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S SIMON FRASER UNIVERSITY S7i -
PAEMAORANDUM

‘ .......... Members of Senate . . e from. . Dr. B.G. Wilson, Vice-President,
Academic

SELECTION OF DEPAhTﬁLNT CHATRMEHN
SUBIEC oo e e . S Date... .. July 19, 1970 e

I undertook @t thz Novembar §, 1970 Board Meeting

to revise thz Senate Paper $224 in order to provids
Tor thz selection of Departmantal Chairmen without
thz nescessity of providing for appraisal of
Departmental performarnce prior to each selection.
Since that timz | have circulated two draft proposals
to Chairmsn and Dgpa tments, had two full meetings
with Departmental Chairmen and have had some
interachons with Departmental members both directly
and through correspondence.

As a result of thasc interactions two things have

become apparent; some Departments feel that the spirit
‘ of $22L must be n‘;aintain'>'i as was set out in the

Senate m27ion, providing Departments with the
opportunity of selecting their "man.' In some senses,
howaver, S224 is an obsolete document. [t was drafted
several years ago when the internal situation in the
University was certainly different from that obtaining
today and it assighed to Departments certain
responsibilities which have subsequently besen transferred
to other agencies. Others have commanted that relatively
wealk Departmants, if left to thair own devices, may
elect a Chairman who is unlikely to "rock the boat!
or, in strong Departments, sumeone who is not likely
to press for a change in emphasis of the Departmental
program, no matter how appropriate this might seem to
members of faculty outside that Depsritment.

[t is clearly impessible to reconcile these two points
of view completely and | have suggested two alternative
mechanisms Tor tha selection of Chairmen, one of which
places the main authority for the selection in the hands
of the Department while the other shares this responsibility
between the Departmant and the Faculty. | would feel
that the best interest of Departments would be served
when theair Chairman enjoys thz confidence of othar
Chairmen within the Unive r:.ty and the [Dean, provided
. that he has the support of his Departmant. Someone who
is supported by his Department bhut doess not en }oy the
confidence of other administrators, can hardly be as

effective in carrying out his responsibilities,
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The partnership of faculty members in a Departmentai structure
and the consequent appointment of a Chairman are designed tO
promote the University‘s two major aims -~ teaching and research.
jt is clearly imoortant it poiicies chould be recommended which
are 1ikely tO raise the standards of the university in fFulfilling
these objectives: '

ps a basic starting point two propositions seem important. First,
211 members of a Department should participate in reaching policy
decisions ©ON matters concerned with teaching (using the term
nteaching" in its widest'sense*). second, when 2 Faculty member
is derelict in his duties, cteps must he taken tO assure that

he fulfills his obligations. Respons'biiity and author ity must
therefore be provided for the chairman sO that ne will be able

to take cuch actions as may be necessary, in accordance with
university reguiations, especiaiiy on matters which affect the

University‘s obligations to its students.

t 1S impossibie and probabiy undesirabie ro attemnt to legisiate
for every contingency . ryurther, some able and conscientious
professors might refuse tO occupy an administrative position bound
by @ multitude of specific reguiations and which provides minima
opportunity for th2 exercise of creative ralents. However, it
seems imoortant to specify some areas of authority and
responsibiiity to be exercised within Departments, as long 8s it
is realized that these can be onty guideiines.

Uniformity across the University in internal Departmentai procedures
has Nno intrinsic value; distribution of duties will depend on the

- .

characteristics of Department members and of the Chairman, their

personai reiationships and the natuie of the discipline. Nevertheiess,

some commonal ity in reguiations appears essential SO that members
of the yniversity commintty are aware of their responsibiiities,
not only within their Department but to the wider yniversity
community. students as well as seniovr University administrators
must be able tO approach somaone when wrongs need tO be righted
and reproaches made .

Good Departments and good Chairmen have the identifying feature
of mutual rrust that Departmentai interests will take precedence
over private interests. quidelines may be helpful where mutual
trust already exists put in many cases they are 1ikely to be
superfluous. where there i¢ a high deserved tevel of mistrust,
on the othar hand, there chould be an.opportunity for the recall
of a Chairman.

Note: Geod teaching in @ university involves not only the meIre
transmittal of knowledge in the classroon, put also requires

)

ent of such knowledyse - in the education and +raining of

gcholars . and in bringing their special xnowledge and skills
to bear on problemns in the wider community.

that aniversity faculty be actively engaged in the develop—
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RECOMMENDATIONS

1.

