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DRAFT
The following are some “periodically asked questions” (PAQs) about the role of Chair at Loyola College.  I have heard these questions asked by faculty interested in (or concerned about) the role of Chair of a department, by new chairs as well as old chairs confronting new problems, by administrators when they try to understand and evaluate the work of chairs.  They are hardly “frequently asked questions” but they are asked often enough that I thought writing down some answers might be worthwhile.  The goals of asking and answering these questions are to help Chairs as well as faculty and administrators understand and carry out the Chair’s responsibilities, to articulate the key difficulties in the role of a Chair at Loyola College, and to determine ways of dealing with these difficulties in a constructive way.    
I have used the Faculty Handbook treatment of the Chair as a runway for raising a range of questions about the Chair’s role.  This has advantages and disadvantages.  The Chairs responsibilities have always been more complex than the description of those responsibilities in the Faculty Handbook, and the responsibility for several of the strategies in the current Strategic Plan has added to these responsibilities.  As suggested in the first question below, we need to look to a variety of sources inside and outside Loyola to answer these questions below – and I would not rule out a substantial revision of these questions that relies less on the Faculty Handbook than these responses do, if this would be more helpful to Chairs and faculty.  But beginning with the Faculty Handbook seems a way to begin by guaranteeing a good deal of common ground.  
The answers provided are surely limited by my own unfamiliarity with the range of tasks involved, particularly in larger and more complex departments.  I hope to learn much from circulating the questions among CAS department Chairs and discussing them at a CAS Chairs meetings  They will be revised and eventually posted on the CAS website.  They will be regularly revised as I receive further feedback.   

Jim Buckley
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THE CHAIR’S ROLE IN RELATION TO DEPARTMENT AND COLLEGE
What are the main sources for responding to questions about Department Chairs at Loyola College?
The most important written sources are the College’s mission, vision, and values statements.  For more specific responsibilities, the Faculty Handbook has a section on the Department Chair (VI.B.), and specific Chair responsibilities are mentioned in other sections of the Handbook.  The Undergraduate Catalogue and Graduate Catalogue also include explicit or implicit chores for Chairs (e.g., approval or acknowledgement of independent studies, internships, change of major; conduct of grade appeals; approval of courses taken at other colleges).   Academic Affairs as well as the College of Arts and Sciences and Sellinger School of Business and Management also have websites with relevant procedural materials (e.g., the procedures and forms needed for hiring).  Departments also have their own policies and practices, written and unwritten.  Current and past Chairs are themselves the best source for responding to questions about the day-to-day activities of a Chair.  The Dean’s office is the best source for articulating the similarities and differences among Chair responsibilities in different departments and programs.
There are many materials on Department Chairs outside Loyola resources; Chairs and the Dean should work on incorporating into Loyola’s resources whatever of this material is useful.  For example, the American Council on Education (A.C.E.) has a Department Chair Online Resource Center at www.acenet.edu/resources/chairs with articles on questions such as “Is this job for me?” and “How can I keep informed?”  New Chairs at Loyola are required to attend one of the A.C.E.’s meetings on chairing the department as a way to import “best practices” into Loyola in an ongoing way.  A.C.E. also publishes Irene W.D. Hecht, Mary Lou Higgerson, Walter H. Gmelch, Allan Tucker,  The Department Chair as Academic Leader  (Phoenix, Arizona: The American Council on Education  and Oryx Press, 1999); the Dean will be happy to purchase this book for any interested Chair.  We should make use of all these sources in constructing answers to questions, plus a massive dose of common sense.
Who is the Department Chair?

“The Department Chair is a teaching faculty member and the primary administrator of an academic department for a renewable term of no more than three years.” (Faculty Handbook VI.B.)   Chairs are essential to the central teaching and research mission of academic departments.  Departments need to think about and plan for the sort of leadership the department needs in order to provide students with the educational excellence we promise them.  It will become clear below that being a Chair presents a number of challenges, and is a good deal of work.  But past and present Chairs can also testify to the rewards of the job . . . . . . . 

