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PROFESSOR KIT FIELD
Dean of the School of Education
University of Wolverhampton, Great Britain

DEANS DO THOUGH DON’T THEY?

Kit Field has been Dean of the School of Education at the University of Wolverhampton for three and half
years. He has also fulfilled the role of Acting Dean for the University’s Business School for a period of eight
months. His presentation will look at the role of Dean, both as a leader and as a manager, taking into ac-

count:

— Leading a School of Education: mission, values and vision.

— The need to ‘scan horizons’ and make plans in preparation for change.

— The external facing role and responsibilities.

— Being part of a whole University management team.

— Macro and micro management.

The presentation will draw on real experiences, and will include personal as well as institutional chal-
lenges. The paper draws on some leadership and management theory, and relates these to practical and prag-

matic decisions to be made during very difficult times.
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Values and Ethical Frameworks. What does
a Dean do? A quick google search reveals the
following:

“An academic dean is an educational admin-
istrator who serves as the head of a school
within a college or university. Academic deans
provide vision and direction to their school.
They are responsible for guiding and directing
the school’s faculty, and they represent the
school, its students, and its faculty to the cam-
pus as a whole”.

The next question must be: Why would any-
one want be a Dean? Such an aspiration can
only be explained in terms of a personal biogra-
phy. I am convinced that nobody begins then-
career with the ambition of becoming a Dean.
One finds oneself in the position of being able
to become a Dean, having taken opportunities
over many years which lead towards that posi-
tion. The keywords from the definition above
are ‘serves’, ‘vision’, ‘direction’, responsible’,
‘represent’. Missing words might include
‘leadership’ and ‘management’.

Three years ago, I was asked to deliver a
paper on leadership. T entitled the paper “The
bun/en of responsibility”. All of my life I have
been drawn to leadership. As a young man 1
played sport, and was captain of every team I
played for. As a teacher, I became a Head of
Department in a secondary school. I have led
units and centres in Higher Education, a De-
partment and now a School. I have chaired
cross-institutional committees. There is no
doubt, in retrospect, that I must have always
sought leadership roles, and I suppose others
have recognised my capacity to lead. Linked to
this desire to lead, are the reasons I chose to
enter the education profession. In short I have
wanted to make a difference. I have always
wanted to make a contribution. My upbringing,
as with anyone, instilled certain values -work
hard and play hard, never let people down, be
disciplined and honest.

Christopher Hodginson (1991) attempted to
uncover the source of individual value sets. He
begins by asserting the need to take individual
personality into account, followed by ‘kin and
peer group’. Other factors which influence my
perspective on life are the environment, cul-
ture and sub-cultures to which I belong. It is
these unique combinations which lead me to
hold values which overlap and chime with oth-
ers’ but which also make me unique. My pro-
fessional, academic and personal values are
what define me as a leader, and therefore as a
Dean. I work in an academic environment, and
therefore respect the quest for knowledge and
truth. As Lawrence (1999) asserts, the profes-
sion would not be worthy if it did not do so.
The School of Education prepares people for
professional life, and 1 recognise the sense of
professional codes of conduct, which include
innovation, development, and also civic respon-
sibility and accountability. At a personal level,
I am gregarious, even a show off, but essen-
tially I like working with people. I feel a sense
of responsibility towards people, and 1 enjoy
the social interactions that go with that.

I hold values dear. I insist that every unit I
lead has explicit values, and that these are ar-
ticulated in words, but are also evident
through actions. I hold myself accountable to
the values and I also expect the values to have
been the outcome of consultation and discus-
sion. I believe in consensus, rather than com-
promise, and aim to secure the commitment of
all to the values. This relates back to one of
the key words ‘serve’. Thomas Sergiovanni’s
(1999) concept of servant leadership is one to
which I relate.

I am also motivated and driven. I believe in
the place of education to inform and to em-
power individuals, and also to transform and
regenerate society. It is important that my ac-
tions and decisions are ethically informed.
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My political stance (whether interpreted as
liberal, social democrat or liberal democrat)
determines, to a degree whether my approach
is intended to benefit primarily the individual,
the collective or an external authority such as
the Government. At the most basic level, ethics
are borne from customary practice, passed
down by authorities, and, from a societal per-
spective, are crystallised in law. The legal re-
quirements are mediated by professional bodies
and organisations, yet the hierarchical hegem-
ony of the law is beyond question. This appar-
ent certitude is helpful to me as a Dean. First
and foremost I must comply with legal and
moral requirements.