Qual

ifications of Department Chairmen

The position of Department Chairman should be held by someone
who has the respect of students and colleagues, who is himself

special
functioning of the University at the Departmental level. During
the period of his appointment a Chairman is expected to put the
interests of the Department ahead of his own research interest
and the interest of his own specialty. He should be appointed
because of his deveotion to education and research, his
inteliectual, professional and administrative abilities, and

his qualities of leadership. Hopefully he should be able to
help create an environmant conducive to the growth of
intellectual lTife within the Department and to maintain the
confidence and co-operation of students and colleagues.

a teacher and scholar, but who is willing for a tima2 to assume

responsibility for the harmonious and effective

The Chairman should be able, through example and persuasion, to

fon,
ensure that full communication with interested parsons is par
of the decision-making process. He should be receptive to a

support wherevei possible the initiatives of faculty in
teaching, research and professional activities., He should be
adept at reconciling differing viewpoints,

2A.

Method of Appointment

a)

b)

c)

‘The Dean and the Vice-President, Academic, after
ceonsultation with the Department will decide upon the
desirability of including candidates from outside the
University within the search procedure for Chairmen,
taking into account staffing needs and the general
operation of the Department. The Departmznt will
then be informad whether the search procedures should
be limited to the membership of the Department, or
should include external candidates.

If the Department selects a candidate from within,

the Dean shall supervise the election for the position
of Chairman. The person elected must be acceptable

to the majority of the full-time faculty members of
the Department.

The Dean shall forward the recommanded nomination to
the Vice President, Academic, with his comments. |If
the Vice President, Academic, is unable to support the
recommendation he shall so inform the Department and
the Dean. The Department shall then conduct a new
election and select a second candidate.



d) It is the responsibility of the Vice-President,
Academic, to recommend on the merits of the nom:natnon
from the Departmeznt, as forwarded by the Dean. In the
event that a second candidate has been selected by the
Department and he is also unacceptable to the Vice-
Preside nt, Academic, or in the event that the Depart-
ment fails to put forward a second candidate, the
Vice-President, Academic, shall initiate the setting
up of a Search Committee advisory to himself as set
out below.

e) A Search Committee, advisory to the Vice-~President,
Academ|c, shall be ‘established for each Chairmanship,
in the following circumstances:

i Whare the Department is constrained to or wishes
to include external candidates in its search for
the Chairmanship or

ii. Where no agreemant between the Department, Dean
and Vicae-President, Academic, has been reached
regarding the suitability of candidates nominated

‘ : by the Department,

f) The voting membership of the Search Committees shall be
as follows:

1. The Dean of the Faculty, or his designate (Chairman).

2. 3. 4. and 5.

1- 4 T o -
T‘Lr Aqn’\“!w‘,'\h-.«. .\,—igﬁ repYe e e v

e
jeasst Three faculty members, elected by:

PR H . [ &

i. the full-time faculty members of the Department,
or,
ii. if the full-time facu]ty members so decide, all
those with voting rights at Departmental
meet ings

*% *—Eﬂ PP ) e — g —— oty -dand s oot bo oo colled
in a major, honor or graduate proqram in a subject area
offered by the Department. At the time of nomination
he must be in goocd academic standing.

In a situation where the foregoing procedure cannot be

applied, the appropriate Facu!ty Executive Committee

will determine the composition of the Committee members
3, 4 and 5.

o I

** One student selected by the Departmental Student Union if the union

exists, and, if not, one student. selected by the Student Society.
The student must be enrolled
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h)

)

m)

-4 -

6. and 7. Two Faculty members from other University
departments selected by the Faculty Executive
Committee, where such exists; otherwise by ths
current Chairmen of the other departments of the
Facuity, meeting as a group. '

8. One faculty member nominated by the Vice-President,
Academic, from another Faculty.

hafvho
A quorum shall be the e lua three othars, at least
q p

two of whom shall be me bels of the Department faculty.