Chairs are given stipends and a reduction in teaching (see below).  The reductions can provide time for research, but many Chairs find it difficult to maintain an active research agenda while chairing a often large and complex department.  A key challenge of the role of chair is sustaining a teaching and research agenda while engaging in an administrative (service) task of leading and serving the other teacher scholars in the department.  How to meet this challenge should be an ongoing topic of conversation among Chairs and between particular Chairs and the Dean.
What are the main responsibilities of the Chair as “the primary administrator” of a Department?
The Chair is the key person responsible for articulating and implementing the mission of the department in the context of the mission, vision, and values of Loyola College.  All departmental policies and practices must be consistent with College-wide policies and practices (particularly those in the Rank and Tenure Policy Statement, the Faculty Handbook, and the College’s mission, vision, and core values).  The chair is accountable to both the department and the college as the principal liaison between programs and levels of administration. Similarly, the department and the college are responsible to the chair in terms of their obligations and commitment to teaching, research, and service, and the appropriation of adequate human, financial, technical/ physical, and development support to carry out the curricular and scholarly functions of the department.

Another major challenge of the Chair’s role is how to work with the Department in the context of the whole College – especially other Chairs and the Dean but also other parts of the College as needed (from Student Life to Physical Plant).   
How is the Chair selected?

The Chair is elected by the Department (the election by secret ballot conducted by a senior member appointed by the Dean) and appointed by the Dean (Faculty Handbook VI.B.7.).  A Chair serves for three years, and may be re-elected for multiple terms. The Dean has recently also asked the person conducting the election to conduct an evaluation of a Chair who seeks re-election.  He has also asked new Chairs to attend a workshop for new Chairs conducted each June in Washington D.C. by the American Council on Education.  The election should yield a Chair who can articulate and implement the mission of the Department in the context of the mission, vision, and values of Loyola College; the Dean’s appointment confirms that the elected faculty member can work with the Dean in enacting the mission, vision, and values of the whole College.  “Normally the Dean accepts the [Department’s] recommendation” (Faculty Handbook VI.B.7).
What happens if the Dean does not accept the Department’s election?  
 “In cases where the recommendation is not accepted, the Dean will provide a formal explanation to the department.  Should disagreement follow such explanation, the Dean shall consult with the department and the Vice President for Academic Affairs for an appropriate resolution.” (Faculty Handbook VI.B.8.).  Such disagreements are rare at Loyola College, showing that we have been moderately successful at enacting that “joint effort” of faculty and administrators called for by Loyola’s philosophy of governance.
  Throughout the Chair’s term of office, department faculty need to understand the Chair’s responsibility not only to the Department but to the College as a whole – and administrators like Deans need to understand the Chair’s responsibility not only to the College as a whole but to the specific needs of the department.  
SERVICE AND LEADERSHIP, CONSENSUS AND CONFLICT
How should a Chair lead and serve the Department?

As an administrator of a department, “. . . the  Chair-faculty relationship should be fundamentally consultative, or collegial, in nature.  Thus all-important matters of departmental policy should be decided in consultation with regular faculty members; the Chair is expected to seek consensus on such matters.” (FH VI.B.)   Sometimes Chairs must not only be at the service of a departmental consensus but lead a department toward that consensus.  But “consensus” is often – perhaps usually -- not unanimity. Thus, “consultation” does not guarantee agreement.  The Faculty Handbook gives little advice on what to do when consultation and collegiality do not yield consensus (see below).  But Chairs are responsible for assuring that “[t]he mechanisms for seeking consultation and consensus are clearly understood and generally accepted within departments” (Faculty Handbook VI.B.2.).   There should be department policies on how to proceed if consensus is not reached.
What if consultation and collegiality do not yield consensus?
Sometimes official College documents are clear on what to do in cases of conflict.  For example, the Chair’s departmental tenure or promotion letter should “accurately summarize the views of the department’s tenured regular faculty members”, including minority as well as majority positions (Rank and Tenure Policy Statement 4.4 and 4.5; Faculty Handbook IV.H.3.); again, the Dean has proposed a process for handling dissents over the Chair’s Annual Review letter in the “FAQs on Annual Review”.   
At other times, departments have informal (common sensical) practices for handling such conflicts – and sometimes departments have developed more formal processes.  All such practices should keep in mind Loyola’s Jesuit Catholic mission and “core values”.  For example, serious intellectual debate is a hallmark of that academic excellence toward which we aspire.  But honest intellectual debate must also be conducted with intellectual charity lest our arguments eclipse our other values.  And many matters involved in the running of a department surely do not involve “serious intellectual debate” at all!   Attending to such issues is how we build a community (as our Core Values state) “animated by a spirit of freedom and charity. . . [and] characterized by mutual respect, sincere dialogue, and protection of the rights of individuals”.   
Loyola College also has informal as well as formal grievance process (Faculty Handbook Appendix C) which may involve the Dean and even elected members of the Grievance Committee.  But informal as well as formal resources within a department as well as the Dean’s office should be tried and ideally exhausted before using the informal or formal College grievance process.   