Secondly, I am accountable to the profes-
sion. A feature of a profession is that it is self-
regulating, and therefore to an extent appears
to be above the law. However, no profession
has inherent legitimacy. Respect has to be
earned and the risk of a conflict between the
legal and professional dimensions is high. Law-
rence (1999) notes how professional power, de-
rived from the view that professions are self-
regulating, can lead to some professions exert-
ing too great an influence over the human
agenda. Education is, history tells us, an effec-
tive propaganda tool. Ethics based on legal
foundations protect against corruption.

Another key feature of a profession is its
unremitting focus on the client/service user.
Koehn (1994) is very clear. Professional powers
should not extend beyond serving the public
good. Lawrence (1999) recognises a sense of dc-
professionalisation the moment the profession
shifts its attention to emphasise its own suc-
cess as opposed to meeting the needs and wants
of the customer. In a more commercialised age,
this can relate to the generation of externally
sourced income. My role as the leader is to
maintain the focus of all forms of provision on
those we serve at all times. The risk associated
with failing to do so extends beyond individu-
als to the institutions in which I work. Per-
sonal and organisational ethics and motives can
conflict with the professional. Risk assessment
guards against the adverse effects of breeches
of ethical codes.

Lawrence (1999) feels that any ethical code
must relate to institutional aims and objec-
tives. Vision and mission, again must be ex-
plicit, and shared. By carefully articulating
ethics and consequently governance, the insti-
tution is able to reinforce and enhance the pro-
file of itself it wishes to project. As Dean, I
should recall, I am responsible for representing
the institution to others.

Self-examination, and the scrutiny of ethi-
cal codes emanating from social, legal, profes-
sional and institutional sources assists me as
Dean to weave a path with which I am person-
ally comfortable. This ‘weaving’ involves me-
diation, negotiation and sensitivity to others,
best expressed through a public statement of
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the values intended to underpin the School’s
role and intended purposes. (Lawrence 1999).

This need to self-protect and the obligation
to declare my values are all the more necessary
in a modern society which emphasises con-
sumer rights in public services above tradi-
tional expert and professional judgment. Eraut
(1994) claims that part of being a true profes-
sional is knowing when ethical questions
should be asked.

Mission and Vision

My own values demand that a Dean’s first
priority is to agree and fix a mission, i.e. to
set a purpose for a School of Education which
is itself underpinned by values. This inevitably
involves a process of negotiation with all stake-
holders, and the development of a vision of
what the work of the School will look and feel
like. Neither the mission nor the vision can be
developed in a vacuum. They must take ac-
count of the social, cultural, political, eco-
nomic, professional and institutional land-
scapes. Unpacking this complexity is no mean
feat, it involves an analysis of the current
state of affairs and horizon scanning in order
to future-proof provision to assure commit-
ment and sustainability.

The first step involves identifying key prin-
ciples which underpin the work of a University
School of Education, which in commercial lan-
guage is to identify and clarify the unique sell-
ing point (USP) of the School. What gives uni-
versity-led work integrity can be reduced to
two such principles: academic distinctiveness
and quality. Both are valued, but both can lead
to what appears a slow and cumbersome set of
processes. These principles transcend the
times, and are equally appropriate in a new
world as they were in the old. A series of arti-
cles by American leaders of Higher Education
Institutions (Breneman and Yakoboski (eds)
2011) has as an underpinning theme of moving
from an ‘old normal’ to a ‘new normal’. The
‘new normal’ includes a focus on academic en-
terprise, knowledge entrepreneurship, the cross
disciplinary use and application of inspired re-
search findings, being a force for societal
transformation and a means of maximising the
benefits of global engagement. All of these in-
volve looking to, and planning for, a new fu-
ture, and not dwelling on the past. In short, we
may have been excellent at what we have done
in the past, but what we are so good at may
not be what is needed in the future. This chal-
lenge is intensified by the collective under-
standing that there is no single solution to the
‘knotty’ problems we face. For me, in the role
of Dean, this suggests a piecemeal, ‘just in
time’ approach, resembling trouble-shooting
and offering no agreed and committed stance.
In my view, schools of education are committed
to shaping the future, not being victims of
change. It is the mission and vision which
serve as a form of glue, binding discrete ac-
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tions into a strategic approach. The alternative
is risking the loss of staff commitment.

