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ABSTRACT 

The purpose of this research is to illuminate the role of the chief academic officer 

at research universities. First, it identities the activities of provosts as a collective—as a 

group of similarly situated executive managers who interact with one another on a regular 

basis. Next, it examines the careers of chief academic officers, including their transition 

into administration and their professional relations with presidents, deans, and faculty. 

Further, it identifies and analyzes the spoken agendas of the provosts, including the 

management mechanisms they employ and the directions they pursue. Fundamentally, it 

asks, "What is the role of chief academic officers at research universities, and where are 

they taking their institutions?" 

The investigation is a multiple case study of twenty AAU research university 

provosts and five collective bodies through which they meet and interact. The study 

employs qualitative research methods including participant-observation, direct personal 

interviews, and document analysis. The data gathered in the study is analyzed through 

the frameworks provided by several organizational and sociological theories as applied to 

leadership and management in higher educational organizations. 

Chief Academic Officers at research universities are revealed in this study to be 

interconnected executive managers who work individually and collectively to advance 

the cause of research universities and to establish the directions pursued on the campuses. 

At once complex and contradictory, the role of the research university provost begins 

with reluctant acceptance of administrative responsibilities and progresses through the 



10 

acquisition of new knowledge and skills to the utilization of powerful management 

mechanisms and professional contacts. Ultimately, the provost draws upon these skills, 

mechanisms, and contacts to advocate for the advancement of research universities 

generally and to reshape the campuses individually in response to the competitive 

marketplace. As they do so, the activities of deans and faculty are redirected to projects 

that benefit the institutions through the attraction of external resources. 
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CHAPTER ONE 

THE NATURE AND PURPOSE OF THE STUDY 

The Provost must have a horse allowed him and some soldiers to attend him and 
all the rest commanded to obey and assist, else the Service suffer; for he is but 
one man and must correct many and therefore he cannot be beloved. And he must 
be riding from one Garrison to another to see the soldiers do no outrage nor scath 
the country. 

Articles of War issued by Charles 1, 1629 
Extract from Clodes.. Military and Martial Law 

Perhaps the role of the provost has changed less than we imagined. The results of 

a study of research university provosts suggest that incumbents are yet predominately 

male~49 of 59 provosts at member institutions of the Association of American 

Universities (AAU) are male; the Service is yet upper case—university provosts speak 

eloquently of institutional duty and societal responsibility; the duty of leadership yet 

begets no love; and faculty soldiers are yet cautioned to do no outrage. 

This chapter is an overview of dissertation research conducted on the collective 

actions and spoken agendas of provosts, or chief academic officers (CAO), at AAU 

universities. The chapter defines the study by the identifying the problems it addresses, 

its significance for the study of higher education, and its historical and theoretical 

foundations. 

Organization of the Dissertation 

This dissertation is comprised of six chapters. Chapter One defines the study by 

identifying the problems addressed, the purpose of the study, the fiindamental research 

questions, and its significance for research in higher education. Additionally, Chapter 
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One provides an overview of the theoretical frameworks that guide the research design, 

data collection, and data analyses as well as the assumptions that underlie this work. 

Chapter Two provides a review of the related literature. Chapter Three addresses the 

research design including methodology, sampling, and data collection and analysis. 

Chapters Four and Five present the results of the study. Chapter Four provides data and 

analysis of provosts acting as a collective. Chapter Five provides data and analysis of the 

role and careers of provosts as individuals and identifies the directions that they pursue. 

Finally, Chapter Six provides conclusions emanating from the study. 

The titles Provost and Chief Academic Officer (CAO) are used here 

interchangeably. The term president is used to denote the positions of both president and 

chancellor whenever it is reasonable to do so. The use of one term is employed to 

provide a larger measure of anonymity to the respondents and to reduce confusion in the 

text. Whenever the term president is used, it connotes the highest position on the 

campus—the chief executive officer. System-wide administrators, also known as 

president or chancellor, were not included in the study. 

The Problem 

The provost sits at the pinnacle of the academic hierarchy; the fundamental 

production units of the academic enterprise typically report through the provost: the 

deans, colleges and schools, the centers and institutes, and the libraries. Additionally, 

responsibility and authority for the university budget is increasingly the purview of the 

chief academic officer. Once considered primarily a leader of the faculty, the role of the 
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contemporary provost now includes a widening scope of authority and a compendium of 

managerial responsibilities. These include: 

• Academic management (faculty recruitment, development, workload, and evaluation; 

university governance; restructuring) 

• Legal affairs 

• Budgetary affairs 

• Enrollment management 

• Institutional research and assessment 

• Governmental, controlling board, and alumni relations 

(Martin, Samels & Associates, 1997). 

Indeed, the terminology most often used to describe the role of the provost has a 

distinctly military and corporate flavor: Chief Academic Officer. 

Influential and important in its own right, the function of the chief academic 

officer is magnified by the changing role of the university president. Increasingly, the 

president is occupied off-campus with external affairs such as fund-raising, govemment 

and corporate relations, and relations with the public in general (Balderston, 1995). As a 

result, the provost is the senior officer with day-to-day managerial responsibilities on the 

campus. The contemporary provost, then, is the executive manager of a complex and 

multi-dimensional organization. Moreover, the provost is in a position to make decisions 

that may alter the course of the institution. 

Little scholarly work has been done to illuminate the role of the provost. In First 

Among Equals, however, Martin, Samels, & Associates present an historical overview of 
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the emergence of the position as well as a handbook of best practices (1997). Few other 

studies e.xist; for the most part, the role of the provost must be extrapolated from studies 

addressing other matters such as retrenchment decisions or the career paths of 

administrators (Chaffee, 1982; Moore, 1983; Twombley and Moore, 1991; Gumport, 

1993). Moreover, while comprehensive, the Martin, Samels approach is intended to be a 

helpful resource, not an examination of the management mechanisms used and the 

directions pursued by the leaders who occupy these positions. As a result, there is a gap 

in our understanding of university leadership, specifically senior academic 

administration; and there is a gap in our understanding of the directions in which the 

leaders in these roles wish to take their institutions. Further, despite a substantial 

literature on leadership and leadership theory, relatively little has been done to examine 

how leaders act as a collective—as a group of managers pursuing similar agendas. 

Therefore, this study asks three fundamental questions: 

• Where do provosts wish to take their institutions? Or, what is the spoken agenda of 

chief academic officers? 

• What is the nature of their collective activity? And, 

• What is the nature of their careers and their individual activities? 

The Purpose 

The purpose of this study is to illuminate the role of chief academic officers in 

American research universities. It does so through: 

1) the identification of their activities and actions as a collective, and 
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2) an examination of their careers and spoken agendas. 

The examination of the collective activities of provosts reveals how. as a group of 

similarly situated senior academic leaders, CAOs interact: 

• to improve their effectiveness as managers, 

• to address persistent and difficult issues and problems, 

• to influence policies affecting research universities, and 

• to establish standards and benchmarks for the industry. 

Further, the nature and content of their collective activities provides evidence of regional 

and national agendas that are pursued through the setting and influencing of policy, 

through collaborative efforts, and through the sharing of ideas and strategies. Next, a 

focus on the careers and spoken agendas of individual provosts reveals: 

• the nature of their professional relations with university presidents, deans, and 

faculty members, and 

• the initiatives and directions they pursue at their institutions. 

Finally, both aspects of the study provide clues that aid in the analysis of the trajectory of 

American research universities. 

Significance of the Study 

This study contributes to scholarship on organizations and higher education in 

several ways. First, nearly all of the leadership literature and theory is directed toward 

conceptualizations of leaders as individuals—trait theories, power and influence theories, 

behavioral theories, contingency theories, and cultural and symbolic theories (Bensimon, 
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Neuman, and Bimbaum, 1989). This study expands the literature on leadership by 

examining a group of leaders, the AAU Provosts, as a collective. It asks how do senior 

academic leaders impact their organizations by meeting and working as a group? Next, 

the study extends the literature on academic administration and management by focusing 

on a cluster of managers that has received little scholarly attention—it identifies the 

activities of provosts as they organize and meet as professionals and as they lead their 

institutions as managers. 

Furthermore, by investigating the careers and the collective actions of chief 

academic officers, the study illuminates emerging professionalization at this level of 

academic administration, i.e. it identifies the special knowledge, skills, and management 

mechanisms used by chief academic officers, and it provides insight into the value 

systems that guide their actions. As such, it considers academic administration as a 

balance between the values of a profession and a manager. This aspect of the study draws 

upon the sociological literature that addresses professions and professional work, hi 

identifying the extent to which provosts, as a group, are professionalizing, the study 

adopts Brint's view of expert professionalism that emphasizes the technical and 

methodological aspects of professional work (1994). Further, the study draws heavily 

upon the work of Rhoades (1997) who identifies faculty as managed professionals and 

non-faculty support professions as managerial professionals. Thus, I seek to locate senior 

academic leaders as mangers and professionals who alter the conditions of faculty labor 

through "reduction, reallocation, and retrenchment," through "academic strategy," and 
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through "academic capitalism" (Mortimer and Tiemey; 1979; Keller, 1983; Slaughter and 

Leslie, 1997). 

In addition, the study extends the work of DiMaggio and Powell (1983) to the 

research university envirorunent by revealing patterns of normative and mimetic 

isomorphism resulting from the collective actions of provosts. Finally, the study applies 

the ideas and research methodologies of cultural and conflict theorists to examine the 

narratives of provosts in order to illuminate the role of senior academic administration 

beyond the viewpoint of functional theories and practice (Slaughter, 1990; Gumport, 

1993). In doing so, it examines in what ways provosts impact policy formation and make 

decisions that have long term consequences for the directions of higher education. In 

essence, the study locates chief academic officers as executive managers, provides 

insights about relations between them and the faculty, and identifies their initiatives and 

objectives. As a result, it provides insights regarding where these senior managers are 

taking their universities. 

Theoretical Frameworks 

A thoroughgoing look at the role of senior academic administrators requires a 

variety of perspectives. Therefore, the analytical frameworks utilized here represent 

several theoretical traditions. In particular, the study draws upon the scholarship and the 

theoretical foundations associated with leadership, management and administrative 

science, professionals and professionalization, institutions and organizations, resource 

dependency, cUid culture and conflict. While some of the frameworks described below 
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are drawn upon more than others, each plays an important role in the research design, in 

the data collection and analysis methods, and in the conclusions and implications drawn 

from the study. 

Leadership Theory 

As noted earlier, most leadership literature and theory is directed toward 

conceptualizations of leaders as individuals (Bensimon, Neuman, and Bimbaum, 1989). 

Moreover, a considerable and influential body of organizational theory holds that 

leadership in higher education is, if not irrelevant, a fundamentally symbolic function-

Cohen and March (1974), for example, describe organizations in higher education as 

organized anarchies where decision-making is a function of temporal connections as 

opposed to rational processes. Similarly, Weick (1976) sees the impact of leaders as 

seriously limited, with their influence mitigated by loosely coupled organizational units 

comprised of autonomous professionals. Indeed, the literature on leadership in higher 

education has been described by some as largely atheoretical with attention primarily 

given to style and personality traits (Bensimon, Neuman, and Bimbaum, 1989). Yet, Dill 

(1987) notes that Cohen and March had argued in an obscure footnote that organizational 

decision-making would become more predictable as organizational slack (excess 

resources) is reduced. As will be demonstrated below, this study takes place in 

conditions of reduced organizational slack; therefore, the impact of leaders should be 

observable. Dill also argues that studies of administrative behavior in action are seriously 

lacking. 
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Mindful of this discussion of leadership theory, this study does not rely heavily on 

theoretical conceptions of leadership. Instead, it concentrates on the actions of leaders. It 

asks what do the AAU provosts do with their influence? What management mechanisms 

do they use and to what end? Finally, it makes a contribution to the leadership literature 

by examining leadership in collective. It asks how do leaders working together influence 

the agenda of higher education? 

Management and Administrative Science 

The study straightforwardly seeks to identify the agendas being pursued by senior 

leadership at research universities in the United States. The functional literature of 

administrative and management science assists this examination. In particular, the study 

draws upon scholarship that addresses management in the university setting. This 

literature documents a change in the conceptualization and practice of university 

management from the organized anarchy described by Cohen and March to the adoption 

of the management mechanisms and business practices found in the competitive 

marketplace. Keller (1983) explains: 

Alone among the major institutions in the United States, colleges and universities 
have steadfastly refused to appropriate the procedures of modem management 
even though other nations regard American management as one of the ingenious 
contributions to the new worlds of large organizations and rapid change...But 
now the dogma of colleges as amicable, anarchic, self-correcting collectives of 
scholars with a small contingent of dignified caretakers at the unavoidable 
business edge is crumbling. A new era of conscious academic strategy is being 
bom. The modem college and university scene is one that is no longer so fiercely 
disdainful of sound economics and financial planning or so derisive of strategic 
management. Professors and campus administrators are now uniting to design 
plans, programs, priorities, and expenditures in order to insure their futures and to 
keep American higher education among the world's best (pp.viii-ix). 
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Keller overstates the case. It would be more accurate to state that some professors 

and campus administrators are now uniting in this effort; others do not feel united in this 

cause. Nevertheless, he correctly identifies the management movement in higher 

education. Moreover, the movement is supported by an extensive literature that 

documents conditions of change, calls for leadership and managerial action, and 

encourages, describes, and guides strategic planning initiatives (Coopers and Lybrand, 

1995; Pew Charitable Trust, 1994; Massy and Meyerson, 1992; Zemsky, 1989; Keller, 

1983). The study draws upon these sources in its analysis of the management 

mechanisms and practices of the CAOs in the sample. 

Professionals and Professionalization 

Beyond the identification and analysis of agenda items, an investigation of the 

role of provosts should place them within the spectrum of managers and professionals 

who lead institutions and engage in academic labor. In this respect, sociological studies 

of professions and professionalization inform this work. 

Traditional studies of professions identify professionals as functionaries who 

draw upon areas of expertise and codes of ethics to serve clients and society (Metzger, 

1987; Fumer, 1975; Bledstein, 1976; and Haskell, 1977 in Slaughter and Leslie, 1997; 

Durkheim in Rhoades, 1997). I rely upon this framework to determine to what extent 

chief academic officers express the ideologies of expertise and of institutional and public 

good that these theorists see as characteristic of professions and professionals. However, 

I also draw upon critical theorists who see professionals as groups who seek to establish 

and maintain monopolies of knowledge and who align themselves with powerful interests 
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(Silva and Slaughter, 1980; Larson, 1984). Additionally, I adopt Brint's (1994) 

viewpoint that professionals are now defined by their position in the organization and by 

their relationship to the marketplace. Finally, Rhoades (1997) identifies and addresses 

the changing social compacts between professions and society. For example, he sees 

professionals and professional managers as engaged in a struggle over conditions of labor 

in which professional autonomy and managerial discretion are the fundamental terms of 

negotiation. The study draws substantially from Rhoades as it examines the 

organizational relationship between the faculty and the provost. 

Institutional Theory and Organizational Culture 

In addition to the above theoretical constructs, this examination of provosts draws 

upon institutional theory, which holds that changes in formal organizational structures are 

explained as responses to changes in the institutional envirormient (Rhoades, 1991). 

Meyer and Rowan (1978), for example, argue that the formal structure of educational 

organizations responds more to environmental or societal categories and less to problems 

of instruction. They argue further that organizations must have the confidence and 

legitimacy of their environment to receive the social resources that provide for success 

and stability. This aspect of institutional theory informs the analysis of the study. In 

particular, it connects the actions of provosts with external suppliers of resources and 

legitimacy. Additionally, the study is influenced by the work of DiMaggio and Powell 

(1983) and their conceptualizations of mimetic and normative isomorphism. They 

identify and address the "startling homogeneity in organizational forms and practices" 

within organizational fields. Mimetic isomorphism, the tendency of organizations to 



model themselves after organizations that face similar problems, and normative 

isomorphism, the tendency of professionals to exhibit similarity to their professional 

counterparts in other organizations, are repeated themes throughout the study. 

Finally, institutional theorists hold that formal organizational structures are in some 

measure myths, i.e. they are adaptations to external expectations that may or may not 

have an effect on the work performed in the organization. This conceptualization relies 

on organizational culture, as opposed to formal coordination, as a powerful force that 

integrates the activities of the organization (Rhoades, 1991). The study is mindful, then, 

of the culture of faculty and provosts as they operate within the organizational setting. 

Many cultural theorists see organizational culture as a variable that can be 

produced and manipulated; others focus on the relationship between the organization and 

the environment. DiMaggio and Powell (1983), for example, are theorists in the latter 

tradition; they examine the characteristics of organizations within organizational fields. 

Clark (1982) spans both concepts and identifies four cultural groups that define and affect 

academic life (in Masland, 1985). They include the cultures of specific academic 

disciplines, the culture of the academic profession, institutional cultures, and the cultures 

of national systems of higher education. This study adopts Clark's ideas and adds a fifth 

classification—the culture of academic administration, which will be defined herein as an 

integration of academic and institutional cultures. Moreover, Masland (1985) argues that 

organizational culture affects curriculum and administration and that organizational 

culture appears to influence managerial style and decision practices. The study utilizes 

the ideas of Masland and other cultural theorists to aid in the research design and as 



means of learning more about the influences on faculty and academic administrators as 

they interact within the organization. Finally, Smircich (1983) notes that cultural analysis 

leads researchers to question their assumptions, to raise issues of content and meaning, 

and to bring to the surface the underlying values operating within their units of analysis. 

The study adopts this outlook as an aid to understanding the decisions made and the 

directions established by research university provosts. 

Critical Theory: Culture and Conflict 

Conflict within organizations and the influence of powerful external factors are not fully 

addressed in functional theories of organizations. Therefore, I adopt aspects of post-

modem and reproduction-resistance theory as lenses through which I may identify and 

analyze social relations between CAOs and faculty members, examine the exercise of 

control over the workplace, and link provosts with external influences. 

Post-modernists examine problems of relations of individuals and agency to social 

structure; in this conceptualization, individuals are understood as complex and 

contradictory and social structure is considered to be fluid (Slaughter, 1991). This 

perspective permits interrogations of history, patterns of power, conventions of 

scholarship, and language usage. The study adopts this frame as one analytical lens 

through which to view the historical contexts and group identifications that influence the 

actions of provosts. Additionally, this framework assists in understanding the 

professional relations of provosts with deans and faculty members. Further, theorists in 

this tradition suggest that academic leaders attempting to influence national science 

policy form alignments with external resource providers to ensure a predictable flow of 
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resources while striving to preserve institutional autonomy (Silva and Slaughter. 1984; 

Dickson 1984). This study examines the role of the provost with these constructs in 

mind. 

Reproduction-resistance theorists focus their attention on the use of power in 

organizations. In doing so, they view schools as agencies that reproduce the existing 

power relations in society. Like other forms of critical theory, reproduction-resistance 

theory connects organizational practices and policies with the interests of external groups 

(RJioades and Slaughter, 1991). Rhoades and Slaughter modify this construct to 

investigate struggles for control over conditions of labor in research universities where 

power is distributed more evenly than reproduction-resistance theory accommodates. 

Their study of the negotiated conditions of technology transfer between professors and 

administrators is influential here as the study includes an examination of the professional 

relationship of provosts and faculty members. To what extent, for example, is this 

relationship a negotiation and to what extent can the management mechanisms of 

provosts establish conditions of faculty work? 

While the scholars cited here have been identified with discrete theoretical 

frameworks, they and others often adapt and apply several theories to the questions they 

address. An example is Gumport (1993) who adopts both neo-Marxian and neo-

Weberian notions as she examines academic program reduction, hi doing so, she is able 

to examine external and internal influences on the academy and to establish a link 

between power and knowledge in higher education. Gumport's fi-amework permits an 

examination of faculty and administrators as sub-groups rather than as monolithic 
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entities. As a result, it enables broader consideration of the influence of both internal 

external constituencies on decision-making in the academy. Gumport's work is adapted 

here as the initiatives established by provosts and their professional relations with faculty 

are considered. 

Resource Dependency Theory 

Resource Dependency Theory emphasizes the political and strategic choices of 

managers by linking organizational structures to the organization's economic dependence 

on external entities (Leslie and Rhoades, 1995). Additionally, resource dependence 

theory suggests that organizations deprived of critical revenues will seek new resources 

(Slaughter and Leslie, 1997). While it was beyond the scope of the study to identify and 

analyze specific linkages to external resource providers, the concepts of resource 

dependency are nonetheless critical to the analysis of institutional directions in the study. 