The Dean, other Chairs, and Human Resources can each be helpful in different ways in assisting faculty and Chairs with such issues. 
How do Chairs share the work of the department?

The work of a department is collegially shared, under the leadership of the Chair, is a variety of ways depending on the number of faculty and students and programs in a department, the ranks and talents of different department members, and a variety of irreducibly diverse factors that can vary from year to year.  But there are some common practices and principles.  

Faculty not only teach and research but also engage in the service necessary to support such teaching and research – professional service to the department, the College, and the community.  This is not the place to review what the Rank and Tenure Policy Statements says about service in general or in particular ranks (articles 1.2, 2.2, and 4.5.c.), or how the Faculty Handbook describes the professional responsibility for service (V.E.).  However, one paragraph is particularly important for Chairs: “The service component of a faculty member varies and includes service to the College, to the department, as well as to professional and civic organizations and entities.  While the specific validity of any particular service undertaking is a matter of judgment by each faculty member in consultation with his or her department chair and dean, the general norm is that all forms of service that benefit the College, either compensated or uncompensated, are appropriate” (Faculty Handbook IV.E.).  All faculty must engage in service of the department, including “discharging department administrative duties” (RTPS 2.2).  However, probationary faculty are warned to “weigh carefully” their service because of the priority they should give to teaching and research (Faculty Handbook V.E.) and even senior faculty have diverse service talents and priorities at different points in their lives.  No department member can exempt herself or himself from service to the department; yet the “weight” of service to the department and the College may differ for different faculty at different times in a department’s history.  What is crucial is that all faculty are called to weigh their service to the department in conversation with the Chair (and Dean).  One of the Chair’s tasks is collegially distributing and evaluating departmental service according to the time and talents of a diverse faculty and staff, while remaining “the primary administrator of an academic department”.   Faculty with assigned tasks should work closely with the Chair in carrying out these tasks.
One way that Chairs can help each other is by sharing their best practices for the collegial sharing of departmental responsibilities.  If a Chair thinks that the service-work needed in a department needs the further support of faculty or staff, he or she should consult with the Dean.  

