics of pre-transition and post-

transition environments, and the characteristics of the individual experiencing the transitions.  
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Given that the focus of this study is on the experiences of the professoriate when they transition 

to PAR, this theory has helped me to better understand the information behaviour and practices 

of these individuals as they undergo transition. Goodman et al. (2006) had expanded 

Schlossberg’s work to reinforce the idea that transitions consisted of a series of phases beginning 

with “moving in,” followed by “moving through,” and finalized through “moving out.” Within 

this study, “moving in” is equated to “early transition.” Schlossberg et al. (1989) claimed that 

individuals experiencing this phase need to become familiar with the rules, regulations, norms, and 

expectations of the new role or system. Understanding how to anticipate and meet the needs of 

people moving through a transition can increase satisfaction in the transition (Lindstrom, 2019).   

After individuals have acted in PAR for at least a year, it is highly likely that they may 

have become familiar with their tasks and responsibilities. The second phase of “moving 

through” occurs once individuals know the ropes (Lindstrom, 2019), which is equated to the 

mid-transition phase in this study. Of note, individuals move from a preoccupation with the 

transition to an integration of the transition, and the time needed to achieve successful integration 

may vary given the person and the transition (Lindstrom, 2019). Schlossberg et al. (1989) noted 

that due to the length of this part of the transition, individuals “may need help sustaining their 

energy and commitment. For some, this in-between time can evoke new questions about the 

transition; ‘Did I do the right thing?’ ‘Why am I bored?’ ‘Can I commit to this transition?’” (p. 16). 

The final phase of Schlossberg’s transition theory model (“moving out”) can be viewed 

as the ending of one series of transitions and looking towards what comes next. Schlossberg et al. 

(1989) believe that one tends to experience disequilibrium when leaving familiar surroundings 

and people or the ways of functioning and interacting to which one has become accustomed. Due 

to time constraints, the focus of this study, however, is on what takes place prior to and during 
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the transition of the professoriate to PAR. Investigating the experiences of the professoriate post-

transition may be best suited for an entirely new study.  

Based on information gathered, there is little evidence of Schlossberg’s transition theory 

being applied to postsecondary institutions, apart from one study I was able to find: Lindstrom’s 

(2019) study of the transition of community college faculty to PAR. By using Schlossberg’s 

transition theory, Lindstrom (2019) was able to explore the perceptions of community college 

faculty as they have transitioned into administration and apply a well-researched theoretical 

framework to better understand the transition experiences of an employee group that is critical to 

ensuring a strong leadership pipeline in higher education. Given that Schlossberg’s transition 

theory is constructed around adults’ transitions and has been successfully applied in the context 

of Lindstrom’s (2019) study, it is logical that the theory could easily be applied to university 

faculty who have moved into administration. Hence, the theory has been applied to this study 

and the hope is that the knowledge gained will benefit faculty who will transition to PAR and/or 

better prepare them to face the varying challenges. 

Roles and Responsibilities of the Professoriate in PAR 

In postsecondary institutions across Canada, and even around the globe, the roles and 

responsibilities of deans, associate deans, department chairs, and program directors are 

invariably the same, although there might be variances depending on the institution. Before I 

look at how individuals who transition to PAR are prepared for them, it is only fitting to look at 

what their specific roles and responsibilities entail, as well as the steps involved in the 

recruitment, selection, and appointment of these individuals.  

Roles and Responsibilities of Deans 

In the context of a university, a dean is defined as the head of a division, faculty, college, 

or school (Merriam-Webster, n.d.a). While it may differ from one university or college to 



11 

 

another, the dean’s position generally involves managing students and faculty on the one side 

and liaising with senior management on the other (Bowness, 2018). The primary responsibilities 

of deans listed in the sample university’s Faculty Handbook (2021)1 include the following: 

• providing academic leadership within their faculty;  

• supervising faculty, staff, and both academic and non-academic departments in the 

faculty according to the established procedures within the university and to principles of 

equitability (e.g., in the assignment of teaching duties); 

• consulting with departmental chairs and other senior colleagues in order to promote, 

facilitate, and review the scholarship and teaching performance of all faculty members; 

• recommend on matters pertaining to tenure, promotion, salary, and sabbatical leaves; 

• recommend faculty and staff appointments to the president; and maintain on file recent 

annual progress reports of faculty; 

• setting and maintaining a high level of research activity and teaching among faculty and 

encouraging an atmosphere conducive to the furtherance of academic pursuits; 

• planning, facilitating, encouraging, and supervising the development of graduate and 

undergraduate academic programs;  

• preparing and administering the faculty budget; allocating and supervising the spending 

of departmental budgets; and apportioning discretionary funds; 

• advising, counselling, and consulting with faculty, staff, and students to provide a wide 

base of informed members within the faculty; 

• representing the university at various outside gatherings as needs or opportunities arise; 

 
1 Documentation pertaining to the university that employs this study’s participants has been omitted from the 
References list to maintain confidentiality. This includes the institution’s Faculty Handbook and its Faculty 
Association’s Collective Agreement. 
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and  

• performing such other duties pertaining specifically to the faculty, or as may be assigned 

by the provost and vice president, academic. 

Dr. Chris Andersen, who was the appointed Dean of the University of Alberta’s Faculty 

of Native Studies in 2017, divided his key responsibilities into four pockets: management, 

coordination, mentorship, and communication (Bowness, 2018). On the management side, there 

are budgets and personnel—which is in sync with preparing, administering, and supervising the 

spending of budgets and supervising and reviewing the performance of faculty and staff, as 

mentioned above. Coordination is both internal, in terms of policies and procedures, and 

external, in terms of managing requests. Mentorship means ensuring junior scholars are moving 

ahead and that support staff feel appreciated. Dr. Andersen describes communication as “mission 

and vision territory, which entails creating and implementing strategic objectives and conveying 

them to faculty, the wider campus, and the public” (as cited in Bowness, 2018, para. 5). 

Communication is one of the most crucial responsibilities and Dr. Rebecca Taylor Duclos, Dean 

of the Faculty of Fine Arts at Concordia University since 2015 and former dean of graduate 

studies at the School of the Art Institute of Chicago, calls this responsibility “the dean 

sandwich”: Deans, she says, “are right in the middle—we’re the communicators of the vision of 

the university from the senior leadership side, and the needs of the faculty on the other end, 

balancing constantly between these two worlds” (as cited in Bowness, 2018, para. 3). 

Roles and Responsibilities of Associate Deans  

An associate dean, as defined by Mabrouk (2018), is a middle manager working between 

the dean and the academic departments. Below the level of dean, but above the level of 

department chair, associate deans can work in several different areas such as teaching and 
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learning and undergraduate and graduate education; but arguably, according to Preston and 

Floyd (2016), the role of associate dean is often not clearly defined.  The only thing noted in the 

Faculty Handbook (2021) of the southern Ontario university in this study as it relates to the 

duties of associate deans is that they shall have responsibilities within a faculty as defined by the 

dean, including acting on behalf of the dean during periods of time when the dean is not 

available. 

In taking a closer look at the different areas for which associate deans are responsible, the 

example at the University of Toronto is more revealing. At the University of Toronto, the 

associate dean of teaching and learning in the Faculty of Arts & Science is responsible for 

facilitating and supporting curricular and co-curricular learning initiatives for undergraduate and 

graduate students; supporting innovation and improvement in teaching and in student curricular 

and co-curricular learning; and linking pedagogical practices to supports for student success.  

Additionally, associate deans of teaching and learning are also responsible for overseeing 

funding envelopes to support teaching and learning activities and initiatives at the undergraduate 

and graduate levels (University of Toronto, Faculty of Arts & Science, n.d.).  

According to Mabrouk (2018), an associate dean of undergraduate education or graduate 

education is responsible for oversight and coordination of all the programs and activities that 

support student recruitment, education, and retention in a college. Associate deans of 

undergraduate and graduate education often work collaboratively with their counterparts in other 

colleges to realize new academic degree programs and to ensure that the support services, 

academic courses, and degree programs that their college offers meet the needs of faculty 

members and students in other colleges and complement their degree programs. In addition to 

these tasks, the associate dean of undergraduate studies and educational liaison at the University 
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of Waterloo is responsible for administrating appeals up to faculty level, resolving disputes prior 

to formal appeal between students and faculty members; coordinating undergraduate exchange 

programs; and representing faculty on university committees dealing with undergraduate matters, 

as well as recruitment and promotion. Associate deans also are expected to perform certain 

“informal activities,” which include: providing administrative support to the dean related to 

undergraduate data and student projections; making him or herself available to faculty and staff 

seeking counsel and advice on undergraduate issues; and liaising with scheduling units regarding 

course changes and course offerings, other associate deans regarding access to courses, and the 

registrar and registrar’s staff regarding rules and regulations, calendar activities, and student 

issues (University of Waterloo, Faculty of Environment, 1997). 

If one wanted to identify the difference between a dean and an associate dean, Mabrouk 

(2018) suggests deans likewise are middle managers but they spend most of their time looking at 

things from the big-picture, university-wide perspective. In contrast, associate deans must be 

effective at zooming in and out. “In supporting the dean, the associate dean should provide a link 

between the academic voice and the ever-changing demands being placed upon universities” 

(Preston & Floyd, 2016, p. 266). They must also be masters at team building, creating buy-in, 

and liaising with chairs, faculty members, administrators, and others to execute their and their 

dean’s vision (Mabrouk, 2018). 

Roles and Responsibilities of Department Chairs  

A department chair is as an individual (invariably a faculty member) who is elected to 

oversee the administration of a department (or school) and is responsible for ensuring that 

departmental business is conducted in accordance with university policy and procedure 

(University of Guelph, Undergraduate Academic Information Centre, n.d.). Department chairs 
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are considered as essential and significant members of a university’s and faculty’s leadership 

team. Weaver et al. (2019) posit that a great deal of work at universities is completed at the 

department chair level and consider the role to be a very strategic and challenging position.  

They describe a department chair’s role as being broad and amorphous, resulting in a job 

description that is ambiguous. Buller (2012) argued that “department chairs’ job descriptions 

tend to contain an unrealistic laundry list of tasks, the execution of which is often derailed by 

urgent requests that require immediate response” (as cited in Dean et al., 2021, p. 100).   

The primary responsibilities of university department chairs include governance, faculty 

affairs, budget and office management, external representation, curriculum development, and 

course scheduling (Dean et al., 2021). At the southern Ontario university in this study, the duties 

or responsibilities of department chairs include the following:  

• acting as an academic leader in the following areas: 

o updating, revising, and developing programs;  

o orienting departmental or centre faculty and staff to policies, procedures, and 

practices; 

o mentoring faculty members early in their research and teaching careers; and  

o fostering an environment of excellence in teaching and research in the department. 

• managing the operations of the department;  

• overseeing the administration of the department in consultation with members of the 

department;  

• designating a deputy and advising the appropriate dean accordingly in the event of an 

absence for a period longer than five (5) working days;  
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• submitting to the appropriate dean in writing an estimate of the department’s budgetary 

requirements for the ensuing year and administering the current departmental budget; 

• overseeing the use of space and equipment assigned to the department;  

• chairing the departmental committee or designating a representative to do so, and 

preparing the committee meeting agenda in a timely manner;  

• consulting with all members of the department on its needs and academic goals;  

• encouraging participation in departmental activities;  

• representing the department’s interests to the dean and within the university; 

• recommending teaching duties of departmental members to the dean; 

• allocating non-teaching responsibilities to faculty members after appropriate consultation; 

• convening meetings of the Department Committee at least once each fall and once each 

winter term for the purpose of establishing matters of internal policy, or recommending 

policy to the appropriate bodies within the university;  

• annually advising a probationary appointee whether or not the appointee’s performance is 

adequate, and where appropriate and feasible, advising remedial measures;  

• advising the dean annually on performance review of faculty members based on criteria 

and procedures established by the departmental or centre committee;  

• providing the dean with Annual Report summaries for the department;  

• forwarding to the dean annual performance review recommendations for staff; and 

• providing the chair-elect with information and documents necessary to prepare to assume 

the office of chair. (Faculty Handbook, 2021)  

This list is certainly not meant to be exhaustive, as earlier research conducted by Aziz et al. 

(2005) found department chairs being responsible for a list of 54 tasks. In addition to functional 
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responsibilities, chairs have the added pressure of creating a healthy departmental environment 

and maintaining an effective team, while managing their own research and teaching related 

duties (Dean et al., 2021, p. 100).   

Roles and Responsibilities of Program Directors  

A program director is responsible for most administrative functions for the program to 

which he/she is appointed under the direction of the respective department chair. Typically, 

program directors may be classified as graduate program directors or undergraduate program 

directors. One would have thought the list of responsibilities for these academic positions may be 

shorter at the lower ranks; however, at McGill University, the responsibilities listed for graduate 

program director with respect to the program, graduate students, and faculty members extended 

well over three pages (McGill University, n.d.). At the southern Ontario university in this study, 

the specific duties of a program director include administering the program and representing the 

interests of the program to the appropriate administrative units. According to the institution’s 

Collective Agreement (2020), program directors provide administration and representation to the 

program by: 

• convening meetings of the Program Committee at least once per term and when program 

business necessitates for the purpose of establishing policies, practices, and procedures 

for program implementation, delivery, and development;  

• chairing the Program Committee and preparing the committee meeting agenda and 

minutes in a timely manner; 

• consulting with all members of the Program Committee on the program’s needs and 

academic goals;  
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• overseeing the administration of the program in consultation with members of the 

Program Committee and in accordance with senate regulations; 

• overseeing the general progress of students through the program, by for example, meeting 

with the incoming class to welcome them and to review departmental policies and 

expectations; assisting students in procuring supervisors, second readers, and supervisory 

committee members; ensuring that all student department files are kept up-to-date with 

respect to their progress, grades, graduate record forms; and, overseeing student progress 

by monitoring grades and bringing any related problems to the attention of the Graduate 

Program Committee; 

• submitting to the appropriate department chair(s), centre director(s), and/or dean(s) an 

estimate of the program’s budgetary requirements for the ensuing year and administering 

the current program budget; 

• encouraging participation in program activities; and  

• providing the director-elect with information and documents necessary to prepare to 

assume the office of program director. 

Program directors who administer programs not housed in a department or centre provide 

administration of the academic unit by managing the operations of the unit; overseeing the use of 

space and equipment assigned to the unit; allocating and overseeing duties and responsibilities of 

staff members assigned to the unit; and forwarding to the dean annual performance review 

recommendations for staff members assigned to the unit. In addition to all these duties 

mentioned above, graduate program directors liaise and consult with the Faculty of Graduate 

Studies on recruitment, enrolment planning, and student-related matters.  
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Deans, associate deans, department chairs, and program directors operate at different 

levels within a university’s organizational structure. While I acknowledge this known fact, close 

examination of their roles and responsibilities have revealed that there is similarity among them, 

especially in the context of management or supervision of personnel, co-ordination of tasks, 

policies, and procedures, general and budget administration, mentorship, and counselling and 

advisement of faculty, staff, and students. This observation should serve to alleviate any 

concerns that may exist related to exploring the experiences of deans, associate deans, 

department chairs, and program directors in the same study. The focus of this study is, therefore, 

more on the transitional experiences of deans, associate deans, department chairs, and program 

directors, and not on the breadth of their roles and responsibilities.  

Recruitment, Selection, and Appointment of the Professoriate for PAR 

One of the key sets of activities that take place prior to the transition of the professoriate 

to PAR is that of recruitment, selection, and/or appointment. I am of the view that examining the 

recruitment, selection, and appointment process is important, since undesirable outcomes for 

effective management of a university can occur if these processes are distorted for any reason.  

Recruitment is defined as the process of searching for candidates and encouraging them to apply 

for a vacant position. The recruitment process typically entails analyzing the job requirements; 

advertising the job vacancy; attracting interested applicants; managing responses from 

applicants; scrutinizing applications from interested candidates; and shortlisting candidates.  

Selection is the process whereby an organization selects or picks a certain applicant from all the 

applications or nominations received for a vacant position and offers them a job. Like selection, 

appointment refers to the act or process of choosing someone for a job (Cambridge Dictionary, 

n.d.). For the purposes of this study, reference will be made only to “academic” appointments.  
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Academic appointments connect qualified, selected, and authorized individuals to academic titles 

for a designated period and set of responsibilities (Cornell University, Dean of Faculty, n.d.). 