The attraction of resources is consistently mentioned among the reasons CAO provide for 

their decisions and strategic initiatives. Indeed, it is rare when resource matters are not 

on the minds of the provosts in the study. 

Theoretical Traditions: A Synthesis 

Numerous theoretical traditions are discussed here as each has influenced the 

study in meaningful ways. However, no single viewpoint is adopted. Indeed, the study 

was conducted in a naturalistic way to allow the provosts to speak for themselves as often 

as possible. Nonetheless, the study is not atheoretical. Instead, it relies upon a synthesis 
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of theories that have permitted a greater understanding of the culture, traditions, and 

directions of higher education and higher education organizations. 

Assumptions and Limitations 

Four fundamental assumptions are made. The first assumption is that American 

institutions of higher education are in the process of change. The foundations for this 

assumption are rooted in the functional literature of management and administrative 

science. This literature documents fundamental changes in the environmental conditions 

in which higher education must operate. These include: reduced proportions of state and 

national funding directed to higher education, the restructuring of American corporations 

in response to global economic conditions, and increased public scrutiny of activities of 

the academy (Leslie and Fretwell, 1996; Slaughter and Leslie, 1997). Further, scholars 

addressing the directions of higher education have documented trends that suggest that 

the leaders of higher education are reshaping their institutions in response to market 

conditions (Slaughter and Leslie, 1997; Rhoades and Slaughter, 1997). The second 

assumption is that the position of the provost is critical in the construction and 

implementation of the change agenda in higher education. This assumption is grounded 

in the literature addressing the evolving roles of deans, provosts, and presidents and in the 

evidence revealed in the study. A third and related assumption, one that is rooted in the 

preponderance of studies directed toward university presidents, is that if presidents are 

worth studying, then provosts are worth studying. Numerous scholars have observed that 

the role of the university president has turned increasingly external. As a result, the chief 

academic officer has a broad scope of responsibilities and influence on the campus. 
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Studies of leadership and management in higher education, then, should include an 

understanding of the directions toward which provosts manage their institutions. This 

study makes a start at identifying the agendas of contemporary research university 

provosts and to what extent these leaders interact with each other. Finally, an important 

assumption being made here is that the spoken agendas of provosts are actually the 

agendas that they pursue. At first blush, this appears to be a substantial assumption. 

However, the research design minimizes the potential for deception. In addition to 

personal interviews, substantial documentary evidence was collected through the 

cooperation of the CAOs in the study, through associations, and through university web 

sites. This evidence includes meeting agendas, strategic plans, position descriptions, and 

letters to faculty. While activities within the institution are fluid and will inevitably vary 

from written plans from time to time, multiple data collection techniques are employed to 

capture the essence and trajectory of the activities stimulated by the provosts. Finally, 

well-documented techniques of discourse analysis were adopted in the data analysis 

phase to identify patterns across the interviews that reveal common agenda items, 

institutional alignments with markets, and the management mechanisms utilized by the 

group. 
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CHAPTER TWO 

LITERATURE REVIEW 

The Context 

The United States has recently undergone, and is yet engaged in, a period of 

economic and organizational restructuring in response to domestic and worldwide 

economic conditions. The fall of communism and, with it, the demise of the cold war 

(often referred to by provosts as they talk about their agendas), has reinforced a reliance 

on the mechanisms of the marketplace by government policy makers and corporate 

strategists alike (Johnson, Rush, Coopers and Lybrand, 1995). Corporate America now 

champions the reengineering of its fundamental production, administrative, and ser\'ice 

functions to meet the challenges of a growing world marketplace and increasing global 

competition (Johnson, Rush, Coopers and Lybrand, 1995; Massy and Meyerson, 1994; 

Leslie and Fretvvell, 1996). As a result, products and services are brought to market more 

quickly; there is a greater emphasis on product and service quality; and effectiveness is 

measured continuously based upon customer approval. Meanwhile, elected officials 

demand accountability from government programs and agencies by mandating 

measurements of efficiency and effectiveness (Thompson, Tyler, and Howlett, in 

Johnson, Rush, Coopers and Lybrand, 1995). Indeed, efficiency and effectiveness are the 

watchwords of productivity-minded managers in all sectors of the American economy. 

Institutions of higher education in the United States are embedded in the 

environment of economic change that has swept the country. Leslie and Fretwell (1996), 

for e.xample, document that the fiscal crisis of the early 1990s began to reshape higher 



29 

education. Indeed, the April 1994 issue oF Policy Perspectives, a publication of the Pew 

Higher Education Roundtable sponsored by the Pew Charitable Trusts, implored higher 

education leaders to "dance with change" (p. 12A). The publication warned against 

complacency; 

The changes most important to higher education are those that are external to it. 
What is new is the use of societal demand—in the American context, market 
forces—to reshape the academy. The danger is that colleges and universities have 
become less relevant to society precisely because they have yet to understand the 
new demands being placed on them (p. I A). 

The report warns against isolationism and urges higher education leaders to 

respond to the market forces and societal demand. Colleges and universities are 

responding with a variety of initiatives. The tenets of total quality management and 

reengineering became standard fare in the lexicon of university administrators in the early 

and mid-1990s (Balderston, 1995). More recently, the language of strategy—strategic 

planning and selective investment are more widespread. Further, it is not uncommon for 

campuses to review academic and service units on the bases of their productivity, 

efficiency, and contribution to institutional mission (Leslie and Fretwell, 1996). Nor is it 

uncommon for colleges and universities to announce program closures and the 

consolidation of academic units. Moreover, governing boards and state commissions on 

higher education are issuing reports calling for higher education to rededicate itself to the 

education and service of the citizenry (Association of Governing Boards, 1999; 2020 

Commission on the Future of Post-Secondary Education, 1998). In the aggregate, the 

responses of colleges and universities to their environment will, in some measure, change 

the fabric of American higher education. In the words of the Pew report, it will force a 
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reshaping of the academy. This study examines the role of provosts in the context of the 

market forces identified here and relative to the agenda of reshaping. 

Calls for Better Management: Making Tough Choices 

Keller's classic call for a management revolution in higher education. Academic 

Strategy: The Management Revolution in American Higher Education, arrived in 1983. 

Keller warned of profound impending change in the economic and demographic 

conditions in which colleges and universities operate and discussed an emergence of 

management information and tactics on the campuses, a movement he called a 

"management revolution" (p.ix). The fundamental management approach that Keller 

urged was strategic planning. Keller is not alone in his call for better management in 

higher education. A large and growing literature on management in higher education is 

now available. The 1995 Coopers and Lybrand collaboration. Reinventing the University: 

Managing and Financing Higher Education, urges higher education to confront its 

detractors by recognizing that many of their criticisms are valid. It calls upon senior 

leadership to recognize and actively address the issues and to change their management 

practices. Similarly, Leslie and Fretwell (1996) call for better managed institutions 

through reestablishment of the implied social contract with students and the broader 

society, in effect, giving society value for its money. They identify the following factors 

as the stress-producing agents that underlie change in American colleges and universities. 

• Redirection of federal policies and funding patterns 



31 

• Displacement of higher education among the immediate priorities of state 

government 

• Students' changing demographics and levels of preparedness 

• Shifting demand for academic degrees and other "products' of higher education 

• Economic conditions in the nation and throughout the world (p. 27). 

A-dditionally, influential foundations sponsor policy papers and research studies 

that urge fundamental change in the structures of higher education. In 1993, several 

leading foundations sponsored a group of educators, policymakers, and business leaders, 

known as the Wingspread Group, to address the question of what society now needs from 

higher education. The report they issued was harshly critical of higher education's failure 

to respond to changing conditions. In particular, the report cited poor preparation 

provided to students at the undergraduate level (In Johnson, Rush, Coopers and Lybrand. 

1995). 

A disturbing and dangerous mismatch exists between what American society 
needs of higher education and what it is receiving. Nowhere is that mismatch 
more dangerous than in the quality of undergraduate preparation provided on 
many campuses. The American imperative for the 21^' century is that society 
must hold higher education to much higher expectations or risk national 
decline...(pp. 1-3). 

Similarly, the Pew Charitable Trust funded Structure and Coherence, Zemsky's study of 

undergraduate curriculum at American colleges and universities (1989). In it, Zemsky 

identifies fragmented general education curricula throughout higher education. It is 

instructive that the terms used by Zemsky, structure and coherence, are now often 

repeated by provosts and other higher education leaders as they discuss reform in 
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undergraduate education. Finally, the Kellogg Commission (1999) addressed growing 

public frustration with higher education; it called for establishing an agenda of public 

engagement in which institutions must redefine their teaching, research, and service 

functions to be more sympathetically and productively involved with their communities. 

It is clear that the management revolution called for by Keller is well supported by the 

influential literature that post-dates his work. 

Moreover, numerous scholars are now addressing management practices, 

conducting benchmarking studies, and analyzing strategic indicators. Massy and 

Meyerson, for example, provide volumes on Strategy and Finance in Higher Education, 

Measuring Institutional Performance, and Revitalizing Higher Education (1992, 1994, 

1995). Each volume addresses practical management information and strategies. Massy 

and Taylor (1996) provide a compendium of management information and statistics as an 

aid in institutional benchmarking. And Noll, (1998) addresses the financing problems 

challenging research universities. 

The management revolution forecast by Keller is indeed stimulated by the 

external conditions that he and many others document. However, the explosion of 

knowledge and the advent of easy to use and accessible technology add further 

complexity (Clark, in Peterson, Dill, Mets, and Associates, 1997). Scholars note the need 

for tough decision-making within disciplinary domains as old fields fragment and 

diversify and as new fields emerge. As a result, administrators in even the wealthiest 

universities must choose which segments of knowledge to pursue and which to 

downplay. The complexity of the environment for university leaders, then, is due to both 
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the external conditions and the explosion of knowledge generated internally. Clark, (in 

Peterson, Dill. Mets and Associates, 1997) notes that the rising tide of complexity presses 

universities to transform so that they can: 

• Simultaneously perform elite and mass functions in a welter of differently 

constituted structures and programs, 

• Directly relate to private industry, nonprofit organizations, professional 

associations, and various segments of the general population, as well as to 

local, regional, national, and transnational governments, and 

• Broadly commit themselves to relevant knowledge and useful learning as 

well as to knowledge for its own sake and learning that has no immediate 

utility (pp. xiv.xv). 

In the meantime, Leslie and Fretwell (1996) note that deans and other academic 

administrators have not been traditionally chosen on the basis of their managerial skill. 

As a result of the informal preparation of academic managers, a growing literature 

addresses management techniques and case studies for academic administrators. Martin, 

Samels and Associates provide such a resource for chief academic officers (1997). 

Similarly, Ehrle and Bermett provide managerial case studies for deans and provosts 

(1987). This study addresses the preparation of provosts for managerial responsibilities 

as they discuss the need for rapid acquisition of knowledge and skill that is required of 

them as they accept their new roles. Moreover, the study addresses the management 

structures and mechanisms that they create as they perform their responsibilities. 
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As provosts and other academic leaders prepare themselves for management, 

scholars suggest that they face an institutional culture that mitigates against their ability 

to make tough decisions, particularly during times of fiscal strain. For example, Leslie 

and Fretwell (1996) observe that organizational resistance increases with the need to 

make hard choices. 

Making hard, authoritative decisions at the "top" of the organization is counter to 
the culture and traditions of higher education. In effect, the greater the need for 
hard and clear decisions, the greater the resistance to the central administration 
acting alone. Uncertainty and conflict therefore make it difficult for presidents, 
vice presidents, decision-making committees and trustees to move freely in any 
direction (1996, p. 109). 

Indeed, the provosts in the study lament the slow moving and deliberative decision

making processes of the academy. Nonetheless, the call for better, more strategic, 

management is persistent in the literature, as is the call for wise management of change in 

higher education. In fact, Balderston, whose 1974 first edition of Managing Todav's 

University contained no chapters on efficiency, productivity, retrenchment, restructuring, 

or reengineering, christens these "essential topics" in his second edition (1995). 

Moreover, he notes that coordinating the elements of an institution's strategic direction, 

and the trade-offs of competing use of resources, are urgent tasks in managing the 

contemporary university. Finally, the management revolution occurs in both public and 

private sectors of higher education. In fact, while differences continue to be apparent in 

the operation of public and private institutions, the competitive external environment 

results in a convergence of interests and activities in the academic management and 



35 

planning in both settings (Becher and Kogan, 1992; Cameron and Tschirhart, 1992; 

Clark, 1995; Slaughter and Leslie, 1997 in Dill, 1997). 

The study, then, occurs within the context of clear and influential calls for 

managerial excellence at the universities. Provosts are seen here as critical institutional 

managers, and the managerial mechanisms and the activities that they favor are seen as 

clues to how universities are being reshaped in response to the conditions identified here. 

Indeed, according to Gumport and Pusser (1997), 

The contemporary question is not whether higher education can continue business 
as usual given increased environmental turmoil; rather, the question is what sort 
of universities will emerge from adaptation to these inexorable demands (p. 455). 

Directions of Higher Education 

Scholars are addressing the question asked above by Gumport and Pusser. There 

is a rich and growing literature that addresses the contemporary directions of higher 

education, and approaches to the problem are diverse and substantial. For example, 

scholars address program reduction, retrenchment, and reallocations; they investigate 

questions of ideology and values; they assess rising costs and resource dependence on 

external sources; they illuminate the rising tide of academic capitalism; and they address 

the impact of the management revolution on the academic profession, specifically faculty 

conditions of labor (Gumport, 1993; Slaughter, 1990; Rhoades and Leslie, Slaughter and 

Leslie, 1997; Rhoades, 1997). Ultimately, they explore the nature and purposes of higher 

education; they ask who will be served and what knowledge will be pursued? 

Slaughter (1990) and Gumport (1993) study program closures and the institutional 

processes that lead to them. Slaughter finds that cuts in higher education result in the 
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strengthening of programs associated with corporate and market interests and the 

weakening of programs dedicated to social service and traditionally populated by women 

and minorities. Gumport discovers similar patterns. Moreover, Gumport's technique of 

using language analysis to determine linkages among university subgroups reveals a 

"language of alterations, where efficiency was the primary concern". In her study. 

executive administrators utilize the language of alterations to justify program cuts. As a 

result, Gumport concludes that higher education leaders adopt as their own the corporate 

ideologies of efficiency and accountability (p. 289). 

Many other studies and approaches illuminate the directions of higher education. 

For example. Slaughter (1991) examines ideological patterns in the congressional 

testimony of research university presidents to illuminate specific directions pursued by 

senior administrators. She finds that an "official ideology" emerges as follows: 

graduate education was the most important component of higher education; higher 
education was central to human capital formation; equal opportunity was 
appropriate at the undergraduate level, merit at the graduate; federal support for 
basic research, graduate education, student choice, and institutional diversity 
should have been continued and accompanied by respect for institutional 
autonomy (p.8I). 

Later, Slaughter and Leslie (1997) find that resource allocation decisions are driven by 

market forces. Moreover, they argue that exogenous forces drive the evolution of the 

University; and they identify institutional and professorial market-based efforts to pursue 

and secure external resources as "academic capitalism." In particular, they identify the 

trend of faculty, in order to maintain or expand resources, 

to compete increasingly for external dollars that were tied to market-related 
research, which was referred to variously as applied, commercial, strategic, and 
targeted research, whether these moneys were in the form of research grants and 
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contracts, service contracts, partnerships with industry and government, 
technology transfer, or the recruitment of more and higher fee-paying students 
(p. 8). 

Additionally, in their analysis of administrative costs, Leslie and Rhoades (1995) identify 

a trend of shifting resources from instruction to administration. They call for more 

attention to the ways that choices are made with a particular focus on the budget 

authoritative structure. Finally, Rhoades (1998) examines the restructuring of academic 

labor through an analysis of collective bargaining agreements and contracts. He 

concludes that faculty are members of an increasingly managed profession. 

This study draws upon each of these sources as a foundation from which to 

understand the activities and the decision-making of chief academic officers. Further, 

these studies provide a basis for the methods used and the conclusions reached in the 

study. For example, the work of Gumport (1993) in determining the ideologies invoked 

by executive administrators who were involved in program cuts suggests that scholarly 

attention to executive roles may be a fruitful way to gain greater understanding of the 

path of higher education in the face of societal change. In the Gumport study, the 

executive officer directing change was the chief academic officer, or provost, at each 

sample university. Therefore, the study proposed here expands Gumport's work with 

chief academic officers. In addition, the study examines the professionalization of this 

group of academic managers—to what extent do their activities align them with each 

other, with individuals and organizations external to the campus, and with the 

professionals they supervise, i.e. deans and faculty. Similarly, Slaughter's investigation 

of the narratives of research university presidents suggests that ideological patterns can 
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be identified and, importantly, that these underlying patterns add meaning and substance 

regarding the intent of stated policies and institutional directions. The study adopts 

Slaughter's technique to analyze the discourse of provosts for underlying ideological 

patterns. 

Leadership 

Much of the literature addressing leadership from the perspective of this study 

was addressed in the previous section that highlighted the theoretical frameworks that 

guide this research- However, Bensimon, Neuman, and Bimbaum (1989) observe that 

the theories most influential in our understanding of administrative leadership in higher 

education discount the emergence of leadership from sources other than the role of the 

president. They further note that studies examining the interactions among 

administrative leaders are virtually nonexistent. Additionally, Dill (1984) identifies gaps 

in the study of leadership in academic organizations, concluding that studies of 

administrative behavior are seriously lacking (in Bensimon, Neuman, and Bimbaum, 

1989). In particular, he identifies the need for research on peer-related behavior; and he 

suggests a focus on peer behavior in establishing communication networks with internal 

constituents. This study expands this notion by focusing on peer behavior among the 

academic leaders themselves. Further, it begins to address the deficiencies noted by 

Bensimon, Neuman, and Bimbaum by extending the study of administrative leadership 

beyond the presidency and by looking at the interactions among a group of leaders. 
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Bensimon and Neumann (1993) further inform this study by expanding the notion 

of leadership beyond the traits of individuals to include groups that think and act 

together. 

The ideal leader will be someone who knows how to find and bring together 
diverse minds—minds that reflect variety in their points of view, in their thinking 
processes, and in their question-asking and problem-solving strategies; minds that 
differ in their unique capacities as will as in their unique limitations. It is likely 
that we will stop thinking of leadership as the property or quality of just one 
person. We will begin to think of it in its collective form: leadership as occurring 
among and through a group of people who think and act together (pp. 2-3). 

Similarly, Rost (1991) expands the notion of leadership to include the interaction of 

leaders and followers toward real and intended change. His model of post-industrial 

leadership asserts that, "an understanding of leadership as intending change should be 

understood as one of the primary social processes that people use to make paradigmatic 

changes" (p. 181). The trend, he notes, is toward shared or collaborative leadership. The 

study does not, however, examine leadership qua leadership. Instead, it examines what 

leaders say and how leaders interact in the establishment of their agendas. In doing so, it 

draws upon the work of Bensimon and Neumann and of Rost to add to the understanding 

of leadership in the context in which it occurs; in this case, the context includes both 

group and individual action toward crafting change in higher education. 

Institutional Theory 

Organizational theorists have addressed how organizations in the aggregate, those 

in the same field, respond to their environments. These conceptualizations form 

institutional theory. In particular, institutional theory addresses the normative 
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environment—the constellation of beliefs, values, and understandings that are attached to 

a field of organizations. Organizations are seen to respond structurally to the normative 

environment. The discussion of professionalization below is illustrative; beliefs extant in 

the environment are influenced and defined, in part, through professional organizations. 

Additionally, governments, foundations, and the corporate community influence 

environmental belief systems through their regulatory and policy setting functions and 

through the establishment of commissions designed to address societal and economic 

issues, and other mechanisms. Given the wide pattern of influence on the organizational 

environment, institutions face uncertainty and changing conditions. Institutional theory 

suggests that organizations, in response to uncertainty, seek conformity with their 

understanding of environmental normative belief systems. Indeed, in order to maintain 

legitimacy and the flow of resources, organizations must reflect and adapt to the 

normative order (Meyer and Rowan, 1978; DiMaggio and Powell, 1983; Rhoades, 1991). 