Members of the Department concerned and others will be
invited to suggest the names of candidates to the Search
Committee; the opinions of students and taculty should

be sought and an opportunity should be afforded all
departmental faculty to meet with any external candidates
whose names appear on a final short-list of candidates.
The Dean, ittt ot e i
will report the conclusions of the Search Committee to
the Vice-President, Academic, He also has the duty and
right to attach his own advice to the recommendaticns,

a3

If the candidate recommended to the Vice-President is a
current memser of the Department, he shall determine
the acceptability of the candidate generally within the
Departmant

The Vice-President, Academic, will recommasnd the appoint-
ment to the President when he is prepared to support the
nomination; if he is not prepared to support the
nomination he shall so inform the Committee through its
Chairman.

In cases where the Search Committee's recommendation is
not accepted, the Committee will seiect a second
candidate using the sam2 procedures,

The President has final responsibility to recommsnd to
the Board of Governors on all such appocintments,
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3.

Alternative method of appointment.

a)

Provided that an additional appointment is authorised,
the Department will decide whether it wishes to select
an internal or external nominee for the position of
Chairman of the Department.

i. If the Department decides to select an internal
candidate, the Dean shall supervise the election
for position of Chairman. The person elected
must be acceptable to the majority of the
Department; a definition of majority shall be
arrived at by the Department prior to the election.

ii. If the Department decides to select an external
candidate, it shall form a Search Committee, the
composition of which shall be at the discretion of
the Department. It may be thought advisable to
include. members of faculty from outside the
Dzpartment, and/or the Dean of the Faculty, on
this committee. The final recommandation of the
Search Committee shall be ratified by the Departmznt
as its nominee for the position.

The nomination of the Department shall be Torwarded
to the Dean of the Faculty. Provided that he concurs
in tha appointmant and the Vice-President, Academic,
agrees, the nomination shall be forwarded to the
President who may then recommand the appointmant to
tha Board of Governors.

iv. In the event that the nomination is not acceptable
to the President or to the Board of Governors, the
Search Committee shall seek a second nams for the
position. The same procedures will then be carried
out as for the first nomination. '

Term of 0Office

a)

The Chairman shall be appointed initially for a defined
term which shall be not less than two and not more than
five years; the appointment may be renswed for a second
term. His position should be reviewed early in the
final year of his appointment. (in moving from the
present semester by semester operation to a two to five
year term period, the minimum term may be reduced to
one year on mutual agreement between the Department,
Chairman-elect and Dean).
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b) The appointment of the incumbent after two terms of:
office should not be made without the overwhelming
support of the members of the Department.

c) The length of the term of office and the definition
of Yoverwheliming support' shall be recommended, in
each case by the selecting body.

1. The position of Chairman should not normally be considered
a career post. Any period longer than seven years, during
which there must be some neglect of scholarly activities,
would constitute too great an interruption for most
academics. However, it would be wrong to deprive depart-
ments of an outstanding Chairman who is willing to continue
holding such a position. Such a person would be expected
to command "cverwhelming support”.

2. Rotating Chairmanships are not recommended, in the sense
that all members of the Department can expect a "turn!
Even in quite large and distinguished departments, it is
often found that only a few faculty will possess the
qualifications cutlined in the first recommendation.

L, Resignation and Recall

a) The Chairman is expected to give a minimum of four
months notice to the University of his intention,
before thz normal expiry of his term of office, to
relinguish his administrative duties.

b) Reconsideration of the suitability of a Chairman is
obligatory when a petition to this end, signed by at
least one third of the full-time faculty members of
the Department, is presented to the Dean. Only in
extraordinary circumstances, however, would the Dean
accept such a petition during the first year of a
Chairman's tenure of office. A recall vote will be
held between sixty and ninety days after the
submission of such a petition. The question of non-
confidence in the Chairmanship will be resolved by
simple majority vote of the full-time Taculty members
of the Department. If the vote of non-confidence is
negative no further reconsideration shall take place
for at least one year.



The Dean of the Faculty has the right to recommend
recall of a Chairman through recommendation to the
President., The powers of the Board of Governors and
the President regarding suspension (and dismissal)

of any University officer are given in Section 58,
paragraph 1 of the Universities Act. In exercising
such power in respect of a Chairman, the President

is assumad to be advised by the appropriate Dean and
the Vice-President, Academic. Before such a step is
taken the Dean and the Vice-President, Academic, must
familiarize thamselves with the views of the Department
and report their findings to the President,

These regulations are not intended in any way to limit

the Chairman's direct communication with the President
and the Vice-President, Academic.