In the context of a university, the activities related to the appointment of individuals for 

PAR are of great importance, as they have a critical influence on institutional outcomes. The 

appointment process used to fill PAR ought to be properly documented and implemented. If the 

recruitment process is not done properly, the implications of poor appointment choices can 

be substantial in terms of the time and cost to rectify the situation, as well as the associated 

reputational impact where poor performers or disengaged individuals are working directly with 

students, faculty, and other stakeholders (Strictly Education, 2021). One is mindful of the fact 

that within some universities, and certainly at the university in this study, apart from the position 

of dean, which is a 5-year appointment, the PAR are 3-year positions. Regardless of the term of 

appointments, recruitment, selection, and appointment remain imperative. For the remainder of 

this section, I briefly consider the recruitment and appointment process of deans, associate deans, 

department chairs, and program directors at the southern Ontario university in this study. 

After reviewing the Faculty Handbook and Collective Agreement for the southern 

Ontario University in this study, the recruitment, selection, and appointment processes 

undertaken to replace deans, associate deans, department chairs, and program directors appeared 

to be straightforward and, provided the requisite steps are executed properly, one would expect 

that the process is smooth. In terms of all the specific criteria that are considered during the 

selection and/or appointment of individuals for PAR at the university in this study, however, 

much information (other than being a tenured faculty member of a certain rank) was not 

mentioned in the institution’s Faculty Handbook and Collective Agreement. Meeting the criteria 

beyond being a tenured faculty member of a certain rank is vital, as all individuals who 

eventually get appointed to PAR, including “department chairs, require skills different from 
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those that originally attracted them to the independent life of a scholar and require leadership 

responsibilities that differ from those of their predecessors” (Weaver et al., 2019, p. 175).   

According to Anne Massaro, project manager and organizational development consultant 

at Ohio State University, if we think of a faculty member who has been very successful, has been 

promoted in the faculty ranks, and then moves into an administrative role, their past success may 

have very well been individual and focused on a very narrow piece of a discipline (as cited in 

Kelly, 2010, para. 4). But the role of individuals in PAR is much more collective and 

collaborative and they are expected to broaden their perspective beyond their own passion for 

their piece of the discipline. In the transition from regular faculty to chair, the role of chairs 

changes from focusing on private and individualistic concerns to public and group concerns 

(Gmelch & Parkay, 1999).  Upon appointment, the chairs are accountable for the entire 

department and all the pieces that come with that (Kelly, 2010). The same, I believe, holds true 

for associate deans and deans who become accountable to the chairs, program directors, and the 

faculty members.  

When appointing individuals to positions with the kind of duties and responsibilities 

described earlier, some of the basic criteria that may be considered aside from academic 

qualification and/or rank include leadership abilities, administrative experience, organization, 

time management, communication, conflict resolution, and interpersonal skills. These criteria 

should all be considered when selecting individuals for PAR—especially in the case of 

department chairs and program directors, where a vote is what is usually done at the southern 

Ontario university in this study. Several studies have revealed that it takes one who possesses a 

tremendous amount of integrity, perseverance, patience, and drive to be a good administrator 

(Greicar, 2009). Despite research identifying the traits essential for success, many researchers 
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believe the inability to become a successful academic leader is primarily due to a lack of 

preparation among university faculty members (Greicar, 2009). With that said, in the next 

section I explore the preparation of the professoriate for transition to PAR. 

Preparation of the Professoriate for PAR 

Like in any other organization, after individuals are appointed to PAR at a university, at 

the very least, they are provided with an offer letter or letter of appointment which outlines the 

date when their duties take effect, their responsibilities, and all the other relevant particulars. It 

was noted earlier in this chapter’s Roles and Responsibilities of the Professoriate in PAR section 

that the outgoing associate deans, department chairs, and program directors ought to provide the 

elected or incoming deans, associate deans, department chairs, and program directors with the 

information and documents necessary to prepare to assume office. Beyond receiving transitional 

documents, the question that is explored in this section is: How are deans, associate deans, 

department chairs, or program directors prepared for the transition? Are these individuals already 

in a prepared state to properly effect their responsibilities given their experiences in the 

classroom and/or in conducting research?  

According to Abele (2013), “conventional wisdom is that faculty members should be 

established in their faculty role prior to assuming a chair position allowing them to use their 

professorial experience to lead” (as cited in Freeman et al., 2020, p. 905). Even though their 

sample was relatively small, the seven chairs in Freeman et al.’s (2020) study considered 

professional experience as instructors and researchers as keys to becoming successful department 

chairs who can manage roles and responsibilities to achieve department goals. But another 

question to ponder, as we move forward, is whether these experiences are enough to allow 

individuals who transition to these PAR to handle them well. Gonaim (2016) noted that the 
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selection of department chairs is usually based on the traditional assumption that one who is 

excellent at teaching and research will be an excellent faculty or department leader, with no 

consideration of providing leadership skills training or preparation for administration. Sadly, 

however, “this traditional approach of appointing a chair often results in assigning an unprepared 

person for a position in which a significant level of decision-making in the university arises” 

(Gonaim, 2016, p. 273).  

Preparation, as defined in the Merriam-Webster Dictionary, “is the action or process of 

making something ready for use or service or of getting ready for some occasion, test, or duty” 

(Merrriam Webster, n.d.d). In the context of the professoriate transitioning to PAR, I am of the 

view that preparation speaks to getting one in a state of readiness to execute the duties or 

responsibilities of the role. One would expect individuals who transition to PAR to possess the 

requisite qualifications and skills—albeit, even when individuals who are appointed to PAR are 

seen as possessing the requisite skills, you may find that they may be lacking in a few of the 

skills, as no one individual is perfect. Possessing the requisite qualifications and skills does not 

necessarily place individuals in PAR in a state of readiness to execute their responsibilities well, 

as there are times when chairs, amongst others, may assume their roles with limited preparation 

or training (Dean et al., 2021). There are deans who enter their role with minimal understanding 

of the responsibilities it entails. Some researchers believe that at the beginning of their tenure, 

most new administrators lack some of the skills necessary to effectively lead their constituents 

(Greicar, 2009).  

In a survey conducted with more than 2,000 department chairs in American universities, 

Gmelch and Miskin (2004) found that most chairs come to their position without leadership 

training, without prior administrative experience, and without a clear understanding of their role.  
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In their view, Dean et al. (2021) opined that too often chairs are left floundering with insufficient 

background or preparation for the administrative tasks of the chair role. Evidently, “being 

promoted to department chair is akin to whitewater rafting without a life jacket and not knowing 

how to swim” (Gonaim, 2016, p. 274). Findings such as these are concerning. Morris and 

Laipple (2015) also reported that department chairs may lack skills in developing entrepreneurial 

revenue, creating metrics to document progress, and handling grievances and appeals. Yet, it is 

not only department chairs but also other individuals in PAR who fail to recognize that “the 

positions consist primarily of administrative tasks leaving little time for scholarship or teaching” 

(Greicar, 2009, p. 6). 

So, what measures are implemented by universities to prepare individuals who transition 

from the professoriate to PAR?  Deans, associate deans, department chairs, and program 

directors may be prepared by their university through one of the following means or a 

combination thereof, orientation, onboarding, post-appointment professional training programs, 

conferences and/or seminars, an advanced degree in higher education or related field, and job 

shadowing and mentoring (Greicar, 2009; Kelly, 2010). Each measure or approach will be 

considered in detail. These measures or approaches are not described in a hierarchical or 

sequential manner and are not exclusive to one another. 

Orientation vs. Onboarding 

One of the ways in which deans, associate deans, department chairs, and program 

directors may be prepared for these positions is by the university hosting orientation session(s).  

According to Anne Massaro, however, the transition to a new academic leadership position is 

full of complexities, unwritten rules, and new challenges (as cited in Kelly, 2010). Hence, she 

believes that whether a dean or chair is new to an institution or has years of institutional 
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knowledge, a simple orientation is just not enough to get them off to a successful start. Massaro 

recommends a process she calls “onboarding,” which can take several months, and offers clarity 

and mutual understanding among multiple constituents about the new leader’s role. Onboarding 

tends to go beyond leaders just receiving information about a job or an organization’s mission, 

policies, and procedures, as per the case in orientation sessions.   

Among the key distinctions that Massaro makes between onboarding and orientation, 

especially in the context of a university, are the following: 

• Orientation is usually about learning the written rules. Onboarding is about learning the 

written and unwritten rules. 

• Orientation is typically an event. Onboarding is a process. 

• Orientation is usually short term. Onboarding can take several months. 

• Orientation is usually focused on a specific job within a specific department. Onboarding 

focuses on the individual, the unit, and the institution. 

• Orientation is typically linear. Onboarding is nonlinear and nonsequential. 

• Orientation typically builds on past successes. Onboarding may involve unlearning past 

successes. (As cited in Kelly, 2010, para. 3) 

Onboarding, when compared to the orientations, appears to be the preferred process.  

Orientations and onboarding are not interchangeable (“Employee Onboarding,” 2016). 

Employers need an orientation to get new employees immediately familiar with the 

organization’s mission and culture. Employers also need an onboarding process to get employees 

invested in their day-to-day roles and how they can help their organization meet its goals. 

Moreover, “when used together, orientation and onboarding help establish role clarity, job 
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satisfaction and organizational commitment, which can help lower employee stress and turnover” 

(“Employee Onboarding,” 2016, para. 18).  There is value in both. 

Another critical piece of onboarding is establishing an agenda and performance 

indicators. Massaro recommends that “the new leader put forth priorities and an agenda for the 

future direction of [their department or faculty]. That would be through conversations with 

multiple constituents—alumni, students, administrators, faculty—but most important, it’s an 

agreement with the person to whom the new leader reports” (as cited in Kelly, 2010, para. 5). In 

the first 2 or 3 months, key parts of those priorities should be listening to, learning from, and 

building relationships with the people who are important to their success, rather than 

implementing major initiatives. Cowley (2019) believes that “chairs must learn how they are 

expected to act, including the feeling rules that outline which emotions are appropriate for them 

to express at work” (p. 11). There is no doubt that a lot is expected of individuals who transition 

to PAR and even for deans. Greicar (2009) stated,  

the dean is now expected to be not only the intellectual leader of a college or university 

but also a fiscal expert, fundraiser, politician, and diplomat.  The ability to learn the 

mechanics of each of the aforementioned roles is overwhelming even for the most 

brilliant and astute faculty member. (p. 7) 

Post-Appointment Professional Training Programs, Conferences, and/or Seminars  

Training is considered an element of orientation and onboarding processes. However, 

beyond the training that deans and other academic leaders may receive in these processes, a more 

formal preparation method that is necessary for them include post-appointment development in 

the form of professional training programs, conferences, or seminars (Greicar, 2009). Aziz et al. 

(2005) had asked chairs to share critical incidents and describe the knowledge, skills, and 
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attributes required for success. The chairs concluded that because the chair role has such diverse 

responsibilities, professional development topics should be prioritized, focusing on those aspects 

of the job that contribute mostly to chair success. Specifically, they acknowledged that training 

programs in policies, budget, and other managerial tasks is a priority early in the chair period. 

Training should provide as many of the practical skills as possible regarding budget, scheduling, 

and faculty evaluation (Dean et al., 2021, p. 109). 

In addition to professional training programs, graduate programs exist for future and 

current higher education administrators (Greicar, 2009). Postsecondary institutions may utilize 

these programs to provide guidance, training, and support systems for academic leaders who are 

embarking upon perhaps the most prominent transition period in higher education. One needs to 

acknowledge though that “in order for these programs to be successful, institutions must link the 

professional development activities with actual responsibilities of the job and realize this is only 

one component of a comprehensive organizational plan to better prepare their administrators” 

(McDade, 1988, as cited in Greicar, 2009, p. 9). Universities need to provide tailored training to 

help academic leaders to meet their wide range of responsibilities (Dean et al., 2021). 

Advanced Degree in Higher Education 

Obtaining an advanced degree in higher education may offer an even more 

comprehensive and applicable training for individuals who transitioned to PAR. For academic 

leaders who are appointed for 5 years and who may more likely than not serve a second term, it 

might just be a great opportunity for them to benefit from the curriculum in such a program. The 

typical curricula for an advanced degree in higher education offer courses such as leadership 

theory, educational statistics, budget and finance, ethical and moral decision-making, human 

development, policy and procedures, educational law, counseling, and organizational structure 
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(Greicar, 2009). Greicar (2009) also contended that an advance degree program can provide the 

essential elements necessary to be an effective and successful leader. We must be mindful, 

however, that considering that academic leaders already have an advanced degree, some might 

not be willing to pursue another.  

Job Shadowing  

Another approach that may prove to be useful and may enhance universities’ efforts to 

prepare the professoriate for PAR is job shadowing. Shadowing is an informal type of work 

experience where an individual observes someone in their role to understand how they do their 

job. Participants in Dean et al.’s (2021) study believed consistent shadowing for incoming chairs 

with a more gradual assumption of duties could help to decrease the stresses associated with 

being a chair. The challenge with shadowing, however, is that it tends to provide more insight 

rather than hands on experience.  

Mentoring 

In Del Favaro’s (2006) study examining the relationship between academic discipline and 

the preparation of academic deans for their leadership role, the author concluded that academic 

deans relied on experience in past administrative posts and past relationships with faculty 

leaders: mentoring. Mentoring can either be classified as formal or informal. Formal mentoring 

is a process where an institution matches the academic dean with a veteran higher education 

administrator to nurture, support, and guide his or her professional development, whereas 

informal mentoring is a voluntary process where an experienced higher education administrator 

can nurture, support, and guide the academic dean’s professional development (Greicar, 2009).  

In a study conducted by Greicar (2009), 1,185 deans reported on the preparation methods 

they experienced in their transition from a faculty member’s role to a dean. The results indicated 
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that informal mentoring was the second most common preparation method (63.5%) and the least 

common preparation method for academic deans was formal mentoring (12.9%). Formal 

mentoring not only was found to be the least used preparation method used but was also found to 

have the highest percentage of respondents (22.9%) reporting a minimal impact. One of the most 

significant obstacles to mentoring is that it requires initiative and time for an activity that is 

primarily voluntary, unrecognized, and unrewarded. In addition, it is believed that until formal 

mentoring is supported by institutions, the value and benefits of mentoring relationships will 

continue to be a result of chance. 

As deans, associate deans, department chairs, and program directors transition to these 

positions, there are various ways in which they may be prepared for them. The chief preparation 

methods among them are orientation and onboarding. After assuming positions, training for 

academic leaders may be extended to incorporate professional training programs and/or even an 

advanced degree in educational leadership. Literature on the role of the chair indicates that 

leadership training is an important component in preparing chairs with the knowledge they need 

to best serve the university (Weaver et al., 2019). Given the context in which postsecondary 

institutions operate, one would expect that training the professoriate for PAR would be inevitable. 

This does not appear to be the case, however, and the lack of leadership training for individuals in 

PAR may be due to many factors, including cost, differing levels of skill from the novice to the 

experienced, and the lack of a training curriculum with specified learning outcomes (Wisniewski, 

2019). Regardless of what the causes are, the preparation of the professoriate for the transition to 

PAR is imperative, and if emphasis is not placed on preparation, it is likely that these individuals 

will be faced with several challenges—some of which will be highlighted in the next section.  
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Challenges Faced by the Professoriate in PAR 

With studies suggesting that department chairs undergo little training, if any at all, it is no 

surprise they face a myriad of challenges in the early transition to their roles. As Armstrong and 

Woloshyn (2017) posit, most incoming chairs have little understanding of role expectations, task 

complexities, time demands, and the potential negative impact the role will have on their 

professional and personal relationships and identities. For this research project, it is important to 

review the documented challenges faced by the professoriate in PAR, as inquiring into the 

challenges that department chairs and other individuals in PAR encounter will help to inform 

and/or contribute to the development of different, effective practices to cope with the challenges 

(Gonaim, 2016).  

In the early phase of transition and possibly lingering throughout the tenure of their 

position, one of the challenges academic leaders tend to face is that which relates to effective 

leadership. Behaviour that is associated with leadership effectiveness in higher education include 

having a clear sense of direction/strategic vision, communicating well about the direction the 

faculty or department is going, encouraging open communication, treating academic staff fairly, 

and acting as a role model, to name a few (Bryman, 2007). Gonaim (2016) stated that department 

chairs have a critical influence on organizational outcomes, yet most of them have little or no 

formalized leadership preparation. Within the context of this research, my intention is to pay 

keen attention to this, especially because little empirical research has investigated effective 

leadership practices that assist department chairs in higher education to deal effectively with the 

complex responsibilities (Gonaim, 2016).  