Scholars addressing higher education have influenced and utilized institutional 

theory (RJioades, 1991). An influential view within this tradition holds that organizations 

are loosely coupled systems, where the production activities of the organization are only 

loosely connected to organizational structure (Weick, 1976). In higher education, this is 

manifest in the fact that the teaching and research activities of faculty members are 

routinely self-directed despite the considerable bureaucratic context in which these 

functions are carried out. Indeed, the bureaucracy, in this conceptualization, is seen as a 

buffer for the technological, or production, activities of the organization. In this regard. 
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organizational structure becomes, in part, a symbolic response to environmental 

expectations. 

DiMaggio and Powell (1983) observed remarkable homogeneity in the responses 

of fields of organizations (ex. higher education) to their environments. They identified 

three mechanisms that explain how organizations become increasing similar—coercive, 

mimetic, and normative isomorphism. Coercive isomorphism stems from political 

influence and the problem of legitimacy. Mimetic isomorphism results from 

organizational responses to uncertainty. Normative isomorphism stems predominantly 

from professionalization. Drawing on institutional theory and DiMaggio and Powell 

specifically, the actions and agendas of provosts, as a group, are expected to be 

isomorphic with one another, i.e. the external conditions confronting research institutions, 

and the interconnections of provosts through meetings and other means are expected to 

result in the pursuit of similar agendas and institutional directions by the sample provosts. 

Critical Theory 

This study attempts to avoid the shortcomings of traditional functionalist theory 

by recognizing the potential for organizational conflict. Moreover, the study seeks to 

identify the influence of external forces on the organization beyond the boundaries 

functionalists would normally venture. In doing so, the study is mindful of the work of 

critical theorists. Critical theory serves as an important counterpoint to the ideologies of 

the status quo; it helps to illuminate the societal consequences of the market-driven 

organizational influences that educational institutions (among others) now face. 
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Critical theorists have documented the interrelationships of higher education 

officials with corporate, government, and business officers and the resultant policy 

implications (Slaughter, 1985; Dickson, 1984). Further, the ideologies of senior higher 

education officials have been deconstructed from congressional testimony to reveal 

serious questions relative to the benefits that these ideologies hold for all members of the 

post-secondary community (Slaughter, 1991). Additionally, prominent national reports 

urging undergraduate curricular reform have been analyzed through the lens of critical 

theory to reveal a human capital rather than a transformative conception of education 

(Rhoades, 1990). Critical scholars are concerned with social constructions, ideologies, 

conventions of scholarship, and language usage that constrain patterns of thought and 

belief (post-modernism). They concern themselves with the reproduction of a society 

that privileges some and not others (reproduction theory). And they concem themselves 

with ideological conflict among groups within organizations that are connected to 

powerful external constituencies. This study draws upon the work of critical theorists to 

illuminate the conflicts inherent in organizational change and as an important lens 

through which to view the results. 

Professions and Professionalization 

Underpinning this study is the view that the professionalization of academic and 

administrative professions provides a vital backdrop for what can be learned and 

hypothesized regarding the role of the provost at research universities. In this regard, a 

review of literature tracking the divergent paths of academics and administrators is 

presented here. 
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In 1968, Christopher Jencks and David Reisman found that the academic 

profession had a dominating influence on higher education. They observed that the shape 

of higher education is largely a response to the assumptions and demands of the academic 

profession. In this respect, Ruscio (1987) adds that the academic temperament reflects a 

guild-like approach, favoring decentralized decisions, reliance on professional expertise, 

and tolerance for ambiguity in decision making. Indeed, the professional authority of the 

faculty is well established in matters of curriculum, instruction, faculty status, and in 

matters of student academic life as outlined in the Joint Statement on Governance of 

Colleges and Universities (American Association of University Professors, 1984). 

The university environment, then, is comprised of academic professionals who 

shape the enterprise and heavily influence organizational decision-making. In fact, 

Etzioni (1964, in Bimbaum, 1988) describes administrators as deferential and of 

secondary influence: "in professional organizations, administrators are in charge of 

secondary activities; they administer means to the major activity carried out by 

professionals"(p-10). Indeed, Etzioni's observation is reflected in the prevailing views of 

many faculty members and administrators relative to their professional relations on the 

contemporary campus. 

Nonetheless, Ruscio (1987) observes that the drift of authority has been moving 

steadily upward for a quarter century. Keller provides a vivid affirmation of this view 

(1983, in Ruscio, 1987). 

The basic myth is that each college is close to an Athenian democracy of 
professional scholars who know each other and share a bundle of values and 
aspirations which they practice in their institutional lives...retrenchment, 
constricting finances, new competition, marketing, and rapid changes in the 
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academic and demographic areas all spell the end of the traditional, unobtrusive 
style of organizational leadership on campuses (pp. 334, 335). 

Indeed. Lunsford (1970) observed that university executives and faculty members are 

increasingly isolated from each other in their daily lives: 

"Academic" vice presidents, provosts, and even the deans of large campus units, 
although customarily recruited from academic ranks, find that they must give up 
trying to teach or to remain current in their academic specialties, and must devote 
their energies exclusively to the problems of institutional support and 
coordination (p.91). 

"The days," notes Bimbaum (1988), "of amateur administration when faculty 

temporarily assumed administrative positions and then returned to the classroom are long 

since over at most institutions" (pp. 6, 7). Clark (1983, in Balderston, 1995) identifies 

categories of academic professionals and notes that faculty and administrators adopt the 

behaviors of professionals, i.e. that each category of professional develops its own 

reference groups and organizations that include annual meetings, memberships, and ways 

of promoting professionalization and greater recognition. Finally, Clark (1983, in 

Balderston, 1995) and Ruscio (1987) point to the relative isolation of faculty members 

and administrators and note that separate outlooks or cultures that this brings about. To 

the faculty, administration becomes prominently associated with growing "outside" 

pressures and decreased professional autonomy (Lunsford, 1970; Slaughter and Rhoades, 

1990). Meanwhile, faculty come to be seen by administrators as self-interested, 

unconcerned with controlling costs, or unwilling to respond to calls for accountability 

(Bimbaum, 1988). More recently, scholars note the increasingly activist role of 

administration in directing institutional activities including the conditions of faculty labor 

(Rhoades 1997; Gumport 1993; Rhoades and Slaughter, 1991). It is against this 
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backdrop of specialization and the potential for role conflict that the discussion now turns 

to address trends associated with the provost. 

Professionalization and the Provost 

As his tasks become more specialized, the university executive must face the 
question of his own expertise in his own specialty. He can legitimately claim 
information and expertise that his faculty colleagues do not share about typical 
problems and specific exigencies of institutional management (Lunsford, 1970, 
pp. 89. 90). 

Administrative management can become so complex that even those faculty who 
are interested in governance may not have the time or expertise to fully 
understand the processes of decision making or resource acquisition and 
allocation that are at the heart of many governance issues (Bimbaum, 1988). 

Metzger (1987) identifies two factors that historians have attached to the 

professions. One is demonstrated in the two quotes above—a body of knowledge or 

expertise. The other is that professionals abide by an established norm of service ethic. 

Metzger's factors are illustrative of assumptions about societal structures from the 

functional point of view. In structural functionalism, expertise is required for the 

appropriate division of labor, i.e., in order to create a "lay" society where members 

depend upon each other based upon their acquired knowledge and expertise. Moreover, 

"there is a valuation of differentiation, with stratification (prestige hierarchy) being 

justified as a reflection of differential expertise" (Rhoades, 1991, p. 28). Meritocracy and 

the value of the free market are also bedrock assumptions in this conceptualization. 

Underlying all of these assumptions is the ideology of the public good, i.e., the 

professions, and societal differentiation, operate for the betterment of all. Altematively, 

Brint (1994), documents fragmentation and stratification among professionals and the 
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decline of social trustee professionalism—the ideology of public benefit—in favor of 

market driven models. Applying this framework to the arena of higher education, Brint 

(1994) identifies higher education authorities as central to social regulation. He notes, 

"Higher education is central because it provides primary regulation of personnel 

categories and what counts as legitimate knowledge"(p. 143). This study fundamentally 

adopts Brint's conceptualization of expert professionalism, though it remains mindful of 

the constructs Metzger identifies during the analysis of interview data. 

The functionalist view is challenged by critical theory. As noted above, critical 

theorists provide alternative explanations and assumptions relative to the constructs of 

structural functionalism. Larson (1979), for example, sees professionalization as an 

attempt to gamer exclusive right to a domain of work. In Larson's view, professional 

knowledge is appropriated by an exclusive club that serves powerful interests in society 

rather than society at large. The notion of professional expertise that is prominent in 

functional theories, then, is replaced by the concept of monopoly of knowledge. 

Moreover, the functional ideology of public benefit is replaced by the critical ideology of 

class interest. Further, critical theorists highlight the interconnections of groups of 

professionals with powerful interests in society. Silva and Slaughter (1980), for example, 

examine the interactions of professionals across sector boundaries during the progressive 

era. They document the mechanism of role complementarity, where business interests, 

government interests and the rising professions collaborate and define the professions. 

How might the various conceptualizations of professionalism apply to the role 

and the actions of provosts? First, the literature noted here documents that the 
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administrative role in higher education is increasingly specialized and isolated from the 

faculty experience. Additionally, the literature suggests that the role of provost is 

uniquely positioned in the organization to administer curricular and budgetary matters. 

The actions of the provost, then, may be interpreted through these theoretical lenses to 

project the likely outcomes of institutional change. Next, it is important to note the rise 

of professional organizations illuminated by Clark. For most administrative positions, 

professional associations are well established; many have elaborate governance activities 

and their own journals. Presidents have historically convened in a variety of fora, 

including meetings sponsored by the AAU as well as the National Association for State 

Universities and Land Grant Colleges and other organizations. It is instructive that 

provosts have now escalated their meetings as academic professionals under the auspices 

of the AAU, the CIC, and elsewhere. Issues and problems of mutual interest are 

increasingly being discussed among provosts and, like other professionalized groups, it 

can be expected that normative strategies and solutions will emerge. What is also likely 

to emerge is a more powerful provostship. Bimbaum (1988) is instructive, 

"Administrative authority is predicated on the control and coordination of 
activities by superiors; professional authority is predicated on autonomy and 
individual knowledge'Xp. 10). 

Provosts can increasingly claim both sources of authority. 

What is Known About the Role and Actions of the Provost? 

The role of the provost is minimally examined in the higher education literature. 

As has been note herein, leadership theorists have examined the presidency at great 
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length and they have illuminated the individual traits of leaders. Unlike the presidency, 

however, the role of the provost is more typically interpreted indirectly through research 

that examines university decision making (Gumport 1993; Chaffee 1982). Recently, 

however, the role has gained the attention of a consortium of scholars and practitioners; 

First Among Equals traces the evolution of the chief academic officer position and 

serves as a handbook for incumbent provosts (Martin, Samels & Assoc., 1997). 

Beyond the Martin, Samels approach, few studies have examined the role of the 

provost specifically. Moore (1983) is an exception. Her study of presidents, provosts, 

and deans established a database on the backgrounds and career trajectories of 

individuals in these administrative positions. Typically, however, the role of the provost 

must be interpreted from the data uncovered by scholars addressing issues that involve 

administrative decision-making. Chaffee (1982), for example, notes the central role of 

the provost in resource allocation in her study of rational decision processes in budgeting 

at Stanford. Similarly, Cohen and March (1974) cite the provostship as the position 

most likely to precede the presidency in the administrative career path. Stanton (1977) 

adds that the provost is most likely to hold sole occupancy of the second position in the 

administrative hierarchy. Absent in the literature is a discussion of the activities of 

provosts and an examination of how they may be shaping their institutions. 

In Managing Today's University. Balderston (1995) provides a foundation via his 

identification of five major functions of university leadership. They are; 

1. Clarification of the mission of the organization and determination of long-range goals. 
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2. Allocation of the organization's resources to priority uses w ithin the terms of 

objectives and goals. 

3. Selection and evaluation of key personnel. 

4. Representation of the organization to externa! constituencies. 

5. Strategic management and organizational change (p. 78). 

These duties are particularly relevant to the provost given Balderston's assertion that 

support-raising tasks and the management of external visibility are so time-consuming 

that many chief executives are "outside presidents," leaving most internal academic 

policy and administration to the provost or academic vice president (1995). He further 

identifies structural academic change (such as initiation of new degree programs, new 

schools, and cross-disciplinary research areas as focal points in the curriculum) as 

processes requiring provostial attention. Finally, he notes that the president and the 

provost must be vigilant to the slowing or lapsing of incremental changes that are 

essential to academic vitality. Other scholars observe activist administrative roles by 

documenting administrative actions that impact the conditions of faculty work in the 

academy (Rhoades and Slaughter, 1991; Slaughter and Leslie, 1997). Each of these 

views underscores the critical role of the provost in leading and shaping the academic 

enterprise. This study addresses the provostial role specifically and draws upon the 

foundations provided by each of the scholars cited here. 
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CHAPTER THREE 
RESEARCH DESIGN AND METHODOLOGY 

A Qualitative Research Design 

This research is designed as a multiple case study of twenty provosts at AAU 

universities and of five collective bodies of provosts to which the subjects belong. 

Including data pertaining to the professional organizations and informal collectives in 

which these twenty provosts are members expands the scope of the study beyond an 

investigation of provosts as individuals to a consideration of the ways in which they act 

in and are influenced by groups of peers. The cases of the individuals and the collectives 

are studied through qualitative research methods. 

The research questions call for an interpretive analysis of the actions of provosts. 

In undertaking this interpretive analysis, the study adopts analytic and theoretical 

frameworks from organizational theory and sociology. In essence, this study seeks to 

probe for meaning in an exploratory investigation. What can be learned from the career 

paths, professional ideologies, plans, and actions of provosts? What can be learned from 

how provosts interact and work together? What are the implications of this knowledge 

for academic leadership, and how might it yield insights into the future of American 

higher education? Erickson (1986) notes that the object of interpretive social research is 

action. People take action based upon their interpretations of the actions of others. 

Erickson (1986) notes further "the central questions of interpretive research...concern 

issues of human choice and meaning, and in that sense they concern issues of 
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improvement in educational practice" (p. 122). It is in this spirit that the study is 

conducted. 

Qualitative research and field methods are utilized here to determine meaning and 

to inform practice. Erickson (1986) argues that fieldwork is best at answering what is 

happening in social action that takes place in a particular setting, what these actions mean 

to the actors involved, and how what is happening in a particular setting relates to what is 

happening at other system levels. Additionally, Miles (1979) observes that qualitative 

data are rich, holistic, real, and offer ways to assess causality in organizational affairs. 

Accordingly, qualitative research and analysis techniques and the fieldwork approach are 

adopted here to address the questions of this study, hideed, the research questions in the 

study lend themselves to direct interrogation through interviews, and there is a well-

established tradition of interview research (Burgess, 1984). Moreover, the data obtained 

via interviews are substantiated through other established qualitative research methods 

including participant-observation and document analysis. 

In part, the study employs techniques of naturalistic inquiry outlined by Lincoln 

and Guba (1985). Each of the following are characteristic of the study. 

• The study takes place in a natural setting. CAOs are visited on their campuses in 

their own offices, much like a meeting with a member of their staff 

• The researcher is the primary data-gathering instrument as opposed to a formal 

survey instrument. 
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• Theories that guide the analysis are permitted to emerge from the data since no 

single framework can encompass the range of activities and realities represented 

in the research questions. 

• A case reporting mode is utilized as opposed to a technical report. 

• The investigation is bounded by the three basic research questions and by intimate 

knowledge of the context. As a result, respondents are permitted to define 

multiple realities pertaining to the questions. 

In addition to naturalistic methods, the study adopts other established qualitative research 

techniques that blend with the naturalistic approach. First, the study draws its data from a 

large and representative sample within the sphere of AAU provosts. Next, the research 

design and data analyses remain mindful of theoretical constructs that have aided other 

scholars in the examination of organizations and higher education. Additionally, while 

the study does permit the provosts to tell their stor>', and while the data is analyzed 

idiographically (in terms of the particular situation each respondent and campus 

presents), the analyses and conclusions do not shy away from generalizations that 

Lincoln and Guba would label "law-like"(p. 42). Examples include evidence that points 

directly to isomorphic behaviors and structures emanating from CAOs meeting in 

professional settings and evidence of decision-making that is clearly suggestive of 

resource dependency in its classic form. Moreover, RJioades (1991) cautions researchers 

using naturalistic techniques not to get so close to their subjects that they lose their 

identity as careful observers. Researchers, he notes, must find "ways of conducting 

research that enable us to empathize with our subjects as complicated, contradictory, and 
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complete human beings, yet let us avoid over-identifying with them" (p. 247). This 

study attempts to avoid this pitfall through the utilization of an interview protocol that 

allows for free responses yet provides structure and ensures that difficult questions are 

asked. Further, the analysis in the study draws from a range of theoretical constructs and 

is underpinned by related scholarly work from a variety of perspectives. 

The Research Questions 

Three overarching questions are investigated; 

• What is the spoken agenda of chief academic officers? 

• What is the nature of their collective activity? 

• What is the nature of their careers and individual activities? 

The exploration of these three questions implies a fourth and fundamental question that 

guides the study—where do provosts wish to take their institutions? The theoretical 

foundations and the research methods employed are chosen so that the study may add 

meaning to these questions. 

The Unit of Analysis: The AAU Provosts 

The American post-secondary education community includes over 3,000 colleges 

and universities. A study that encompasses all sectors would be impractical due to the 

size of the higher education system. Therefore, a sample must be chosen that is a 

bellwether for change and that is accessible to the researcher. In this study, the sample is 

drawn from a subset of research universities known as the Association of American 
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Universities (AAU). The AAU is an elective organization of 60 of the most prestigious 

and productive research universities in the United States. 

The selection of the AAU among the constellation of research universities has 

several advantages. First, AAU membership is recognition of a leading position among 

national research universities. As such, the AAU institutions are an excellent bellwether 

for change within the realm of research universities generally. Additionally, the AAU is 

an established collective, and one objective of the study is to understand the collective 

activity of senior academic administrators. Next, the AAU produces documents such as 

publications, policy statements, and congressional testimony that can be used to verify 

data and conclusions drawn in the study. Finally, the President of the AAU provided 

permission for the researcher and the study to be introduced at a meeting of the AAU 

Chief Academic Officers. Indeed, the AAU President himself provided this introduction 

at the opening session of a two and one-half day conference during which the researcher 

was provided access to all attendees and permitted to attend all meetings and social 

activities. This provided unusual access to the sample provosts in a variety of settings, 

and it provided the project with sanction and credibility. Moreover, the researcher's 

employment history of administrative positions at two AAU research universities offers 

the advantage of intimate familiarity with the environmental context of the research 

university and its chief academic officer. 

Research universities are among the most intriguing settings for organizational 

research for many reasons. The multiple missions of teaching, research, and service 

provide a rich context for understanding decision making under conditions of ambiguity. 
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Further, the complexity and diversity of activities undertaken at the research universities 

foster greater specialization than do less diverse environments. This specialization is 

accompanied by greater professional autonomy and decentralization within the 

organization than is experienced in other classifications of colleges and universities 

(Rhoades, 1991). The resultant interplay between strong and autonomous subcultures, 

and between these subcultures and the administration, as each group strives for meaning, 

resources, and legitimacy, provides an environment for research that illuminates both 

rational and political processes. This is a rich atmosphere for scholarly investigation of 

organizational responses to conflict, ambiguity, and internal and external pressures. 

Moreover, Trow (1984, in Rhoades, 1991) documents that the research universities sit 

atop the hierarchy of prestige among American universities. Indeed, the influence of 

research universities is noted by Rhoades (1991) who observes a pattern of "institutional 

drift" that is characterized by a tendency for less prestigious higher education 

organizations to aspire to be more like those in the more prestigious sector. Research 

universities, then, comprise and heavily influence a sizable portion of American higher 

education. Studying the provosts who operate within this context, therefore, can 

contribute to our understanding of their academic management and leadership. Further, 

this knowledge can contribute to a better understanding of the directions of an important 

and influential sector of American higher education. 

Finally, research universities were a focal point of public policy at the state and 

federal levels during the timeframe of this investigation. The interaction of public policy 

activities and research universities, then, provides an eruiched context for research. The 
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activities of provosts, and their influence on institutional directions, are studied as factors 

external to the campus are brought to bear on the institutional environment. 

Sample Selection 

The Association of American Universities has sixty members. Since the study 

seeks generalizable conclusions about the role of the provost within this group, it is 

necessary to have a large and representative sample. Therefore, twenty AAU institutions, 

or one third of the membership, were visited for personal interviews during the study. 