MORE SPECIFIC RESPONSIBILITIES

What are the Chair’s more specific responsibilities?
There are a variety of ways to organize conceptually a Chair’s specific responsibilities to faculty, students, and programs in the department and other parts of the College.  As mentioned above, the American Council on Education website (www.acenet.edu/ resources/chairs) can be helpful as well as A.C.E. publications such as Irene W.D. Hect, Mary Lou Higgerson, Walter H. Gmelch, Allan Tucker,  The Department Chair as Academic Leader  (Phoenix, Arizona: The American Council on Education  and Oryx Press, 1999).  Nationally normed Chair assessment instruments such as IDEA (www.idea.ksu.edu/Chair) can also help, and there is more self-help literature on chairing a department than most chairs would care to read. 
But here I restrict myself to the responsibilities already mention in the Faculty Handbook.  The Faculty Handbook lists the following responsibilities for the Chair:  “. . . all important matters of departmental policy should be decided in consultation with regular faculty members; the Chair is expected to seek consensus on such matters.  These include: recruitment of regular and adjunct faculty, initial determination of rank, renewal and non-renewal of contracts, departmental tenure and promotion recommendations, program and curriculum changes, course offerings and teaching assignments, student advising, allocation of department funds, and  activities of departmental clerical personnel.”  (Faculty Handbook VI. B. 2.).  The Chair also evaluates the progress toward tenure of probationary faculty, conducts an annual review of the teaching and research and service of each faculty member; represents the departmental externally in the Council of Departmental Chairs, handles disagreements between students and faculty, and convenes department meetings (VI.B.3 – 6).
This list is only partly inclusive, and some are virtually trivial compared to others (e.g., “initial determination of rank” compared to tenure and promotion recommendations).  Surely the Chair is also responsible for the variety of responsibilities ascribed to entire academic departments (Faculty Handbook  VI.A.), not to mention a variety of comparatively trivial details (e.g., obtaining keys to faculty offices [Faculty Handbook  IX.J.]). 
Some of the details of these many responsibilities are addressed below.  As needed, departments should develop more detailed descriptions of the Chair’s responsibilities in a particular department – “as needed” for faculty to understand (and periodically evaluate) the Chair’s role in that department, “as needed” for the Dean to understand and support the particular needs of Chairs in different departments.  I have attached an appendix of the efforts of one Chair to summarize the work in one department.
I have divided up the Chair’s authorities and responsibilities into two main categories (people and programs), with subdivisions in each.  I am obviously open to other ways of conceptually mapping the tasks, but it important that we not move far from the people-skills and program-development skills that Chairs are called to exercise.
PEOPLE: CHAIRS AND FACULTY, STAFF, AND ADMINISTRATORS
What is the Chair’s responsibility for “recruitment of regular and adjunct faculty” (Faculty Handbook VI. B. 2.)?


Chairs need to know the hiring procedures and forms for hiring on the Academic Affairs website, under Information for Chairs.  PUT LINK HERE  Chairs are responsible for developing rationales to request full-time and part-time positions, learning the College’s and legal requirements for hiring, and bringing the hiring process to completion by initiating new faculty into the life of the College (including assuring that new faculty are given appropriate mentoring).  One or more of these responsibilities (e.g., chairing a search committee) is often delegated to another senior member of the department.
Why does the Faculty Handbook list “initial determination of rank” as one of the Chair’s responsibilities (Faculty Handbook VI. B. 2.).
I’m not sure.  Given the many other responsibilities Chairs have, this one seems relatively insignificant.

The Rank and Tenure Policy Statement and the Faculty Handbook places initial determination of rank for tenured/tenure track faculty in the hands of “the chief academic officer” in consultation with the dean (5.1) and for affiliate faculty in the hands of the divisional dean in consultation with the Chair (6.1).  The criteria used for initial determination of rank are the descriptions of rank in the Rank and Tenure Policy Statement (1.2).   The Board on Rank and Tenure must approve any rank above Assistant for tenured or tenure track faculty (although not for affiliate faculty).  
“Initial determination of rank” thus presumes familiarity with the Rank and Tenure Policy Statement – both the document and its use.  That may well be the larger issue at stake in mentioning this as one of the Chair’s key responsibilities. 
How is the Chair responsible for “renewal and non-renewal of contracts” (Faculty Handbook VI. B. 2.)?

Tenured and tenure track as well as affiliate faculty (and staff) receive different sorts of contracts. The Chairs are the key persons involved in recommending the renewal and non-renewal of these contracts.  A recommendation to renew or not to renew is ordinarily accompanied by a review of the faculty member’s teaching, research, and service – see the “FAQs on Annual Review” on the College of Arts and Sciences website.  For a timetable for recruiting, hiring, evaluating and renewing various faculty contracts, see
What is the Chairs’ role in annual review of faculty?