When examining the challenges experienced by department chairs, Gmelch and Burns 

(1993) noted that the main sources of stress for chairs included time pressures, maintaining 
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disciplinary currency, managing confrontations with colleagues, and responding to 

organizational demands. To elaborate, mid-level managers (such as deans and chairs) are 

particularly challenged as leaders because they are required both to be a daily supportive and 

appreciative leader for their co-workers and to fulfill the requirements of strategic management 

under constant time and performance pressure (Bossmann et al., 2016). On the matter of 

confrontations, when Isabelle Dionne first arrived as dean of the faculty of sports and physical 

education at Université de Sherbrooke in 2014, she had no idea how many little fires she would 

have to put out all the time; according to Dionne,  

we always think everything will be on track, that everyone’s teaching their classes and 

doing their research and that there won’t be emergencies to deal with, but I deal with that 

sort of thing every day, which is not something I expected. (As cited in Bowness, 2018, 

para. 7) 

Transitioning from the professoriate to PAR seemingly takes some individuals from their 

comfort zone to a very edgy environment. In another Canadian study of 10 academic chairs, 

Armstrong and Woloshyn (2017) concluded that the challenges chairs face fell under three main 

headings: managing people (particularly in high conflict situations), managing the position (with 

little preparation for managerial tasks), and managing self (their own identity and obligations in 

the role).   

The main challenges that have been identified in the literature include: managing people; 

managing tasks, particularly budget preparation and administration; managing self and emotions; 

and balancing acts (Armstrong & Woloshyn, 2017; Dean et al., 2021; Freeman et al., 2020; 

Gonaim, 2016). For the remainder of this section, these challenges are explored through a 

transitional lens to determine at what point during the transition individuals in PAR are most 
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likely to experience challenges. Is it that individuals in PAR experience most of these challenges 

early in the transition to PAR or is it more towards the mid-phase of transition? Also, is it that 

the possible lack of preparation of individuals in PAR, prior to transition, could have caused 

them to feel more stressed, than one who was in a greater state of readiness or who had excellent 

managerial experience?  

Managing People 

The importance of being able to manage people in any organization or institution cannot 

be overstated. When faculty transition to PAR, the findings of Freeman et al. (2020) suggest that 

part of the challenge they face is managing the faculty that used to be colleagues. Similarly, most 

participants in Dean et al.’s (2021) study claimed the biggest challenges come from dealing with 

people and some tensions were received by the chairs because of their position. For example, 

“sometimes people are pissed about something else entirely, but it comes out at the chair” (Dean 

et al., 2021, p. 105). Due to fluctuation in faculty workloads, “department chairs face the 

challenge of keeping faculty motivation and morale up when the workload escalates” (Gonaim, 

2016, p. 283). To acquire an insider’s experience of academic leaders, Fullan and Scott’s (2009) 

study of 513 department chairs revealed they faced challenges when they worked in a 

bureaucratic system with uncooperative faculty and staff as well as a range of complaints from 

students.  

In Freeman et al.’s (2020) study, the participants largely affirmed the importance of 

managing and strengthening the relationships in their units. These units include staff, internal 

others such as faculty and students, external others such as accreditation committees and industry 

leaders, and deans. Even when it comes to chairs, the complexity and challenge of their role 

extends to a need for the ability to develop and nurture positive departmental atmosphere, and 
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their job descriptions are such that they emphasise building collegial environments, departmental 

vision, and unity. Bryman (2007) identified three other socially oriented aspects of leader 

behaviour that are found to be associated with the social role of chairs and their effectiveness at 

the department level, including: consideration for others, trustworthiness and integrity, and 

acting as a role model. Leadership among equals also requires strong communication skills, 

confidence, and diplomacy (Dean et al. 2021).   

It is important that individuals not only exert great interpersonal skills internally among 

faculty, administrative staff, and students but also do the same with other external stakeholders. 

Beyond the long hours and dealing with internal issues, other challenges await. Ali 

Dastmalchian, former Dean of the Beedie School of Business at Simon Fraser University, says, 

“representing the university in the community, particularly as dean of a business school where 

tuition fees are high and fundraising is an important responsibility, is a real effort; you must have 

the thicker skin, the ability to take criticism, and the ability to listen to people” (as cited in 

Bowness, 2018, para. 9). As a dean, it is evident even based on the responsibilities mentioned 

earlier, that they are the face of the school and external relationships has become a large part of 

their job. Dastmalchian also stated that, “you must spend time presenting, talking, sharing what 

you do with the community and while at it, you must be careful as people pay attention to 

everything you say or do” (as cited in Bowness, 2018, para. 10).  

Findings such as these indicate that the social and interpersonal tasks and capabilities of 

individuals who are appointed to PAR are vital talents that they ought to possess, and these soft 

skills should never be taken for granted during the recruitment and/or hiring process. 

Interpersonal skills may be assessed during an interview by asking open ended questions related 

to, for example, a time when a faculty leader had to manage their team through a difficult 
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situation. Aziz et al. (2005) shared the option that universities should consider that personnel 

management is both critical and one of the most difficult areas to learn. It is for this reason that 

the development of interpersonal skills should be prioritized, as skills and knowledge pertaining 

to leadership are of greater importance, particularly when it comes to human interactions 

(Brinkley-Etzkorn & Lane, 2019). The development of people management skills has been 

described as integral to feeling successful and one of the participants in Dean et al.’s (2021) 

study mentioned that “For me, success then would be, am I helping individuals to feel part of a 

collective? And am I helping them feel they belong here; they are accomplishing something and 

that they are improving?” (p. 107). This coincides with the views of other chairs who repeatedly 

describe a need to act as a strong advocate and cheerleader for their department within the 

department and within the institution at large (Cowley, 2019). I particularly like a comment from 

one dean who states that, “there are times when you have to give your troops a morale boost and 

act as a model of resilience, facing these things with a smile” (as cited in Bowness, 2018, para. 11).   

Managing Budgets  

In the past, the management of Canadian universities has been viewed as being 

demanding and complex, especially at the level of middle management (Boyko & Jones, 2010). 

According to Boyko and Jones (2010), academic middle managers face the challenge of 

functioning at the interface between the universities’ central administration and the faculties and 

departments where the rubber of the new marketized and strategic research environment meets 

the road of daily academic life. To this date, things don’t seem to have changed. Dastmalchian 

agreed that his job as a dean can be all-consuming: “It’s a 15-hour day on a regular basis. And 

apart from the day-to-day putting out of fires, you must have your eyes on longer-term strategy” 
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(as cited in Bowness, 2018, para. 8). Wolverton et al. (2005) found that the most common issues 

concerning department chairs are personnel management, budgeting, and balancing roles. 

Budgeting-related tasks and challenges appear to be not only a dominant but also a 

persistent challenge among academic leaders. Managing budgets was identified as a challenge 

for participants in Dean et al.’s (2021) study, who typically had little or no previous managerial 

experience. This inexperience contributed to stress and uncertainty, and, for some, the stresses 

were perceived to be ongoing and emotional. One participant in their study claimed that “Budget 

considerations have been challenging almost every year … with no time to discuss” (Dean et al., 

2021, p. 106). Another thing that made it particularly challenging for them was funding is 

unpredictable and as one participant said, “Cuts are taxing—we don’t always know what’s next, 

… what leadership or government will want” (Dean et al., 2021, p. 106).  

Deans are required to make complex decisions at times, often within tight budgets 

(Bowness, 2018). For Margaret Steele, who became the first female dean of Memorial 

University’s Faculty of Medicine in 2016, “finances are probably the biggest challenge” (as cited 

in Bowness, 2018, para. 12). She recommends anyone moving into a leadership position learn to 

understand a spreadsheet. I believe that it goes even beyond understanding the spreadsheet or 

preparing the budgets as academic leaders who determine departmental budgets must be 

prepared to: 

Explain their actions and accept the fact that no amount of explanation may prove 

satisfactory. They must accommodate the tensions created by faculty aspirations for more 

resources at their unit level juxtaposed against the central administration’s expectation 

that they will be team players who consider the best interests of the entire organization. 

(Griffith, 2006, p. 69)   



36 

 

The sad reality about budgeting related challenges is that they may continue to exist, at least 

within the very near future. In a recent study, Gigliotti (2021) stated that: 

 Budgets at public universities will likely be drastically affected by the economic 

disruption associated with the pandemic for years to come.  My concern is that the 

‘reinvention’ may amount to being asked to do more with less: fewer full-time faculty, 

more deferred maintenance, smaller investments in infrastructure, etc. (p. 440). 

Managing Self 

Already we have seen that managing people and budgets can prove to be challenging for 

individuals who are appointed to PAR. But another thing that can create an even greater 

challenge for these individuals if they are not mindful is managing self. It seems to be clear in 

the literature that individuals who transition to PAR experience as much as a 15-hour day and for 

deans and associate deans, administration is described as a “24-hours-a-day, 365-days-a-year 

commitment. For them, crises frequently tend to arise and happen when you least expect—after 

normal work hours and on weekends and federal holidays” (Mabrouk, 2018, para. 14). The 

thought of anyone having to work these long hours is unnerving. What is even more stunning is 

compensation. The participants in Dean et al.’s (2021) study said that the chair stipend was 

minimal compared to the professional and personal costs of the position. The same may not be 

true for deans, associate deans, and program directors—but certainly it’s still a cause for 

concern.  

Dean et al. (2021) interviewed 21 chairs and a common complaint heard in the interviews 

was the relentless workload and wide scope of responsibilities; one interviewee claimed that: 

“You would work every day, and I mean you would take the occasional Saturday or Sunday off, 

but it is always in your mind” (p. 106). Descriptions of personal stress and health threats were 
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also frequently mentioned, including lack of sleep, limited time for exercise, poor nutrition, high 

blood pressure, anxiety, limited capacity for family and friendships outside of work, and an 

overall lack of balance. The chair role typically requires more than full-time hours and most 

chairs must juggle teaching and research. While this may not be the same in all universities, it 

still leaves room for questions. Is it the lack of preparedness of individuals who are appointed to 

PAR that cause them not to be able to better manage themselves in these positions?  

Managing Emotions 

The professoriate who transition to PAR tend to not only have challenges with managing 

self, but they also tend to have a challenge with managing their emotions. It is a known fact that 

different emotions tend to rule our daily lives (Cherry, 2022). We sometimes make decisions 

based on whether we are happy, angry, sad, bored, or frustrated. In the case of academic leaders, 

there might be times when they may be faced with problems at home, for example, and their 

feelings of frustration get the better of them at work. Results from Wolverton et al. (2005) 

suggest that new leaders may be naive to personnel issues, and thus enter the role unprepared for 

colleagues who “need incredible amounts of nurturing … and motivation” (p. 231). Chairs must 

learn how they are expected to act, including the feeling rules that outline which emotions are 

appropriate for them to express at work (Cowley, 2019). Dean et al. (2021) are of the view that 

the work of academic leaders requires emotional intelligence (EI) attributes including self-

awareness, self-management, empathy, and social skills. Parrish (2011, 2015) argues that 

“ongoing professional development to strengthen EI can enhance chair effectiveness, 

satisfaction, capacity, and sense of accomplishment” (as cited in Dean et al., 2021, p. 101).  
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Balancing Acts  

Department chair are academics—that is, they are professors, typically tenured with 

teaching and research backgrounds in a university setting—who temporarily step into this 

administrative role (Boyko & Jones, 2010). The typical terms of office for department chairs are 

3 to 5 years (Boyko & Jones, 2010). Deans tend to hold office for 5 years and their term may be 

renewable for one additional term. Associate deans hold office for a term of 3 years, which may 

be renewable for an additional term as well; and program directors may hold office for 2 or 3 

years. Given these terms of office for PAR, you find that they are often equated to “temporary” 

positions (Boyko & Jones, 2010). These positions are such that individuals designated as deans, 

associate deans, department chairs, and program directors are playing a dual role—as a faculty 

member and an academic administrator (PAR). Cook-Sather (2006) said it best: “chairs do not 

leave their previous positions as faculty member when they become chairs, instead they occupy a 

liminal space that is ‘betwixt and between’ that of faculty and administrator” (as cited in 

Freeman et al., 2020, p. 899). Within this liminal space chairs are often forced to engage in 

delicate “balancing acts” such as meeting the expectations of those they represent (i.e., the 

faculty) and those to whom they report (i.e., the dean). The transition to chair from that of faculty 

can therefore lead to dissonance and uncertainty about alignment and allegiance, as you find that 

in most if not all cases, faculty look for chairs to represent faculty interest and deans look for 

chairs to represent administrative interest (Freeman et al., 2020). 

Throughout this section, we have seen that the challenges faced by individuals in PAR 

are insurmountable and, in some cases, appearing to be never ending. At both the early and mid-

phases of transition, managing people, managing budgets, managing self and emotions, as well 

as balancing acts were evident in the literature reviewed related to challenges faced by academic 
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leaders while they act in their roles. Currently studies are being conducted to determine the 

impact of the pandemic and the implications for higher education leadership. Already one study 

conducted by Gigliotti (2021) has found intensified challenges, a multidirectional 

leadership pivot, competing perceptions of higher education reinvention, and the need for 

increased training and development for academic leaders. Just before wrapping up this chapter, it 

is also important to consider what support individuals in PAR received, especially considering 

the challenges discovered. This is explored in the next section. 

Support for the Professoriate in PAR 
 

Within the first year to mid-way through the transition to PAR, there is no doubt that 

some of the challenges mentioned prior are likely to be experienced by individuals in PAR. 

Provided that yearly performance evaluations are conducted by respective institutions, the 

expectation is that, after a year in the role, support measures are instigated to aid with improving 

any leadership deficiency identified with individuals in PAR. However, the results of Dean et 

al.’s (2021) study offered a range of possible responses to long-standing calls for improvements 

to academic chair support. The first call is related to holding universities responsible for training 

and support. Dean et al. (2021) mentioned that, 

An important implication for higher education is establishing structural supports for 

academic leaders such as defining the role, providing tailored training unique to each 

role, ensuring opportunities for preparatory leadership programs, and demonstrating 

commitment to supporting these leaders throughout their 5-year term. (p. 111) 

Another means by which academic leaders may be supported is with the use of 

professional development programs. Participants said they craved professional development in 

areas relating to conflict resolution, emotional intelligence skills, and consensus-building 
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techniques—all of which together would likely support success with managing the complexity 

of faculty relations (Dean et al., 2021). The need for mentors is another support measure that 

was identified by Brinkley-Etzkorn and Lane (2019). I believe having a mentor, especially in 

the early phase of transition to PAR, is very important for the professoriate. The results of 

Dean et al.’s (2021) study emphasized the importance of having at least one skilled mentor to 

help apply personnel management knowledge to the unique complexities found within the roles 

of academic leaders. Weaver et al. (2019) called for chair support “groups or a committee 

where department chairs across disciplines meet regularly and discuss issues that they face” (p. 

183). The onus should not remain on only universities to support academic leaders in their 

personnel development pursuits. Bowness (2018) believes those interested in the job must 

honestly assess their own people skills and leadership abilities. When she started thinking 

about the deanship, Memorial’s Dr. Steele says she did a self-assessment of which skills she 

needed to develop, and sought out mentorships, training programs and leadership positions 

(Bowness, 2018). 

According to Hendrickson et al. (2013), “to be successful, academic leaders need to 

develop a broad understanding of how their college or university is structured and functions” 

(as cited in Gonaim, 2016, p. 275). Academic leaders need to inspire all constituents to work 

effectively as a team toward the department’s goals. In Freeman et al.’s (2020) study, all 

respondents recommended that to thrive at work, department chairs and, by extension, all 

academic leaders should possess outstanding communication and interpersonal skills, a strong 

work ethic, problem-solving skills, integrity and trustworthiness, and leadership qualities. 

Bridging the boundaries between these two dimensions (professoriate and individuals in PAR) 

requires academic leaders to refocus from individual goals to broader group and institutional 
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interests (Armstrong & Woloshyn, 2017). Finally, the respondents in Freeman et al.’s (2020) 

study suggested that postsecondary institutions should reduce workload for department heads 

and delegate leadership roles if they want to make the job more appealing and enhance chairs’ 

performance at work. These measures identified in the literature to support the professoriate in 

their transition to PAR have proved to be useful in informing recommendations in this study. 

Summary of Literature Review 

To explore the experiences of the professoriate in making the transition to PAR, I felt it 

was important to review the literature related to the roles and responsibilities of deans, associate 

deans, department chairs, and program directors; how they are selected; how they are prepared 

by their university; the challenges that they face when they transition to PAR; and how these 

academic leaders are supported. On close examination of the roles and responsibilities of 

individuals who transition to PAR at the southern Ontario university in this study, one thing that 

remained evident across all positions is the extent of the lists of roles and responsibilities. After 

reviewing each list, it was apparent that academic leaders may really at times be prone to 15-

hour workdays (Mabrouk, 2018). The selection process of the deans and associate deans at this 

university, as outlined in the institution’s Faculty Handbook, appeared to be straightforward. 

Similarly, the selection process for department chairs and program directors was clear.   