Moreover, the AAU membership is split evenly among public and private universities. 

The study sample includes 10 public universities and 10 private member institutions. 

Further, as the study seeks to be national in scope, each group of 10 public and private 

universities is split among western, southwestern, mid-western, eastern, mid-atlantic, and 

southern universities. Finally, while the AAU designation is generally considered as 

emblematic of the nation's elite universities, a prestige hierarchy nonetheless exists 

among the institutions. Therefore, the sample is carefully chosen to include institutions 

from the full range of selectivity and national prestige among the AAU membership. 

NSF research rankings and admission selectivity ratios were used to determine prestige 

level among the institutions. To protect the confidentiality of respondents, however, 

fictitious names are given to each university in the sample. In sum, the sampling for 

interviews consists of twenty AAU provosts that represent the full diversity of 

institutional control, prestige hierarchy, and national geography present in the AAU. 

In addition to interviews with chief academic officers, three interviews were 

conducted with staff members from recognized formal consortia that sponsor meetings 
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attended regularly by AAU provosts. These include the AAU, the Center for Institutional 

Cooperation (CIC), which is a collective of Big 10 and the University of Chicago, and the 

University of California system-wide office. The sampling of these collectives is 

strategic in that they represent three different collective environments. The AAU is a 

national organization that seeks to advance the cause of all research universities primarily 

through public information, legislative relations, and professional activities on behalf of 

its membership. Its activity focuses largely on national research policy as well as other 

issues confronting all research universities. The CIC is a regional consortium that 

enables more regular contact and deeper professional relationships and joint ventures 

among its membership. The University of California represents a public university 

system and adds the dimension of statewide cooperation and central planning to the 

study. Two of these interviews were conducted on-site and in person, hi one instance, a 

telephone interview was conducted. In each case, documentary data generated within the 

collective were gathered. 

In addition to these formal consortia, there are also informal collectives of 

provosts that exist. In the course of the interviews with individual provosts, the existence 

of these sorts of collectives became evident and was explored. However, it was not 

possible to sample the staff and offices and documents of these collectives, as they did 

not exist. The interviews with individual provosts provide the only data on these groups. 
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Data Gathering 

Miles (1979) cautions that the central difTiculty in the use of qualitative data is 

that methods of analysis are not well codified. To minimize this problem, three data 

collection techniques and proven data analysis methods are employed. Commonly 

referred to as triangulation, multiple data collection techniques permit data to be 

confirmed and understood from a variety of contexts (Connidis, 1983). Additionally, the 

usage of several techniques has the advantage of eliciting different kinds of information 

and enriching the study. Interview data are often rich in description and permit in-depth 

probing of salient issues. Participant-observation provides insights and access that one 

cannot gain from the structure of an interview session. Document analysis is an excellent 

source of chronological and factual data that may represent official actions, initiatives, 

and policy statements. Each of these techniques (participant/observation, interviews, and 

document analysis) is included in the study and is discussed below. 

Participant-Obser\'ation 

Burgess (1984) noted: 

The value of being a participant-observer lies in the opportunity that is available 
to collect rich detailed data based on observations in natural settings. 
Furthermore, the researcher can obtain accounts of situations in the participant's 
own language which gives access to the concepts that are used in everyday life (p. 
79). 

Participant-observation was the first data collection opportunity pursued in the study. 

The participant-observation activity validated the researcher's initial thoughts about the 

efficacy and validity of the study, introduced the study to the sample population. 
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provided a vivid introduction to the working life of provosts, and established the study as 

a credible and endorsed research project. 

Prior to initiation of the study, discussion with a university provost revealed that 

the AAU had begun to sponsor annual meetings of its chief academic officers. The idea 

that an influential national organization had initiated annual meetings of its member 

provosts supported the notion that CAOs have indeed become pivotal leaders in the 

management of academe. This seemed particularly pertinent in the case of the AAU in 

view of the fact that it has been dominated by presidential influence since its inception 

(AAU, 1999). Further, regular meetings of provosts implied that this group of academic 

managers might be in the process of becoming more organized and in some sense more 

professionalized. Indeed, it turns out that an increasing number of meeting opportunities 

are now designed by and for provosts. These include meetings and conferences under the 

auspices of professional associations, formal and informal consortia, governing boards, 

and higher education systems. 

As a result, I requested, and was granted permission, to be a participant in one 

such event—the second annual meeting of AAU Chief Academic Officers, September 

17-19, 1995. This activity established the study in earnest. During the conference, [ was 

provided access to all meetings, meals, and social activities. In fact, this opportunity 

provided two and one-half days of sustained and direct interaction with provosts in a 

professional meeting setting. Extensive field notes were gathered during each conference 

activity and major sessions were audio taped. Regrettably, tape transcription is not 

possible due to multiple and overlapping voices and poor tape quality. As a result, some 
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data were lost. Nevertheless, a data collection sheet was constructed prior to the meeting 

to aid in the collection and analysis of data from the meeting. A sample data collection 

sheet is provided as Appendix A. The collection sheets were completed during each 

formal session and provided structure for note taking and for framing the discussions 

within the parameters of the study. The data collection sheets for each session as well as 

supplemental field notes taken during and immediately after sessions, meals, and casual 

conversations represent a rich data sample. In fact, the data gathered at the meeting led to 

the identification of numerous additional collectives and the to the initial construction of 

the interv iew protocol. 

In addition to full participation in the conference, I was provided all agenda 

materials, background materials, and conference handouts. As the agenda was both 

constructed and presented by member provosts, the participant-observer activity provided 

important insights and information about what was on the minds and agendas of provosts. 

Further, I was provided a roster of all participants and of all member provosts. The latter 

data element has proven to be of enormous benefit as the names, addresses, telephone 

numbers, email addresses, and the academic discipline of each member provost were 

included in the roster. Additionally, my participation in the meeting, along with the 

roster, provided information regarding the gender and ethnicity of the AAU provosts. 

Finally, the President of the AAU, who had approved my participation in the meeting, 

introduced the research project and me at the opening session of the conference. At the 

same session, all participants agreed to have the sessions taped and field notes taken. His 
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endorsement, and my sanctioned participation by the participants, provided invaluable 

assistance in gaining access and credibility with the subjects of this investigation. 

Documentary Data and Analysis 

Document analysis within the study serves as a mechanism for validating and 

supplementing interview data and as a mechanism for understanding the nature of formal 

collectives. Numerous documents were gathered throughout the study. These documents 

and their use in the analysis include the following. 

• Organization charts established the scope of authority of the sample provosts. 

• Vitae confirmed and supplemented interview data regarding the career paths of 

the provosts. 

• Web-site position descriptions further illuminated the provosts' roles on the 

campuses, frequently including formal designations as deputy to the president and 

chair of budgetary processes. 

• Strategic plans outlined and confirmed strategic directions identified during the 

interviews. 

• Letters to faculty and publications emanating from the offices of the CAOs 

supplemented interview data regarding strategic initiatives and investments. 

• Written agendas from each AAU Chief Academic Officers' meeting to date 

identified issues of national prominence and helped to illuminate actions taken 

relative to the agenda items. 
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• AAU publications provided historical context, organizational purpose, and 

emerging concerns of this formal consortium. 

• AAU Web-site data on congressional testimony, policy initiatives, and best 

practices supplemented interview data related to the influence and actions of 

provosts in collective. 

• .A.AU Directories of Chief Academic Officers permitted tracking of job changes, 

disciplinary backgrounds, and gender of the provosts across the five year time 

span of the study. 

• Vitae of AAU Presidents permitted a look at the provostship as a presidential 

stepping-stone among this group of institutions. 

• CIC agendas and minutes across three years of meetings (nine meetings overall) 

provided valuable insight into the actions of a regional collective, demonstrated 

the interconnections among provosts and among the collectives themselves, and 

confirmed interview data relative to the issues and agendas pursued on the 

campuses. 

• CIC publications provided historical context, organizational purpose, and 

emerging concerns of this formal collective. 

• Selected agendas and minutes from the monthly meetings of the Council of Vice 

Chancellors of the University of California from 1995-1999 identified the 

collective actions of six AAU member institutions. 
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• Miscellaneous documents provided by the provosts including work plans, daily 

task lists, newsletters, etc., supplemented discussions regarding initiatives and the 

work environment discussed during the interviews. 

While the documents collected during the study are not the primary data sources, they are 

significant sources nonetheless. They provide information that was not obtained in the 

interviews, add depth to and substantiate the interview data, permit supplementary 

analyses, and represent data that can be verified by reviewers of this research. 

Interviews 

Although the participant-observation activity and the documentary evidence 

represent significant data collection events in the study, personal interviews remain the 

primary data collection vehicle. In discussing interview research techniques. Burgess 

(1984) describes interviews as conversations with a purpose, noting that conversations 

are of greater value than straight question and answer sessions. Similarly, Measor (1985) 

adds that structured interviews are to be avoided in favor of discussion around a set of 

thematic areas. The proposed study adopts the advice of Burgess and Measor; the 

interviews are conversations structured enough to ensure the coverage of several thematic 

issues that are informed by theory and previous scholarship. Snow, Zurcher and Sjoberg 

(1982) lend further support to the conversational approach. They note that interviewing 

can be done by comment as well as by question, noting that comments are not as likely as 

questions to frame answers or to stimulate defensive and normative responses. 

The interview format was chosen for each of the above reasons, but it was also 

chosen because it affords the researcher the ability to interact with the subject directly. 
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As such, it provides the opportunity to establish rapport and to probe deeply into selected 

areas. As a result, the interviews provide the chief source of data related to the research 

questions. The interview protocol is provided as Appendix B; it was available to the 

researcher as a guide to the issues, not as a structured questionnaire. While the interview 

protocol was available during the interviews, they were conducted in a naturalistic style. 

The protocol was used primarily to stimulate conversation in thematic directions relevant 

to the research questions and as a signal to the interviewees that this was a serious 

research effort rather than a casual conversation. The interviews were sixty to ninety 

minutes in duration, with one exception when the events of the day permitted the subject 

only fort} -five minutes. In particular, the interviews were designed to probe: 

• the careers of provosts, 

• their professional relations with faculty, deans, and the president, 

• their actions and initiatives, 

• the management mechanisms and structures they create and utilize, 

• their collective actions as a group of similarly situated professional managers. 

All interview responses were audiotape recorded and transcribed for analysis with 

the permission of the interviewee. Two of the twenty subjects requested that the 

interviews be recorded through field notes only. In these cases, field notes were recorded 

during the interview and refined immediately following the interview. Additionally, field 

notes were taken during each taped interview as well in order to assure accurate 

transcription and to record nonverbal cues and responses. 
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The interviews took place in two stages. The first stage occurred in 1995 and 

1996 and during times of budget stress and institutional restructuring. Eight provosts, 

split evenly among public and private institutions were interviewed during the first stage. 

The second stage took place in 1999 and 2000 and during times of favorable economic 

conditions for most of the country. Twelve provosts, also split evenly among public and 

private institutions, were interviewed during stage two. The contrast in interview 

responses was evident and is presented and analyzed in Chapter Five. The gap between 

rounds of interviews is fortuitous; it permits examination of the results of restructuring, 

provides a view of evolutionary management practices, and reveals differences in how 

provosts perceive their responsibilities based upon prevailing economic conditions. It 

would be satisfying to say that the research design included the gap in interview rounds 

for precisely these reasons. However, the researcher made a significant job and 

geography change in the midst of the project. Nonetheless, although the study took 

longer than e.xpected, there were some benefits to the extension of the project. 

In addition to the interviews conducted with chief academic officers, three 

interviews were conducted with key personnel from formal consortia. Two of these were 

personal interviews at the consortia offices. These interviews were taped and transcribed. 

The third interview took place via telephone and notes were taken to record the interview 

data. These interviews ranged from sixty to ninety minutes each. As noted in the 

documentary evidence section above, these interviews were supplemented with 

substantive documentation regarding the purpose, history, and activities of the 

collectives. The interviews provided important evidence regarding how provosts work in 
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collective and how the puqjose of the collective impacts the agenda. Moreover, the 

information gathered during these interviews added depth and detail to how and why 

agenda items are identified and to how these agenda items are pursued under the auspices 

of the collective and on the individual campuses. 

Data Analysis 

Just as no single theoretical tradition would permit a thoroughgoing look at the 

professional lives and actions of provosts, no single data analysis technique is adequate 

for a thorough treatment of the evidence revealed in the study. Therefore, data analysis 

here takes on many forms. Moreover, discussion of data analysis is often imbedded 

within the two chapters that immediately follow. Nonetheless, the qualitative data 

analysis framework of Miles and Huberman (1984) provide a foundation for many of the 

techniques employed. Among those employed here include: 

• Counting—how often is something mentioned or does something occur. This 

method was used often to note the frequency of meetings, the reoccurrence of 

agenda items and to track career path information. 

• Noting patterns and themes—repeated explanations, themes, interpersonal 

relationships; noting "pattern" statements from more than one site. This method 

was used to identify management mechanisms, common problems and solutions, 

and to analyze professional relationships among the provosts and their presidents, 

deans, and faculty. 
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• Clustering or grouping—which things go together and which do not; 

conceptualizing objects that have similar patterns or characteristics; sorting sites 

and groupings into meaningful clusters. This technique permits more in-depth 

analysis. It was used to identify and note differences among types of collectives, 

to analyze public and private responses, and to examine prestige hierarchies. 

• Building a logical chain of evidence—building an evidential chain; several 

informants with different roles have to emphasize these factors independently, 

and indicate the causal links; the researcher has to verify the claims; the process is 

analytic induction. This technique is characteristic of the study in general. It 

seeks to tell a logical and coherent story about the role of provosts as revealed by 

the evidence. Specifically, it brings together data from the three data sources to 

create a logical stream. For example, the study identifies collectives, determines 

collective agenda items, connects collective agenda items to campus actions, and 

connects campus actions to external funding sources (Miles and Huberman, 

1984). 

Gumport (1993) and Slaughter (1991, 1993) provide additional methods for analysis. 

Gumport analyzed the discourse of provosts with respect to budget cuts for consistent 

metaphorical imagery, establishing a pattem of responses indicative of concern about 

external funding mechanisms and market forces. Slaughter, arguing that ideology allows 

us to interrogate belief systems, analyzed the congressional testimony of research 

university presidents, drawing conclusions fi^om patterns of language that reflect 
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underlying value systems. Later, Slaughter refined her technique by identifying 

narratives as a unifying and sense-making strategy that offers greater utility to the 

researcher than conceptually bound ideological fi:-ameworks. In this respect. Slaughter 

analyzes the content of presidential testimony for their story-telling attributes, or 

narratives. Narratives, she argues, assist in the interpretation of spoken data by allowing 

for the emergence of "fact and fantasy, ideas and emotions, action and plot that merge 

private and public worlds, individual enterprise, and historical agency" (p. 283). 

Slaughter's technique of seeking narratives in spoken language and in interrogating 

ideologies, as well as Gumport's technique of language analysis to identify linkages 

among subgroups and to connect decision-makers to market forces are ideal for this study 

in several respects. First, each of their studies involved language analysis of senior 

administrators in higher education. Next, each study adopted the research university as 

its educational context. Further, both studies seek meaning in relation to the directions 

that senior leaders are taking their institutions and higher education. This study shares 

the nature of its data, its fundamental units of analysis, and its broad purposes with the 

studies of Slaughter and Gumport. 

Listed below is the chronology of data analysis. It is provided to document each 

analysis step in the study. Since two data presentation chapters follow, the analysis steps 

are presented in the same order as the data and analyses are presented in the chapters. 

Data Analysis: The Collectives 

• Use all sources to identify the collectives 

• Categorize collectives by type (national, regional, sector, state system, informal) 
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• Determine meeting frequency 

• Identify agenda items (via written agendas, minutes, interview data, etc.) 

• Cluster agenda items by type (i.e. concerning government, external agencies, 

higher education, management issues, geographic significance) 

• Identify patterns, consistent themes, repeated language, common initiatives, etc. 

• Identify the influence of the collective entity on the agenda of the collective 

• Identify the motivation for the collective to organize meetings of provosts 

• Identify what the provosts see as productive and helpful in the collective setting 

• Identify actions taken as collectives (policy statements, best practices, 

congressional testimony) 

• Identify commonly repeated themes among the individual campuses 

• Identify to what extent and how collective agendas are played out on the 

campuses (in similar budget practices, start-up packages, expectations of faculty, 

etc.) 

• Identify emotional tone (tension, affirmation, commiseration, etc.) 

• Identify how provosts use the meetings (incubation of ideas, calibrating norms, 

establishing close professional relationships, influencing policy, etc.) 

• Identify networking mechanisms 

• Identify imported and exported ideas (budget, technology transfer, intellectual 

property, etc.) 

• Determine if differences exist by type of collective (national, regional, sector) 

• Generalize, where appropriate, to theory 
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Data Analysis: The Roles and Careers of Provosts 

• Identify the duties, responsibilities, and scope of the position 

• Identify the organizational placement of the position 

• Categorize responsibilities (academic management, budget, legal, etc.) 

• Identify career paths and transition from faculty to administration 

• Identify emotional tone (patterns of dissonance, reluctance, etc.) via language 

analysis 

• Identify time spent on administration in comparison to time spent on scholarly 

pursuits 

• Identify changes in self-perception via language analysis (loss of currency in 

academic discipline, adaptation of skills to administration, acquisition of new 

knowledge and skills, career progression) 

• Identify sustained academic value system through language patterns 

• Identify an institutional value system through language patterns 

• Identify preparation and training for administration 

• Identify required administrative skills (budgeting, planning, legal acumen, etc.) 

• Tie knowledge, skills, and value systems to theories of professionalism 

• Identify skepticism regarding formal training 

• Identify implications for programs of higher education 

• Identify academic backgrounds of provosts 

• Define primary functional manifestations of the position (management and 

leadership) 
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• Define elements of management and leadership (in the words of the respondents) 

• Identify mechanisms of academic management (use of budget, strategic 

initiatives, academic planning, standard setting, etc.) 

• Identify relations with the president using duties, repeated themes, points of 

disagreement, aspirations or lack thereof 

• Identify primary thrusts of provostial activity (academic primacy and institutional 

benefit) via language analysis 

• Identify impact of the economic and political times on the role of the provost 

(examining language for tone, tension, patterns of responses, and projects 

pursued) 

• Identify key structures in the management of change (budgetary processes) 

through agenda items, repeated language patterns, documentary evidence 

• Identify relations with deans via language themes, management mechanisms, 

reported tensions, praise, relative responsibilities, negotiated conditions 

• Identify relations with faculty through language themes, management 

mechanisms, reported tensions, and negotiated conditions 

• Identify the specific projects of provosts (interdisciplinary research, science, 

undergraduate education, etc.) 

• Identify the specific institutional directions pursued by provosts (reshaping, 

budget reform, distributed decision-making, investment in resource attracting 

programs, etc.) 
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• Perform language analysis across all responses to identify external linkages and 

connections and to identify institutional directions (i.e. rebalancing toward the 

center, ties to market competition, etc.) 

• Identify differences in responses among subgroups of provosts (using language 

patterns, agenda pursued, etc.) 

• Tie language analyses to theory and prior research to illuminate directions for 

higher education 

• Present provostial counterpoints and concerns regarding directions identified 

This chapter outlined the research design and data gathering and analysis 

methodologies utilized in the study. Further, it supplied a step-by-step description of the 

analyses performed. The study draws upon numerous techniques to provide a 

comprehensive e.xamination of the research questions. The following t\vo chapters 

present the results of the study. 
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CHAPTER FOUR 

LEADERSHIP AS COLLECTIVE: THE COLLECTIVE MECHANISMS OF 
SENIOR MANAGEMENT 

Introduction 

Collective mechanisms that promote interaction and advance agendas are 

significant to the leaders and managers of research universities and operate in a number 

of ways. The chief academic officers interviewed and observed in this study engage one 

another professionally in formal meetings, informal gatherings and retreats, electronic 

list-serve discussions, by electronic mail and by telephone. Their collective interactions 

involve expansive activities such as policy setting, benchmarking, and establishment of 

best practices; yet they also engage in targeted actions such as initiation of cooperative 

programs and joint ventures, discussion of budget mechanisms, and exchange of 

information regarding the effectiveness of management practices. The study shows that 

these leaders draw regularly upon active networks of similarly situated professionals as 

they lead their institutions. 

