Successful administration is marked by curiosity, imagination
and the love of experimentation. The life of an academic
administrator is marked by teaching and scholarship not
bureaucratic mastery. It is the determination to maintain a
refreshing perspective and an optimistic perspective that best
asserts the importance of the leadership role. The
administrative role demands the willingness by those in
leadership positions to adjust to every situation. It requires the
openness to good ideas from many sources and it requires the
willingness to try and try again.
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Lessons from Reflective Administration

Just after | was appointed to my present position a Harvard
alumnus asked me to spend a bit of time talking to an elderly
gentleman of his acquaintance. Apparently this gentleman had
acquired a reputation in business circles for being unusually
wise in the ways of large organizations and how they could be
governed effectively. By now the details of our conversation
have grown dim in my mind — except for one unforgettable
observation. “Remember this,” said my venerable adviser:
“your most creative ideas about the future will come in the next
few months before you take office and get embroiled in your
official duties.” (Derek Bok)

You must find ways to disconnect to remain relevant and

fresh with ideas. You must make reflection a priority.
(Malecha)
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The Reflective Administrator is a Multiplier

Marvin J. Malecha

Each day of academic leadership is a day of learning. Every day begins with a new turn and new
challenges. Even after more than twenty years of experience the learning curve remains steep. This has the
effect of continual renewal and association with incredibly bright people as well as the disappointment that
accompanies uninspired or disruptive behavior by even the most senior professor. Yet the aspect of the
position that is most moving is the opportunity to celebrate and enhance the careers of others. It is the ability
to make connections among people, opportunities, and ideas. It is d life filled with the opportunity to make a
difference in the lives of others. It is a life that connects dreams with outcomes. It is the role of the den to
connect the incredible abilities of an academic community with the needs of the university, the profession
and society. It is the dean who carries this message to individuals who might otherwise be consumed by
personal interests and talents. The academic leader is a multiplier of talent and resources. It is this ability
that separates success from failure. It is this ability that is the best demonstration of the value of an
academic experience.

The articulation of ideas is everything. The academic leader is expected to articulate a clear belief system that is
founded on fairness and open to scrutiny. Everyone in an academic community must know what the dean/director/chair
believes. This belief system provides the foundation for the many complex interactions required of an academic leader.

The ability to form a shared vision is powerful. The fostering of a shared vision is among the most important
responsibilities of an academic leader. The fostering of shared interests is dependent on the ability of an individual who
leads the community to formulate goals and objectives that will focus resources and energy. It is the ability to listen that
begins the process of assimilation necessary to evolve a shared vision.

Rejoicing in the accomplishments of others is taking joy from tedium. The academic leadership position is founded
on the delight in the accomplishment of others. Commencement is the most visible symbol of this celebration. A
successful leader takes pride in facilitating the success of others. This may require both gentle and forceful interventions
to stimulate this success. An academic leader sets the stage for the success of faculty, staff and students.

The ability to manage assets is the foundation of trust. The role of an academic leader begins with the ability to
manage every form of assets. The credibility of leadership is founded on fiduciary responsibilities. This seemingly least
important aspect of the higher calling of leadership has been the undoing of many brilliant individuals. Begin here as the
benchmark and proceed on to the higher calling but never neglect this responsibility. Balance the budget each and every
year unless directives are presented otherwise in writing by the provost or chancellor. Of course there are many other
forms of assets including facilities and people that must be managed with the greatest care.

Attention to detail is attention to what matters most to people. If an individual is to lead details must not be
delegated. It is through the details of budget and assignments that a leader builds confidence. The academic leader must
never delegate details at the expense of knowing the issues of the program in the greatest intimacy.

Maintaining the posture of a teacher to build credence as an academic leader. The academic leader is first a teacher
and then an administrator. The effective administrator and academic leader is a teacher of teachers, support staff and
students. It is the responsibility of the academic leader to guide the processes and vision of a program in much the same
way a studio master guides students through a complex design program. The clarity of the message must be
communicated in a manner that promotes the discourse within the academic community.