Management and leadership texts are clear
that systemic change takes up to three years or
more. Existing leadership and management
teams often consist of colleagues who have ex-
celled in the ‘old normal’ In a context where
there is likely to be no return to the ‘old nor-
mal’ the challenge for a Dean is to avoid fight-
ing a rearguard action. New ways of thinking
and therefore possibly new staff are essential.
At Wolverhampton, over the last three years
the School has completely replaced its team of
Associate Deans and Heads of Academic De-
partments, along with appointing a new team
of partnership directors. It is this ‘refresh-
ment’ that allows a different perspective on
the future. New ways of thinking are also in-
formed by evidence, rather than ideology. This
provides the reasoning behind a focus on re-
search. University-led provision must be in-
formed and challenged by the outcomes of re-
search. Universities are obliged o contribute to
the development of new knowledge, and it is
through rigorous research and dissemination
that this is achieved. In addition research adds
to our reputation and also provides income
streams to the School. A Dean must promote
and support research through a range of
means, and for a variety of ends. Maintaining
and increasing capacity must be a high prior-
ity.

The new normal, makes partnership and col-
laboration even more essential. Direct funding
is being reduced — both from public and pri-
vate sources. The force of globalisation de-
mands engagement in a broader geographical
field. Without a positive response, the profes-
sion risks irrelevance. The character of the stu-
dent body is changing. They may take advan-
tage of credit accumulation systems and flit
from one provider to another, and/or dip in an
out of accredited programmes in order to ac-
commodate high fee rates and part time work.
The sense of belonging to a single institution
may be lost. Distinctiveness will be concerned
with fitness for purpose, flexibility and a duty
of care. On the other hand, Universities like
Wolverhampton also have to accommodate local
students, who do not arrive at the University
with the cultural and social capital associated
traditionally with higher education students.

Access to the internet increases the need to
develop a competitive edge, which creates a
further tension between different ‘types’ of
student. The core value associated with inclu-
siveness means that Universities like that of
Wolverhampton must cater for all. In addition,
the market place is becoming more crowded.
The examples from USA of ‘for-profit’ organi-
sations competing with publicly funded institu-
tions inject an even greater commercial dimen-
sion. It is through partnership that organisa-
tions can achieve greater reach, and also assure

an inclusive approach to education. The alter-
native response to marketisation is to create a
competitive system which is riddled with dupli-
cation of effort. A partnership approach must
not lead to a tiered system of research inten-
sive institutions, teaching only-institutions and
commercially viable consultancy units. It is the
combination of all three that gives the sector
authority and gravitas. Partnership is a key
element of the mission and vision.

It is foolish to ignore the shift towards mar-
ketisation and indeed privatisation. However,
it is interesting to note that despite the reduc-
tion in state support, enrolment levels have
never been higher. University-led provision is
popular, in the forms of research informed ac-
credited courses, knowledge transfer, consul-
tancy and CPD. One distinguishing feature is
the concept of criticality, which should not be
confused with criticism. Criticality must be
positive and productive, or it becomes seen by
others as a barrier to change. Criticality acts
as a check against value-free innovation, but if
not kept in check itself, can lead to ossifica-
tion. Part of the ‘new normal’ is to promote
creativity, innovation and enterprise.

In a world where the student is becoming a
more and more powerful consumer, there is a
need to, at least in part, match the offer/
provision to the customer demands. A positive
response to the student voice requires a con-
stantly evolving pedagogy and infra-structure
to allow for personal and professional growth.
New forms of interaction and exchanges of
ideas must enable innovation and development
without compromising the high standards and
quality of provision of which we are so proud.
A student-demand system requires the publica-
tion of metrics relating to recruitment, reten-
tion, progression, student satisfaction, levels
of care, contact time, facilities resources and
employability. The Dean must lead the develop-
ment of accountability systems. This apparent
set of ‘objective measures’ reveals a commit-
ment to the new normal, when much currently
in place reflects an old normal. For example
how many existing staff profiles mirror the
demographics of the student body? Existing
staff must change ways of working to accom-
modate new demands. More than ever students
of different ethnic, cultural, class and age
backgrounds are attending education related
courses. Their demands include a requirement
that education courses service career aspira-
tions, and when organisations such as schools
and colleges are our customers due account
must also be given to organisational develop-
ment.

The mission and vision are therefore built
upon esoteric principles and values, yet are
imbued with a sense of realism. The Dean’s
challenge in articulating an agreed message
about his/her school/faculty contains a unique
mix of:
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— Fitness for purpose.