Armstrong and Woloshyn (2017) reported that managing the chair position is an 

extremely difficult task because the new role is ambiguous for faculty who never receive proper 

training that prepares them to assume this position and overcome the challenges that the job 

entails. The literature reviewed indicated that there are several means by which the professoriate 

may be prepared by the university for PAR, including one or a combination of the following: 

orientation, onboarding, post appointment professional training programs, conferences and/or 
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seminars, an advanced degree in higher education or related field, and job shadowing and 

mentoring.  

I garnered from the literature that despite these available measures, academic leaders still 

faced challenges both in their early and mid-way phases of their transition. These challenges 

ranged from managing people; managing administrative tasks, particularly budgets; managing 

self and emotions; and balancing acts. I sought to find out how individuals who transition to 

PAR can be supported when faced with these challenges. The literature suggests that universities 

ought to provide preparatory leadership programs, tailored training for academic leaders, 

professional development programs, and mentorship programs in which each academic leader 

has a mentor. The manner in which this southern Ontario university prepares and supports 

individuals who transition to PAR is reported in chapter 4, where the findings are presented.  

However, before I look at the findings, the next chapter presents the research methodology. 
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CHAPTER THREE: METHODOLOGY AND RESEARCH DESIGN 

The main purpose of this study is to seek to make meaning of the experiences of six 

individuals of two different faculties at a university located in southern Ontario who transitioned 

to PAR at some point in their career. It is my intention to explore by way of interviewing these 

individuals, three of the phases of their transition (i.e., pre-transition, early transition, mid-

transition) with a view to understanding if and how they were prepared by the university for 

PAR, what were the challenges they faced in these PAR, and how were they supported in their 

roles. A study of this nature, I believe, is very important as there exists the possibility of 

informed recommendations being developed from the findings that will better prepare the 

professoriate for PAR or aid them to deal more effectively with the varying challenges or propel 

further support for individuals in PAR.  

This chapter begins with a description and justification of the research design chosen for 

this study. The selection of site and participants is subsequently discussed with a view to 

presenting the general characteristics of the sample and population involved in this study and 

how they were chosen. This section is then followed by the data collection, data analysis, 

methodological assumptions, limitations of the chosen methodology, reliability and validity, 

ethical considerations, and the chapter ends with a summary.  

Research Design 

For this study, a qualitative case study design was utilized. The qualitative case study is 

an approach to research that facilitates exploration of a phenomenon within its context using a 

variety of data sources (Baxter & Jack, 2008). According to Yin (2009), case study evidence may 

come from six sources: documents, archival records, interviews, direct observation, participant-

observation, and physical artifacts. In this study, data were mainly gathered directly from 
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respondents by conducting interviews. I believe this was the best approach to take as the topic 

for this study was not widely researched and it is really a phenomenon that would be best 

understood by detailed understanding (Creswell, 2008). By interviewing participants in the 

study, I was able to hear their personal experiences related to preparation for PAR, the 

challenges they faced, and how they were supported, being expressed in a comprehensive way. If 

I were to use a quantitative instrument such as a questionnaire, for example, I would not have 

been able to get in-depth information that would allow me to adequately explore the topic. 

Data concerning professoriate in PAR at the southern Ontario university in this study 

were collected from the institution’s Faculty Handbook and Collective Agreement. From 

reviewing these documents, I was able to answer questions related to the duties and 

responsibilities of individuals in PAR, as well as recruitment and appointment procedures for 

individuals who transition to PAR. I believe this information was important to take note of, as 

from it I was able to get a general sense of the magnitude of the tasks those in PAR are expected 

to fulfil, as well as the transparency of the procedures used to appoint them.  

In order to increase the quality of a case study, Yin (2009) recommends that the data 

collection efforts include the use of multiple sources of evidence (evidence from two or more 

sources, converging on the same facts or findings); a case study database (a formal assembly of 

evidence distinct from the final case study report); and a chain of evidence (explicit links among 

the questions asked, the data collected, and the conclusions drawn). In the context of this study, 

all efforts were made to use varying research papers and/or journals (some from the Education 

Resources Information Center (ERIC) database), which presented information about academic 

leaders and the challenges they faced in their roles and/or transition to their roles, including the 

extent to which the appointees in PAR were prepared, or not, for their new responsibilities.   
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Selection of Site and Participants 

In determining the site that would be used and the participants that would be interviewed 

for this study, a purposeful or purposive sampling method was utilized. According to Creswell 

(2008), purposeful sampling is when the researcher intentionally selects both the site and 

individuals to be used in a study. Purposeful sampling assumes that a researcher wants to 

discover, understand, and gain insight and therefore must select a sample from which the most 

can be learned (Merriam & Tisdell, 2015). To support the use of the purposeful sampling 

method, Merriam and Tisdell (2015) argue that the logic and power of purposeful sampling 

derives from the emphasis on in-depth understanding of specific cases—information-rich cases. 

The selection of participants and sites is a very important step in the research process as after all, 

this is where data will come from, and it is our data that best help us understand the central 

phenomenon taking place (Creswell, 2008).  

The research site selected for this study was a medium-sized Canadian university in 

southern Ontario, with a student population of approximately 19,000 students. A single 

university was chosen for multiple reasons. Initially, the idea I had was to do a comparative 

study between a Canadian and a Jamaican university; however, after consulting with my 

supervisor I was encouraged to focus on only one university as time and other complexities 

would not allow for the study to be conducted across multiple universities. I subsequently 

realized that while it would have been good to compare how the professoriate in varying 

universities are prepared as they transitioned to PAR, the challenges they face in their transition, 

and the support they receive, focusing on just one university allowed me to have a more in-depth 

look at their phenomena. This university was of interest as it delivers large programs, the 

probability of their being a need to prepare the professoriate for PAR, and/or the probability of 
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these said individuals in PAR facing challenges is even higher. This inevitably allowed for me to 

find participants that provided “rich information.”   

To obtain access to this site and/or invite participants to be a part of the study, I applied 

to the institution’s Research Ethics Board (REB). As a part of the application process, I 

submitted information related to the purposes and relevance of the study, a letter of invitation 

(see Appendix A), a consent form (see Appendix B), an interview guide (see Appendix C), a 

letter of appreciation (see Appendix D), and reassurance that all the data collected during the 

conduct of this research and in the release of findings will be kept confidential by assigning 

codes to the participants. The application process was smooth, and clearance was subsequently 

received from the REB to conduct the study at the said university.  

One of the main selection criteria I used to select participants for this study was to limit 

my data gathering to deans, associate deans, department chairs, and program directors who were 

currently serving in these positions or had recently completed their service. Only these 

participants were invited to participate in this study because, in this way, one would be able to 

get the views of someone who was mid-way through transition and someone who had possibly 

just finished serving. The other criterion I had to consider when making the selection was 

whether participants had transitioned from a faculty position to PAR, as I was mindful that there 

are individuals who are appointed to PAR from outside the university. This was important to 

promote fairness and/or comparability.     

Also, worthy of mentioning is the fact that participants were actively recruited from 

across two faculties in the university (which will remain anonymous to protect confidentiality).  

The main reason for recruiting participants from two faculties was to facilitate a comparison with 

respect to how the professoriate from each of these faculties felt they were prepared by the 
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university for their transition to PAR; the challenges that they faced during their transition; and 

the kind of support they received when they transitioned to PAR. Additionally, I limited the 

recruitment of participants from two faculties, given the time constraints and the scope of the 

study.  

After formulating the selection criteria and searching through the university’s website for 

a list of professors in both faculties, 11 participants who fit the characteristics were identified. 

After participants were identified, letters of invitation to an interview were emailed to all 11 

participants with information about the purpose and relevance of the study, the benefits to be had 

from participating in the study, the length of time for the interviews, and other particulars related 

to the interview. A consent form was attached to email. Invitations for interview were accepted 

by six individuals, three in each of the two faculties. Once invitations were received and the 

consent forms were obtained, I responded to participants with suggested dates and times for the 

interviews, which were mutually decided on. More information about interviews will be 

discussed in the next section.  

Data Collection 

For this study, interviews were selected as the main source of data collection. Interviews 

were selected as they provided the advantage of collecting data related to up to 3 years’ 

experience, or more, from participants in a short duration. Interviews are known to “provide 

useful information when you cannot directly observe participants, and they permit participants to 

describe detailed personal information” (Creswell, 2012, p. 218). Over a 2-month period in the 

summer of 2021, interviews were conducted online (using Microsoft Teams) to explore the 

narratives of the experiences of participants as they transitioned from the professoriate to PAR. 

The participants interviewed fell in the category of either dean, associate dean, department chair, 
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or program director. As noted earlier, three were from one faculty and the other three were from 

another faculty. The duration of each interview ranged from 20-45 minutes and with consent, all 

interviews were audio recorded. The interviews conducted were semi-structured in design and all 

the questions were pre-arranged to the keep the focus of the interview clear and to allow for 

comparability across responses from participants to similar questions. The questions asked in 

each interview were:  

1. Is this your first PAR? If yes, how long have you been in this position? If no, please state 

what other PAR you have held throughout your career? 

2. Please state if you were prepared for the first (or subsequent) PAR you assumed. If yes, 

describe how you were prepared for the first (or subsequent) PAR and discuss the 

adequacy of the preparation. If no, describe how you managed your first (or subsequent) 

PAR. 

3. Please describe the challenges you faced in the early phase of your transition to the first 

(or subsequent) PAR and what support, formal or informal, you received.  

4. Please describe the challenges you faced in the mid-phase of your transition to the first 

(or subsequent) PAR and what support, formal or informal, you received.  

5. What recommendations, if any, do you have about how universities could improve the 

process of preparing professors for PAR? 

These questions were selected and/or influenced by my earlier observation with the transition the 

professoriate make to PAR, as well as by what I found in the literature. I believe by asking these 

questions I was able to get detailed answers from the participants which allowed me to determine 

the extent of preparation of the professoriate, the challenges they faced during their transition, as 

well as the kind of support they received, if any, during their transition. Where the challenges 
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experienced at the early and mid-transition phases were concerned, I felt it was important to have 

an idea if it were the same kind of challenges these individuals in PAR faced early in their 

transition as opposed to mid-transition, as well as to understand whether their challenges were 

lessened as they became more settled in their roles. Finally, I felt it was particularly important to 

inquire about recommendations that participants may have about how universities may improve 

the process of preparing professors for PAR, since they are ones who have lived through the 

experiences and/or challenges of acting in PAR.  

While the interviews were being conducted, I took brief notes. The open-ended questions 

allowed me to ask follow-up questions that elicited clarification for a deeper understanding of 

participants’ responses without imposing my perspectives as a researcher (Creswell, 2015). In 

addition, I was also able to respond to questions or concerns of participants.  

The recordings of the interviews were stored on my computer in a password protected 

file. Within a week of conducting each interview, I had transcribed the audio version and the 

transcriptions were sent to participants for member checking and review. Participants were asked 

to provide feedback or make corrections within two weeks of receiving transcriptions. Once the 

transcript was approved by the participants, that data were anonymized and subjected to coding, 

which I will discuss in the Data Analysis section. 

Overall, the interview process was suitable for this study, as it allowed me to understand 

the experiences of the individuals being interviewed by asking open-ended questions. In addition 

to interviews, data were collected from the Faculty Handbook and the Collective Agreement to 

which the university is bound. Both documents were retrieved from the university’s website, and 

they were closely read to decipher the sections that would provide background or context to this 

study. While reading through the Faculty Handbook, I was able to easily garner the roles and 
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responsibilities and recruitment and appointment processes for deans and associate deans. I had a 

similar experience while reading the university’s Collective Agreement which detailed the roles 

and responsibilities and recruitment and appointment processes of department chairs and 

program directors. The ease with which I was able to interpret or make meaning of the 

information in both documents, I believe, was due in part to the fact that they were well written 

and organized. I found that it was important to capture the respective information from both the 

Faculty Agreement and the Collective Agreement, as it not only provided valuable insights into 

the magnitude of the tasks individuals in PAR are required to execute and how they are 

appointed but also helped to create a comprehensive understanding of role transitions. 

Data Analysis 

To analyze the data, I utilized qualitative coding coupled with thematic analysis. Coding 

is defined as the process of labeling and organizing your qualitative data to identify different 

themes and the relationships between them (Medelyan, n.d.). To be more specific, coding 

qualitative research to find common themes and concepts is a part of thematic analysis. Thematic 

analysis involves reading through a data set, such as transcripts from in-depth interviews, and 

identifying patterns in meaning across the data (Braun & Clarke, 2006). One of the reasons for 

using thematic analysis is that it is a very accessible and flexible approach to qualitative analysis, 

which enables researchers to generate new insights and concepts derived from data. 

The step-by-step process that was taken to analyze the data in this study include, firstly, 

getting familiar with the data by reading through the transcripts and actively observing meanings 

and patterns across the data set. Secondly, I created a Microsoft Excel spreadsheet with five 

labelled worksheets—one for each interview question. Within each of the sheets, I labelled six 

columns—one for each participant. After this, I re-read the participants’ responses to each 
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question and identified pertinent excerpts, which were inserted into the respective worksheet. 

Taking an inductive approach, the excerpts were grouped together using codes, which were then 

subsequently grouped into themes. As per the advice of Braun and Clarke (2006), the themes 

were reviewed and revised to ensure that there were enough data to distinguish them. The themes 

that were similar were grouped together and the ones that didn’t have enough data to back them 

up were set aside. At the end of the process the four finalized themes were the inadequate 

preparation of the professoriate for PAR, challenges with “human and people,” challenges 

related to budget administration, and lack of formal and informal support. These themes will be 

discussed in detail in Chapter 4. 

Methodological Assumption 

The main assumption I made while conducting this study was that the data I collected 

from interviews were accurate and truthful to the best of all participants’ recollection. After the 

recording for each interview was transcribed, the transcripts were sent to participants for them to 

review and to do their due diligence to ensure that the answers they gave were accurate 

representations of their experiences in transitioning to PAR. I believe it is safe to assume that the 

participants in this study, in their capacity, should understand the importance of accurate 

research and providing honest answers. 

Limitations 

One of the limitations of this study was the sample size was limited to six participants in 

two faculties at one southern Ontario university, largely due to time constraints. Another 

limitation is that the findings of this study cannot to be generalized. Even though this study 

offered insights into the experiences of the professoriate in their transition to PAR, caution 

should be taken not to generalize findings to the wider body of deans, associate deans, 
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department chairs, and program directors. A larger study of the professoriate in other faculties 

and/or at other universities, who transition to PAR, may be required to allow for a broad 

application of the findings. One other limitation relates to recall – the data gathered from 

interviews depended on the participants’ recollection of their experiences. 

Reliability and Validity 

One of the known threats to research reliability and validity is experimenter bias or a 

subjective bias towards results by the researcher. Experimenter bias occurs from the inability of 

human beings to be completely objective toward their data (Creswell, 2012). In the case of an 

interview, a researcher may hear what they want to hear or what they think they should hear. For 

this study, all attempts were made to limit threats to reliability and validity and enhance 

credibility by being as objective as possible throughout the interviews, securing the quality of the 

recording (with the use of a Microsoft Teams recorder) and utilizing member checking through 

which all participants had a chance to read interview transcripts for accuracy before the data 

were analyzed (“Validity,” 2008). 

Ethical Considerations 

Yin (2009) posits that it is essential to adhere to the highest ethical standards when 

working with human participants. With this in mind, prior to the collection of data, I sought to 

get ethical clearance from the institution’s REB to conduct research at the research site described 

earlier. Clearance was subsequently received.  

To guarantee and protect the rights of participants, the following practices were 

exercised: 

• Participants were asked to review and sign the consent form to indicate their willingness to 

participate in the study and their understanding of what was expected of them in the study.  
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• Participants had the opportunity to raise questions and seek clarifications during the 

consent process and prior to signing the informed consent. At the start of interviews, 

participants were reminded that their participation in the study was voluntary.  

• To foster an environment of trust and encourage openness, participants were assured that 

the data collected during the conduct of the research and in the release of findings would 

be kept confidential. Codes were assigned to the participants to maintain anonymity. 

Anonymous quotations were used in the findings (with consent from participants). To 

further mitigate against the risk of participants being identified due to small sample size, 

the research site was referred to as “a university in southern Ontario” and the two 

faculties were not identified. 