The meetings of chief academic officers occur as a function of mutual interest, 

mission compatibility, geographic proximity, or some combination of these factors. For 

example, the CAOs in the study gather in meetings of their counterparts in association 

with each of the groupings listed below. Indeed, most meet regularly in more than one of 

the following settings: 

• national higher education organizations such as the Association of 

American Universities (AAU), the National Association of State 
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Universities and Land Grant Colleges (NASULGC), and the Council for 

the Financing of Higher Education (COFHE), 

• athletic conference and/or regional consortia such as the Committee for 

Institutional Cooperation (CIC) which represents the institutions of the 

BIG 10 Conference and two other Midwestern universities, 

• sector collectives comprised of institutions of similar size, type, and 

prestige such as the well-established collectives of provosts known as The 

Ten Universities (all distinguished private research universities) or The 

Nine Provosts (all Ivy League or highly elite private research universities), 

• state systems of higher education with the exemplar, perhaps, being the 

University of California system, and 

• less formal geographic or political linkages such as meetings of provosts 

whose institutions serve particular cities such as the greater Washington 

D.C. or Boston areas or regions such as the Eastern states. 

The meeting agendas are both formal and informal and encompass a range of 

issues including the following general categories: 

• issues related to the interaction of government and higher education 

such as national research policy and student financial aid, 

• problems concerning external agencies and industries that have a 

bearing on the operation of the academy such as accreditation, 

scholarly publishing, and, more recently, technology transfer and 

intellectual property. 



75 

• issues of importance to higher education as an industry such as start-up 

packages for recruited faculty, national program rankings, and 

accountability to controlling boards and the public, 

• topics related to internal problems facing senior academic leadership 

such as managing budgets, managing deans and faculty, and the 

selection and use of new tecluiologies, 

• issues of statewide, regional or local significance such as legislative 

relations and public service activities. 

The fact that senior academic leaders coalesce, and coalesce around these items, 

has a bearing on our understanding of institutional leadership. Thus far, the collective 

actions of senior academic managers have eluded scholars of leadership and higher 

education. Nearly all of the leadership literature and theory is directed toward 

conceptualizations of leaders as individuals: trait theories, power and influence theories, 

behavioral theories, contingency theories, and cultural and symbolic theories (Bensimon, 

Neuman, and Bimbaum, 1989). Indeed, Dill (1984) notes that studies of administrative 

behavior in action are seriously lacking, and he identifies the need for more research on 

peer-related behavior. Dill's call for research, however, is related to building 

communication networks with internal constituents. This study responds to the call for 

research related to peer-related behavior, but its emphasis is on the peer-relations and 

collective actions of academic managers. In doing so, it adopts Rost's post-industrial 

paradigm that places leadership as one of the primary social processes in effecting 

intending change and calls for research on leadership in the context of institutional 
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change (1991). Accordingly, this study examines provosts as they execute a change 

agenda in higher education. 

A search of leadership and higher education literature suggests that little scholarly 

attention has been paid to leaders acting as a collective. However, Fridena (1998) 

concludes that community college presidents "coalesced into an organized power 

network that acted to make its influence subtle and ubiquitous" in his study of community 

college presidents and decision-making (p. 274). Slaughter (1990) is another exception. 

She argues that the actions of leaders of social institutions—such as corporations, 

government agencies, and higher education—are best understood by seeing leaders as 

working together systematically. She identifies these leaders as members of the 

"institutional class." While provosts are not yet viewed here as sufficiently organized to 

be members of the institutional class, they now spend a significant amount of time 

interacting with each other on matters of academic management. In fact, senior academic 

managers discuss professional issues and share problems and their solutions with 

sufficient frequency that a for-profit publisher of professional newsletters, LRP 

Publications, recently issued a new publication. Dean and Provost, with Volume 1, Issue 

1 arriving on campuses dated September 1999. A monthly. Dean and Provost is 

purchased by academic administrators for SI 85 annually. The index of the articles and 

entries for its first six months of publication is organized by major headings that 

demonstrate the breadth of issues confronting academic managers: 

• Academic Policies 
• Campus Management 
• Distance Learning 
• Enrollment Management 
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• Faculty Development 
• Faculty Recruitment 
• Lawsuits and Rulings 
• Management Tools 
• Policies and Procedures 
• Post-tenure Review 
• Research 
• Technology 
• Tenure 
• Termination 
• Unions 
• Washington Report 

It is ironic that the collective mechanisms of university leaders have been so 

overlooked in the scholarly literature while a business enterprise has recognized the profit 

potential in publishing what amounts to a trade journal for provosts. The collective 

mechanisms themselves are reminiscent of business models in which managers of a given 

industry gather to protect the interests of all those whose livelihood depend upon its 

success. Indeed, the topics and the activities of the collectives strongly suggest that the 

nature of the work of the provost has evolved from pursuits that were fundamentally 

academic to those that are fundamentally managerial and executive in nature. 

The remainder of this chapter details and expands upon the nature of the 

collectives and the mechanisms and agendas identified above. The chapter is structured 

to provide an understanding of the various contexts and the scope of the collective 

activities of provosts. Therefore, detailed examples of collectivities are presented. Each 

example stands on its own as a significant context for collective action and is discussed 

as such. Additionally, because each represents a separate collective context, the 

examples provide an opportunity to highlight differing aspects of collective activity and 
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disparities in the perceived value of those activities. They are discussed accordingly in 

the hope that this approach fosters a more complete understanding of collective actions in 

operation. While the collectives are addressed individually, viewed in sum, their 

similarities are evident. The following general conclusions can be drawn; 

1. Provosts meet regularly and act collectively. 

2. The collective activity of provosts is an increasing phenomenon. 

3. Provosts meet and act collectively to influence higher education policy. 

4. Provosts meet and act collectively to establish standards and examine best 

practices. 

5. The practices and policies of provosts are influenced by these standards and best 

practices, particularly among sector collectives. 

6. Provosts meet and act collectively to increase their effectiveness as managers. 

7. Provosts meet and act collectively as a source of mutual assurance and 

reinforcement for their actions and for emotional reinforcement. 

The discussion is informed by the scholarly work of observers and theorists in 

sociology and in higher education. Specifically, the data collected is analyzed through a 

lens tinted by sociological studies of the characteristics and mechanisms of professions 

and professional work and by organizational theories addressing normative and 

isomorphic behavior in higher education. 
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The Collectives and Collective Action 

When the idea to study the agendas and actions of provosts emerged, several 

exploratory activities were conducted. Initial interviews and informal discussions with 

two provosts revealed that meetings of CAOs occurred regularly and were considered 

valuable. Subsequent interviews and attendance as a participant/observer at one such 

meeting identified numerous collectives. The study then was expanded to include 

interviews of staff members of three organizations who sponsor meetings of chief 

academic officers. Additionally, a segment of the CAO interviews, and follow-up 

telephone calls, was devoted to the identification of the collectives, as well as their 

agendas and perceived value. It is through these activities that the study identifies the 

nature and purpose of the collectives and the collective action of provosts. 

WTiile the collective action of senior academic management is a relatively 

unexamined phenomenon, it is not a new one. According to one respondent, the Ten 

Universities, a consortium comprised of select independent research universities, was 

initiated approximately twenty-six years ago ostensibly to coordinate athletic calendars 

with academic calendars. Since then, the provosts of The Ten Universities have met on a 

regular basis throughout the year. Similarly, The Nine Provosts, a collective of Ivy 

League and other elite private research university provosts has met for approximately 

forty years. The Committee on Institutional Cooperation, a consortium of the Big Ten 

Conference and two other midwestem research universities, began in 1958, and is 

governed by a board composed of the chief academic officers of its member institutions. 
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Meetings of the Council of Vice Chancellors, the CAOs, in the University of California 

system began in the decade of the 1980s and, more recently, the Association of American 

Universities (AAU) began sponsoring annual CAO meetings in 1994. Other regional and 

athletic conference consortia exist or are in the process of forming. However, interviews 

with provosts and consortium representatives and documentary evidence indicate that 

meetings of provosts are escalating in frequency and in importance. Detailed examples 

of these collectives are presented below (readers are asked to note that it is beyond the 

scope of the study to identify a comprehensive list of collectives.) The remainder of the 

chapter provides a closer examination of the collectives in which provosts meet to 

demonstrate the nature, the scope, and the potential of their interaction. 

Formal Collectives 

Interviews with staff members of formalized collectives that were conducted in 

the study focused on the purpose of the organizations and why meetings of provosts were 

initiated. Whenever possible, documentary evidence, such as meeting agendas, minutes, 

and printed materials were collected. The nature of these and other formalized 

collectives as identified in the study now follow. 

A National Collective: The AAU Chief Academic Officers 

According to its own literature, the Association of American Universities (AAU) 

is an organization of research universities concerned with maintaining a strong system of 

academic research and education. The AAU membership consists of sixty U.S. 
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universities, two Canadian universities and is roughly split between public and private 

institutions. The organization was founded in 1900 with the two-fold purpose to raise the 

opinion of U.S. doctoral programs and degrees abroad and to raise the academic 

standards of U.S. colleges and universities. Today, the purpose of the AAU is "to 

provide a forum for the development and implementation of institutional and national 

policies promoting strong programs in academic research and scholarship and 

undergraduate, graduate, and professional education" (AAU, 1999, p. 2). 

Initially an association of presidents concerned with the quality of American 

higher education and the perception of it overseas, the organization began to address 

federal research policy after World War II and later, in the late 1970s, dramatically 

expanded its work in federal relations. Within the past five years, its focus on federal 

relations continues and it has expanded its work in policy development and public affairs. 

Now, as noted in its brochure published in April 1999, "AAU programs and projects 

address institutional reform as well as government action"(p. 2). 

For the purposes of this study, the key phrases in the above paragraphs are 

"provide a forum" and "address institutional reform and government action." The AAU 

sponsors collectives of several groups of institutional leaders in its associational cause. 

Member presidents serve as its Board of Directors, and member graduate deans, federal 

relations and public affairs officers, for example, gather to discuss issues and advise the 

association. The most recent collective to form within the AAU is that of the CAOs, 

whose meetings were initiated in 1994 and have continued annually. In the words of an 

AAU publication, "Chief Academic Officers of AAU universities meet annually to 
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discuss a variety of educational issues. These discussions help shape the association's 

agenda and policy positions" (AAU, 1999, p.3). 

The recent initiation of CAO meetings at the AAU provides a window to the 

operation and power of collectives and of collective thought. The AAU presidents, 

concerned about control of the agenda and the power of collective action, initially 

opposed the idea that the AAU provosts should meet. 

... the presidents weren't all that sure that they wanted their provosts organized in 
some national forum that might end up having them start taking positions 
independent of the AAU presidents. Consortium Representative 

This concern was evident to the provosts. 

There was concern that the provosts would develop a different agenda than they 
(the presidents) had and maybe even had the entree to Washington more than the 
Deans had in pushing in a different direction... and therefore all of the research 
universities as an image in Washington. CAO, Circle University 

Moreover, the provosts were skeptical themselves. Comfortable in sector collectives. 

defined here as collectives of managers from institutions of similar type, size, and 

prestige, and perhaps not enamored of another meeting obligation, the idea of a national 

collective of public and private research universities was not met with overwhelming 

support. 

I remember a provost said, "Look, I'm not sure this is going to be worth it." The 
Ivies, some of the East Coast folks meet on a regular basis. CIC provosts 
meet...and the state universities and land grant colleges have a forum with 
NASULGC. So there was some skepticism ...another provost said he didn't think 
he'd go to this meeting. He wasn't sure it made any sense. He said he met with 
his private colleagues in some provostial meetings, and didn't think they had that 
much in common with the publics. Consortium Representative 
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The AAU persisted, however, with at least two objectives in mind. First, the organization 

wished to stay current with campus-based issues. 

By bringing the provosts together and having them plan a meeting on issues they 
want to talk about and hearing them talk, it keeps us cormected with what's going 
on on campus which I think is very useful. Consortium Representative 

Further, the AAU agenda was enhanced through the involvement of provosts who could 

be drawn upon for the work of the association. 

The other tremendous advantage for us is identifying additional resources for 
various ad hoc activities of ours. We now have several of the provosts on various 
committees that we put together. Consortium Representative 

Indeed, since the first meeting, provosts have authored policy statements and provided 

congressional testimony on behalf of the AAU (www.tulane.edu/~aau). The meetings 

now continue with support from the provosts and the presidents. 

(a member CAO ) said, "This meeting was much more useful than I thought it 
would be. We have much more in common with the publics than I realized." 
.. .and a number of the provosts reported back to their presidents that this was a 
useful activity. Consortium Representative 

I actually find them very helpful...! find that the presentations are helpful. Last 
year there was one on budgeting, and I want to change the way we budget. They 
had a panel by four provosts who had been through this or in this. They had one 
on faculty governance.. .we had a thing on accreditation.. .so the materials 
discussed are very helpful. I think the contact with individuals will often be 
helpful. CAO, Wellspring University 

The meetings of the AAU CAOs produce an intermingling of associational and 

institutional benefits. The AAU is an association that seeks to sway federal policies and 

public opinion related to research funding, student financial aid, and other issues. As 

such, it must stay closely aligned with its constituent universities. The CAO meetings 

provide an important touchstone for the association on the issues facing the campuses. 

http://www.tulane.edu/~aau
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especially given the emergent role of the provosts as chief academic and operating 

officers of the universities. As individual provosts, each managing within the context of 

a complex, research environment, the AAU sponsored CAO meetings provide an 

opportunity to discuss the problems and challenges that face them on their campuses. 

The agenda is rich with persistent and prominent national issues. In the past five 

years, the following items have been on the CAO meeting agenda: 

• Intellectual Property 

• Technology Transfer 

• Industry Challenges to an Open University Environment 

• Research and Graduate Education 

• Undergraduate Education 

• Scholarly Publishing 

• Accreditation 

• Affirmative Action 

• Promotion and Tenure 

• Post-tenure Review 

• Faculty Governance 

• Faculty Recruitment and Retention 

• Accountability Measures 

• Budget Models 

Policy setting and the management problems associated with these issues 

represent the lion's share of the management portfolio of the chief academic officer. The 
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AAU forum allows the provosts to exchange information, discuss management and 

policy issues and their implications, examine solutions, and to shape their thinking on 

these matters. As a result, they can take action as a group under the auspices of the AAU 

or related consortia or through individual actions on their own campuses and through 

their own networks. They act collectively via the mechanisms of the AAU by populating 

policy committees, testifying before government bodies, and by providing direction to the 

AAU regarding its interaction with funding, policy-making, and standard setting bodies. 

It could be regional accreditation bodies, it could be the federal government on 
legislation, on budgets, or the way programs are managed. It could be legislation 
on electronic property rights... Obviously, the AAU...part of what they try to get 
out of these meetings...is to get a sense of what is sort of the group mindset and 
therefore what should they be advocating for on behalf of the universities. 
CAO, Rivers University 

Additionally, coalescing around these issues permits the provosts to explore 

mechanisms that allow them to gain a measure of control over the external organizations 

that have an impact on the campus environments that they manage. One example is the 

federal research budget and attendant federal regulation: 

We certainly spend a lot of time talking about how we can influence Washington, 
whether it's from NIH budgets, NSF budgets, to financial aid issues, to uncapping 
the borrowing caps...there are scores and scores of them and actually the 
government is becoming more and more invasive with the universities in terms of 
oversight. And I think there are discussions about how we can work together to 
try to push that back a bit. Not easily accomplished. CAO, Avion University 

Another example of such a focal issue is accreditation, particularly in specialized 

programs: 

Accreditation is a good example where I think we all of us understand that sort of 
benchmarking and credentialing things is good and the question is whether or not 
the accreditation process has gone too far. I think there is concern among 
provosts and presidents about accrediting teams who come in and tell you how 
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much money you've got to spend on X if you want to be accredited. That does 
not seem appropriate to most of us, telling us unless unit X has college status or 
school status, depending upon what the highest unit of operation is in your 
university, it's not going to be accredited. That doesn't strike most of us as 
appropriate. CAO, Rivers University 

We got strongly interested in the accreditation of many of the boutique programs 
that tie our hands too much. CAO, Commonwealth University 

Indeed, the matter of accreditation was of enough concern that a joint task force 

of two national collectives, led by one of the CAOs, was appointed and produced a 

position paper. 

The AAU/NASULGC Task Force on Accreditation has produced a paper on. ..on 
best practices in specialized accreditation...which must be good because the 
specialized accreditors don't like it very well. Consortium Representative 

Other issues have also received substantial policy attention. For e.xample, a paper 

addressing best practices in intellectual property and new media was the result of an 

AAU task force comprised entirely of chief academic officers. 

a report...that hopefully will be a framework for formulating new intellectual 
property policies at the institutions. CAO, Avion University 

the task force.. .was precisely that, a set of good practices that I think many 
institutions found very helpful in shaping what they were trying to do. 
Consortium Representative 

The cost of library acquisitions is yet another issue that the provosts hope to 

influence. 

We also got interested in library costs. Look at the dilemma we're in. We write 
the research. We then give it to the publishers. And then we pay them too much 
get it back and to put it in our libraries. Some provosts have been exercised by 
this and have taken on this cause. CAO, Commonwealth University 

In sum, after initial resistance by the AAU presidents and skepticism by the 

provosts themselves, the CAOs of the AAU now coalesce as a national consortium to 
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influence external agencies and policy makers, to establish norms and good practices, and 

to provide a forum for ideas and problem-solving. Additionally, the AAU CAO meetings 

have become a place for formal and informal discussion of campus-based managerial 

issues and problems and a place for informal networking among provosts. As a result, 

the AAU CAO meetings influence both associational and institutional practices. 

A Conference Collective; The Committee on Institutional Cooperation 

If the newly initiated CAO group in the AAU provides insight into the 

establishment and operation of a collective, the evolution of the agenda and the activities 

of the well-seasoned Committee on Institutional Cooperation (CIC) support the findings 

about policy influence. Further, they demonstrate the ability of a collective to form joint 

ventures and to serve as an agent of change. 

The CIC was established in 1958 to advance the academic reputation of the 

universities of the Big Ten Conference (the University of Chicago was also added to the 

consortium shortly after its founding) and to foster academic cooperation among its 

members. Much of the early effort of the consortium was devoted to image building 

since a founding principle was to promote the institutions of the Big Ten beyond their 

image as athletic powerhouses. However, within only a few years, consortium members 

turned to an emphasis on voluntary cooperation in the academic enterprise. E.xamples in 

the early years include inter-institutional training programs, foreign language institutes, 

and a traveling scholar program. As the consortium matured, its activities reflected the 

interests and issues of the times. In the 1970's, for example, the consortium addressed 
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environmental science, university management, faculty development and minority access 

to higher education (CIC, 1978). 

More recently, the organization turned to addressing institutional management 

and change. In 1994, for example, the provosts, in conjunction with their presidents, had 

a major discussion on the strategic role of the CIC in facilitating change. This led to a 

more systematic way of promoting initiatives and focusing efforts in the form of one 

major initiative per year. Subsequently, a Center for Library Initiatives was formed, and 

was followed by initiatives on learning technologies, international programs, and 

diversity. Moreover, the consortium began to consider additional mechanisms of change. 

I reviewed the progress and the accomplishments of the CIC and said all of this is 
fine, but we have just been playing around the edges. Nothing has changed 
fundamentally in how the universities do business as a result of the CIC.. .and so 
they started looking for new ways that they could effect real change. And they 
began talking as though they meant it about moving money, which is one of the 
most important things always, moving money between institutions...in many 
areas, including the libraries, and computing now, as well as instruction, we are 
working on those mechanisms. Consortium Representative 

These change mechanisms are, in part, directed to strengthening the competitive position 

of member institutions. 

So one of the things we try to do in thinking of programs and starting new 
programs is what kinds of things can we do that will strengthen our universities in 
competing with non-CIC universities. Consortium Representative 

But the change agenda plays out in institutional reforms and resource allocations as well. 

We also have a regular assessment group that meets and carries on 
discussions...and they are very active in helping one another. And whatever dean 
or provost has on his mind, whatever her or his problem back home might be... 
they're likely to come, we always have an other topics as added on the agenda, 
they are likely to come with a question.. .What are you doing with gender studies, 
we have a gender studies unit? And is that something that is going to grow or 
die? Or, should we put resources into that? Consortium Representative 
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It's really sharing of common concerns and issues and then best practices. 
CAO, Freshwater University 

The chief academic officers of member institutions serve as the CIC governing 

board and meet regularly. The CAOs meet around formally constructed agendas three 

times annually. Further, the meetings permit the introduction of ad hoc agenda items. 

