not so keen, not nearly so sophis-
ticated, and probably in greater
need, though it is less sensational.

One writert has said, in the in-
terest of administration, that
“Achievement is not in data, but
patterns of actions perceived and
interpreted by the human mind . . .
An authoritative knowledge of the
cducational process compensates...
the administration for the loss of
scholarly prestige.”” He further
stated, “Administrators should be-
come students of higher education.”s

The new found acclaim of the re-
searcher or teacher should be
viewed by the administrator as pub-
lic evidence of his own effective-
ness in his position of leadership.
This leadership accrues from his
central relationship with research,
faculty, students, and ideas. Per-
haps a greater end — that of har-
nessing resulting new ideas for im-
provement of man's lot — is what
is to be accomplished by the admin-
istrator.

The fact that outstanding achieve-
ment by teachers and researchers
now commands adequate financial
reward should be a point in favor of
higher financial horizons for those
in administration. No doubt the
practice of selecting administrators
from the ranks of outstanding prac-

TheD

There is no set job responsibility
for a college dean. His duties are
largely determined by the president.
In fact, in many cases he is a troub-
le shooter for the president. He
mediates conflicts and pours oil on
troubled waters.

It has often been said that the
dean is a lightning rod; he absorbs
static. The college is rare which
does not have professors who need
to have someone to lend an ear to
their grievances and suggestions.
The dean listens as he must and
should. He listens and sometimes
he learns. He learns why a profes-
sor is leaving, why a department is
sick with dissension. The dean lis-
tens, and he does something or he
does nothing. But the listening it-
self is important, because it is one
of the few devices he may have to
learn what is going on among his
faculty members; but for the most
part, the dean will concentrate on
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titioners will continue. On this as-
sumption, one may conclude that
generally as the salaries of non-ad-
ministrators advance, that of the
effective administrators will ad-
vance accordingly. Higher income
for non - administrators resulting
from salary, publication, and con-
sultation will undoubtedly retain a
greater number of the more able
people in the non-administrative
group. Their presence in numbers
will put pressure on administrators
for more creative leadership than
in the past. This will undoubtedly
result in an upgrading of adminis-
tration.

Leadership in higher education is
more concerned today with allowing
the voice of the faculty to be heard
regarding the means and ends of
education. This influence, kept with-
in the bounds of institutional pur-
pose, may well give the administra-
tor more tools with which to work
toward his end of advancing knowl-
edge because of his central position
among the faculty, students, and
ideas. This enhances his accom-
plishment potential rather than de-
tracts from it. The encroachment
of outside influence on the individ-
ualism of the administrator may be
looked on as assistance rather than
interference. Where a void of di-
rection exists, perhaps such things
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policy rather than upon individual
cases, on orderly procedures rather
than impromptu decisions.

The faculty under the chairman-
ship of the dean has three major re-
sponsibilities. (a) Proposes to the
dean and governing board for ap-
proval of academic objectives and
long range acadermnic plans and their
modification, based on continuous
evaluation. (b) To develop, evalu-
ate, and modify academic programs
of instruction and research field
services consistant with approved
objectives and plans. The programs
include the curricula of instruction
and policies for the undertaking of
research and field service. (c¢) To
establish criteria and policies for
student standards, their selection,
retention, and the awarding of de-
grees and honors. After the educa-
tional program and objectives have
been defined and accepted, they in
turn become his boss.

as committee reports, studies, and
panel reports do dictate decisions
to administrators who could be
making their own. But, where there
is direction, vitality, and the desire
for accomplishment of the end —
advancing knowledge through edu-
cation — then eva]uations, recom-
mendations, minimum standards,
and position statements emanating
from various outside groups, will
normally assume their intended
complementary role.

All of these emerging conditions
surrounding the administrative func-
tion if viewed in the above perspec-
tives should make these posts more
attractive as a means to profession-
al and personal accomplishment. In
short, the administrator has more
with which to work toward the end
of advancing knowledge through ed-
ucation.

1 Lawrence C. Hackamack. College and Uni-
versity Business, Vol. 41, (Nov. 1966), p. 39.

2 Victor E. Hanzeli. “*“The Educational Leader:
ship of the Academic Dean’’, Journal of
g’xgher Education, XXXVII (Nov 1966), p.

3. Mzanning M. Patillos, Speech College Manage-
ment, (August, 1966), p.

4 Hanzeli. V. E. “The Educatxonal Leader-
ship of the Academic Dean”, op. Cit. p.425.

s Ibid., p. 427.

ean and his Bosses

Mr. Wheeler has been a teacher
and administrator since graduation
from Berea College in 1929 (B.S.
Agriculture). He received his mas-
ters degree in agricultural education
from the University of Kentucky,
Lexington, Kentucky in 1941, He
has taught in the Agriculture De-
partment of Berea College since
1955.