Summary of Methodology and Research Design 

This chapter provided an overview of the research design that highlighted the use of 

purposeful sampling and semi-structured interviews as articulated by Creswell (2008). The use 

of semi-structured interviews was most appropriate for this study, as it aided in getting rich data 

from participants as they shared their experiences. All efforts were made to ensure that the 

results were credible, and that confidentiality of participants were maintained. The next chapter 

discusses the findings from the analysis.  
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CHAPTER FOUR: PRESENTATION OF RESULTS 

The transition to positions of additional responsibility (PAR) is a shift which some 

professors will experience during their career. While these positions can easily be seen as 

rewarding in terms of prestige or additional income, they carry significant responsibilities and 

thus are challenging. The research literature provides a wealth of information related to 

individuals in PAR. However, studies that specifically investigate the transitional phases of the 

professoriate to PAR are sparse. Hence, the purpose of this study is to make meaning of the 

experiences of professors who transitioned to PAR. Since research identified a lack of 

preparation prior to transition as one of the main reasons why professors face challenges during 

their tenure in PAR (Armstrong & Woloshyn, 2017; Dean et al., 2021), I explored how the 

professoriate are prepared for PAR, the challenges they faced, and how they are supported in 

their roles as deans, associate deans, department chairs, and/or program directors. I consider that 

effective governance is critical to a university’s success and since key governance positions are 

held by academics, it is imperative that the transition to PAR be managed accordingly. It is my 

intention to contribute to the literature surrounding transitions and to formulate recommendations 

to improve upon the effectiveness of those who perform in PAR.   

To explore the phenomenon related to the transition of the professoriate to PAR, a 

qualitative case study was utilized. Data were gathered by way of interviews with six professors 

from two faculties of a southern Ontario University. Using purposeful sampling, three of the 

participants were selected from each of the faculties to allow for comparisons related to how they 

felt they were prepared by the university, the challenges they faced, and how they were 

supported in their transitions. The participants in the study had all served in PAR for at least the 

last 3 years. The interviews were conducted over a 3-week period, after which the data were 
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transcribed and sent to participants for member checking (Given, 2008). All transcripts were 

subsequently gathered and, from the decoding process, four themes were discovered which will 

be explored in this chapter. 

The first theme identified, in both faculties, was the inadequate preparation of professors 

for the PAR. This was found to be one of the most significant themes of the study, as it 

confirmed previous findings that professors are not being adequately prepared to execute their 

roles in these PAR (Dean et al., 2021). Particularly, investigations from this study revealed that 

there was little or no training prior to transition, with very brief meetings (if any at all) between 

the outgoing and incoming faculty prior to transition and poorly organized transition documents. 

Two of the other themes identified included challenges related to “human and people,” as 

described by one of the participants, and challenges related to budget administration. These 

challenges confirmed information in the literature, as cited by researchers such as Armstrong and 

Woloshyn (2017). Where “human and people” were concerned, understanding faculty, seeking to 

fulfill faculty needs, building trust, and motivating faculty were among the prominent issues 

identified. These concerns were identified in both faculties in the early transition and mid-

transition phases. The challenge related to budget administration was more evident in one faculty 

more than it was in the other. The final theme identified in the data analysis is the mixed views 

surrounding the support, both informal and formal, that participants received. Three of the 

participants from both faculties alluded to receiving more informal support than formal support. 

One participant from each faculty indicated they received no formal or informal support and one 

participant noted that there was no support needed. 

To a large extent, the themes identified from the data gathered, support the conclusions 

drawn from the literature, with a few contradictions which may be explained by the varying 
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experiences or reactions which everyone in the study faced as the transition was integrated into 

their lives. Schlossberg’s (1981) transition theory states that human adaptation to transition is 

based on an individual’s perception of the transition, the characteristics of pre-transition and 

post-transition environments, and the characteristics of the individual experiencing the 

transitions. Everyone’s perception and experiences during the transition will be different; this is 

inevitable and became evident in the interviews as each participant shared their story.   

In addition to themes, recommendations from participants to universities about how they 

can improve the process of preparing professors for PAR, are also discussed at the ending of this 

chapter. To protect the identity of the participants they will be referred to as AF1, BF1, and CF1 

– with F1 representing Faculty 1; and DF2, EF2, and FF2 – with F2 representing Faculty 2. To 

further protect the participant’s identity, some parts of quotations will be eliminated, and the date 

time and location of the interviews will not be mentioned in the study. 

Adequacy of Preparation Prior to Transition 

Traditionally, professors who transition to PAR are appointed to these positions based on 

their professional experience as classroom instructors and researchers, their desire to advance 

professionally, or “to take their turn.” Much of the literature related to the preparation of 

professors for PAR suggests that some individuals are appointed to their roles with little or no 

consideration given to providing leadership training, without administrative experience, and 

without a clear understanding of their role (Armstrong & Woloshyn, 2017; Dean et al., 2021; 

Gmelch & Miskin, 2004; Gonaim, 2016). Such practices of appointing professors to PAR 

without adequate preparation seemingly continues to occur even after approximately 17 years (as 

per data found in the literature between 2004 and 2021). One of the research questions which this 

study sought to answer is, what measures does the case study university implement to prepare 
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professors for their transition to PAR? Given the information found in the literature, professors 

are seemingly best prepared for PAR through onboarding, leadership training, and shadowing an 

incumbent. To determine how participants at the southern Ontario university in this study were 

prepared and if they were prepared in a similar way, participants were asked during the 

interviews to state if and how they were prepared for the first (or subsequent) PAR they 

assumed. I thought it was appropriate to ask the questions in this way as this allowed me to hear 

from each participant what they believed constitutes preparation for their respective PAR. I was 

able to make a comparative analysis with what was found in the literature and assess the 

university’s adequacy of preparation of these professors for their respective positions.   

In response to the questions related to whether participants were prepared for their 

respective PAR, one participant felt they were prepared; two participants felt that they were 

partially prepared (one from each faculty); and three felt they were not prepared (two from one 

of the faculties and one from the other faculty). Each participant was very keen to explain why 

they felt either prepared, partially prepared, or not prepared. 

Prepared  

DF2 stated that:   

The reason why I feel am prepared for this is because prior to taking on … positions of 

additional responsibility—I always cared about people. So, I always engage with other 

people who already had this [position omitted] position because I was hoping that I could 

learn by observing what they had done. People are prepared for a position because they 

learn through observation. People are prepared because they learn through 

experimentation. People are prepared because they learn by doing. So, in my case, I 

learned through observation, I learned through experimentation, and I learned through 
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doing it; and to get here, I think I was somewhat equipped and prepared to take on the 

administrative duty when I took it because I would not take this responsibility if I didn’t 

think that I was prepared for it—which may not be the same with many people taking on 

administrative duties. 

It is evident from this response that DF2 felt they were prepared for their transition. Learning 

through observation could be equated to shadowing—one of the suggested ways that can be used 

to prepare professors for positions of additional responsibility (Dean et al., 2021). Likewise, 

learning by experimentation and learning by doing things could be indirectly considered as a part 

of practical leadership training. However, there was no specific mention in DF2’s response of 

provisions being made by the university for shadowing, onboarding, or leadership training.  

Partially Prepared 

 FF2 stated that: 

The university has a fairly decent … orientation program that I was able to attend right at 

the beginning, and so that helped.  It is a lot of information of course, and you can't take it 

all in and it's the kind of job that there is just so many things to do. A lot of it, you have to 

learn as you get to it, and it can be quite frustrating.  

Orientation programs have been cited in the literature as being useful, but not necessarily the best 

way to prepare professors for positions of additional responsibility (Kelly, 2010). The reason for 

this being, orientation sessions are seen as merely a forum where information is shared about a 

job or an organization’s policies and procedures. Onboarding, which extends over several 

months and which focuses more on the individual, their respective role, and the unit or the 

department is recommendable. The truth about orientation and onboarding, however, is that they 

are inseparable. The fact that the southern Ontario university in this study provides orientation 

programs is still noteworthy.  
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Another participant, AF1, felt that they were partially prepared and referred in their 

response to both their previous and current positions of additional responsibility. For AF1’s 

previous role, AF1 stated that: 

I wasn’t totally prepared for that role because that position of additional responsibility, as 

with most others, involves multiple skills, which I did not receive training or mentorship 

on. I’ve always described [this southern Ontario University] as a very collegial place 

where people will reach out—all the people that held the role prior to me were there for 

me leading up to and afterwards, but you're never prepared. Once you take on the role 

yourself, there’s a complexity to it and things changed so quickly that even the person 

that was in it prior, may not be able to help you totally because there’s a new reality.  

It is important to acknowledge that, as per AF1’s response, one can never be fully 

prepared for PAR due to the multiplicity of tasks affixed to the roles. Even in commenting on 

their current position, AF1 stated:  

I think in most other areas I felt pretty prepared because I was a member of the 

department for a long time, so I saw how other [position omitted] would run meetings. I 

had good collegial relationships with faculty, and so there was that role modeling that 

happened from seeing other [position omitted] do their jobs publicly at meetings.  

AF1, like DF2, seemingly had sought to make their own efforts at preparing themselves for their 

respective roles. In this case, shadowing was the main driver behind preparation, though not 

formally organized by the university.  

Not Prepared 

Of the six participants who were interviewed, there were three who felt they were not 

adequately prepared by the university for their respective PAR. When BF1 was asked if they 

were prepared, BF1’s response was:  
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I’m going to say no. I don’t think that I was prepared in the way that the job was sold to 

me.… No direction on how I was going to make my way into those different 

responsibilities. Some of the things that I did, and there’s formal and informal ways—just 

my own qualities—what I did was I’ve listened very carefully to the people who report to 

me. I took their advice. I often executed their advice successfully, which allowed me to 

reciprocate the power—going back and showing appreciation without making it seem as 

if that was my decision. I think that kind of reciprocity, has served me really well. I didn’t 

have any formal training, or anything like that, but I had a lot of informal situations that I 

could kind of tap into. 

In this response it’s clearly stated that there was no formal training which would have deemed 

the university as not adequately preparing a professor in this case for their respective role. CF1 

shared a similar response and stated: 

I haven’t had any particular preparation for any of the positions that I’ve occupied. I 

didn’t know what responsibilities were mine, what the extent of the role was; and I had to 

sort of learn that on my own. 

CF1 was also not adequately prepared by the university and supposedly early in their transition 

was in a position where they were, as described by Gonaim (2016), “white water rafting without 

a life jacket and not knowing how to swim” (p. 274). The same might have held true for EF2 

who admittedly mentioned that: 

I was prepared for management, I was prepared for understanding how you work with 

resources, people, facilities, and.… That’s all well and good, but I was as prepared as an 

infant going into a space shuttle when it came to the context of how our university 

operates. I had absolutely no knowledge of just the craziness of the university 

governance.… It was so not what you would expect outside of a university.   
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So that was at the beginning. I’ve kind of come back. I’ve kind of been in this 

very cold water for a while, so I’ve gotten used to it. But I was not prepared at all, and 

you know, I don’t know where the blame on that resides because either I should have 

lean in further to understand the governance mechanisms of the university; or the 

university should have hit me in the forehead, and said look, this is how we work, and 

we’re not duck in some ways—these are the things. 

On the surface of the analysis of all the responses to question concerning preparedness, I was 

able to determine that most participants in the study were either partially prepared or not 

prepared by the university, prior to transition into their respective PAR. One of the main reasons 

for this was associated with the evidence of little or no training which the participants mentioned. 

In the next section, a closer look is taken at the findings related to training in this study. 

Training  

 Training is and continues to be a vital element to the process of preparing the 

professoriate for PAR (Armstrong & Woloshyn, 2017; Dean et al., 2021), yet even in this study 

training still appears to be scarcely used. When participants in this study were asked to speak 

about the extent of their preparation, there were three participants who alluded to the fact that 

they were either not formally trained and/or had to learn things on their own. To be fair, there 

were two participants (one from each faculty) who stated that they had attended orientation 

sessions arranged by the university. After the interviews were conducted, I received information 

pertaining to a Chairs and Directors Orientation that was scheduled to commence in July 2021 at 

the southern Ontario university in this study.  

The Chairs and Directors Orientation was set to be facilitated in 15 1-hour or 2-hour 

workshops over the duration of 5 months. The workshops were designed to introduce chairs and 
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directors to various topics that will support them in their roles. Both the new chairs and directors 

and those who were seeking to refresh their knowledge were invited to the workshops. Notably, 

the sessions were expected to be recorded and would be made available to those who are unable 

to attend. Among some of the workshop titles and/or topics that were to be covered over the 5-

month period include: Understanding the Chair/Director Role; Academic Oversight; Course 

Scheduling and Timetable; Running Effective Meetings; Finance and Budgeting; and Feedback, 

Coaching and Performance, to name a few. Table 1 presents the schedule of the Chairs/Directors 

Orientation. 

Close examination of this schedule presented for the Chairs and Directors Orientation 

affirmed Kelly’s (2010) claim that such sessions are more about learning the written rules related 

to things such as contract hiring process, academic integrity, change of grades, appeals process, 

and collective agreement overview. Additionally, orientations are really events that last in most 

cases for no more than 2 hours, but given that the sessions extend over a 5-month period in the 

Chairs/Directors Orientation Workshop schedule shown in Table 1, could this be equated to 

onboarding? As a reminder, in the literature, onboarding not only extends over several months 

but also focuses more on the individual, the unit, and the institution and how to get individuals 

invested in their day-to-day roles to meet the organization’s goals (Kelly, 2010).  I have noted 

that attendance at orientation sessions is not mandatory and even with recordings there is no 

guarantee they will be viewed. The extent of the impact of orientation session on preparing the 

professoriate for PAR is therefore uncertain, and this may be something to investigate in future 

studies. Despite this uncertainty, there is no doubt orientation sessions carry some amount of 

value and pairing orientation sessions with onboarding can prepare the professoriate for a more 

successful start in their respective PAR (Kelly, 2010).  
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Table 1 
 
Chairs/Directors Orientation Workshops Conducted During July–November 2021 

Workshop title Topics Month / time 

Understanding the 
Chair/Director Role 

• Roles of the Chair/Director/Library Head 
• Faculty Hiring Process 
• Tenure & Promotion Process 
• Working with Colleagues 
• Duties & Responsibilities 
• CUPE XXXX Overview 

 

July / 10 a.m.–12 p.m. 

Academic Oversight 
  

• Academic Integrity  
• Academic Review 
• Curriculum Review 

 

July / 10 a.m.–11 a.m. 

Course Scheduling 
& Timetable 
  

• Annual Cycle 
• Role of the Chair 
• Changes to Course Schedule 

 

   July / 2 p.m.–4 p.m. 

Health, Safety and 
Wellness 
  

• Workplace Hazards 
• Violence in the Workplace 
• Absence & Health Management 
• Employee Absence Management 

Processes 
• How to Talk to Employees about Health 

& Absences  
  

July / 10 a.m.–12 p.m. 

HR Supports  • Duties as a Supervisor 
• Approving Positions 
• Contract Hiring 
• Learning and Development Opportunities 
• Organizational Development Support 

July / 10 a.m.–12 p.m. 

Registrar’s Office 
  

• Course Collection 
• Change of Grades 
• Appeal’s Process 
• Who does what? 
  

Aug / 10 a.m.–12 p.m. 

Running Effective 
Meetings  

• Rules of Order 
• Handling Difficult Members 

Aug / 10 a.m.–12 p.m. 

CUPE XXXX 
Collective 
Agreement 
  

• Collective Agreement Overview 
• Hiring Process Overview 
• Common Grievances 
• Managing the Union Relationship 

Aug / 10 a.m.–12 p.m. 
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Table 1 (cont’d) 

Chairs/Directors Orientation Workshops Conducted During July–November 2021 

Workshop title Topics Month / time 

Student Services 
Overview 
  

• Student Accessibility 
• Academic Process – Roles and 

Responsibilities 
• Student at Risk Network 
• Early Intervention 
• Formal Decisions & Committee 

Aug / 10 a.m.–12 p.m. 

Human Rights and 
Equity 

• AODA Introduction 
• Human Rights – How to Respond and 

Where to go 
• Managing Sensitive Discussions 

Sept / 10 a.m.-12 p.m. 

Finance and 
Budgeting 

• Annual Budget Process  
• Approving Department Expenses 

   Oct / 10 a.m.–2 p.m. 

Crucial 
Conversations 
Snippet 

• Managing Stories 
• Creating Mutual Purpose 
  

Oct / 10 a.m.–12 p.m. 

Dean Discussion • How the Dean and Chairs Work Together 
 

Nov / 10 a.m.–12 p.m.  

Student 
Accommodations: 
Legal Requirements 
  

• Legal Requirements and How to 
Navigate 

• What to Consider When Responding to a 
Denial or Conflict Regarding an 
Accommodation Request. 

Nov /10 a.m.–12 p.m. 

Feedback, Coaching 
and Performance 
  

• Overview of How to Build and Maintain 
Constructive and Supportive 
Employee/Leader Relationships.  