This structure creates a collective environment where management issues can be 

discussed and solutions reinforced. In the mid-1990s, with federal cuts in research and 

state allocations to higher education diminishing, CAOs were engaged in budget cuts and 

restructuring. One form of faculty resistance to provostial decision-making was denial, 

and the collective proved to be a place where it could be discussed and addressed. 

The biggest problem that has faced our provosts and presidents for the last five 
years, at least, is that the faculty don't believe they're going anywhere. They 
think that things are going to continue as they have. They don't believe that any 
of the changes of the last years are permanent. They don't believe that there is any 
change coming in the normal faculty career or that career trajectory. Now, 
however, it has happened, whether it is through the provosts and the presidents 
reiterating that things have to change, or whether it's just in the air, at least the 
faculty leaders are talking this line, and that's a very good thing. We have a 
faculty group that was brought together by provosts this fall to talk about the 
nature of the faculty. Consortium Representative. 

Moreover, the collective is identified as a place for big ideas, joint ventures, new 

structures, and cross-collegial relations. Indeed, the provosts utilize the framework 

provided by the CIC to create cooperative programs and work beyond the boundaries of 

their own institutions. 

The growth of knowledge is creating a lot of the stress that is on our institution. 
A lot of people think it's loss of public support or legislators, but actually what it 
is is that this whole enterprise is blowing up inside this structure that we created 
in the 1940s and the seams are coming apart. And commanding that from an 
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institutional concept that existed in the '40s is not possible. I think that that 
solution probably lies in cross-institutional ties and interactions and a more 
collaborative approach to program development. And I think you see a lot of that 
in CIC. CIC is a pretty exciting place right now. There are things happening 
there that programs will be like in the future. I think there's an institutional 
collaboration that's going on in library development, learning technologies and 
actually some of these faculty issues that is very impressive. The level of trust 
and cooperation among the CIC provosts is very high; it's very impressive. 
CAO, Heartland University 

In the CIC we work fairly collectively well on things like the digital library 
projects, or intellectual property-shared policies, or common courses. 
CAO, Freshwater University 

Institutional management, institutional change, joint ventures, and shared policies 

characterize the collective activities of the CIC. While the members of this regional 

consortium are, by and large, members and concerned with the issues of the AAU, their 

proximity and their frequency of meetings permit greater depth in cooperative activities. 

System Collectives; The University of California 

The University of California, charted in 1868, has lO campuses and is one of the 

largest institutions of higher education in the world. Six of its campuses are members of 

the American Association of Universities (www.ucop.edu). According to system 

representatives, the University established the Council of Vice Chancellors (COVC), 

consisting of the chief academic officer of each campus and the provost of the University 

system, in the decade of the 1980s. The most structured of the collectives studied, the 

COVC meets monthly and has scheduled conference calls between meetings. 

The COVC shares many of the same issues and characteristics of the collectives 

already discussed; it brings together provosts in a setting of mutual interest to impact 

http://www.ucop.edu
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policy and facilitate in the management of member institutions. However, the affiliation 

of the multiple-campus University with a single state permits examination of how 

provosts, as a collective, can respond to a crisis. 

In the early 1990s, the state of California experienced a budget crisis. As a 

consequence of the State's fiscal problems, the University of California initiated severe 

budget cuts on the campuses. According to one close observer, the character of the 

provosts and of the COVC changed in tandem with the budget cuts. 

Two things happened. The persons who became attracted to the job (of provost) 
were interested in making decisions, and they became second in command. Then, 
they (the COVC) became a really valuable collegial group. They could put items 
on the table that they could not talk about on campus. System Representative 

The agendas, once driven primarily by the system, became initiated by the CAOs 

themselves. Acting collectively, they worked out an agenda for change within some 

disciplines. They initiated meetings of system deans and department chairs to think about 

the strengths of their departments. For example, a change in hiring patterns in the field of 

history, specifically the distribution of subspecialties on the system campuses, was the 

result of "detailed and particular" COVC discussions. 

One of the most important joint projects the vice chancellors have is cooperative 
program planning. We began a set of meetings... with deans in areas that we 
identified as productive for shared programming. We are going to have a retreat 
in about a month and a half of history department chairs and deans to talk 
specifically about how we can share and collaborate in the field of history. And 
so we have many detailed and particular discussions about shared programming. 
CAO, Citizens University 

In addition, physics faculty members were brought together to discuss the adequacy and 

location of facilities and equipment across the system, a center to foster new approaches 

in the teaching of foreign languages was established, and a policy that identified new 
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criteria for funding sources for recruiting faculty positions was negotiated through the 

University Senate and promulgated. 

The primacy of COVC meetings in the carrying out of the functions of the 

managers associated with this collective is evident in the amount of time devoted to the 

meetings, by the validation that they receive by the Office of the President, by the 

efficacy of the meetings as a source of information, and by the weight of the issues 

addressed. One CAO reports that as a source of information, the meetings are peerless 

and that intense discussion of management issues such as budget structure, collective 

bargaining, and use of technology are the order of the day; 

1 think that the meetings that I have that are monthly, two-day meetings with the 
other vice chancellors, academic vice chancellors, in the system, are probably my 
single most important source of information. 

We always begin with a vice chancellors' only session at which we bring the 
issues that most concern us to the table. So typically, we would say, for example, 
last time an issue was brought to the table of how do you, if you're deconstituting 
a department and you have a faculty member who has no department to go to. 
how do you resolve that issue? We then move to a dinner in which the president's 
officers come. And then we have a formal all day session the next day in which 
we go through the important issues, like the structure of the budget or collective 
bargaining with the librarians, or the information technology needs of the system. 
The issues are very meaty and the discussion of them is intense. 
CAO, Citizens University 
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Similar to the national and regional collectives discussed above, the COVC of the 

University of California is organized around critical issues and stimulates cooperative 

activity. The additional structure of the state system, however, allows for directed and 

substantial discussions that manifest themselves frequently in management practices and 

decisions on the campuses. 

Informal Collectives 

Each of the collectives discussed above is associated with an organizational entity 

that is external to the constituent campuses. The AAU is an associational entity with 

offices in Washington D.C.; the CIC is a formal consortium with offices in Champaign, 

Illinois; and the University of Califomia maintains system-wide offices in Oakland. 

California. As a result, issues attendant to the interests of these organizations influence 

the agendas and activities of the collectives. Note: This generalization is appropriate but 

is somewhat of an overstatement. While national policy items are invariably included on 

the agendas of national consortia, they are also discussed in regional and sector consortia. 

Similarly, campus-based management issues are regularly included on the agendas of the 

national consortia. In addition to the above collectives, there are more informal sector 

collectives, defined here as consortia of chief academic officers from institutions of 

similar type, size, and prestige, that are associated with no external organizations and 

have no paid staff. They are sustained by the collective efforts of the CAOs who call the 

meetings and set the agendas. Therefore, sector collectives offer the opportunity to 

examine the collective agendas of similarly situated CAOs independent of the influence 



94 

of external organizations. Additionally, since the provosts comprising sector collectives 

also participate in national and regional consortia, discussion of the sector collectives 

offers the opportunity for comparative views of the collectives to emerge. 

Sector Collectives: The Ten Universities and TTie Nine Provosts 

Conversations with CAOs at their AAU-sponsored meeting in September 1995 

revealed that they meet in settings in addition to the AAU. Some attend meetings of the 

Ten Universities, a consortium of provosts from well-regarded independent universities. 

Later, interviews at elite private universities revealed an additional collective 

euphemistically known as The Nine Provosts. This group includes research universities 

of the Ivy League, Stanford, MIT, and Chicago, and has been meeting in some form for 

approximately 40 years. 

The Ten Universities: The Ten Universities is a sector collective consisting of 

highly regarded private research universities. It includes Camegie-Mellon, Case-Western 

Reserve, Dartmouth, Duke, Johns Hopkins, MIT, Northwestern, University of Rochester, 

Vanderbilt, and Washington U. The provosts of the Ten Universities meet six times 

annually, with one meeting always held in Washington DC where members can also go 

to Capitol Hill to lobby. Additionally, the provosts of the Ten Universities plan summer 

retreats every 2-3 years in order to concentrate on particular agenda items. An informal 

consortium where the free and open exchange of ideas is valued, there are no formal 

meeting agendas or proceedings taken and the fundamental objectives are learning and 

management effectiveness. 



95 

Part of it is learning. Part of it is, I guess the bemused word would be, 
commiseration- It's not just me who's dealing with this turkey. There's a turkey 
in every pot so to speak. But I think a lot of it is leaming. Some of it is priority 
setting, you know. What are your neighbors paying attention to? Am I paying 
attention to that? If I'm not, why not? That's a form of leaming. 
CAO, Visigoth University 

The idea is not so much to be common but to be effective—intent and process is 
at issue. CAO, Circle University 

The gatherings are a forum for the exchange of a broad spectrum of management 

information: 

The agenda is an open agenda, so we call on agenda items. We discuss whatever 
is on somebody's mind...but the exchange of policies, procedures, and 
experiences, all noted as agenda items, are one of the most important aspects of 
our meetings. CAO, Circle University 

These discussions have included promotion and tenure practices, legal strategies, trends 

in graduate programs, policy development in intellectual property, indirect costs, 

financial aid trends, sexual harassment, management issues related to human subjects 

research, and how to be successful in restructuring. 

In addition to the importance of the agenda items, these meetings provide CAOs a 

professional touchstone. They are a source of professional training, camaraderie, and 

confidence. 

The Ten Universities are very close and those people I have worked closely with 
over a long period of time...and in fact that is one of the things that attracted me 
to Circle University in the sense that it and (my previous university) were 
members of the Ten University group...I knew a lot about the operation of this 
university before I laid foot on the campus. CAO, Circle University 

The Nine Provosts: The Nine Provosts is a sector collective comprised of 

America's most elite private research universities. It consists of the CAOs of the 

research universities of the Ivy League, MIT, Stanford, and the University of Chicago. 
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The Nine Provosts has a longer tenure than many of the collectives (it has met for 

approximately forty years,) but the meetings are less frequent, twice per year, and 

informal. Respondents were understated in its importance. 

There's an association of provosts, a kind of major research privates, that meets 
once in a while and I try to go to that. We just get together around common 
interests. CAO, Prima University 

I meet with (The Nine Provosts) twice a year. Those meetings are useful, and I 
come back from each meeting with a page of thoughts. About the differences 
between the universities, which is really the most frightening thing. And 
occasionally an idea that is worth exploring. CAO, Magnus University 

That the collective is of modest value is questionable given the information 

revealed elsewhere in the study. Perhaps the elite nature of the group led respondents to 

demur, or perhaps past financial aid litigation around price fixing in the Ivy League has 

led to caution. Nonetheless, the collective appears strong, given its sustained history, and 

the sector relationship has relevance to its value. In the words of one CAO, the sector 

meeting reduces "pluralistic ignorance." 

There aren't many groups that I go to that I feel are dealing with the same 
problems that we're dealing with. On the other hand, the Nine Provosts meetings 
are good because it reduces pluralistic ignorance. Everyone is suffering from the 
same malady even if they have different histories, different structures. And it's 
good to know that they're suffering from the same diseases that you are. On the 
other hand, it's very little value for me to do much with liberal arts col leges...and, 
quite frankly, most of the very large state universities that are not of the very top 
tier are just not our competitors, and they have different missions. And so there is 
a segmented market of people who are important to me and I try to keep in touch 
with, whether it be through email or telephone, or conferences. 
CAO, Avion University 

Moreover, the respondent cites the potential within the collective to engage in 

joint ventures to hold down the cost of competition. 
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I very strongly believe, and I act upon it, that it's time for a bit of rebalancing 
between out and out market competition into areas of cooperative strategies that 
balance against pure competition in everything. I think, as with other 
organizational structures, there will not be mergers in this field in the same sense 
as there is in industry because... there is just too much history and commitment to 
old blue or new blue or crimson.. .you know, whatever it is. But there will be 
joint ventures that will optimize resource allocation and allow people to perhaps 
hold down the cost of it... the rising cost of competition as well as to improve the 
actual quality of this. CAO, Avion University 

Emerging Collectives: The recent organization of the AAU chief academic 

officers and the relatively recent escalation of CAO control over the agenda in the UC 

system are both indicative of the emerging role of the provost in managing the academic 

enterprise and of the importance of operating within the normative framework of 

similarly situated professional colleagues. Where collectives do not exist, provosts 

lament the lack of professional contact. Noted one AAU conference attendee: 

There are essentially no other meetings for provosts in this area in private 
universities. There are meetings, national meetings of public school provosts, 
there are meetings on the East Coast that have both public and private school 
provosts. But out here on the West Coast, this is the second time that I've met 
most of the provosts. CAO, Steed University 

For the reasons outlined herein and those noted by the respondent above, other 

collectives recently have been established or have met on an ad hoc basis. An interview 

with a consortium representative revealed that the provosts of the Pacific 10 Conference 

planned to meet with the provosts of the Atlantic Coast Conference to discuss issues of 

mutual interest and concern. Additionally, documents obtained from a collective 

revealed that a fledgling group of provosts known as the PAC 18, including the Pacific 10 

Conference institutions, along with Cal Tech and other University of California 

campuses, was being created. Further documentary evidence shows that a meeting of the 
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PAC 10 and CIC provosts took place in February of 1998 regarding the benchmarking of 

university performance indicators. Nine of the CIC and ten of the PAC 10 universities 

were represented in the meeting. Finally, mutual interest among formal collectives have 

led to cross-consortia cooperation. Documentary evidence references strategic linkages 

betw een the Association of American Universities (AAU) and the National Association 

of State Universities and Land Grant Colleges (NASULGC), and the Committee on 

Institutional Cooperation (CIC). 

Relationships, Networking, and Individual Action 

As demonstrated above, the mechanisms of formal and informal collectives 

permit provosts to act as a group to influence policy makers and external agencies and to 

set standards and address management issues on the campuses. A more complete 

examination of collective mechanisms, however, must go beyond the meetings and 

initiatives of the formal and informal collectivities. Indeed, while the meetings provide a 

structured setting for action, provosts report that they may be yet more valuable as an 

incubator for ideas, a laboratory for the calibration of norms, and a vehicle for personal 

interactions. 

The meetings are often put together so that there's good discussion and good 
topics. I guess what's really valuable is that you have time to think. You get 
stimulated in these meetings. You take notes. You think. You talk to people. 
CAO, Seaboard University 

(We say) Gee, when we hire a psychologist these days it costs us SX in start-up 
where as three years ago it was only half of that. Are you seeing the same thing? 
It can be curricular. We've got this tiny classics or religion or whatever 
department.. .it just doesn't seem viable anymore. Have any of you.. .thought 
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about working this discipline with some other discipline and have you had any 
success? That kind of thing. CAO, Seasons University 

Further, the meetings offer catharsis and foster close professional relationships and 

networks among the provosts. 

Part of it is the catharsis...! think just the camaraderie and the opportunity to hear 
other people, who may or may not be dealing with the same situation you are, be 
able to be detached and dispassionate about it and say here's what we're doing 
and here's what we've done. So that's the reason for getting together. 
CAO, Rivers University 

The most useful thing is that you meet people. And I've probably called 10 or 15 
of those people on individual questions that I've had since the meeting. Now I 
can pick up the phone and say Hi Bob or Helen, how do you attack this particular 
problem? And I couldn't do that before, or I could do it. but it was Dr. 
Jones...but I would say that it's the networking, more than any agenda you could 
conceivably put together. CAO, Steed University 

The primary value is in the networking, not necessarily in the substance of what 
gets talked about. It is reinforcing; others are struggling with the same problems. 
It helps me to know that. I have built up a network of people that I email and I 
talk with on the telephone. CAO, Commonwealth University 

Talking with the other folks, to some degree to get something out of formal 
presentations, but it is much more getting to know even casually or quasi-casually 
some of the other folks. And again to be able to ask them direct questions when 
necessary. CAO, Circle University 

And the network that provides support, information, and professional guidance may lead 

to follow-up action. 

So I had people call me and ask me how much should I pay a dean of a business 
school or what system are you buying for student information services...so there 
is a lot of shop talk that goes on that way. CAO, Rivers University 

That (a major consortium project) emerged out of the Nine Provosts meetings 
where we were talking about joint ventures and got down to specifics. That led to 
a telephone call from me to (another consortium provost) which said.. .how are 
we going to do this? CAO, Avion University 
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Additionally, provosts lament the lack of prior training that would enable them to cope 

with their many responsibilities. The meetings are recognized as a valuable resource for 

on the job training. 

There was a lot to leam and fast. So going to meetings with others is very 
helpful. How do you do indirect cost distribution? How do you take care of 
faculty workload? What's your tenure procedure? You know, etc., etc., etc. 
CAO, Revere University 

Well, first of all, because I thought I was temporary, I had made very little 
utilization of national organizations or literature...if I were to do the job over...I 
would certainly be more systematic about looking at what other people had done. 
CAO, Colonial University 

In sum, the meetings of CAOs, in collective, foster professional networks among the 

provosts. These networks are drawn upon for individual and collective purposes as 

provosts manage. As a result, they act individually to implement ideas or to conform to 

norms discussed in the collective setting. Additionally, they act outside of the collective 

to foster elements of the collective's agenda. In either case, is clear that the collective 

actions of provosts extend beyond their consortium meetings and into their campus work 

lives. 

Of course, not all of the interactions between provosts are an outgrowth of formal 

or informal collectivities. Acting individually, provosts draw upon each other to leam, to 

set norms, and to share information and ideas. Provosts interviewed in the study often 

cited examples of ideas drawn from others that they implemented or adapted. 

Well, RCM. We flew delegations to (two consortium universities) to talk with 
them about how they were doing it. There's a fair amount of that that is going on. 
CAO, Heartland University 
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The freshman seminar program that we put it place...is an idea that we stole from 
(a consortium university). We had an extensive series of discussions with 
(another consortium university) about three or four years ago about the 
administration of the college there and here, in which... we took an idea of matrix 
management from them and they took an idea about how we run interdisciplinary 
programs. CAO, Citizens University 

Additionally, they discussed benchmarking activities that they had initiated in 

conjunction with other provosts. 

I have an institutional shape project going on right now where I've asked (three 
consortium universities) to participate with us on pretty elaborate information-
sharing on how we use TAs and adjunct faculty and all that to teach in the lower 
levels. CAO, Heartland University 

We're doing a lot of comparative work with other universities, which it turns out 
is hard to get, because people count things so differently. But we've been 
working very hard to get good reliable data from (five consortium universities), 
department by department. Note so much to replicate them, but to understand why 
we have so much larger faculty. It turns out that the pattern we see emerging is 
that we are smaller than them in the mainstream departments...and much larger 
than them in the weird things. CAO, Magnus University 

I went out and I visited five or six schools...and I had several meetings with the 
provost at most of the places. At (one consortium university), I focused a lot on 
the issue of disabilities and teaching and promotion criteria.. .At (einother 
consortium university), I focused a lot on faculty development and faculty 
governance...At (yet another consortium school), it's the climate, it's the culture 
thing. I really became convinced that.. .part of the key to this climate is with 
having those kind of spaces which are almost shrines, they're like temples to 
intelligence, where faculty can go in and gather around. So I came back and sort 
of had to pitch a major battle. CAO, Wellspring University 

Provosts, then, quite independent from their activities associated with consortia, import 

and export ideas and information from campus to campus and often transform these ideas 

and information into activity on the campuses. This suggests, then, that the actions of 

provosts as individuals, when carried out in accordance with norms and strategies 

established by one another, is yet another way this group of professionals acts in 
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collective fashion. The extent to which provosts acting individually represents pervasive 

collective action, however, depends upon the magnitude of the interactions. This study 

did not attempt to quantify the extent to which this exchange occurs. However, the study 

has identified substantial evidence of such activity and the mechanisms through which it 

occurs. Further, the study has shown that exchange and collaborative action on the part 

of provosts occurs in multiple settings. 