The Chair is the key person who reviews faculty annually by reading faculty Annual Updates, reviewing them in the light of College-wide and departmental standards, meeting with each faculty member to discuss the review, meeting with the tenured members to discuss recommendations on tenure-track but non-tenured faculty, meeting with the Dean to discuss these annual reviews, and writing an annual review letter on each faculty member (Faculty Handbook IV.D. & E.).  The “mutual exchange” between Chair and faculty member should include candid conversation about both successes and concerns in the faculty member’s teaching and research and service as well as about plans for addressing any concerns.  The Chair should also inform probationary faculty of how the Chair and the tenured faculty assess the probationary faculty member’s “progress toward tenure” (Rank and Tenure Policy Statement 4.2).  “Evaluations are ultimately the Chair’s decision, but they should reflect a broad base of information and frank discussion with the persons being evaluated.” (Faculty Handbook VI.B.3.); faculty who disagree with the Chair’s letter may, after the requisite conversations aimed at overcoming the disagreement, attach a letter to the Chair’s letter.
Departmental standards for annual review should be subjected to periodic review in relation to the standards of departments at Loyola and comparable institution as well as in relation to evolving evidences of success in teaching and scholarship in the Faculty Handbook (e.g., IV.3. & 4.). 
See also the Faculty Handbook on Annual Review (IV.D. & E.) as well as the website on “Frequently Asked Questions about Annual Review” on the College of Arts and Sciences website, under “information for faculty”.  PUT LINK HERE. 
What is the Chair’s role in tenure and promotion?


The Chair’s role in tenure and promotion is framed by the requirements of the Rank and Tenure Policy Statement, filled in by the Faculty Handbook (IV.H., I., and J.), and the written traditions and unwritten practices of the Department.  With regard to tenure, Chairs should assign a mentor for all non-tenured faculty, regularly monitor the progress of that tenured faculty member toward tenure (including having regular meetings with the faculty member), conduct and write annual reviews as well as a mid-term review that offer frank assessment of progress toward tenure in teaching and research and service, and lead the Department’s final recommendations with regard to tenure as required by the Rank and Tenure Policy Statement.   The Chair’s letter “accurately summarizes the views of the department’s tenured regular faculty members” (Rank and Tenure Policy Statement 4.4; Faculty Handbook IV.H.3.); faculty who disagree with the Chair’s letter may, after the requisite conversations aimed at overcoming the disagreement, write their own letter to the Board. 
With regard to promotion, the burden for contact with the Chair and completion of the process of application falls on the faculty member.
How does a Chair “represent the department externally” (Faculty Handbook VI.B.4.)?
“The Chair is an advocate for the department and attempts to attract students to departmental programs, including assisting the admissions office in presentations to prospective students and coordinating all information about the departmental publications.”( Faculty Handbook  VI.B.4.) 

The Chair represents the Department to the Dean in annual review meetings each fall, in annual summer meetings on the department’s accomplishments and challenges for the next year, and throughout the year on various matters.  The Chair also represents the Dean to the Department, explaining as fairly as possible the Dean’s actions in relation to the Department.  It is crucial for both Department and Dean that there be regular candid exchanges of information and opinions about the Department and the College between Department and Dean.  The ordinary way for this to take place is through the Chair.  (Faculty can, of course, speak with the Dean - -as the Dean may and does speak to faculty individually.  However, only the Chair is the duly elected and appointed representative of the Department to the Dean.)
  The Chair’s representation of the Department takes place in the context of the College’s mission, vision, and values.  Thus, a Chair must also represent the College to the Department, particularly when there is not an immediate “fit” between a department’s needs and those of the College. 

CHAIRS AND STAFF

What is involved in administering departmental “clerical personnel” (Faculty Handbook VI.B.2.)?

“Clerical personnel” or “staff” are the face of Loyola College for our students and those outside the College.  Chairs are responsible for developing clear descriptions of the tasks involved in the jobs of all staff, engaging in ongoing exchange between the Chair and such personnel on the accomplishments and challenges of the job, and regular review of work done in the past and planned for the future.  It is particularly important that the Chair and office staff understand each other’s mutual expectations in the context of the department’s and the College’s mission.

Each winter the Dean sends Chairs a reminder to evaluate their non-faculty members who support the work of the Department, along with the Dean’s advice on how to do this.  Human Resources has many means for learning how to hire, support, and evaluate everyone from executive assistants (secretaries) to lab assistants.  CITE WEBSITE. 