Nov / 10 a.m.–12 p.m. 
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Pre-Transition Woes   

Not only was lack of training cited as one of the areas which marred the adequacy of 

preparation of professors for additional responsibilities by the university, but on deeper analysis 

of the responses, it was also evident there were other pre-transition woes associated with very 

brief or no meetings arranged between outgoing and incoming faculty and unorganized transition 

documents. In the process of moving into a transition, it is expected that the outgoing dean, 

associate dean, department chair, or program director will meet with the respective incoming 

faculty member on more than one occasion over a period of at least three months, as per Kelly’s 

(2010) recommendation in the literature. These meetings are necessary to discuss and learn a 

myriad of things related to goals, tasks, and responsibilities, information related to past or recent 

incidents, information related to decisions that were recently made or that needs to be made, and 

information related to academics, among other things. In these meetings, provisions should be 

made to hand over well-organized transition documents which will, no doubt, prove to be useful 

to the incoming faculty member. While this is what should be the case for all departments and all 

faculties within all universities, it doesn’t appear to be the case at the southern Ontario university 

in this study.  

During the interviews, only one participant from Faculty 2 (DF2) did not have a problem 

with their transition into a position of additional responsibility and mentioned more than once 

throughout the interview that “there was no need for support.” Contrary to DF2, being able to 

have transition meetings was a part of FF2’s expectation: 

I was hoping my predecessor would help me a little more. It just turns out [Outgoing 

faculty] was a pretty intelligent, brilliant researcher, but [Outgoing faculty] was not the 

kind of person to think of administrative details. [Outgoing faculty] was … for 3 years 
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and then didn’t really help me—but it’s just that [Outgoing faculty] was not the kind of 

person that would think in terms of passing things on. So, personalities and expertise as 

well come into this whole process.  

From this comment, there is evidence of poor transition and concerns related to the interpersonal 

skills—a very critical component of leadership. FF2 did not mention having issues with 

transitionary documents. The third participant from faculty 2, EF2, didn’t mention any issues 

related to transition meetings or documents.  

In Faculty 1, where transition meetings and documents were concerned, AF1 was able to 

meet with the outgoing faculty and mentioned that: 

Well, when I became [position omitted] on … and the previous [position omitted], retired 

at the end of [month], I remember I had a number of meetings with that person in 

advance of becoming [position omitted] and afterwards—like help for next couple 

months, and that person was very supportive. 

This would have augured well in terms of transitioning AF1 into their new role. However, the 

major challenge that AF1 had despite having these preparatory meetings was that the transition 

documents were disorganized. AF1 stated: 

My recollection in terms of all the administrative data that was given to me, to be honest 

wasn’t very well organized. I don’t mean the department wasn’t organized, but I mean 

the transitioning documents. They weren’t—I found it wasn’t something I could go to 

quickly. Like if a memo had to be sent, what did the memo look like last year? … Can I 

base it on that? Is it the same kind of memo? And then things weren’t easy to navigate—

all those things might have been provided, but they weren’t organized in a way that was 

easy to find. So, I thought I had to recreate or develop a lot of administrative processes.  
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The other two participants from Faculty 1 didn’t have much of a welcoming or comfortable 

experience with either the transition meetings they were expecting to have or the transition 

documents they were to receive. In the case of transition meetings, BF1 stated “I had two one-

hour meetings where I got a laundry list of areas of responsibility but with no details.” In the 

case of CF1, the following was stated:    

For this last and most significant position as [position omitted], I met with former 

[position omitted], for about an hour, and [Outgoing faculty] provided me with about 1-

1/2 pages of notes on some of the sites I would be using regularly, some of the system 

tools at the university that I would be using regularly; and [Outgoing faculty] discussed a 

few of the tasks that I would need to complete.  So, [Outgoing faculty] gave me a very 

basic sketch of the role itself, and might I add that there was no information really about 

the extent of the role that I would be taking on, and I did ask about it. But I wasn't given a 

whole lot of information. 

Both participants’ experiences were noted as being quite similar. CF1 also made a very 

important note to the effect that: “I mean the [position omitted] responsibilities are outlined in 

documents, including the Faculty Handbook and … a set of rules or procedure are listed—but 

it’s fairly vague.” 

This might be something for the university in this study to consider and points to the need 

to ensure that certain protocols are in place across all faculties to facilitate smooth transitions to 

include mandatory transition meetings and at the very least an organized set of stipulated 

transition documents.  I will hasten to add that having studied only two faculties; one will not 

leave out the possibility that such a practice exists in other faculties within the university. BF1’s 

experience was so perturbing that BF1 mentioned that “I decided when I ended, I would make 
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sure that the next person coming on; within the first few months that I would transition the next 

person differently.”  

Challenges Faced in Early and Mid-Transition 

With the analysis thus far indicating that most of the professors in this study were not 

adequately prepared for their respective PAR, understandably the next thing which I would want 

to look at are the challenges these professors faced both in the early transition to their respective 

positions, as well as mid-way into the transition. It is important to be reminded that, as per 

Schlossberg’s (1981) theory, early in the transition individuals need to become familiar with the 

rules, regulations, norms, and expectations of their new role; and that at the mid-transition or 

“moving through” phase, individuals tend to know the ropes and are more integrated into the 

transition. But even more important, the time needed to achieve successful integration may vary 

given the person and the type of transition. One may even find that some individuals will 

experience the same challenges both in the early and mid-transition phases and this became 

evident in the analysis of data. 

During the interview, the respondents were asked to describe the challenges they faced 

both in the early and mid-phase of transition to their first (or subsequent) PAR. Two of the main 

themes that were identified in this study as challenges faced by professors during the transition 

included those related to “human and people” and budget administration. In the next four 

sections, a separate look is taken at the challenges related to “human and people” in the early 

phase of transition, the challenges related to “human and people” in the mid-phase of transition, 

the challenge related to budget administration, and other challenges. 

 

 



69 

 

Human and People – Early Transition  

Professors who transition to positions of additional responsibility face challenges 

associated with dealing with faculty, such as trying to understand and fulfill their needs and 

building trust (Dean et al., 2021; Freeman et al., 2020). When the question related to challenges 

faced was posed to DF2, the response received to this question was:  

I don’t notice or observe any challenges above and beyond the challenges of dealing with 

human and people, which I believe all of us have been dealing with it in the different area 

and at the varying degrees. 

I found the use of the words “human” and “people” in DF2’s response to be thought-provoking 

and out of curiosity I sought to locate the meaning of both words. According to Merriam-

Webster (n.d.b), human means of, relating to, or affecting people; typical of people; or having 

good or bad qualities that people usually have. People, as defined by Merriam-Webster (n.d.c) 

is individual human beings; human beings as a group; or a group of people who share a 

quality or interest—as may be the case with faculty members. Based on the definitions found, 

the phrase “human and people” might have been used by DF2 to mean, a group of individuals 

(people) who have varying characteristics and/or qualities, some of which may good or bad 

(human). 

DF2’s response related to the challenges of dealing with “human and people” was further 

cemented by DF2’s colleague, FF2, who stated that: 

One of the biggest jobs for department chairs is faculty scheduling. You’ve got faculty 

requests for the courses they want; you've got requests for the semesters they want to 

teach…. You have some people who want to do overload teaching; some don't want to do 

overload teaching; some want to do overload teaching, but the [position omitted] restricts 
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how much they're allowed to do for various reasons; you have sabbaticals and other types 

of release time to account for; and then trying to make it fair for everyone. I probably feel 

like after 2 years I actually finally understand my own faculty, … in terms of what they 

like (what their preferences are), but it really was just very boggling—very much a black 

box at first. 

FF2 was faced in this case with the challenge of trying to fulfill the needs of faculty, one which 

those in positions of additional responsibility are constantly faced with, as per Bowness (2018).  

While discussing the early transition period, I found that building trust was another area 

of concern. In Faculty 1, CF1 mentioned the challenge faced upon assuming the position of 

additional responsibility was: 

There was animosity amongst the faculty…. There was no real trust among the faculty. In 

the past, decisions had been made on behalf of the faculty without consultation, and so 

the faculty members were very, very nervous about any decisions being made and 

consequently, I needed to build trust; and because I had never worked in a leadership 

position with the faculty members before in any substantial way, I had to start from 

Ground Zero to build trust.  

Human and People – Mid-Transition  

Based on the analysis of data, mid-way into the transition “human and people” continued 

to be a challenge across both faculties. Once again, DF2 mentioned that: 

Challenges that you are going to experience during the initial transition—it’s going to be 

challenges of dealing with human and people. And, if you are an administrator and you 

are not good with dealing with people and human, then you should not take on the 

responsibility. And for me, there’s no transition between the initial phase and the middle 
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phase because concurrently and sequentially, you are always going to have to deal with 

people and humans and as you know human and people have complex issues and 

problems. Human and people have complex attitude. It’s just a matter of time whether or 

not you’re going to experience certain aspect of the human behaviour, human motivation 

and all human attitudes. 

FF2 also continued to experience challenges with trying to understand and fulfill varying needs 

among faculty during the mid-transition phase. In response to the interview question related to 

the challenges faced during this phase, FF2 stated: 

Well, it was absolutely, massively challenging when COVID hit—just unbelievable the 

amount of work and no one could have prepared us for that. I had a really hard time—like 

last summer or last fall—understanding what my faculty wanted and so there was some 

tension that developed in the department because of lack of understanding and the lack of 

understanding partly came because we were online, and you lose the richness of the 

communication. But what I’m trying to say is one of the biggest challenges for me is 

understanding the politics, both inside and outside the department—just working with 

some people and helping people feel like their needs are being met and actually meeting 

those needs; but also, not raising trouble in other areas as you negotiate through that. I’m 

very poor at the politics and understanding human nature and what people are getting at 

and so that’s another reason I found that challenging. 

Despite having challenges with understanding faculty and fulfilling their needs, FF2 was able to 

improve upon building trust: 

So, I had a really good idea after my first year what I was doing and by that time I had 

really started to build rapport with a number of faculty members—a lot of consultation 
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with faculty members—so we were making some progress and we were poised. 

Everybody by that time realized that we were going to have to make changes to their 

program and they were on board for that, and we were working together quite well.  

The same sentiment was not shared by one of the participants in Faculty 1. Mid-way into the 

transition phase, BF1 found:  

Challenges with people not following policy and procedure and trying to guide them that 

way and just personalities. They’re markers of when you take on a position of additional 

responsibility, you’re treated differently, and you’re seen differently, even though in my 

heart I feel I’m with them. I don’t think they feel I’m with them. 

Where “human and people” are concerned it is evident that both early in the transition to 

these roles and mid-way through the transition, some challenges will either remain the same or 

may improve. It all depends on the individual and the transition as explained by Schlossberg’s 

(1981) theory. Another challenge identified by participants from Faculty 2 was that of 

maintaining and sustaining motivation of faculty, as stated by EF2: 

I think one of the greatest challenges is motivating faculty … you know there’s a bit of a 

honeymoon effect every time you get into a new position. People are not sure of you, they 

don’t know how to respond to you, you’re a bit of curiosity, they don’t reject what you’re 

doing—they’ll generally kind of accept it and see where it goes; but if they don’t like the 

direction, the honeymoon is over, and they start digging in their heels.  

Budget Administration 

After analyzing the data, the challenges associated with budget administration were 

predominantly evident in one faculty, more than the other. Even though this challenge was only 

identified in two of the participants’ experiences, I felt it was important to mention since the 
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administration of budgets is a task which all participants in the study must intermingle with at 

some point early within their respective roles and it is also a critical element to the success of 

universities. In the literature, budget preparation and administration are common challenges for 

faculty who transition to these roles (Armstrong & Woloshyn, 2017; Dean et al., 2021; 

Wolverton et al., 2005). When one of the participants in this study was asked about the 

challenges faced early in the transition, BF1 stated: “I’ve never dealt with budget. But the other 

areas I feel l can learn, I said, but the budget I’ve never done anything at this level.” It was clear 

budget administration was a real challenge, as when asked later in the interview what were the 

challenges faced in the mid phase of transition, BF1 stated: “Another one is about budget—like 

just learning how to negotiate; getting funds for the programs that we need; … as our 

complement of students increases dramatically.” It was a concern here to see that even after 

reaching mid-way through the transition this remained a challenge and left one to question, what 

professional development programs related to budget administration were made available by the 

university? Or, if they were made available by the university, was any effort made by BF1 to 

attend.  

Another participant specifically mentioned that one of the challenges they faced from 

early in the transition was “not being really confident in the budgeting process.” AF1 stated: 

Also, budgeting—that was a clear gap. I’m not a particularly strong math person around 

numbers, so I had to really focus on what even basic concepts related to budgeting meant 

and how to interpret Excel—pretty complex Excel spreadsheets that had revenues and 

expenses on it, and that were further divided into even more deeper categories.  

The importance of understanding or getting a handle on budget administration became even 

more evident later in the mid-transition phase based on the following experience shared by AF1:  
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I received an email basically saying that all … numbers had been finalized in terms of the 

budget for that period that just ended—and it turns out we had a deficit … My entire last 

year was spent having to mitigate that going forward, because it would have been 

replicated in subsequent years, and so what this became—we had to reduce our budget to 

meet this discovered structural deficit. We faced an actual deficit that needed to be 

addressed in at least the next year or else it would have been replicated, and so I spent 

most of my summer … preparing scenarios for how we could address that, and it 

definitely had to involve reducing our staffing footprint right, in some way. … We had 

basically a year to take care of that, so it wasn’t crunch time—but we know it had to be 

done and it would involve actual sacrifice. It wasn’t just small changes to like 

photocopying expenses—it was going to be pretty substantive. So that was a challenge 

that I faced in the midpoint or maybe three quarters the way.  

Other Challenges 

In addition to the broad challenges related to “human and people” and budget 

administration, there were other minor challenges mentioned by participants that are worthy of 

mentioning. Some of these challenges warrant attention as they occurred during the pandemic 

and, undoubtedly, will have to be addressed by the university in this study, so that in the future 

its professoriate who transition to PAR will be able to effectively deal with unforeseen crises 

(which tend to happen more frequently in these times). Since the onset of the pandemic, 

literature has already identified intensified challenges in higher education leadership and a 

renewed call is being made by Gigliotti (2021) for increased training and development of 

academic leaders. 
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Where the COVID-19 pandemic and challenges faced by the professoriate in PAR were 

concerned, one of the participants in this study (CF1) stated that:  

And then, of course, the COVID precautions created a great turmoil for everybody… It 

involved ensuring that all faculty members were able to get training so they could move 

their courses online, and there was a great deal of reluctance from some faculty members 

to do that. Technology can be very intimidating for some people, and so that was 

challenging too—to get faculty members to build their skills and to provide them with 

resources so they did not feel that they were without any support at all if they needed it. 

And so, that required a great deal of administrative work to put training into place, to 

have resources available, to think ahead, to anticipate what the potential difficulties 

would be for faculty members as well as students.  

One other challenge reported was decisions of previous PAR incumbents. EF2 was keen to note 

that:  

The other thing that comes up, and it usually takes a couple of years for it to kind of find 

the light of day, is things that show up because of past decisions made by previous 

leadership, and sometimes it creates a hangover on the subsequent leader to have to deal 

with and, it's not necessarily something that you pick up on right away.    

Other challenges that were mentioned included preparation for meetings with all faculty and 

sessional instructors at the start of the year, declining enrollment, and other external influences 

beyond declining enrollment such as the tuition cut and freeze by the provincial government. 

 
Formal and Informal Support 

 
The support that professors receive when they transition to positions of additional 

responsibility can be lacking from the institution (Dean et al. 2021), from those whom academic 
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leaders report to, from predecessors, and from faculty colleagues. In an effort to determine if this 

was the case for the participants in this study, they were asked to tell what kind of support they 

received both early in their transition and in the mid-transition phase. The reason for doing this 

was to see if things remained the same for most of their tenure. Formal support in the context of 

this study may be considered as that which is received from the institution or those whom 

individuals in PAR report to; whereas informal support is that which is received from 

predecessors or faculty. I was mindful, however, in making my determination to note that the 

support that professors received from their predecessor before the final handover could be 

considered as being more formal than informal support. The findings related to support presented 

a mixture of views ranging from: 

• three participants indicating that they had more informal support than formal support, 

which is in sync with the literature as per Greicar’s (2009) study which confirmed most 

participants received more informal than formal support; 

• two participants who indicated they received neither formal nor informal support; and  

• one who noted that they didn’t need any support.  

Informal Support  

For the participants in Faculty 1, they seemingly were more likely to get informal support 

than formal support, but certainly a combination of both as AF1 mentioned: 

Well, I became [position omitted] … and the previous [position omitted], retired at the end 

of [year]. So, I remember I had a number of meetings with that person in advance of 

becoming [position omitted] and afterwards—like help for next couple months and that 

person was very supportive.  

Later in the transition AF1 alluded to more of an informal support setting as AF1 stated:  
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Supports—well I think it's because I communicated regularly with faculty and [position 

omitted] that I felt supported through the mitigation ideas—there was transparency in 

handling that. … Once I brought people up to speed up with what happened and outlined 

the process they’re dealing with it—that would be collaborative.  