Administration of ths Department

c)

To provide continuity within thzs Departmental
administration, it is desirablie that Department Chairmen
be on campus for the calendar vear, apart from normai
vacation pericds. Participation in teaching duties are
expected for two of the three semesters, but, because
of the interference by administrative duties with the
research program of an incumbent, a year's leave at
full pay after five years' service (pro rata for
shorter periods) would appear appropriate, Such leave
would not be regardad as influencing Chairmen's
eligibility Tor sabbatical leave.

The administrative load falling on Chairmen should be
such as to allow them to continue as much of their
scholarly interests as is consistent with the fulfillment
of their duties.

A Department which feels the need for administrative
competence in addition to its Chairman may wish to
formalize positions such as Associate Chairmen. A
request which shall include a statement of the case,
shall be transmitted to ths Dean of the Faculty who
should consult with the Vice-President, Academic,
regarding the marits of the request. Recommandations
may then be directed to the President and the Board of
Governors. When authorized, Chairma2n shall appoint
Associate Chairman subject to ratification of the choices
by the full-time faculty members of the appropriate
Dapartments. The term of office of an Associate
Chairman shall terminate not later than that of the
Chairman but shall not normally be less than 12 months.



d) In the case of the absence of the Departmental Chairman,
the following shall apply:

i. Whare absence is to be of a short term, i.e.
less than one month, the Chairman may appoint
an Acting Chairman. '

. Whare absence is to be longer than one month,
the Associate Chairman, whare the appointment
exists, shall fill the position as Acting
Chairman until the Chairman returns or until a
new Chairman is selected. |In Departments which
do not have an Associate Chairman, Acting Chairman
will ba appointed by the Dean after consultation
with the Chairman and the Department.

iii. When the position becomes vacant, without notice,
through resignation, recall or suspension, the
Dean shall appcint an Acting Chairman until a
new appointment is made according to the
procedures set out above.

e) Normal academic considerations will apply in establishing
tha basic salary of @ Chairman or Associate Chairman.
In addition to the salary, each shall receive an extra _
stipend for the performance of his administrative duties.
This stipend shall be paid as long as the person
concerned continues to hold the position in question,

6. Authority, Duties and Responsibilities

The Chairman has an overall responsibility to his Department and
can for ensuring that Departmental policies are formulated and
executed, that University, Faculty and Departmental regulations
are followed and that individual members of the Department fulfil
their assigned duties. The assignment of duties will normally be
on the recommendation of the Chairman.

In the actual formulation and execution of Departmental policy
and in tha fulfillment of Departmental functions, the division of
authority and duties will vary from Departmasnt to Department and
from time to time within the same Departmant. This division of
responsibility should bz determined at Departmental meetings and
reviewed periodically. Policy decisions which affect the
Department as a whole should in general be determined at
Department meetings or by committees designated by the Department
for the making of such decisions. it is nevertheless expected
that on occasion the Chairman may have to make and later report
to his colleagues decisions affecting the Department as a whole
before these can be considered at a Departmental meeting.



Because of the emphasis on joint responsibilities there are
reciprocal obligations between the Chai rman and other members
of the Department. Both have duties to ensure that the
Chairman can free himself from administrative chores in order
to be available for discussions with individuals and groups of
departmzent members. Both have duties to ensure that ths
operating procedures of the Department are understood by
everyone concerned, Through their own involvement in selecting
a Chairman, all department members have committed themselves
to support the incumbent and must tolerate his right to be
occasionally wrong. Through acceptance of the position, the
Chairman undertakes to provide democratic leadership taking
note of majority and minority views. Thz members of the
Department should pay special attention to ths views of the
Chairman compared to those of other members, because of his
special knowledge of possible administrative or other
implications of decisions they may reach and because of his
responsibility in executing such decisions.

The Chairman's ultimate responsibility exists most clearly in

the implementation of University, Faculty and Departmental
decisions. One of his duties is to act as spokesman in

reporting decisions of the Department to senior University
administrators and othear sections of the Faculty. He also

serves as the channel for communicating to the Department

decisions of his Dean and the President, of Faculties and of

Senate. He will of necessity delegate some of his duties to
members of the Department and support staff. Notwithstanding

any suggestions made in these guidelines, the Chairman has tha right
and duty to report to his Dean significant dissent from Departmental
decisions, including his own reservations, if any. He has also

the right and duty to report failure on the part of members of

the Department to fulfill University, Faculty or Department duties,
especially obligations to students and to suggest ways of .
preventing their occurrence, The Chairman also has the right

and duty to maintain privacy in matters of a confidential,

personal nature.