— Future proofing.

— Accountability.

— Concern for customer needs and demands.

— Marketability.

— Scalability.

— An emphasis on partnership and collabora-
tion.

— Perpetual innovation.

In the current climate the combination of
the above requires the Dean to consider re-
focusing the offer/provision to include, in the
case of Wolverhampton, the offer of products,
services, consultancy and CPD in addition to
retaining its contribution to education and
training related courses, and without abandon-
ing the distinctiveness of research, accredita-
tion, criticality and quality. New interpreta-
tions relating to social justice and civic leader-
ship must be clearly articulated and conse-
quently staff roles and responsibilities must be
continuously reviewed. No Dean can achieve
this alone. Part of the leadership role is to
draw on the perspectives and insights of oth-
ers. We all have blind spots, and cannot be ex-
perts in all aspects. As Heifetz (1994) sug-
gests, these new demands call for collaboration
and a flatter management structure.

There are of course problems associated
with the empowerment of others during times
of change. The response to change by estab-
lished units, designed to service ‘the old nor-
mal’ is often one of protectionism. The nega-
tive connotations of centralisation in order to
address financial constraints are well known.
The Dean and team have to accentuate the
positives -scalability, replicability and effi-
ciency. This demands an emotional intelligence,
such as sense of empathy. The complexity and
demands extend beyond this. Holub (2011) lists
the accusations made against Deans at times of
change and reorganisation. He points out that
Deans run the risk of being accused of being a
simple voice-piece for Vice Chancellors are too
focused on his/her own career opportunities,
being unconcerned about the School’s estab-
lished and successful identity and integrity and
detaching academic staff from decisionmaking
processes. A clear attribute of a Dean is a thick
skin! To face up to such accusations is indeed
in stark contrast to many Deans’ intentions of:

— Serving the students.

— Engaging staff in the mission.

— Adjusting budgets and resources, (including

human).

— Creating a sense of urgency without induc-

ing panic.

— Developing a sense of inclusive leadership.

— Nurturing powerful relationships.

- Crgating a climate which welcomes change,

and.

— Reminding all of the crucial features of ef-
fective practice in face of an uncertain fu-
ture.

Bunyck 1.32. IIEJATOTIYHI HAVEKHU

So, what are the outcomes of this? One
hopes an agreed mission and vision, achieved
through consultation, but one which is in har-
mony with the Dean’s own personal, profes-
sional and institutional values. In the case of
the University of Wolverhampton’s School of
Education, a summary of the mission and vi-
sion is:

Mission:

— social inclusion and social change;

— critical thinking;

— to promote independence in learners;

— responsive to local circumstance and nation-
ally and internationally driven educational
agendas;

- to Lead the transformation of learning in our
region;

— to raise attainment and aspirations;

— to add value to existing resources and build
capacity across the partnership;

— to foster innovation and promote best prac-
tice;

— to promote personalised learning and strate-
gies.

Vision:

— a spirit of collaboration and sharing within
and across organisation(s);

— a thriving and aspirational sub-region,
driven by educational achievement;

— a locum for innovation, experimentation and
best practice;

— a research informed education provision
across all sectors;

— informed, open and transparent leadership;

— high quality provision across all activity.

Both of the above are founded upon agreed
values. It is the values that provide a degree of
consistency and coherence:

Values:

— respect for people, respect for professional

judgement;

— sustained relationships with partners and

clients;

— evidence based decision making and practice;

— embracing difference and diversity in terms

of backgrounds and forms of provision
across the world;

— intellectual freedom, creativity and innova-
tion as a means of supporting improvement
through change;

— transparent and clear approach to leadership

and management;

— to contribute to economic, social and educa-

tional regeneration.

These have been achieved through a series
of strategies, which have been intended to mir-
ror the very values espoused. Questionnaires
were sent to external stakeholders, asking for
views on how we should work together and for
what purpose. Internally a debate is stimulated
through a Dean’s Address which takes place at
least annually. This is followed up in School
Executive meetings, the School Management
Team meetings and departmental meetings.
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Cross-School committees address relevant is-
sues (Quality, Learning and Teaching, Partner-
ship and Collaboration, Research and Knowl-
edge Transfer, International) and plans are for-
mally approved at the School Board. In addi-
tion a School BLOG is maintained on the vir-
tual learning environment to provide informal
evaluations and comments.