CHAIRS AND STUDENTS

What is the Chair’s responsibility for managing “course offerings and teaching assignments” (Faculty Handbook VI.B.2.)?
A major responsibility of the Chair is assuring that the most appropriate faculty are teaching the most appropriate courses at appropriate times throughout the week; constructing the course schedule for fall, spring, and summer sessions; monitoring enrollments during registrations for those courses; and evaluating those courses offerings during annual review, tenure, and promotion.  
“Full-time and part-time department members may be assigned courses in any program” (Faculty Handbook VI.A.), and Chairs are responsible for making these assignments.    The Chair should consult with faculty about their teaching preferences.  However, it is not a foregone conclusion that faculty must or can teach whatever they wish, whenever they wish.  A Chair must balance student needs and faculty prefrences with the scheduling interests of the College as a whole – all in consultation with the department (especially the tenured members).
How is “student advising” one of the Chair’s responsibilities (Faculty Handbook VI.B.2.)?
“Counseling students” is one of the obligations of all faculty (Rank and Tenure Policy Statement 2.2).  “. . . all faculty members are responsible for advising students, both majors and non-majors, in all areas in which the department has offerings” (Faculty Handbook VI.A.).  Departments in the core should cooperate with each other and the Center for Academic Service and Support (CASS) to assure that both faculty and student expectations for advising are being met for the core in general and their own specific courses.  CASS recruits and (with the advice or the Deans and Chairs) selects “core advisors”, but Chairs are also be responsible for encouraging their faculty to participate in core advising.  Chairs are also responsible for assigning and monitoring the advice given to majors in their department. 

How do Chairs handle disagreements between students and faculty?
Suppose a student disagrees with a faculty member’s grade.  The Undergraduate Catalogue and Graduate Catalogue describes a grade appeal process that moves from oral conversation between student and faculty, through each side submitting to the Chair written explanations for their positions, to an appeal from the Chair to a faculty panel established by the Chair.  
Violations of the undergraduate Honor Code must be forwarded to the Honor Council.  It is also reasonable that faculty reporting such violations to the Honor Council also report them to the Chair; in fact, some departments permit charges of such violations to be appealed within the department (using the grade appeal process) before or as the violation is reported to the Honor Council.

Besides disagreements over grades and Honor Code violations, there are other disagreements between students and faculty.  Students should be encouraged to discuss their disagreements with the faculty member herself or himself; sometimes a Chair can provide students with advice on how best to do this.  
Graduate programs have dismissal procedures monitored by the Chairs, with the help of the Dean’s office and Student Development; the dismissal processes for undergraduates are handled by the College Board on Discipline.  
For other serious conflicts between students and faculty, Loyola has a grievance as well as sexual harassment policy. 

CHAIRS AND DEPARTMENTAL PROGRAMS AND PROCESSES

What are the Chair’s responsibilities for “program and curriculum changes” (Faculty Handbook VI.B.2.)?

The Chair is responsible for all the “programs” in a department, ranging from the core curriculum through the major to various graduate programs.  These programs and curricula can change for the better and worse, and the Chair is responsible for generating the sort of collegiality it takes to make or unmake these changes.  This requires articulating the goals of the programs and courses in the department in the context of the mission and vision and values of the College; analyzing how well the Department is meeting those goals, and developing means for sustaining goals that are being attained and developing practices that can better achieve the goals that are not being attained.  The current Strategic Plan commits all departments to regular Program Review, periodic as well as ongoing review of the Core as well as major courses.   The Chair (or an agreed-upon departmental alternative) receives a course-release for periodic and ongoing review of programs.

What is the Chair’s responsibility for “allocation of department funds” (Faculty Handbook VI.B.2.)?