Academic leadership is personal. Academic leadership requires a personal commitment to the position. It demands that
a life of the mind be joined to a life of action. This demands of the individual that is at peace in his or her personal life. It is
essential that an individual who aspires to leadership never make decisions in an atmosphere unbalanced by the need for
revenge or to exact just desert. This personal commitment to leadership must be matched by unbridied enthusiasm for the
position and for the community associated with the program. It is a fact of leadership that important moments are
generally those times when the rules must be suspended or exceptions to the rules invoked. An academic leader is
chosen after alf for his or her ability to make reasoned and humane judgements on the margins of the life of a community.
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Source: Stamats QuickTakes Vol. 6, no. 15: Identify Issues

(email newsletter)

Insights into Research, Strategic Planning, and Integrated Marketing for Colleges and
Universities by Dr. Robert A. Sevier, Senior Vice President at Stamats
(quicktakes@stamats.com)

WHAT YOUR TEAM WANTS MOST FROM YOU

With all the pressure to create more effective teams, | wanted to spend just a minute on
a roundup of what team members expect most from their leader. The research,
presented in the August 2003 issue of Team Management Briefings examined 11
leadership characteristics and asked people to rank them in order of importance:

Competent
Forward-looking
Inspiring
Intelligent
Fair-minded
Broad-minded
Courageous
Honest
Straightforward
Imaginative
Dependable

Guess which characteristics ranked first: If you chose “honest” you nailed it. When
asked to name three characteristics they valued from their leaders, team members
chose:

o Telling the truth
« Knowing the business
« Anticipating change

We also discovered that effective leaders:

Stand by their team

Cultivate relationships

Acknowledge jobs well done

Think and talk in terms of “we”

Kill the grapevine

Go slow to go fast (take the time to make sure people understand the “why”
before you move ahead)

« Use humor on a daily basis

« Fix problems as they occur and don't let them accumulate
» Stick to things that work

o Are more visible and available

® e ® ® ® [ ]
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Introduction

some of that, too. We needed a corporate strategy; we
needed a policy. I, of course, had no policies. I had a
mortgage and one suit, but no policies. I cast about. I
solicited data and forecasts and projections and models.
I did comparative studies, longitudinal studies; I made a
flowchart and convened a task force. I hired and fired
management consultants. I went in search of a policy. What
was it that Yale needed most, wanted most, and would
most contribute to solving our deficit, enhancing our qual-
ity, and making me a Manager?

One night in early April 1978, crouched in my garage,
as | was trying to memorize the Trustees’ names, particu-
larly the ones I had met, it came to me, and 1 wrote,
right there, between the lawnmower and the snow tires,
a memo. On July 1, 1978, my first day in office, I issued
this memo to an absent and indifferent University. It read,

To the members of the University Community:

In order to repair what Milton called the ruin of our
grand parents, I wish to announce that henceforth, as
a matter of University policy, evil is abolished and para-
dise is restored.

I trust all of us will do whatever possible to achieve
this policy objective.

The reaction was quite something.

Four young members of the faculty in Comparative Liter-
ature wrote an open letter to the New York Review of
Books proving that Milton was talking not about evil in
Paradise Lost but about irony and the patriarchal abuse
of power. A junior in Yale College, spending the summer
doing a leveraged buyout of a Tastee-Freez in Easthampton,

>18<
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wrote me a gracious letter. She recognized the pressure
one was under to have a business plan, but she hoped
that I would wait until she had graduated before changing
things very much. An alumnus in New York, on Yale
Club stationery, wondered why the hell we always had
to get so far out in front.

In September, the Yale Daily News wrote the first edito-
rial about my memo. Its opening sentences were these:

Giamatti’s administration is off to a miserable start.
Rather than giving us control over our lives, or at least
addressing concerns of students such as the crying need
for a student center so we can make friends or any of
the myriad of other injustices that riddle the fabric of
the quality of life here, the new administration is insensi-
tive and repressive and the future bodes aweful.

Though one of the best-written of the News editorials, it
was, be fair, also the first.

Since the students were back and the Datly News was
publishing, the major media outlets now had a source for
news. Student stringers went to work, and my memo
achieved National Visibility. In a small article bylined “Spe-
cial to The New York Times,” the country’s newspaper
of record misspelled my name and said a Harvard professor
had found a letter from Milton to his parents in the Yale
Library. The Washington Post ran a picture of the memo
in the Style section and wrote a sidebar in a box, quoting
an FDA lawyer as asserting that evil had been abolished
three years earlier, that the regulations had been printed
in the Federal Register, and that nobody he knew believed
evil was bad for you in any case. The Wall Street Journal
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Introduction

Can we get you some coffee. What brings you to Washing-
ton.” He has not yet looked up. “I'd like to get a picture
of us together. Il find the photographer.” And suddenly
he is gone, vanished out the door.