Obser>'ations from Theory 

Scholars of organizational theory, specifically institutional theory, would note that the 

information presented in this chapter demonstrates that provosts, as a group and 

individually, engage in activities that result in institutional isomorphism—the tendency of 

organizations to become increasingly similar within organizational fields (Rhoades, 

1991). Specifically, isomorphism, in this instance, would be explained by; 

• the influence of normative standards and belief systems defined and effected by 

professionals through professional organizations (provosts acting as a collective, 

as described above, in multiple settings), and 

• through professional involvement in and influence on various central decision 

making bodies (provosts, by definition, are central decision making authorities; 

acting collectively they influence each other and numerous other decision making 

bodies) (DiMaggio and Powell, 1983, Rhoades, 1990). 

It is appropriate to note that the conclusions drawn relative to normative and 

isomorphic behaviors are bound by the sampling in the study. By definition, each 
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participating provost was an incumbent at an AAU university. The AAU universities, 

whether pubHc or private, share many important values and missions. Even within the 

AAU universities, however, there is variance. Recall the comment by one CAO related to 

the efficacy of The Nine Provosts due to reduced "pluralistic ignorance." 

Other examples: 

They generally touch on themes which are fairly pervasive in higher education, 
but they have different valences, intensities at the different types of universities 
that are represented in the AAU. I mean, the AAU, while a very important 
organization and one that I strongly support, actually has many types of 
organizations and the interests of some are not totally overlapping with the 
interests of others. CAO, Avion University 

Well, the principle provost gatherings are the CIC, the AAU, and NASULGC. 
I've found the CIC and AAU valuable, NASULGC less so...(due to) disparities in 
institutional character. There are places in NASULGC that are not very much like 
us in that they care about issues that we don't care about. 
CAO, Heartland University 

Respondents in this study gave numerous examples of data sharing, institutional visits, 

and benchmarking within sectors. The AAU and the CIC were effective in bridging 

public and private sectors by virtue of the mutual interests of the members relative to the 

national research agenda and the regional competitiveness agenda respectively. In only 

one occasion did a respondent indicate that institutions of different missions would be 

worthy benchmarks. A reasonably safe generalization from these observations is that the 

collective action of provosts is likely to result in institutional isomorphism within sectors 

of higher education. This extensive caveat, notwithstanding, the evidence of normative 

isomorphism in the study is clear and unequivocal. 

Finally, scholars of professions and professionalism would note the evidence this 

chapter presents of the influence of the provosts, as a group of managerial professionals. 
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over the work conditions (start-up costs, salaries, promotion and tenure guidelines) of 

faculty, a group of managed professionals. (Rhoades, 1998) Indeed, here and in the ne.xt 

chapter, the actions of provosts have a significant bearing on the nature and conditions of 

the activities pursued by faculty members. 
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CHAPTER FIVE 

THE ROLE OF THE CHIEF ACADEMIC OFFICER: 
MANAGER AND LEADER 

Introduction 

The previous chapter discussed the collective mechanisms and actions of 

provosts. Its objective was to add to the understanding of university leadership by 

examining the activities of leaders as they interact as a collective of similarly situated 

managers. The objective of this chapter is similar, it also discusses the nature of 

university leadership; but rather than examining the actions of provosts as a group, it 

investigates the professional lives of provosts as they accept and carry out their 

responsibilities on the campuses. An additional objective of the chapter is to provide 

insight into the directions that these managers are taking their institutions. Specifically, 

the study tracks the role of research university provosts by investigating their work lives, 

including their entry into academic administration, the tension and dissonance they feel 

as they carry out their responsibilities, and their relations with faculty, deans, and 

presidents. The study further illuminates the role of provosts by probing their spoken 

agendas, that is, their goals, their initiatives, and the management mechanisms they use to 

achieve their objectives. Ultimately, the study identifies chief academic officers as 

executive managers engaged in the management of change in higher education. 

Ironically, as provosts manage change within their institutions, they must also 

manage change in their own work lives. Their professional progression leads them from 

academician to administrator. Fife and Goodchild observe, " The future 
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effectiveness...of higher education institutions depends upon the degree to which 

colleges and universities attract and retain successful leaders and administrators...The 

day of automatically assuming that a professor and scholar would make a successful 

dean, vice president, or president is over" (1991). They argue that academic 

administration has evolved into its own profession, where the ability of academic 

managers to successfully lead their institutions is enhanced by the accumulation of 

knowledge and skill and the understanding of the ethics and values related to 

administrative and academic activities (1991). As will be shown, the provosts in the 

study agree with this assessment, though a few would disagree that administration is a 

profession and a few continue to identify themselves as faculty members despite the fact 

that scholarly activity represents a small percentage of their professional activities. 

Further, the provosts in the study stress the distinction between management and 

leadership and insist that both are required to perform successfully. As such, they would 

alter the professional progression noted above as follows: academician to academic 

manager to institutional leader. Since several respondents emphasized this distinction, it 

has a bearing on how CAOs view the nature and scope of their role on campus. 

Martin, Samels, and Associates (1997) trace the evolution of the position of chief 

academic officer and provide a handbook of best practices in their collaboration. First 

Among Equals. They highlight the following progression. "In 1870, Charles W. Eliot, 

president of Harvard, appointed the institution's—and American higher education's— 

first dean to relieve him of some portion of the college's administration" (pp. 3-4). 

Subsequently, as American campuses grew in size and complexity, dean of the college 
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became a common appointment. Later, during the first half of the twentieth century, 

academic deans "came to function as second in command to the president, assuming 

authority for all areas of institutional operation in his or her absence"(p. 4). During the 

same period of time, "the title provost became associated with the chief academic officer 

at research universities, while at many state supported colleges and universities and mid

sized private institutions, the new titles vice president for academic affairs or academic 

vice president were commonly used'XP- 4). Since the 1970's, the title academic dean was 

associated with the head of one or more units within the university. By the 1980's, "most 

American campuses experienced a permanent change in the range of authority ascribed to 

the traditional dean, with a vice president for academic affairs often assuming the daily 

managerial responsibility for the entire campus, or system, formerly e.xercised by the 

president" (p. 5). 

In addition to an historical overview, Martin and Samels (1997) provide a 

comprehensive outline of the scope of authority of chief academic officers. Their 

collaborators, chief academic officers from a spectrum of institutional sectors, provide 

chapters on best practices and operational checklists as a resource guide to practitioners. 

Their work informs this research. However the generalizability of their advice to the 

sector targeted here is limited—none of the contributors is or has been a CAO at a 

Research I or AAU university. Issues related to graduate education, sponsored research, 

intellectual property and technology transfer, for example, receive light treatment. 

Further, this project goes beyond the Martin and Samels approach to examine the nature 
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of academic management and the directions taken by the leaders who occupy senior 

academic management positions. 

The study is further informed by the work of numerous scholars who examine the 

directions of research universities. Slaughter and Leslie (1997) identify the trend in 

public research universities to allocate an increasing share of their discretionary funds 

and their human capital, i.e. faculty and staff, to market driven and entrepreneurial 

activities. Their view provides an important backdrop for the analysis of the strategic 

directions discussed by the chief academic officers in the study. Gumport's study of 

academic program reduction at two flagship universities utilizes discourse analysis to 

examine the struggle for control of professional work in the academy. In it, she argues 

that retrenchment decisions represent value-laden, long-range decisions about the social 

functions and purposes of higher education (1993). Her research and analysis 

methodology is, in part, utilized here. Slaughter (1990) studies the dynamics of policy 

formation in higher education, in particular, the interconnections of executive managers 

in higher education and business. Further, she examines the themes and ideologies 

expressed by AAU university presidents as they testify before Congress. Her study is 

utilized to aid in understanding the place of chief academic officers in the policy-making 

arena and to inform the analysis of their stated directions. Rhoades (1998) addresses 

issues of faculty work; in particular, he asks how much professional autonomy do faculty 

enjoy and to what extent is their work impacted by management discretion. 

Fundamentally, his study examines faculty as a managed work force; hence, they are seen 

as "managed professionals." This study draws on the work of Rhoades to examine 
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provosts as professional managers; hence, they are seen here as managerial professionals. 

Finally, Rhoades and Slaughter (1997) discuss shifts in the work performed in the 

academy brought about the emergence and growth of academic capitalism, of 

increasingly managed professionals, and of supply-side higher education policies focused 

on economic competitiveness. Their view informs the analysis here. In sum, the study 

draws upon each example of scholarship cited above to take careful note of how the 

language of the provosts resonates with the language of these scholars. 

Part One: The Role and Career of the Chief Academic Officer 

The Provost's Place: Scope and Institutional Placement 

Over time, the growth of the universities in size and complexity has resulted in a 

larger scope and increased complexity in the position of the provost. As was noted in the 

historical overview above, the responsibility of managing the daily operations of the 

academic enterprise now belongs to the chief academic officer. In fact, the demands of 

the campus are sufficiently abundant to restrict the collective actions of provosts 

discussed in the previous chapter. Several CAOs expressed the following sentiment. 

I meet less frequently than I should. As operating officers, we find ourselves 
chained to our desks.. .1 feel that.. .you have to be here. You have to be here to 
solve people's problems. They can't wait until you get back. GAG, Prima 
University 

Further, like Eliot who found administrative relief in the 1870's in the creation of an 

academic deanship, today's university president requires a deputy to handle the day-to

day management of the campus. Specifically, the external responsibilities of today's 
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university president require that the provost accept additional duties. This response is 

typical. 

There's been another change of organization.. .which is that the budget officer for 
the whole campus used to report to the chancellor... he now reports jointly to me 
and the chancellor, and I have a very different role in the overall budget of the 
campus. As a consequence of the chancellor's increasing e.xtemal involvement, it 
was thought that we needed someone that was on campus, and in this kind of 
position, to really oversee the management of the campus's budget. CAO, 
Citizens University 

A review of campus web sites confirms the role of the provost as deputy and 

collaborator to the president. 

The Provost is the general deputy of the President in the supervision of the 
University, giving, under the President's oversight, particular attention to the 
overall academic development of the University and to coordination among its 
various academic activities, departments, and programs. When requested, the 
Provost either accompanies the President or represents the President at meetings 
of other standing committees and the Board of Trustees. Web Site, Faculty 
Handbook, Regalia University 

The Provost is the chief academic officer of the University and has responsibility 
for the University's academic and budgetary affairs. The Provost collaborates with 
the President in setting overall academic priorities for the University and allocates 
funds to carry these priorities forward. Web Site, Office of the Provost, 
Freshwater University 

The expanding scope of the position is evident here and has been reported elsewhere 

(Martin and Samels, 1997; Balderston, 1995). The provosts in the study uniformly 

respond that they supervise all of the deans and academic units including numerous 

research centers, institutes, museums, and libraries. In addition, with an increasing 

number of administrative and infrastructure units also reporting to the provost, the 

position has assumed greater and greater authority and responsibility on campus. The 
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response below, while perhaps representative of the most comprehensive scope presented 

by the respondents, nonetheless demonstrates the point. 

I think the budget authority really reinforces that because if you have 
responsibility to the University budget, you have responsibility for just about all 
the aspects of the University...! do think that other areas have come into my 
realm that were not there before. For instance, the chief information officer is a 
new position and, because the chief information officer has the network, that 
infrastructure side of the university, that now reports here, as does facilities, 
which didn't always report to the provost...! guess, on balance, I think of the 
Provost's Office as having responsibility, largely, for the internal operations of 
the university. CAO, Prima University 

And, as noted earlier, the scope of the role, in the estimation of provosts, leaves little time 

to collaborate with colleagues or to think and plan. 

The biggest problem is the massive workload you must manage to be successful. 
CAO, Seaboard University 

After about six months, she asked me what I thought about about working in 
central administration. And I said ! thought we meet too much and think too 
little, and I haven't really escaped from that. I really think that most academic 
administrators find it very hard to arrange their time to really have the ability to 
focus on what are the really important things as opposed to the things that demand 
your time. CAO, Rivers University 

In sum, provosts have assumed an extensive and enlarging breadth of responsibilities due 

to the historical development of the universities in size and complexity and due to the 

advent of wide-ranging external involvements by university presidents. Heavily time-

intensive, the role is largely internal and campus-based. The following list, while 

incomplete, demonstrates the nature of the work, and the broad spectrum of issues they 

must manage. 

• Academic management (faculty recruitment, development, workload, and evaluation; 

restructuring; university governance) 
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• Governmental, controlling board, and alumni relations 

• Legal affairs 

• Budgetary affairs 

• Enrollment management 

• Institutional research and assessment (Martin, Samels & Associates, 1997). 

Note: This discussion has focused on the breadth of provostial responsibilities; the depth 

of their activities will be illuminated more fully in the discussion of the spoken agendas 

that is presented later. 

Out of Academe: Making the Transition 

The assumption of the administrative and managerial responsibilities identified 

above represents a significant change in the professional lives of provosts. Most CAOs 

in the study report that they entered academic administration, and the provostship, 

serendipitously, reluctantly, or both. 

I had no interest in being provost at all. My dealings with the provost were very 
attenuated, so I had no idea what the provost did...When (the president) asked me 
to do it, I actually said I was not interested and didn't want to do it. 
CAO, Magnus University 

I actually wasn't interested in administration.. .1 was on vacation.. .and the 
president called me and said that the executive vice president was stepping down 
after next year and so was the provost and he wanted to combine the two positions 
and he wanted me to do it...I said, "First of all, you've got to be kidding"...He 
was an outgoing president with one year left when I took over as provost, so I 
figured it was going to be a temporary job... but the new president has kept me on. 
CAO, Revere University 

I was asked to take the deanship.. .so I went away and came back in three days 
and said, "I don't want that job."...so I went away and he tried to get somebody 
from off-campus, and that fell through.. .(the provost) calls me and says, "I need 
you for two months." So what do you do?...(some time later) I got called into the 
Chancellor's office and he said, "We're scrubbing the search, you're the dean." 
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CAO, Heartland University 

After accepting administrative responsibilities, reluctance is transformed into dissonance. 

Provosts retain a strong identification with their former faculty roles and occasionally 

offer idealizations of the academic life. 

I'd go back to the graceful.. .and glorious role of professor. 
CAO, Territory University 

1 always, if I have the right to choose—I'm not sure I always have the right to 
choose—I always choose going back to the classroom...! truly believe that the 
highest position you can have is a tenured full professorship because it affords 
you the opportunity to be in class and also to be doing academic work. I'd view 
anything other than that as interesting and useful and important, but not nearly as 
pleasurable for me. CAO, Colonial University 

I'd actually rather be running a research center here and doing writing than being 
a provost.. .1 think I'm a good teacher. I'm a good researcher. I was a good 
director of students. Those are the kinds of things I like to do and I can't do much 
of it in this job. CAO, Revere University 

Indeed, the respondents in each of the six immediately preceding citations were highly 

successful in their faculty careers. This is common among the respondents. Yet, despite 

protestation and expressions of reluctance, a natural progression to administration can be 

traced. 

I fell into it. I was a professor in the department doing well, big research group, 
lots of grant money, very successful, and there was a natural transition into 
department leadership...but seven months after I was in the position, someone, a 
chair of the search committee.. .came and said would I be a candidate for dean, 
and I hardly even knew what a dean did. And I never had any aspirations of 
doing such things and I said sure. Next thing I knew I was Dean...some folks 
must have recognized that I had some abilities, and then I found out I really 
enjoyed it. CAO, Seaboard University 

Moreover, some provosts are circumspect about their transition and provide insight into 

how the decision to enter administration is made. 



114 

So one of the things I found out about myself over time is I always seem to end up 
in a managerial sort of position. I sort of joke about it. We joined the local swim 
and tennis club when our kids were little so they could leam to swim, and I ended 
up being the treasurer and then the president of the board of trustees of this little 
rinky-dink club...and somewhere along the way I had to stop kidding myself that, 
you know, I'm this sort of reluctant suitor who gets roped into running things. 
CAO, Rivers University 

The CAOs in the study, then, describe a tug-of-war of career transition. The contest pits 

the attractiveness of faculty work and the establishment of a successful academic career 

against internal and external calls for leadership and the self-assessment of administrative 

talent. To stretch the limits of the metaphor, provosts report that several factors tug hard 

at the administrative end of the rope to pull their faculty souls over to the side of 

administration. The most common themes among them are duty, attachment to and 

advancement of the institution, and belief in a better way of doing things. The following 

quotes are representative. 

Well, I really felt, in this instance, it was a higher calling because I felt there was 
a real need for me to be in here. (My daughter) said that she felt 1 could do more 
for the university in here than I could there (as a faculty member), and I think that 
in this instance she was right. CAO, Colonial University 

The way I would put it is I care deeply about the institution in which I am a 
faculty member and so I have been doing administrative work as part of 
promoting the mission of the institution—something I care a lot about. 
CAO, Freshwater University 

Certainly, in my case, it was a dissatisfaction with what I was doing.. .And, of 
course, the world was continuing to go to hell. And I think everybody, with the 
end of the Cold War and other such things, began to ask, "what is the role of the 
universities?" I am on a lot of national committees and we were constantly 
pounding the question, "what is the role of the universities; what is the role of 
research; why should the federal government be supportive of research now that 
the Cold War is over and all of the ground rules have changed?" I guess I took 
these questions to heart. I began to ask, "what is the citizenry of the U.S. getting 
out of its major research universities?" At least from my own perspective, I think 
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I saw that, in many cases, they were getting a lot of research that the world would 
not have been too unhappy with over the long term if it had not been done. 
CAO, Pegasus University 

With the decision to enter administration, particularly in the role as provost, most 

respondents suspend all but minor activities in their disciplines. Only three CAOs in the 

study claim to maintain a regular schedule of scholarly activities, while a few others 

indicate that they read, speak, or dabble in their fields to stay current. Nonetheless, with 

one exception, the same respondents estimate that the percentage of professional time 

they spend on administration is in the high 90% range, and most respondents indicate that 

administration represents 100% of their working day. Indeed, when scholarly activities 

are performed, they usually occur during the rare free time of the provosts. 

Having been in administration for ten years, and there'll be another couple more 
years, it's pretty hard to believe that I can go back and be self-respecting.. .1 
continue to teach...but 1 haven't done any serious scholarship that I want to be 
remembered for after I die since I became a dean. CAO, Magnus University 

I certainly am not a (scientist) any longer. That's clear. Except in the way 1 
attack problems, I think; in the way I go to get the data and analyze problems 
based upon data rather than what peoples' opinions are. So that component is still 
there, the approach still stays. CAO, Circle University 

Well, it turns out that 1 don't read the (disciplinary) literature anymore, but I do 
read some of the higher education literature...! think everyone of them (provosts) 
gets stuck with the same decision trees...well, I've come this far, 1 don't have a 
profession left because I can't go back and pick it up, unless there would be some 
tolerance within the institution to go back and pick up different professions like 
education, administration, or higher education or educational economics. 
CAO, Territory University 

In sum, the respondents indicate that the transition from academic to administrator is 

generally marked by diminution or loss of currency in the academic discipline, adaptation 
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of the skills learned as an academic, and the likelihood of a professional future as a career 

administrator. 

Still, the CAOs participating in the study are deeply rooted in the academic 

profession. Highly successful as scholars, they enter administration reluctantly, 

expressing fondness for, and even idealizing, their faculty roles. Moreover, consistent 

with the values of the academic profession, they rarely speak of ambition or career 

planning. Instead they attribute their transition to institutional loyalty, a sense of duty, or 

a higher calling. Ultimately, they are transformed, fundamentally if not wholly, from 

professional scholars to professional academic administrators. They spend nearly all 

their time carrying out the duties of an expansive administrative role. 

Preparation and Training for Academic Administration 

As intimated above, the CAOs in the study identify success as a faculty member 

as a requisite background for senior academic administration. Yet, they also report that 

acquisition of the knowledge and skills required for success in the administrative arena is 

poorly supported in faculty careers. Faculty culture, notes one respondent, discourages 

preparation for administration. 

Enormous tension is there between the academic impulses from which you are 
grown as a provost. Your successes as a teacher and a scholar are what make you 
acceptable as a provost. Those skills are often the antithesis to learning how to do 
budgets and planning and this sort of thing. I am sure that the culture is such, still 
in this institution and I think elsewhere...that had I announced when I was forty-
five that I actually wanted to be an academic administrator and would like to go 
off for a year and leam how to do budgeting, I would have been discouraged by 
my department. They would have thought that this guy is out there whoring, he's 
lost his mind, he doesn't know what he's doing, too bad we've lost him. 
CAO, Colonial University 
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Given little opportunity to develop administrative skills and the propensity of academics 

to ascribe legitimacy primarily to administrators who have had successful academic 

careers, academic administration positions are often filled with faculty members who are 

"on loan." 