This pithy phrase stands surety for a range of responsibilities Chairs have for creating, maintaining, and monitoring operating and capital budgets (Faculty Handbook IX.E.).  “Operating” budgets are budgets for day-to-day departmental activities; “capital” budgets are budgets for longer term expenses (such as new offices, furniture, and equipment).  (There are also “personnel” budgets are budgets for faculty, staff, and administrative salaries and benefits; personnel budgets are currently maintained by the Vice President for Academic Affairs and the Dean rather than by departments.) A Chair is responsible for creating the operating and capital budgets for the next academic year, even as he or she is maintaining and monitoring those budgets for a given year.  
Every department has an operating budget for supplies, travel, and other day to day departmental expenses.   “Creating” the operating budget includes submitting proposed budget increases to the Dean each fall and winter, or dealing with potential budget-cuts.  “Maintaining” the budget includes developing departmental processes for submitting and paying for expenses for travel, etc.  “Monitoring” the budget includes making sure that the Department’s budget is carefully stewarded to serve the interests of faculty, students, and the College as a whole.  
What is the Chair’s role in constructing the budgets for the next fiscal year?
New budgets are constructed in three overlapping phases.  Phase I: The Budget Committee of the Loyola Conference meets throughout the year to discuss the future budget in large-scale terms (e.g., what enrollments and tuitions can we anticipate?  What other revenues will there be? What expenses?).  This Budget Committee will eventually send a budget to the Loyola Conference, and the Conference will send that budget to the Board of Trustees for final approval.  This process usually ends in the early spring, but recent questions about money we receive from the state of Maryland have pushed this deadline even closer to the next fiscal year.  Faculty and Chairs have input into this process via the Dean as well as the faculty representatives to the Budget Committee on the Loyola Conference.

Phase II: At the beginning of the academic year [now!], all divisions of the College are asked for any anticipated large and significant increases for the next year in capital budgets (money used for "one time" purchases of things like furniture, new offices, etc.), operating budgets (money used for running the day-to-day life of the College, like the Chairs' department budgets), and personnel budgets (faculty, staff, and administrator salaries - although we handle new faculty requests in the Spring).   With this information we can start determining how much money we would need for such requests and how to put them in an educational priority.  It is important the requests use a form supplied by the VPAA's office, including providing a clear rationale and a ranking of each proposal.  These requests are reviewed by the Council of Academic Deans; the requests that survive are then reviewed by Executive Council.  Sometimes the Dean can tell Chairs their proposed significant increases are or are not approved as early as October; but sometimes we will not know whether a request is approved until the Spring, when revenues and planned expenses are clearer.  

Phase III.: At the end of the first semester, the Dean and Chairs are sent their current budgets and asked to indicate requested increases in their operating budgets.  There should be no "significant" increases requests in Phase III - those having been handled in Phase II.  The Dean reviews the Chairs' requested increases and submits them to the AVP.  The Dean can usually give Chairs' their budgets for the next year by late spring.
How often should Chairs call department meetings?

Departments meetings ordinarily occur once a month during the academic year.  Departments meet more often during some years than others (e.g., if the department is hiring, or if an accreditation report is due). Normally an agenda is distributed a week before the meeting and minutes are distributed after the meeting (FH VI.B.6.).  

I presume that the requirement that the Chair convene meetings “at least one per semester” (FH VI.B.6.) is primarily for very large departments whose work is distributed to departmental committees or program directors who meet regularly.  
What sorts of meetings outside the department do chairs attend?

Chairs meet with the Dean once over the summer (to review departmental achievements in the previous year and goals for the next year) and once in the fall (to conduct annual review of individual faculty).  The Dean also meets with individual Chairs as needed throughout the year.  There is also a Council of Chairs that meets periodically, constituted by the Chairs of the College of Arts and Sciences as well as the Sellinger School of Business and Management and chaired by the Vice-President for Academic Affairs.  

The College of Arts and Sciences Council of Department Chairs consists of the Department Chairs of the College of Arts and Sciences; the directors of the Honors Program, the Center for the Humanities; the Center for Community and Social Research as well as the Dean, Associate Dean, and Assistant  of the College.  The Council is a forum for communication between Deans and Chairs as well as among Chairs and program directors.  The Council also considers issues crucial to the day-to-day operations of departments, including practical implementation of the Strategic Plan.  The Council may also discuss issues of College policy insofar as those policies have an impact on the day-to-day operation of Departments and the College as a whole, particularly for the purpose of bringing such policy questions to the attention of policy-making bodies , especially the Loyola Conference and Academic Senate.  The agenda is set by a sub-committee of Deans and Chairs from the arts and natural sciences and social sciences, with ongoing consultation of all Chairs.  The CAS Council of Chairs will meet once or twice a month.

Other meetings outside the department vary, of course, by department and area.  The Chairs in the Humanities have a Center for the Humanities meeting once per month; the Chairs in the natural sciences meet periodically to determine their equipment needs.  

What is the Chair’s responsibility for the Department’s space, offices, and physical surroundings?