(Appendix to document)

RESPONSIBILITIES OF ACADEMIC DEPARTMENTS

Academic departments have the following responsibilities to
a University.

. Departments are responsible for maintaining teaching and
research programs of thz highest quality. They should
maintain interest in the well-being of students and
concern for the academic progress of the University. They
should ensure that the quality of teaching and scholarship
in the department is appropriate to the academic aims of
the University and should facilitate effective collabor-
ation with other Departments., They will ensure that their
faculty and students are given every ooportunity to
participate in the academic life of the University and to
obtain the maximum benefit from their participation in
thz Simon Fraser University community.

2. Departments are responsible for mounting and maintaining
their teaching programs including the assignment of
specific courses, tutorials and laboratory classes as may
ba determined through appropriate procedures within the

‘ Department.

3. Departments recommend to faculty and to Senate on the
advice of the appropriate Departmental committees the
courses and instruction to be offered in the Department.

Ly, Departmants should engage in a continuous review of their
operation to ensure that they are functioning wall within
the University and to ensure that they are wall regarded
by the wider academic community.

5. Departments should ensure that there are in the department
at all times members of faculty who have been assigned the
duties of advising students and that the Registrar is
aware of such advisors.

6. Departments will collaborate with Senate and other Departments
to ensure that duplication of courses or activities is
avoided and that the resources of all Departments are used
to the maximum advantage of the academic community.

7. Departments will organize and supervise graduate work in
the Department in conformity with the policy and practices
of the Senate Graduate Studies Committee.

. 8. Departments will recommend to the Dean suitable teaching
assistant appointments for the academic program of the
Department.



(Appendix/continued...)

10.

11.

12.

Departments will recommend to the Vice-President, Academic,
on the advice of appropriate Departmental and Faculty
Committees the appointment of teaching staff in their
Dapartments, where such appointments have been authorised.

Departments will make such recommendations as are required
by the President relating to the promotion, salary

increases, renewal of appointments and tenure of departmental
members.

Departments will prepére annual budget estimates as required
by the Dean of the Faculty following University procedures.

Departments will recognize that they have a responsibility
for carrying their fair share of the committee work
required of faculty in the operation of the University.
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SIMON FRASER UNIVERSITY

MEMORANDUM
To: All Members of Senate From: M.E. Eliot Hurst
A/Chairman, Geograph)
Subject: Senate Paper ST71-80 Date: August 2, 1971

-

At the last Department meeting held on July 28th, my colleagues
and I reviewed Senate Paper S71-80 concerning Chairmanships. It
was decided, unanimously, to circulate our comments and observations
on Senate Paper ST71-80.

FIRST, we unanimously endorse method 2B p.5 as the most acceptable
vay of choosing a Department Chairman. This accords most closely
with the way this Department choose to move from a& headship to an
acting chairmanship position (submitted to the Dean of the Faculty of
Arts, March 1970). The only query we have concerns:

2B b)i., in asking for definition of the word '"Department”. The
use of this term throughout the document is confusing and
often contradictory. Does Department here mean faculty
alone, or the '"Department Meeting'?

SECONDLY, having made it clear that we prefer the alternative method
of selecting Chairmen, we do have comments on the rest of the paper,
wvhich we would want clarified should method 2A be endorsed by

Senate:

p3. (F) 2, 3, 4 and 5. We would prefer a return to the earlier draft
in which the fourth member was in all cases
a student member of the Department. We would
prefer to have those representatives elected
by all those with voting rights at Depart-
mental meetings.

pk. (g) . A guorum should be the Dean plus three others,
at least two of whom should be the Departmental
representatives (i.e. either student and
faculty, or two faculty).

pk. (n) ... should be afford all departmental faculty
and students to meet...

ph. (3) How do you measure general acceptability™?

p6. (b) second sentence. This clashes with a memor-

sndum addressed to the Geography Department

by the Vice President, Academic (23/7/71) in
which he did not use the term "extraordinary
circumstances”. If there was to be no ratif-
ication of an external candidate, we would

wish the power of recall to be available during
the first year.



The suggestion of a candidate should originate
vith the Department, subject to the Dean's
approval.

Again, we believe the initiative should be
the Department’'s, subject to the Dean's
approval.
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