Then he is back, with a wizened photographer whose
complexion reminds me of a legal pad. And a tall, slim
woman, about thirty, in slacks, a blue work shirt, a denim
vest, boots, her dark hair pulled back in a bun. “Doctor,
this is Ms. Incomparable Worth, my legislative assistant
for education. She’ll sit in. Now, if you’ll stand here, Doc-
tor, we’ll get a picture. I'll want several so you can write
on one and I can write on one. There.” A flash has gone
off. The photographer leaves.

Ms. Worth speaks. “We think the NIH cuts should go
through. We’re not impressed with your fatuous argument
that we can’t change the rules halfway through the game.
We believe student aid benefits only the rich and the poor;
rather than stopping abuse, we’d rather do away with
everything. We are for cutting out charitable deductions,
for instituting the 2 percent floor, and for forbidding gifts
of appreciated assets. We do not believe in a federal science
facilities fund or in the nonprofit postal subsidy; we think
it would be the height of fraud and abuse to fund the
Humanities. We intend to uncap retirement, cap technology
transfer, cut the NEA and NSF, get rid of the Library of
Congress, and slash the Health Manpower Act. We want
to get this country moving again.”

The Congressman beams. “Doctor, let me tell you it is
an honor having you here. We have a college in the district;
they do a wonderful job. Education is a wonderful thing.
Made the country what it is today. Look what we’ve got—
a huge deficit, unbalanced trade, weak dollar, corruption
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in church and state—separated, of course. Anything I can
do, tell me. Great to see you.”

I went back, past the young man, shredding, past the
wastebaskets, past the silent word processor, into the hall.
Though I had not said a word, I had done what I came
to do. I had had my picture taken, seen a staffer, met a
congressman, heard all the issues touched definitively. Our
system is working. The visit remains in the mind as a
pearl.

There is only one other moment that stands out: a brief,
but glistening, half hour, not long before I left, with a
university-wide, community-based, self-selected group
called the Standing Committee on Special Interests. This
committee is the special-interest group that convenes to
pursue a special interest if there is no preexistent special-
interest group empowered to pursue that special interest.
It monitors public utterances to see who might be offended,
and then it takes offense if no one else has the time or
inclination; it watches power structures; it petitions for
redress; it rallies, gathers, assembles, queries, blockades,
and even assaults sincerely in good causes. It is an extraordi-
narily hardworking group, never at rest, always vigilant.
Recently, the Standing Committee had taken up the cause
of the inequality of income distribution in North America,
the preservation of all stained-glass windows at Yale, wom-
en’s volleyball, structural unemployment in the Northeast,
word processing terminals in the Law School, and World
Hunger.

I was summoned to meet the Standing Committee. I
said I would meet them in the Trustee Room, near where
I had my office. They said they were not sure they could
all fit in the room. I said they could send delegates; they
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Introduction

in a period of immense change. As a result, they have
failed to reeducate the public, whose goodwill and support
are crucial to higher education’s very existence, as to the
nature of higher education—what it is for, where it fits
the country’s historical and current needs, what it alone
cannot do.

This failure to redefine and reassert itself, to be account-
able or even appear to be accountable—either because of
smugness or of a failure of nerve or, as I suggest in “The
Academic Mission,” of a desire to mimic government or
the for-profit corporation—has had two results. The first
is that a vacuum of definition and public education about
the nature of higher education has occurred for a genera-
tion. And into that vacuum left by higher education’s lead-
ers have rushed all manner of fatuous or reactionary critical
accounts of higher education’s mission, explanations whose
surface plausibility and essential wrongheadedness have
found a willing and eager national audience, hungry to
know what has been going on. The critiques, rarely encoun-
tering an institutionally generated countervailing point of
view, colonize the vacuum created and maintained by
higher education about itself.

A parent who hungers to know, for instance, why a
child’s college experience has cost so much or, worse, has
seemed so unsatisfactory or pointless or lacking in connect-
edness with anything in the past will have heard very little
from higher education about its issues or its problems.
Certainly, that parent will not hear a voice like that of a
Conant or a Hutchins or a Griswold against which to
test one’s ideas, to argue, with which to agree. Small wonder
that Allan Bloom’s book is a best-seller. There is no im-
pedance in the atmosphere; no one to assert how higher
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education in fact serves a democracy not by re-creating a
class of micro-mandarins, strenuously emulating Socrates,
but rather by maintaining faith with a national history
that at its best aches for equality as well as quality, for
accessibility as well as excellence.