The only mention of any responsibility for departmental physical space in the Faculty Handbook is the requirement that the Chair work with an Associate Vice-President for Academic Affairs in the assignment of faculty offices (FH IX.R.).  But the Chair is responsible for requesting new space (as part of capital expense requests made each fall), developing departmental consensus on the best uses of existing spaces, and keeping Physical Plant informed of the needs for maintaining existing space.  Chairs with programs at multiple campuses (Baltimore, Columbia, and Timonium) must know how to contact the key person or persons responsible for the physical campus at all those campuses.  For problems with the cleanliness of space, Chairs or their executive assistants should call . . . . . 

When forms do Chairs regularly sign, and why is the signature important?

The Chair’s signature is important in different ways for different forms.  Chairs regularly sign budget re-imbursement requests (assuring disbursements of the accuracy of the reason for the request and the receipts), travel forms (committing the department’s travel funds and assuring the Dean that the Chair approves of the travel-purposes indicated), grant routing forms (indicating support for the proposed project, making plans to substitute for any course releases in the grant), and so forth (independent studies, course overrides).   
Chairs should not sign forms unless they understand why they are doing it, including testifying to whatever information is on the form (e.g., do not sign anything unless you know why you are doing it).
EVALUATION, COMPENSATION, CALENDAR

How are Chairs evaluated?

Chairs already have informal means of evaluation by faculty, from private conversations with colleagues to department meetings.  Chairs (particularly those in larger and more complex departments) are encouraged to develop, in consultation with the department, more formal means of self-evaluation for their own personal use (e.g., using the nationally normed evaluation instrument at IDEA (www.idea.ksu.edu/Chair).

Chairs are evaluated yearly by the Dean in the context of the fall annual review; Deans also meet with Chairs over the summer to assess departmental accomplishments for the previous year and plans for the subsequent year.  
Chairs are also evaluated by tenured and tenure track faculty if and when a Chair runs for re-election.  Departments can construct their own evaluations, using models developed by other departments at Loyola and Available from the Dean.  Departments may also use nationally normed evaluations, such as IDEA.  But any such departmental evaluation instrument should ordinarily be available to the Chair at least one year before the evaluation itself.
How are Chairs compensated?

In 2001 – 2002, the Deans of the faculty and others on the Council of Academic Deans (COAD) investigated a number of variables in determining Chairs stipends – the number of full-time and part-time faculty, number of staff and administrators supervised, number of programs in a department, number of majors, size of operating budget, number of core courses, size of summer programs, and other factors (including whether a department is, in a given yea, engaged in accreditation or program review).  We found that these and other variables conveniently reduced to three: number of faculty (full-time and part-time) and staff, size of summer program, and yearly ad hoc adjustments for departments involved in activities like accreditation.  These are the variables currently used.  The Vice-President for Academic Affairs and the Deans maintain the figures used to calculate Chair stipends.  These results were reported to the CAS Council of Chairs in the fall 2001.  Some Chairs doubted the wisdom of reducing the many activities of a Chair to three.  The response was that no one intended to reduce the many activities of the Chair; rather COAD  learned that there was no significant difference between using these three factors and the many others mentioned above.  Compensating Chairs in a way that does justice to the different amounts of work in different departments while assuring that Chairs are treated equitably is an ongoing challenge.
How does a Chair keep track of the most important deadlines?

The Academic Affairs website produces a yearly calendar that lists the dates for significant College events, events of special interest to Chairs, and deadlines relevant to Chairs (e.g. scheduling, annual review, tenure, promotion, junior and senior faculty sabbatical applications, Chairs meetings and workshops, budgets, grade and other deadlines, etc.).  
� See The College Council Ad Hoc Committee on Governance [9 members, Donald Wolfe, Chair), Part One: Search for Guidance (October 21, 1992), 59 pp. [A review of the governance situation at Loyola, including summaries of documents published by Loyola College, the College council, Jesuit educators, and the AAUP-ACE-AGBUC.]; The College Council Ad Hoc Committee on Governance [9 members, Donald Wolfe, Chair), Part Two: Some Information and Advice on Governance (October 18, 1993), 33 pp. + 3 page overview. 