* » *

Few people realize that the dean
rarely has the power of decision.
This may cause some people to und-
errate his power in the college com-
munity; but the strong dean has a
tremendous influence. He selects
new faculty members, hires and in
many cases trains them. He works
long and hard in preparation of the
budget. He proposes to the president
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academic plans and programs of
instruction. No college has or ever
will become great on the strength
of having a great president alone,
but rather on the fact that he has
a staff of academic minded workers
whose chairman is a wise and dedi-
cated dean who is their servant and
they are his “bosses.”

The dean owes his appointment to
the president who recommends him
to the board of trustees for final
approval. The faculty of an insti-
tution very rarely has any say in
the selection of a dean, but it is the
duty of the dean to work very close-
ly with the faculty in the exercise of
its policy making functions. He con-
stantly works with and through
others, and in some cases the im-
pression is left that everyone of
any consequence is the dean’s boss,
but the wise dean is well versed in
diplomacy, and in the exercise of
his duties he may appear to some as
being bossed by others when really
he is fulfilling his responsibilities as

dean of the college. The dean should
not countermand the judgment of
department chairmen, but neither
should he let his power of interven-
tion erode through disuse.

Conservatism of the faculty is
notorious. Teaching may become
tradition bound. The dean as the
president’s right arm is the only
person on the staff who can in any
way break down these traditions,
and if he hecomes over energetic,
his faculty will attempt to put him
in his place, or in rare cases per-
suade the president to replace him
with one of their own number. The
dean can expect criticism both loud
and prolonged if he ignores the
right of the faculty to share in in-
stitutional policy, but he should
never forget that the quality of the
academic program rests squarely on
his shoulders. He, therefore, should
always work toward building a
strong faculty who will in turn by
their efforts assist greatly in the
building of a strong educational in-
stitution.

In projecting the responsibilities
of a dean, as education continues to
develop, no precise specifications
can be made. However, we can say
that his responsibilities will be more
complex as the computer, the fed-
eral program, the foundation, and
the world of knowledge continues
to make the institution of higher
learning become more entangled in
modern technology.
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Control of Agricultural Facilities

Agricultural educators have the
responsibility to provide students
with training and experiences in
a wide variety of areas. To effec-
tively meet this responsibility a
variety of facilities are often neces-
sary. These facilities may be in the
form of a greenhouse, dairy, hog, or
cropping operation and the equip-
ment necessary for them to funec-
tion. Classrooms and laboratories
are, of course, also a part of the
agricultural facilities.

Problems arising from the opera-
tions and maintaining of a variety
of facilities of this type are often
associated with management, labor,
capital, determining economical
size, loss of land and buildings as
result of college expansion, and pro-
fits and losses. Frequently, the most
critical problem facing agricultural
educators in this area is not one of
those already mentioned, but is sim-
ply determining the extent to which
their facilities meet the needs of
their departments.

Facilities are too frequently eval-
uated in terms of large size or ef-
ficiency of operation. A more mean-
ingful criteria of evaluation perhaps
would be in terms of the training
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and experiences which are possible
through the effective use of these
facilities. To this extent definite
justifications may be determined
for each facility. These justifica-
tions may be in terms of teaching,
research, demonstration, labor ex-
periences, or others., Soils or ani-
mal nutrition laboratories can, of
course, be justified with rather def-
inite objectives in terms of teach-
ing or research. Farms and live-
stock operations as a result of their
size and expense are frequently
more difficult to justify. Increas-
ing land values and rising labor
costs further complicates this prob-
lem.

Control of all agricultural facili-
ties is becoming increasingly more
important in terms of the type and
size of an operation that can be
justified as necessary and useful for
their educational value.

The image of the agricultural de-
partment, in the eyes of others, is
closely associated with the farming
operations in which they are en-
gaged. If this image is one of a
neat, efficient operation that is ful-
filling educational objectives, then
the facility becomes a decided asset

1 graduated irom the University
of Kentucky with a B.S. degree in
general agriculture in 1955 and an
M.S. in horticulture in 1957. 1 have
had additional graduate work
toward a Ph.D. at Michigan State
University and the University of
Kentucky. I have been employed
as a truck crop specialist for the
state of Kentucky and as a teacher
of vocational agriculture. I am pres-
ently employed as an Assistant Pro-
fessor of Horticulture at Berea Col-
lege. I am a native Kentuckian. I
was born February 8, 1934. I am
married and have one daughter.

* * *

to the department. Our efforts in
agricultural education, through the
use of these facilities, should be not
only to create this image but to
make it a reality.

To use agricultural facilities ef-
ficiently they should be considered
as an extension of the classroom or
the laboratory. They must be kept
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