BF1 also alluded to more of an informal support experience as BF1 mentioned: “Just 

being open with the [position omitted] and being able to talk through some of these challenges 

has been helpful.” Like Faculty 1, Faculty 2 was partially characterized by a culture of informal 

support. FF2 mentioned in the early phase of their transition that: “I think mostly when I had 

questions, I just had to find the right person to ask and then got good support that way.” In the 

mid-phase, things remained the same where FF2 noted: 

Again, it was asking people and I ended up getting very good informal support because I 

was able to talk to my own [position omitted] about some of the issues. I also have a 

former [position omitted] in my department and so I talked to [position omitted] a few 

times—actually I have two former [position omitted]—and so these are all people who 

have a lot of experience. So actually, I talked to all three of them multiple times and that 

was really, really, helpful.  

No Formal nor Informal Support 

During the interviews there were participants who reported that they had received no 

support, neither formally nor informally. For some participants, if it wasn’t for their 

administrative background, “they would have been in serious trouble” (according to one 

participant). For one participant from Faculty 2, EF2 stated that: 

Yeah, there’s no support. It’s external. There’s nothing within the university to provide—

I mean there aren’t mechanisms for support. Yes, there’s employee support, employee 
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assistance, you can go to HR and get some professional development programming. But 

really, getting into a deep support and empathy for what [position omitted] particularly, 

have to face with the pressure from people who report to you, but then also who you 

report upwards to. Those two areas have challenges that you don’t necessarily get good 

places to go to discuss the challenges; because if you speak to the people who report to 

you, they are concerned that you’re having problems in a leadership role. If you speak to 

people you report to, your supervisor, then they start wondering if someone started to fall 

apart. 

Another participant from Faculty 1 (CF1) spoke of the lack of support and their means to cope in 

it the early phases of their transition. There was:  

No support from anybody. What I did do was keep a log of all the activities that I did—

the types of activities that I did. So, I kept a running log of how much time I spent on the 

various tasks, and I was fleshing out a tasks and responsibilities document and worksheet 

to keep track of when I needed to be on top of certain activities; when I needed to start to 

initiate certain activities or develop tasks. So that’s what I did for myself. 

The same was true in the mid transition to the role where CF1 stated that:  

And again, no formal or informal support. We’ve all been—I do believe—I’ll speak for 

myself, but I think this is probably true of everybody, we’ve all been on our own to figure 

out what to do. There’s been very little guidance.  

No Need for Support 

The most interesting response in relation to the findings concerning support, came from a 

participant in Faculty 2 who alluded to not needing support. DF2 stated:  
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Of course, it might be good for someone who may not be able to independently learn and 

may need some high up supervision and mentorship; but I didn’t need that… I think for 

some people who they try to take on additional administrative responsibility and they're 

trying to basically learn through the new job—I think it’s very instrumental and critical 

for those people to have onboard training; and it’s going be very important for those 

people to have mentorship support and also guidance from the people who more or less 

done it before.  

Recommendations to Universities 

One of the questions which was asked of participants in this study was related to the 

recommendations, if any, which they may have about how universities could improve the 

process of preparing the professoriate for PAR. I deliberately asked this question of them, as I 

felt that these participants were the most informed to provide recommendations as they were 

living through the experience. Careful analysis of recommendations revealed the following: 

formal transition arrangements, formal leadership training, formal mentoring, and assignment of 

responsibility to professors. Each of these are discussed below. 

Formal Transition Arrangements 

With pre-transition woes surfacing earlier as one of the factors affecting the adequacy of 

preparation of individuals in PAR, it was not surprising that one of the dominant 

recommendations from participants is for universities to formalize transition periods to allow for 

meetings between incumbent and incoming faculty. CF1 stated:   

I would recommend there be a transition period for incoming [position omitted] or 

anybody in a position of additional responsibility. I think there should be a transition 

period where the incoming administrator works alongside or shadows the current 
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administrator. We had scheduled five meeting sessions in May, for example, to go over 

the responsibilities and so forth. … In one meeting we discussed goal setting and how to 

identify the goals that you might set. And then we talked about, once you have your goal 

set, it’s really important to allow other people to have a voice in how goals are met. It’s 

fine to have the goals, but then you need to have buy in and the way you get buy in from 

folks is to allow them to have a voice and to see themselves reflected in the processes that 

takes place. … We talked about some of the more technical things, like how do you run 

various reports? How do you access them in the system? How do you get specific types 

of information on student progress and so forth? So, we talked about very practical 

things.  

During the transition meetings, the handover of pertinent documents and information should take 

place and CF1 said:  

I think it’s important to provide administrative materials to the incoming leader. So, in 

my case, a full outline of the tasks and responsibilities is crucial so that that person knows 

what to expect and what types of activities to initiate and when to do that; as well as, a 

list of the courses that are scheduled and the instructors who are teaching them, because 

the courses are scheduled at least three terms ahead.  

Notably in transition meetings, “it’s not only important to discuss the opportunities that the 

position presents itself, but also some of the challenges”, as per AF1’s comment. There should be 

discussions about ongoing issues. During the interview, CF1 reiterated:   

We’re still having meetings about ongoing issues, and any meetings I have with the 

[position omitted], I include the incoming [position omitted] so that person knows what it 

is that we’re doing—what decisions were made—because the decisions that are being 
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made now are going to impact that [position omitted] when they move into the role. So, 

it’s best that that person knows what decisions have been made and also so that that 

person can have a say in what decision is made.  

Generally, it is recommended that the incumbent introduce the incoming faculty to key 

stakeholders within the faculty to whom they may have to reach out to at any point. Actions such 

as these are the best way to provide a smooth transition, a view shared by CF1 who wrapped up 

their recommendations by affirming that:   

A sign of good leadership is not for the organization to fall apart once the current leader 

leaves. That’s actually a sign of bad leadership. If people cannot function, if nobody can 

function, if the [position omitted] can't function once somebody leaves, or if somebody 

leaves for a short period of time and everything falls apart—that’s a sign of really bad 

leadership. My role is to facilitate a smooth transition so that procedures and protocols 

run smoothly.     

Formal Leadership Training  

Orientations, onboarding, leadership training, and post-appointment professional training 

programs have been recognized in the literature as being a part of how universities prepare the 

professoriate for the transition to PAR.  In this study, there was one participant (BF1) who 

mentioned: “When you become a [position omitted], they have a 1- or 2-day workshop that you 

go to, and you learn. I mean, you always have to go through one cycle of anything when you’re 

learning something new.”  

BF1 felt that the university does a good job of training or preparing them. There was one 

participant however, who seemingly wanted for the university to offer workshops related to 

budgets. AF1 stated:  
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I think it would be good if the universities actually did arrange—I suppose that could be 

optional—a session for new [position omitted] on budgets or direct instruction around 

budgeting. How to interpret and read budgets? Maybe, how to prepare budgets? The 

terminology that goes with budgets, as I’ve mentioned before in terms of words like—

actual—I mean maybe it’s kind of obvious to some people, but I didn’t really understand 

what budget actuals meant at the beginning. Budgeted dollars—what does that mean? 

Budgeted dollars compared to actual dollars? You know all these words? And how the 

university budgeting system works and all that. So, I think that would be really helpful.   

Beyond orientation sessions, there was one participant who recommended that the 

university provide formal leadership training. CF1 stated:  

Well, first and foremost, there needs to be some formal leadership training provided, and 

I would recommend that it’s done university wide. Not everybody has a background in 

administration and leadership. You’ll have some folks in [faculty name omitted], and 

you’ll have some folks in the faculty of [faculty name omitted], and there may not be 

large numbers of people that have leadership training in other faculties. So, I think in the 

interest of ensuring some level of competence and in the interest of reducing stress 

amongst faculty who are taking on these positions—and they're usually taking them on 

out of the goodness of their heart in a way—the compensation is not substantial enough 

to make it worthwhile. … There’s no prestige involved particularly, and there’s no 

financial gain… Well, what I found is I’m spending far more time in this role than any 

compensation I would ever get. That’s a fact, and I’m sure other people find themselves 

in a similar situation; and if they didn’t then have the training as well, I can see where the 
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job would be completely overwhelming, so I would recommend formal leadership 

training for sure.  

Formal Mentoring   

Among the recommendations offered by participants, mentoring was dominant across the 

responses. One participant mentioned that they would want to see small group mentorship 

sessions for senior academic leaders to mentor new academic leaders. AF1 mentioned:   

Something I would want to see it happen again if it hasn’t been continuing is the 

university arranging an opportunity, perhaps in small groups, not having all [position 

omitted] get together (unless it was organized in a way that there could be breakout 

groups), but it has to be small groups with some of these senior [position 

omitted] advising the newer junior [position omitted] or the people coming into the 

positions—I think that would be helpful.  

AF1 was willing to even mentor incoming faculty. There was another participant, BF1, who 

expressed a willingness to mentor incoming faculty as well and said:  

I will definitely sit down with someone and really explain what the job is; and work with 

them for a couple of months and guide them through it; and introduce them to people and 

invite them to meetings; and show them different processes. I think that would be really 

helpful in the transition and not just all of a sudden—OK, it’s July 1st, I’m out of here 

type thing. I could see sort of like a May, end of May, June, July kind of transition; so 

even if I wasn’t in the role, I would work with them in July since it’s not as busy unless 

taken on or I am doing something else for academic advising (or I’m on another 

committee that we’re working through the summer)—so I think that would be helpful.  
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The call and support for mentoring was further strengthened by one of the participants in the 

other faculty, FF2, who said, “it would be good to have a formal or informal mentoring thing, or 

just having access to someone who has been around the block a few times.”   

Assignment of Responsibility to Professors 

There was one other recommendation offered by EF2.  EF2 believes that universities 

should: 

Give professors responsibility in the first place. I would say part of the process of 

preparing professors—just to give professors additional responsibility while they are 

professors. I think there needs to be some assignment of responsibility that can be baby 

steps. I’m not sure exactly what it would be, but I think that the role of the Chair within 

departments at the university are not fully explored as far as what they could do; and on 

top of that, in some ways they’re over encumbered with things that should be delegated 

broadly across the department. And that would help in faculty—individual professors 

gaining some appreciation and respect for the roles that people take in order to see these 

things happen smoothly.  

EF2 seemingly had this recommendation well thought out as by assigning additional 

responsibilities. EF2 stated further that:   

It allows other faculty to see someone in leadership role that has a little less impact as far 

as the implications if it doesn’t work out, but also builds confidence in individuals that 

take on those roles and do a good job moving into higher levels of leadership. So, I’d say 

tasking professors with some smaller roles would be helpful.  

There was one drawback with this recommendation as those who are in PAR may feel threatened 

by aspiring leaders; however, according to EF2:  
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I would suggest in order to minimize that feeling of threat, either from the leader or the 

person who’s aspiring to be a leader—is that a consortium of universities come together 

to create a professional development opportunity series that allows for sharing of best 

practices and knowledge from other universities, but also a bit of a buffer that allows for 

development of people across universities without it looking so much like someone is 

eyeing a door or eyeing a  person’s current opposition. I think that might help because 

then also faculty will be more candid in those professional development sessions, because 

it's not all internal and people can speak a little more freely—so I think that’s a 

possibility and it could even be something that’s a national consortium. 

Summary of Presentation of Results 

After analyzing the interviews, participants’ lack of adequate preparation of the 

professoriate for their transition to PAR at this southern Ontario university was apparent, and 

undoubtedly individuals within these PAR also face varying challenges mainly related to “human 

and people” and budget administration. There were also mixed views surrounding the support 

received, both formal and informal, as they act within PAR. These findings were quite revealing; 

however, the recommendations offered by participants to universities for formal transition 

arrangements, formal leadership training, formal mentoring, and the assignment of additional 

responsibilities to faculty as a means to prepare them for PAR would have shed some light on the 

possibility of alleviating some of the challenges discovered. In the next chapter, a summary of 

the study, discussion, implications, recommendations, and a conclusion are presented. 
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CHAPTER FIVE: SUMMARY, DISCUSSION, AND RECOMMENDATIONS 

Effective leadership is undoubtedly one of the most critical elements for attaining success 

in postsecondary institutions (Freeman et al., 2020; Gonaim, 2016). Particularly, individuals who 

act in PAR are expected to perform competently within their roles to sustain academic success 

within the said institutions. Research concerning deans and department chairs is seemingly 

abundant in the higher education literature (White, 2014); however, research that specifically 

relates to transitions was sparse. The main purpose of this study therefore is to make meaning of 

the experiences of individuals who transition to PAR, with a view to understanding or answering 

research questions related to what measures are implemented by the university in this case study 

to prepare the professoriate for their respective roles, what are the challenges they face, and how 

they are supported. The literature confirmed that some universities provide little or no leadership 

training for individuals in PAR (Armstrong & Woloshyn, 2017; Dean et al., 2021; Wisniewski, 

2019), the transition into PAR has been characterized as being stressful, difficult, and not 

without challenges (Gonaim, 2016; White, 2014), and Dean et. al.’s (2021) study calls for 

improvements in support provided to academic leaders. 

In this chapter, I present a summary of the overall design, data collection and analysis 

strategies, major themes, and results of the study. This is followed by a discussion highlighting 

the most interesting or surprising results as well as an elaboration of those results as they connect 

to the existing literature. In the third section, the implications for theory, practice, and further 

research are revealed. The chapter concludes with recommendations related to how universities 

can adequately prepare the professoriate for their transition to PAR and formally support them, 

to alleviate the challenges they might face in their respective roles. 
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Summary of the Study 

With the aid of purposeful sampling, six participants from within two faculties at a 

southern Ontario university participated in this study. Semi-structured interviews were used to 

enable participants to share their experiences. To limit threats to validity and reliability and to 

maintain credibility in the study, I remained objective throughout the interviews and utilized 

member checking. Most importantly, to adhere to ethical standards, clearance was sought after 

and received from the institution’s Research Ethics Board. Participants were asked to review and 

sign consent forms to indicate their willingness to participate in the study. To maintain 

participants’ confidentiality, codes were assigned, and anonymous quotations were utilized in the 

findings. Interviews were scheduled and conducted accordingly. The participants all shared their 

experiences in a very fervent manner.   

The data gathered from interviews were analyzed using a combination of qualitative 

coding and thematic analysis. Four dominant themes emerged during the data analysis. The 

themes are inadequate preparation of professors for the transition to PAR, challenges related to 

“human and people,” challenges related to budget administration, and diverse views about formal 

and informal support.  

The findings revealed that 17% of the participants believed that they were prepared by 

their university for their respective role, 33% believed that they were partially prepared, and 50% 

believed that they were not adequately prepared. All participants expressed varying challenges 

related to establishing and sustaining trust among faculty, understanding faculty, fulfilling the 

varying demands of faculty, fostering motivation among faculty, and budget administration.  

These challenges predominantly remained the same both early and mid-way through 

participants’ transitions to PAR. Of the six participants, three of them reported that they have 
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received more informal support than formal support in their PAR; two participants stated that 

they received no informal or formal support; and one participant believed there was no need for 

support. 

The inadequacy of preparation, the challenges faced, and lack of support encountered by 

participants in this study offer a wide lens through which to view the transition of the 

professoriate to PAR and shed light on the varying but similar complexities associated with the 

role of deans, associate deans, department chairs, and program directors. The next section 

connects the findings to existing literature and adds important information to the understanding 

of role transitions. The hope is that from this discussion, universities will take a stance to better 

prepare their professoriate for transition to PAR, as well as current and prospective academic 

leaders will learn from the experiences of the participants in this study.  

Discussion 
 

Experience working in the field of business as a leader for almost 11 years (between 2005 

and 2016) has taught me two lessons: leadership roles require preparation and they are never 

without varying challenges. These challenges are so complex at times, I can’t help but agree with 

two of the participants in this study (AF1 and FF2) who alluded to the fact that one can never be 

fully prepared for a leadership position. Though one can never be fully prepared, preparation is 

still a key requirement for any leadership position whether in business, education, or otherwise. 

Benjamin Franklin said it best: by failing to prepare, you are preparing to fail (as cited in 

Mayberry, 2016). 

My transition from the field of business to the field of education occurred in late 2016 

when I became a faculty member at a university in my country of origin. Since then, I have 

enjoyed teaching in the postsecondary classroom; but in recent years my aspiration to someday 
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serve in an academic leadership position has grown. One of the concerns I have always had is, 

will the work that I am currently doing in the classroom be enough to prepare me for transition to 

PAR in education? What will I need to do to prepare for potential PAR? Griffith (2006) posited 

that “experiences as faculty members usually does not provide the requisite training or 

preparation for the demands made on those responsible for higher educational leadership and 

management” (p. 67). From observation, it does not appear as if much is being done by 

universities to prepare faculty for transition to PAR; hence, this heightened my interest to 

investigate how universities could best prepare their professoriate for transition to PAR, the 

challenges those who transition to PAR experience, and the kind of support that they receive.   