Conclusion

Deans are human. They have a job to do, a
job which is complex and multi-levelled. An
analysis of the role identifies strategic and op-
erational responsibilities, a need to promote
the profile of the School, University, a focus
on people and on tasks and an appreciation of
the ‘big picture’ as well as the detail. In prac-
tice these are not separated into differentiated
tasks, but are integrated and fully dependent
upon each other. Success depends upon particu-
lar attributes, experience and a willingness to
inform decisions and actions with the specialist
expertise of others. Actions and decisions af-
fect the organisational culture and climate,
which in turn impact upon performance. The
role is therefore demanding yet enormously
fulfilling. During a period of change it is ex-
citing, but also challenging. Being a Dean
means enjoying the successes and feeling the
failures.
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POJIb JEKAHA: IEHHOCTHU U 9THUYECKHUE HOPMbI
Kum ®@und — dexan axysvmema o6pa3osanus 6 ynueepcumeme Byneepxamnmorn na npomssjceHuu nocued-
Hux mpéx aem. On maKice 6bLNOLHACM PONb UCTLOLHAIOUWe20 00A3AHHOCMU OeKarHa GU3Hec-WKOIbL YHUBepcume-
ma 8 mewenue gocvmu mecayes. Ezo npesenmayus paccmampusaem ponv dexarna, kax audepa u Kax MmeHedxuce-

PG, NPUHUMAS 80 BHUMAHUE:

— 8032/a8J4AMmb WKOLY o6pa306auue: MUCCUA, UEHHOCMU U sut?enue;

—  Heob6xodumocmbv “CKAHUPOBAMb 20PU3OHML” U NAAHUPOBAMb NO020MOBKY K Nepemenam;

— ponb u ob6a3anHHocmu JexaHna Kak “6HeulHezo auya’;

—  O0bumb wacmuio cell KOMAHObL YNPasieHus YHUBEPCUNEmoM;

—  MAKPO u MUKPO YynpasieHue.

IIpesenmayus onupaemcs Ha onblm, U 8KJLI04AeM 8 ce0s KAK JUYHble, A& MAKHEe UHCMUMYYUOHALbHbLE NPO-
Onemvl. Cmamovs 0CHOBAHA HA HEKOMOPbLX DYKOB00CMEAX U Meopul YnpasieHus, KOmopvie COOMHOCAMCS C
NPAKMULeCKUMU U NPAZMAMULECKUMU PeULeHUAMU, NPUHAMbLMU 6 04eHb mPYOHble 6peMena.

Kawuesgvie cnoea: axysvmem o0pa3o8anus, 0eKaH, YeHHOCMU U 8UuleHbe, MUCCUS, MeHeOHCMeHm.
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POJIb JEKAHA: ITHHOCTI TA ETUYHI HOPMH
Eim ®ind — dexan pakynrememy ocsimu 6 ynisepcumemi Byasepxemnmon npomsazom OCMAHHIX MPbox
pokie. Bin makox 6ukxoHye 0008’ a3Ku Oexana Gi3Hec-WKOLU YHieepcumemy npomszom 6ocvMu micayie. Hozo
npezenmauyis poszaadae poav Oexaua, ax aidepa i ax meHnedxepa, npuilmaniu 00 yeazu:

—  OYOAUMU WKOLY 0CBimuU: Micis, Yinnicmb ma 0auenHs;

—  Heo0xiOHicmb “CKAHYBAHHA 20pU30HMIE” i NAAHYBAHHA Ni020MOBKU 00 3MiH;

— ponb ma 00068’a3Ku OexaHna AK “308HIULHbO20 00AUYYA”;

— Oymu yacmuroi yciei Komandu Yynpasrinns YyHigepcumemom,

— MAaKpo ma MiKpo KepyeaHHA.

IIpesenmauis cnupaemovcsa Ha 00c8i0 ma 6K.a04AE Y cebe AK ocobucmicHi, ma il iHcmumyyioHaibHi npod.ie-
mu. Cmamms 0cHO8AHA HA 0eAKUX KepiBHUWMBAX Mma meopii ynpasninns, Kompi cniegi0HocAMbCca 3 NPAKmuy-
HUMU | NPAZMAMULHUMY PIULEHHAMU, NPUUHAMUMUY Y CKAAOHUX YMOBAX.

Kawuoei croea: gaxkyarvmem ocgimu, 0ekar, yinHocmi ma 6aienns, micia, menedrmenm.
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