Most of the voices one hears tend to be those announcing
the Apocalypse. Few are the assertions for the public at
large of the ideals to which higher education must aspire,
few are the assertions of the shape an institution of higher
education must attain and why, and few are the consistent
visions of the purpose of an undergraduate education. In
the last generation, the field has been, with few exceptions,
left to the promoters of a political system or of lament.
When those who know best the realities and the ideals
of higher education fall silent, for whatever reason, or
believe themselves only managers, not leaders, then the
public is denied access to higher education in a fundamental
sense, access to its thinking about what is going on and
what it is for. :

The other result of a generation of silence concerning
the principles and purposes of higher education has been
the absence of any examination of a college’s or a universi-
ty’s necessary complementarity with the other institutions
in our society. We all know that the basic institution in
society—the family—has changed its shape; we know that
the legal system, and the services it absorbs or spawns,
has undergone great change because of a different set of
demands placed upon it. We know that institutions for
worship have adapted to new technologies, new popula-
tions with differing needs, and new imperatives; that cul-
tural institutions, and institutions for leisure, have changed
to meet a population whose patterns of work, play, and

> 27 <



> 67 <

pa213esip ‘pareqap ‘pa1sal aq 03 393U0D 03 ‘IPI[[0D 03 JUBIW
21e spury [[e JO sanjea 219ym s1 ‘A31sIoAtun oy3 jo red
SIWIPEOE Yl JO “WOOISSE[D 9yl Ieyl pue ‘1ySnel aq 01
pasoddns a1e sonjea Jerow d19ym are dIysiom JO SIsnoy
19410 10 songoJeuds 10 saydInyd ey ‘pajuedur 3saguof
PUB 151y 2JE (SIN[BA [BIJOWWI JO) SINJeA [BIOW I9YM dIB
sa1[Iuwrey 3ey3 3utod Y3 94EBW JOU S0P IDUIIG *AIISIFATUN IO
935[]00 uBdLIAWY UBIIBIIISUOU ‘UIIPOW 33 JO dINIBU Y}
Surpedar ‘prom drwapede g3 10 d1qnd g3 jo uonednpd
OU SI 2193 ‘SWOOISSEP siI ul A[Aisnpxa papunodoxd aq
03 auinpop 10 ewdop swos Juisned 4q JouU pue ‘IOIABY3q
[euonminsul sy £q ‘uounpsur uv sv spPv S £q | sInfea
[eIow,, S3YOEBI} AIISISAIUN JO IFI[[0D € IBY3I (IS[9 SUOLIA
pue) syuared 1oyl pue sjuopmis Jurel Apy3uyiioy pue
A[183]0 SUOAUE INOYII A\ "IJ0IID [N SWOD M 319 puy *Awd
-PEOY 943 9pISINO WO £[UO J0U puE ‘A[JUBISUOD INO PILDd
st £10 9], ¢ SonjeA [eiow,, Yoeal s333[[0d Ino 3.uop Ay
‘ST ‘SIpIS [[ UO pIesy ‘AID [BIIUID SY3 :3JUBISUI JBIP Y
"3SNqE 2DUBISQNS JO S[IAI Y3} JO SSAUIIEME UT
smo13 o1qnd 93 uaym Isnf Junjuip 10 s3nip 01 JUAIIPIpUI
A[3urwaas se {9[01 [eI19pd] (9anroddns pue) sAIsnIIUL SSI] B
pue WsI[eI9pa] MIN € 10§ SumSre s ‘Temnonted ur [3A9
[e39p3} a3 1e QuowruIaaogd uaym isnl (3uspuadapur aq o3
Surysim I[IyM) IUdWUISA03 Jo 10w pue 10w Jupise se
{ssams Suisealdur Iapun sI A[rwey 94l usym isnl syuaivd
020] w1 Jo 3]0 3y3 Sunedipqe se ‘umop 3uiog a1e L[pasod
-dns $3500 uayM 2AI5Uad X3 s10wW Fuimoid se ‘Guurapunoy se
SUOTIMINISUT JO SSB[D J[OYM Yl $33s OS[e Uonednps 19y3ry
UIyiim $3010A JB3)> WoIj uonedonpd 1aydry jo sasodind
pue sajdpunid sy 1noqe Juryiou sieay eyl £19100s J981e]
e ‘Aem [nyasodind ing ‘yuspygour quoned e ur sodueyd
ueyl 19y3e1 A[edtpowseds saydIn| A1SI2ATUN Y1 UIYM\