Research Question 1 

One of the key research questions, that I sought to answer in this study was: What 

measures does the case study university implement to prepare professors for their transition to 

PAR?  In this study, 50% of the participants indicated that they received no formal training; had 

brief transition meetings with their incumbents; received unorganized transition documents; or 

only received a “laundry list” of areas of responsibilities, without details. This group of 

participants felt that they were not adequately prepared for their respective positions. Results 

such as these are alarming, and they have brought into question the negative impact this could 

potentially have on an incoming faculty’s effectiveness in their role. The remaining 50% of the 

participants said they felt prepared as they either had a chance to attend orientation sessions; 

made their own preparation through informal shadowing of their incumbents; or learned through 

observation, experimentation, and doing their job. The importance of a university training faculty 

both prior to transition to PAR and while acting in PAR cannot be overemphasized, as without 

adequate preparation for PAR, challenges are inevitable.  
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Research Question 2 

Not only was I interested in how universities prepare the professoriate for the transition to 

PAR, but the next question I sought to answer in this research was, what challenges do 

participating professors report that they face during their pre, early and mid-stage transition to 

PAR? In this study, the main challenges identified were related mainly to “human and people” 

and budget administration.   

With regards to “human and people,” one participant in this study (DF2) mentioned that 

individuals who transition to PAR, whether it is at the early or mid-transition phase, will always 

have issues with “human and people”—particularly when it comes on to fulfilling varying needs. 

This view was strengthened by another participant (FF2) who said that it took almost 2 years 

before they fully understood their faculty and what their needs were. For others it took a shorter 

time to understand their faculty and their needs; as per Schlossberg’s theory, the time taken by 

individuals in PAR to integrate will vary depending on the individual and the transition 

(Lindstrom, 2019; Schlossberg et al., 1989). Griffiths (2006) posited that a certain tension 

inevitably will exist between faculty members and their administrative leadership, which may 

arise because faculty members feel their leaders don’t appreciate them enough or express enough 

praise for their talents and service to the university. There may be some faculty who just have a 

critical eye over administrative activities or there could be profound differences between both 

parties with respect to policy and direction. In this study, there were participants who had 

challenges with faculty adhering to policies and procedures. Despite these challenges, faculty 

members who transition to PAR must learn how to interact positively with former peers and earn 

their respect, even if some faculty disagreement with administrative decisions or judgment 

occurs occasionally (Griffiths, 2006).   
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In addition to building a good rapport with faculty or building broad relationships, 

another skill that faculty who transition to PAR must learn is to manage a budget. However, this 

is a skill that cannot be acquired overnight (Griffiths, 2006) and similar to what holds in the 

literature, budget administration was an evident challenge in this study both early and mid-

transition. There was one participant who never had any experience dealing with a budget; one 

who had issues with understanding basic concepts related to a budget; and another who had 

issues with negotiating or getting funds for their respective programs. The experience of one 

participant who faced a deficit upon entering their leadership position and then had to find ways 

to mitigate the deficit for the years ahead further highlights the necessity for universities to 

ensure that individuals in PAR are adequately prepared or trained for budget administration in 

this instance.  

Research Question 3 

The final research question which I sought to answer in this study was: What measures 

does the case study university implement to support professors while they act in PAR? Upon 

transitioning to PAR, faculty members must establish good working relationships with 

individuals such as their provost and president to achieve success; otherwise lack of support from 

the top will erode their ability to function well (Griffiths, 2006). While this may be true, the 

greater portion of the weight to ensure that faculty members in PAR are supported should still 

rest with the university.  

In this study, one aspect of the findings that I found concerning was the fact that there 

were two participants who reported that they had received no support either formally nor 

informally and indicated that there were few mechanisms for support at the university. This 

paints a daunting picture and once again can have grave implications for the professors who 
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transition to PAR and their ability to perform effectively. Universities have a responsibility to 

not just prepare the professoriate, but also to support them as well.  

Amidst the lack of adequate preparation, challenges with “human and people,” challenges 

with budget administration, and lack of support, generally one of the things I found interesting in 

this study was despite having interviewed individuals in various positions (deans, associate 

deans, department chairs, and program directors), they all had comparable challenges. Not only 

that, but I also wonder why after so many years these challenges remain evident in studies? The 

practice of appointing professors to PAR without adequate preparation, for example, was evident 

in Gmelch and Miskin’s (2004) study and 17 years later in Dean et al.’s (2021) study. In Dean et 

al.’s (2021) study, they mentioned:  

For nearly 30 years, studies of chairs and department heads have offered similar 

conclusions. These long-standing concerns, along with a marked lack of progress, 

demonstrate that we cannot continue to expect individuals to solve these problems. Self-

care and a hope that all will be well are not enough. Instead, a more systemic and 

structural response is needed. (p. 110) 

Why have things not changed? Is it because of the way universities are governed or structured? 

Universities are being called upon and should be held responsible for providing adequate training 

and support to all individuals in PAR. Dean et al. (2021) offered three specific calls in their 

study, including holding universities accountable for establishing structural supports for 

individuals in PAR throughout their term. These structural supports include defining roles, 

providing tailored training, ensuring opportunities for preparatory leadership programs, and a 

demonstrated ongoing commitment to supporting the said individuals in PAR. 
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Implications 

The successes of postsecondary institutions are heavily dependent up the effectiveness of 

those who transition to PAR (Freeman et al., 2020; Gonaim, 2016). Consequently, the 

implications of this study are significant to the field of educational leadership and faculty 

transitions. This section explores the implications for theory, practice, and further research, based 

on the data gathered during this research. 

Implications for Theory 

Research that explores the transition of the professoriate from the classroom to PAR is 

sparse. Guided by Schlossberg’s (1981) transition theory, efforts were made in this study to 

collect and analyze data and present findings that connect or add to previous literature. 

Generally, the findings of this study agree with previous studies that posit that individuals who 

transition to PAR are not adequately prepared for their respective positions and face a myriad of 

challenges (Armstrong & Woloshyn, 2017; Dean et al., 2021; Gonaim, 2016). Furthermore, 

similar to Greicar’s (2006) study, the support participants receive ranges from a mixture of 

formal and informal to no support at all. It was evident from the findings of this study that how 

individuals in PAR adapts during transitions will vary depending on their personalities, their own 

perceptions of the transition, and the characteristics of their pre-transition or post-transition 

environments. These factors align with Schlossberg’s theory. On the matter of participants’ 

personalities and perception, for instance, there was one faculty member who believed that they 

did not need training and/or support prior to or during their transition—this was contrary to all 

other participants’ views. Considering the characteristics of pre-transition or post-transition 

environment from the standpoint of participants being a part of two different faculties, I found 

that, for example, the challenge related to budget administration was more evident in one faculty 
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than the other; as well, within one faculty there were smoother transitions or lesser transition 

woes. One of the questions which remains therefore is: Why were there smoother transitions in 

one faculty as opposed to the other? Another question is: What is the transition process like for 

individuals from faculties other than the two faculties used in this study? 

Implications for Practice 

The role and responsibilities of deans, associate deans, department chairs, and programs 

directors, although varied, must be executed with great aptitude to achieve academic successes 

within universities. Consequently, the criteria and process that is used to recruit and appoint 

individuals to PAR is paramount. Upon appointment of individuals to PAR, the next set of 

critical elements, which appear to be evidently missing for some, is adequate preparation, 

training, and support. This study has revealed that both prior to and early in the transition to 

PAR, participants are faced with varying challenges that could be partly due to this lack of 

adequate preparation, training, and support. These findings have certainly shed light on the 

realities of working in PAR, and though individuals’ experiences will vary, they also inform the 

expectations of aspiring academic leaders who may grapple with whether they will aspire to hold 

PAR.   

Given the associated complexities with PAR that have been discovered, universities are 

encouraged to offer not just a set of 1- or 2-hour orientation sessions to prepare the professoriate 

for PAR but also to facilitate onboarding, job shadowing, post-appointment professional training 

programs, and formal mentoring for them in all faculties (Greicar, 2009; Kelly, 2010). These 

initiatives should be extended to all faculty members, even if they have worked for several years, 

as I have come to realize that the experience that is gained from teaching in the classroom is not 

enough to prepare the professoriate for PAR.   
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It is important to note that while the university has a role to prepare and train individuals 

for PAR, there are some things, such as building relationships with faculty that will require some 

amount of individual effort even after receiving training. As one participant (DF2) mentioned in 

the study:   

But, after all there are some things that you cannot train people. You cannot train people 

to be respectful of each other. You cannot train people to be consistent, fair, and equitable 

in how they treat other people. You cannot train people to be polite and professional.   

I agree with this participant, as truly, a part of the ingredient to being successful in any 

leadership position has a lot to do with how you relate to the individuals you supervise as well as 

those who you report to. Whether you are moving up in a department or accepting a leadership 

position in a different school, it is crucial to establish positive, productive, collegial, and trusting 

relationships with the team you lead (Sebel, 2016). Among the ways by which individuals in 

PAR can nurture and develop such relationships, they need to: 

• get to know faculty and see them for more than their roles—as they will appreciate this; 

• have a clear vision by which all faculty can be guided;  

• communicate efficiently, lead humbly, and be open to feedback from faculty; 

• lead by example, which could mean simple things such as being on time for meetings, 

striving for better, and spreading enthusiasm;  

• give faculty credit for their hard work and let them know they are working alongside 

them and not above them; and 

• be appreciative of faculty and give praise to them when its due. (Lofgren, 2022; Sabell, 

2017)    
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While building relationships may take time and effort, the benefits to be had are great. According 

to Lofgren (2022), when leaders connect with employees, they develop a rapport leading to 

mutual understanding and there is less ambiguity in tough situations because there is trust. The 

same I believe will hold true with individuals in PAR and faculty.   

Implications for Further Research 

This study explored the transitional experiences of six individuals from two faculties at a 

southern Ontario university. While the findings agree with the literature in most regards, one of 

the main limitations for this study is the relatively small participant sample size. Thus, the results 

from this study have left a possible need to extend the investigation of faculty transitions to 

larger sample of participants that is representative of all faculties within a university. I 

particularly would like to recommend that further research be conducted to explore the transition 

of the professoriate within universities in Canada and other countries to allow for a comparative 

analysis. It would be interesting to see how the findings may be similar or different in various 

jurisdictions, and like Dean et al. (2021), my hope is that universities will see the need for a 

coordinated institutional response to better prepare and support professors as they transition to 

PAR.   

If this study were to be extended, another question that could be addressed is: How 

effective are orientations, onboarding, or other formal means of preparation utilized in the 

transitioning faculty to PAR?  It is one thing to receive training, for instance, but another when 

the strength of its effectiveness is examined. Considering the COVID-19 pandemic, another 

question that could be asked is what were the challenges professors faced, if their transition took 

place during that time? Additionally, what mechanisms have universities implemented to prepare 

and support individuals in PAR, should they be faced with a similar event in the future? Several, 

if not all, universities had to make a shift from face-to-face to virtual learning within the space of 
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a few weeks, and this was not without a myriad of challenges. For the professoriate who had just 

transitioned to PAR, one can only imagine how some of them might have felt and while one 

cannot be entirely prepared, there is no doubt that being even partially prepared can make a 

difference. Finally, the experiences of the professoriate prior to and during their transition to 

PAR were primarily examined in this study, however it would also be good to investigate the 

challenges that the professoriate face when they transition out of PAR and the measures 

implemented by universities to support them. 

Recommendations 

Despite the early and mid-transitional experiences of the professoriate being filled with 

complexities, there is still room for improvement as evident from the recommendations offered 

by the participants in this study concerning how universities can improve the process of 

preparing professors for PAR. These recommendations include formal transitional arrangements, 

formal leadership training, and formal mentoring. I present in this section arguments which 

elaborate on the said recommendations and their practicality.  

Concerning formal transition arrangements, I believe universities should have a stipulated 

transition period of at least 3 months to facilitate meetings between the incumbent and incoming 

faculty to discuss goals, responsibilities, and certain key aspects of the role and to exchange 

pertinent documents and files. If, for example, an incoming faculty member is to start in a 

position of additional responsibility on July 1, transitional meetings should commence from as 

early as May 1, provided appointments have been finalized by that time. I strongly believe that 

the practice of facilitating transitional meetings should be mandated within universities. I am 

aware this is easier said than done, however universities can strive to meet with unions and 

revise collective agreements to include such a clause. Inevitably, if universities mandate or foster 

formal transition arrangements it improves the possibility that incoming faculty might experience 
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smoother transitions and lesser challenges. One can’t stress enough the importance of this, as not 

all incumbents will be as helpful as one of the participants in this study was. Despite CF1 having 

challenges at the beginning of their transitional experience, CF1 still tried at the end to not cause 

the incoming faculty member to have similar challenges—by doing sessions with the individual. 

While this study was being conducted, the southern Ontario university in this study 

hosted a Chairs/Directors orientation program in which there were a series of 2-hour sessions on 

varying topics including finance and budgeting. The university ought to be credited for its efforts 

in this regard’ however, it is left to be determined how impactful these sessions are, especially 

given their length. Participants in this study have recommended that formal leadership training 

be offered to individuals in PAR, similar to Dean et al.’s (2021) call for preparatory leadership 

programs. I would also like to offer a similar recommendation to universities to mandate formal 

leadership training early in the transition to PAR, as well as post-professional development 

programs that extend over a longer period. Most importantly, these training or development 

programs should not only be knowledge-based but also should be practical to allow for the 

development of individuals’ skills related to managing people, budgeting and other 

administrative tasks, scheduling, and faculty evaluation (Aziz et al., 2005: Dean et al., 2021). I 

believe that these programs should be mandatory, and universities should promote this approach 

within all faculties.    

The time for faculty or individuals in PAR to attend training and development programs 

may be cited as a possible hindrance, especially with the varying schedules that faculty may have 

and so it begs the question of whether mandatory training or development programs are feasible. 

One possible suggestion is that the spring/summer terms may be the best time to offer such 

programs. There is no doubt, formal leadership training is needed as it seems unfitting that there 
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are universities with programs which teach about leadership, yet in numerous studies over a 

several years, lack of adequate preparatory training, for example, is cited as one of the reasons 

some individuals in PAR are not performing as effectively as they should or are experiencing 

challenges (Armstrong & Woloshyn, 2017; Dean et al., 2021; Gonaim, 2016). Regardless of 

whether universities make formal leadership training mandatory, the onus will or should always 

be on faculty to attend such programs when they are offered.  The literature calls for professors 

who transition to administrative roles to broaden their perspective beyond their passion for their 

discipline, so they can apply themselves more effectively in their roles (Kelly, 2010).  

Mentoring and its necessity are never to be underestimated and similar to how individuals 

in PAR may have as a part of their responsibilities to mentor faculty and staff, it’s the same way 

they too require mentoring. Studies such as Greicar’s (2009) have indicated that informal 

mentoring is a common preparation method for deans. Though informal mentoring may be 

utilized in universities, the idea of it being a voluntary process whereby an experienced 

individual who has acted PAR may nurture, support, or guide incoming faculty is concerning. 

Hence, I agree with the recommendation by participants for universities to have formal 

mentorship programs, bearing in mind that time may be the main obstacle to the achievement of 

such a recommendation. Time may not have to be an issue if universities agree, for example, to 

revise collective agreements to have support for individuals in PAR explicitly embedded in them 

(Dean et al., 2021). Setting up formal mentorship programs, identifying potential mentors, and 

possibly reducing their hours may be well worth it, as like the participants in this study, the 

participants in Dean et al.’s (2021) study call for at least one skilled mentor, highlighting the 

need and significance of formal mentoring. I found that that there was a certain level of 

willingness on the part of incumbents in this study to mentor incoming faculty. This is 
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commendable and a great signal to universities of the need to potentially establish formal 

mentoring programs for individuals to benefit from while they act in PAR. 

Conclusion 
 

The transition of the professoriate from the classroom to PAR will remain predominant 

within universities for years to come. The academic successes of a university are inevitably 

dependent upon the performance of individuals in PAR. For this reason, universities are expected 

and encouraged to implement measures such as formal transitional meetings, formal leadership 

training, and formal mentoring to ensure that those in PAR are adequately prepared and 

supported. Such measures should be consistent and concrete (Dean et al., 2021) and while they 

might not eliminate all the challenges, such as those concerning “human and people” and budget 

administration, they will certainly help to alleviate them, thereby facilitating smoother 

transitional experiences for individuals in PAR.  
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