Aouapisaid Ap1siansuf) uo suonvuiumy

> 87 <

‘31 punoie
suonmnsui Surdueyd wﬁu s ‘digsuonepar Arejusws|durod
e w1 ‘oseyd U1 Urewrar AJISIGATUN Iy} S0P UIYIM IZueyd
yons £q A[uo pue INOO0 UIYIIM UOMINSUT 3Y} 03 [EIIUISSI
st 3ey3 a8ueyd oyl ued> suonewgye Isoy Aq AuQ aoe(d
oy jo sesodimnd pue sajdpunrd Suumpud oyl UOREIIUIZ
yoes 10§ Surraquawal pue Sutuyspar Querrodwr sjouw ‘pue
94> sTy3 YSnoIrys ussq dAeYy 49y sawn AuBt MOY JO WY
SUIpUTUIOT SI0T0A MIJ ITE Y] ISNEIIQ [[OM SE SIA[PSWIY)
s aseyd Jo IO aTe SUOHNINSUT [BUOLEINPY "WI0] UMOP
-pa1alem ‘MIU B U pouosmiaf usdq pey jeym Simnsurdl
01 4jeonseds uayy pue ‘ssouanbasuod jo 1y3noys ou YM
‘swerdord pue $IINIONIIS MIU OIUT YDIN] 0} PIpudl Aeq
$335[[00 puE SIWISIGAIU[) SUOHMINSUI JulpunoyIns IRY
01 SUOHDIAUUOD [EIA ISO] JABY UOHEONPS IYSIY jo suon
-n3SUT JEY) STIEA\ P[I0OA) PUOD3G 31 30UTS 109JJ3 32U Y |,

‘syesodoxdraaunod 1oy 10§ Ised d[qe
-I9A0231 o.% 031 yoeq 08 A[qeITEAUT JEY3 SUOEWIO0JI1I2IUN0D
yreds Asya 1eys aueyd [eorpel 1oy Apuspins os Juideq
£q uonruyapaz [euonmusul Jo ss001d Ay opadw—A4j[ed
-ixopered—op 4343 ‘s3sa193u] [e109dG SNOLIEA 0} IOAE[)
[ewads e ueys axow A[piey ‘snduwed Aue Jo UOLIEI} E UBY)
a10w juasaxdar A[prey ‘sarmisod onsissoIeu pue YT P[0
‘o7 MaN Jo popunodwod £ndea ‘sospnduwn Jurpad] pue
ISTUONINQINISIPaI A[[ERUISSI JI9YI I[IYA\ "SSHISIdAIUN pue
$38a[[0> AuBUI JO SAMOEJ PUE SAIPOQ IUIPTIS 3Y3 UT (seoed
19y30 Suowre) punoj a1e 3[doad yong ‘swWOpPad1] pue sysry
Auop 01 pauSisap suswmnsut stelrded 10 s1o[d Isixas are
suonminsul [euontpexn [[e ‘9jdoad asay 10§ {[je 1€ ‘A3royIne
$11 pUE ‘UOININSUI [EUONIPEI} U1 UT 9AIT[aq JOU S0P JEY]
uonendod a3 jo uonzod e UIAI SI 21Ul MOUY M puy
"0S6T 210§2q 219M A3Y) JeYM WOIJ JUIIIPIP SIE JUIWIINI

uopINnpoLU|

Lessons from Reflective Administration



UOHBJ}SIUIWPY 9ANI3|}9Y WO} SUOSSIT

ol

Introduction

about—ifreely, openly, civilly (as opposed to coercively).
Silence does not assert that institutional behavior—how
the university or college treats the people within it, invests
its money, admits students, promotes faculty, comports
itself vis-a-vis other social institutions—is every day, in a
thousand different forms, how the college or university
teaches. The place teaches by example. In this fashion, it
is a model for ethical or moral behavior or it is not, but
however it acts, people—within and without—draw les-
sons.

Silence about the nature and purpose of higher education
will never remind those who have forgotten or inform
those who never knew. Nor will silence from higher educa-
tion convince any member of the public at large that colleges
and universities understand their necessary and comple-
mentary relationship to other institutions in the society.
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