I consider academic administration to be a profession, but the profession doesn't 
... and people fundamentally come out of the academic ranks on loan. Some like 
it and stay.. .there is a kind of inefficient charm in the way we do academic 
administration. CAO, Commonwealth University 

Indeed, most of the respondents in the study agree that faculty ties and a history of 

scholarly success are critically important prerequisites for the CAO position. Yet, at the 

same time, they believe that academic administration requires special skills and abilities, 

particularly now that the roles of academic administrators have become ever broader and 

more complex. 

I definitely think it is (a profession) and more so today than it's ever been before. 
I think there was a time in which if you were an extraordinary scholar, you could 
fill these roles and by virtue of the esteem that you were held in by your 
colleagues, you probably could do what was necessary relatively well as provost. 
But the size and complexity of the organizations has changed so dramatically that 
being a provost or being a faculty's chief academic officer today is so totally 
different than it was for my colleague (a noted scholar-administrator) forty years 
ago. He was able to work from nine (o'clock) to twelve (o'clock) on his books, 
and I don't think he was spending sixteen, eighteen hours a day on the job. So I 
do think it is a job that requires special talents, special skills, special abilities that 
enable some people to be a lot better at it than others, and they are not necessarily 
as highly correlated with academic reputation as perhaps they might have been in 
the past. CAO, Avion University 

The knowledge and skills required to perform in their roles identified by the 

provosts are reminiscent of Brint's concept of "expert professionalism" in which formal 

or technical knowledge is applied by practitioners (1994). In citing the need for 

specialized skills, the CAOs begin to locate academic administration as a profession. 
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Traditional concepts of professions, however, hold that specialized knowledge is 

accompanied by a code of ethics or shared professional values. Correspondingly, 

provosts contend that their professional values are those of the faculty and that they 

accompany them to their administrative role as they make their transition. 

They are implicit in us as faculty members where we come from. 
CAO, Charybdis University 

Indeed, the emerging view among these provosts, while not unanimous, is that academic 

administration is a profession in its own right. 

While there is some agreement that their positions require specialized knowledge 

and skill, the provosts express lingering skepticism about formal training and extend a 

pay-your-dues wisdom about how academic managers should be prepared. 

I'm not sure how you best train somebody for it. I have a degree of skepticism 
about people who think you go to a college of education and study administration 
and then figure it out how to do it. 1 think there is a lot of value to having people 
come up through the academic ranks who understand the culture and the nuances 
of working in an academic environment; and maybe the way you get trained is by 
really holding a succession of administrative positions and really demonstrate 
capability. CAO, Rivers University 

The commonality of this view is borne out by research. Townsend and Wiese (1989) 

asked 1,100 senior administrators in all categories of colleges and universities to compare 

a doctorate in higher education to a doctorate in an academic discipline as a qualifying 

degree for candidates for positions in academic affairs. Sixty-two percent of the 

respondents viewed a doctorate in higher education as less preferable than a doctorate in 

an academic discipline (in Martin, Samels, 1997). Nonetheless, several respondents in 

this study are beginning to think differently about formal preparation for the role and 

about the background of those who might fill it in the future. 
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Yeah, it has become a profession, and I understand why it has because the skills 
for doing it now are much greater than they used to be. And if you need to 
develop these skills, it's understandable why having done that, you would be 
sought for the position as opposed to someone who hasn't. We are just now in a 
transition stage in that regard in which we are still using classroom academics for 
major administrative posts—deans as well as provosts. But I suspect that era is 
passing and I think it will be passing in the provost position as well. 
CAO, Colonial University 

Perhaps so, though this was clearly a minority view. It is beyond the scope of this study 

to determine to what extent formal training in a program of higher education 

administration or elsewhere is effective in these roles or whether the trend predicted by 

the respondent above has begun to take place. Nonetheless, documentary evidence tends 

to support such a notion. The number of AAU provosts whose educational backgrounds 

include applied professional degrees increased from 10 in 1995 to 16 in 2000. During the 

same period of time, the number of provosts with earned science and technology degrees 

declined by one from 26 to 25, and the number of provosts with traditional liberal arts 

degrees declined from 24 to 18. The most significant gains were among the provosts 

whose disciplines are public policy or public administration which rose from 0 to 5 and 

education which rose from 2 to 4. Additionally, the number of female provosts rose from 

5 to 10 over the same period of time. Of these, 6 present traditional liberal arts 

backgrounds, 2 in public administration or policy, 1 in education, and 1 in 

interdisciplinary science. Note: the total number of provosts declined by one over the 

same time frame as one institution resigned its membership to the AAU. Additionally, 

two CAOs in the study suggested that an administrator without prior faculty standing 

who had proven himself or herself capable of administering an academy or similar 

enterprise and who could demonstrate the right values would be increasingly acceptable 
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to academics. Yet another respondent suggested that current faculty workloads and the 

likelihood of future faculty shortages would reduce the number of faculty members 

willing and available to consider administrative careers, thus opening the door wider for 

professional administrators with other backgrounds. Nonetheless, these final scenarios 

are speculative; as such, they lend only modest support to the proposition suggested. 

Even so, this may be an area worthy of further scholarly attention. 

Finally, at the same time that there is disagreement on how to prepare for senior 

roles in academic management, there is general consensus regarding the need for the 

acquisition of knowledge and skill in the fundamental areas of administrative practice. 

While not comprehensive, the following synopsis captures the flavor of the responses and 

perhaps the priority order of the issues. 

The most central is that I have absolutely no budget training—accounting, formal 
fiscal training at all. I've administered departmental budgets, which are small and 
comprehensible and inadequate... and I had to do a tremendous amount of work to 
get up to speed on fiscal questions. The sort of intuitive way in which you handle 
people is inadequate these days. I have very long experience, in fact it's a long 
suit of experience, with people dealings. But they are not enough. I have to know 
all of the laws regarding harassment. I have to know affirmative action, equities, 
questions about promotion and tenure. They're not just handled by common sense 
anymore; they're handled on all the legal rules. So one needs training in that. The 
way to do planning is not an acquired insight. You have to know what you're 
doing.. .Those are all skills that one learns at some point and brings them into an 
administrative position. And you can either leam them on the job, or you can 
leam them beforehand, or you can do as I had to do which was I was just pitched 
into the river and told to swim. CAO, Colonial University 

Once immersed in academic management, provosts come to see administration as 

a profession that requires specialized knowledge and skill. At the same time, their 

conceptualization of academic administration is imbedded in the value system of the 

academic profession. This value system leads them to be skeptical of professional 
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training for leadership and managerial roles. Specifically, they cite skepticism regarding 

doctoral programs in higher education. Ironically, it is these programs that are dedicated 

to providing a scholarly base for research and understanding in the field of higher 

education as well as professional training for those in or seeking administrative roles. As 

implications for programs in Higher Education are a by-product, rather than the focal 

point, of this investigation, they are presented in detail in Appendix C. 

Chief Academic Officer: Manager and Leader 

If knowledge and skills are the tools of the provost, management and leadership 

are the craft. Thus far, much of this chapter has centered on the professional transition 

and preparation of academic managers. However, if provosts are clear in their 

descriptions of the knowledge and skills they must acquire for competency, they are 

resolute about the nature of management and leadership. In particular, they demonstrate 

a propensity to define the administrative functionality of their roles as management, and 

the planning, motivating, shaping, and innovating functions as leadership. Their view 

comports with the ideas of Rost (1991), who identifies management with authority 

relationships, production functions, and coordination responsibilities and leadership with 

influence relationships, processes of change, and mutuality of purpose. According to one 

provost: 

Management and academic leadership—I think those two sum up the whole 
thing.. .you have to make sure the university runs well and that requires a lot of 
management and supervision and oversight...and attention to policies, attention to 
procedures of appointment and promotion and tenure. Budgetary attention; I have the 
whole academic budget in here. So that's why a lot of it is management. But at the 
same time, there has to be academic leadership because you don't need a provost 
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that's simply a manager. If that's the case.. .well, it shouldn't be the case. 
Leadership is really important because leadership comes into play into all of these 
things—in policies, in budgets, in the way money is allocated, so it's often difficult to 
separate the two. But I would say that a university can become fairly stagnant if 
there's so much time spent on management and not enough time spent on academic 
leadership issues. CAO, Revere University 

The emphasis on management and leadership is useful in understanding what 

differentiates the role of provost from others in academic administration, perhaps save the 

presidency. The necessity of leadership, more specifically the responsibility of broad-

based institutional leadership, places the provost as an institutional executive as well as a 

managerial professional. Indeed, sixteen of the AAU provosts also carry the title 

Executive Vice President, and ten others carry the synonymous title. Senior Vice 

President, both of which are indicative of the highest levels of organizational 

responsibility. 

For the CAOs in the study, the responsibility of institutional leadership implies 

setting institutional tone and academic direction. 

I try to set the intellectual and academic direction of the University. 1 try to figure 
out a strategy for implementing that, and I try to get a whole bunch of people who 
don't have to. ..to buy into what I'm doing and to figure out how to get them to 
buy into that. CAO, Visigoth University 

One is always thinking about the spirit of the institution, the sense of morale of its 
faculty, of its students. What the defining vision is of the institution... 
CAO, Citizens University 

Only the president shares a similar institutional responsibility with the provost. Yet, the 

respondents suggest that the role of chief academic officer uniquely requires a 

combination of management and leadership skill. 
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It's really what you do in these positions and the kind of difference you make and 
the impact you have. There are a lot of people who are wonderful managers and 
administrators, but they're not great leaders. 1 guess there are a lot of people who 
are good leaders but who are not great managers...As president, you can be a 
great leader, perhaps, and do a good job if you're not a good manager. As a 
provost, I believe to do it extremely well you must be a good leader and a good 
manager. CAO, Seaboard University 

This section began by identifying management and leadership as the craft of 

provosts. That notion must now be modified. More accurately, it is the interplay of 

leadership and management that is the craft, or the essence, of the position. As described 

above, "It's really what you do in these positions and the kind of difference that you 

make." In leading and managing the academic enterprise, the provost uses the 

mechanisms of management, which are many, to create change in the quality of an 

institution, in the direction of an institution, or both. One respondent summarizes the job 

as follows: 

I am the academic guardian and steward of the University's quality. And beyond 
all else for me, it is trying to maintain preeminence where we have it and to 
produce it, in conjunction with my colleagues on the faculty and the (deans), 
where we do not have it. That leads, in turn, to (being) the leader of all the 
strategic plarming efforts, the architect and partial builder of the plans for how to 
go from where we are to how we will be a still greater institution. ..And part of 
that is all the budgets and the academic plans are reviewed annually by me...the 
provost must be innovative, must be in touch with ways of seeding new initiatives 
at the University and be very much aware of new trends in higher education and 
produce a few. You're also one the key people in recruiting the talent that comes 
to the University and setting the standjirds of excellence that are applied.. .and 
you're the leader of the deans. CAO, Avion University 

The quote is instructive in many ways. It identifies the values and the mission of this 

particular provost (academic guardian and steward of institutional quality). It defines the 

institutional goal (campus-wide preeminence). It identifies the fundamental management 

mechanisms through which the provost will work (strategic planning, budget and 
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academic planning, seeding new initiatives, standard setting), and it discusses important 

aspects of the relationship of the provost with the primary production personnel of the 

academy (recruiting talent, leading deans). The statement is not intended to be 

representative of the mission and values of all of the provosts in the study. Clearly, 

institutional missions vary and no single statement is sufficient to capture the multiple 

objectives of any individual institution or provost, let alone a number of them. However, 

this response is highly representative of how the provosts in the study use the 

mechanisms of management and their leadership role to direct institutional activity 

toward their objectives. 

The Provost and the President 

The previous section located the provost along with the university president as an 

executive charged with the responsibility of crafting institutional vision and direction. 

Additionally, the provost carries out the day-to-day management of the primary 

production units of the institution and is deputy to the president in most university 

matters. This suggests a powerful orgamizational linkage between the provost and the 

president. Consequently, an examination of the professional relations between the 

president and the provost represents an opportunity to understand more fully the careers 

and the organizational roles of CAOs. 

This section, like the others, is intended to provide generalizable insights into the 

role of the provost. At the same time, it should be noted that generalizations, even highly 

accurate ones, are not universally applicable. For example, the strength of the 
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provostship at any institution is, in part, determined by the will and nature of the 

president. A domineering president can enfeeble even a provost with a broad 

management portfolio. 

...it has changed between the administrations, and I'm a much more important 
figure in academic decision-making under (the current president) than I was under 
(the previous president). And that was because (the previous president) was 
e.xtremely solicitous of me. He never said anything insulting and demeaning or 
even negative to me personally, but on the other hand, he never did pay much 
attention to making a decision. If he wanted to make a decision, he'd just make it. 
In contrast to this, I do all the academic decision-making under (the current 
president). I don't have any interference at all in that. I would say, clearly now, 
the provost is the second officer in the university. 
CAO, Colonial University 

The provosts in the sample are highly aware of the potential of such a dynamic. Indeed, 

several indicate that they would not have accepted the role if the president had not 

convinced them that both the authority and the responsibility to manage the campus 

would be theirs. Given the external demands of the AAU presidents, however, few of the 

provosts find themselves in situations where they feel weakened. 

This is not to say that the provosts do not, at times, express disagreement with the 

president. They point out numerous issues where they have disagreements or doubts. In 

particular, they point to expansive presidential agendas that may deflect from the 

academic core. 

But presidents you know, again, they are looking for accomplishments where the 
board is going to be impressed and make major effects on the institution and they 
are under a national environment where fundraising, computerization, distance 
education, continuing education, engagement are themes that they are speaking 
about with their colleagues.. .1 have skepticism, too. Skepticism in the sense not 
of their need and not of the importance and not of the change in the society which 
certainly requires this, but whether in fact...it becomes a deflection of resources 
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and attention and effort to our core or whether it is indeed a non-core. I remain 
unconvinced on the economics of it and... the argument. 
CAO, Charybdis University 

The greatest disagreement (the president) and I had was on distance learning in 
which he had this incredibly unrealistic view with what he was going to do with 
distance learning—in effect train all of Asia in a few years. When I knew, I didn't 
think, that we had neither the resources nor the interest from the faculty in doing 
it. And that was a point of considerable tension for us. CAO, Colonial University 

Nonetheless, consistent with the institutional perspective they express regarding other 

matters, they keep their disagreements "in the suite". 

Well, I see myself as responsible to the chancellor...he's the person I consider to 
be my boss and our leader. And while I may differ with him on certain kinds of 
issues, we have our differences here in this suite—but we don't go out there. 
Once a decision is made, I am prepared to work hard if that is the direction we 
decide to take to achieve it. CAO, Orion University 

The willingness of provosts to acquiesce to presidential judgment and prerogative 

is yet another indicator of the transformation from faculty member to administrator. It is 

difficult to imagine faculty members keeping fundamental disagreements on policy 

matters away from a wider forum. Indeed, provosts discuss team play and collaboration 

with the president as they assume roles and make decisions that provide their presidents 

with political and organizational cover. In some cases, this is at the internal political peril 

of the provost, who must play "bad cop" to the president's "good cop." 

I think part of my job is making unpopular decisions so the Chancellor doesn't 
have to make them—of being the bad guy. There's often a kind of good cop/bad 
cop pairing of chancellor and vice chancellor. And I think the vice chancellor 
needs to be the bad cop. The vice chancellor really has to be in the role of 
protecting the chancellor. So reserving for him the freedom to make a decision, 
not boxing him into a comer, keeping him out of meetings is often an important 
part of my job. Everybody wants to see the Chancellor, but often the Chancellor 
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has more freedom to make a final decision if he's not at the table at a difficult 
discussion. CAO, Citizens University 

In fact, the provost is often a figure behind the scenes in dealings with the president. 

Respondents report that one such role is as an advisor. The provost represents and 

provides information from the institutional perspective to the president. The president 

then, after conferring with other advisors, communicates to constituents. 

I work much more effectively, I think, behind the scenes and not being an 
outgoing spokesman, and I also value really being able to analyze problems and 
speak my mind about them, whereas presidents can't always do that. They are 
constrained by other political aspects, which I understand very well. And my job 
is to tell them what they really should say. And then they have to amalgamate 
what I say with all the other inputs that they are getting. CAO, Circle University 

From the perspective of the respondents, then, the job of the president is, in part, 

distinguished from their own by virtue of its public and potently political nature. The 

president must be provided information and protected, while the provost is behind the 

scenes leading and managing. 

I mean, in some ways, provosts are like stealth bombers. They represent the 
unseen force behind the president. CAO, Avion University 

You can get a lot done if you don't want to take credit. It's the job of the 
president to take credit for everything. CAO Regalia University 

As a function of their internal role, and perhaps because some measure of their 

effort is obscured by the presidents, the CAOs express that they are more fully connected 

to the institutional community than their presidents. To some, this suggests that provosts 

are more likely to sustain a commitment to the campus and less likely to be candidates for 

career building. 
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The provost is much more engaged with the institutional fabric, the sort of warp 
and weave, of the institution... I think probably presidents are more transferable. 
And, in fact I don't think provosts move around as much as presidents. 
CAO, Visigoth University 

Further, the comment above implies that a president may move from institution to 

institution and still be effective. In contrast, the role of the provost requires extensive 

internal interaction and relationship building—it is internally political—and is therefore 

less transferable. Indeed, a number of provosts in the sample are maintaining long 

careers at a single institution. 

When CAOs leave their posts, they report that it is likely to be a presidency that 

draws them away. Still, the dissonance noted in the transition from faculty to 

administration lingers. One respondent reports, for example, that former colleagues 

speak about their past in ways much like the provosts discuss their faculty careers. 

I think that there is a certain jealousy of the provosts by the presidents. And many 
of them.. .there is a certain irony here.. .there are people that I know who look 
back with nostalgia when they were provosts, and they wouldn't give up their 
presidency, but they think of it in some ways, after the fact, as, " well, it isn't the 
final authority; it isn't as visible; but it's something at a period of time which they 
enjoyed more. CAO, Avion University 

In fact, only a few respondents indicate that they have interest in a future presidency. 

The reason most often cited is aversion for the public work, in particular, government 

relations, dealing with the press, and fund-raising. 

I do not see the prospect of being a university president as a particularly happy 
one. I see what (the president) does, and I see what I do, and I like what I do a lot 
more. I did a lot of what he did before as dean. As dean, I spent a lot of time 
fundraising. I liked doing it when I did it, but when I ask do I want to go back 
into airports again and dealing with old ladies or widows, I don't want to do that 
again. My heart isn't in it. CAO, Magnus University 
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Moreover, interview responses suggest that the presidential role appears less 

functional than their own to the provosts. 

I think in the main...the president's job is very different from the provost's job. 
and for those who have an appetite for that job.. .to play a ceremonial role.. .1 do 
not see that as something I want to do. CAO, Regalia University 

Research university presidents, however, often emerge out of the ranks of the 

provosts. During the study, vitae for forty-one of the current fifty-nine AAU provosts 

and chancellors were obtained; these documents show that twenty-seven of the forty-one 

presidents or chancellors, or si.\ty-six percent, were formerly provosts. And while the 

role of reluctant suitor is the predominant theme in the interviews—provosts nearly 

always demur when asked about pursuing presidencies—some speak in a code that 

suggests receptivity to a change. 

I haven't made up my mind that I want to do anything like that. I have another major 
project going on here, and there's no way for me to address that question even for 
another two years or year and a half.. .Anyway, I have no idea whether I want to do 
all that public stuff that chancellors and presidents do. I'm basically an academic 
man. CAO, Heartland University 

With these comments, this CAO signals a time frame for career progression and an 

openness to consider, as opposed to a rejection of, the public life of the presidency. 

Indeed, this respondent is now a university president. 

Only a few provosts in the sample openly contemplate and envision themselves in 

a presidential capacity. Indeed, the study shows they are the same reluctant suitors 

described earlier as they make their transition into administration. Now, rather than 

concern for leaving the academic life, they express that the call to a presidency must also 

represent a calling to a purpose. Ambition, without a worthy project, is aimless. 
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I could see a presidency might come along that would really intrigue me, but it 
would have to be a particular kind of presidency. I have deans and others who 
want to be presidents. I don't have the burning desire. It would have to be the 
right kind of school; it would have to be a particular academic challenge or 
opportunity. I could also go back to the faculty. CAO, Wellspring University 

Lastly, for a few, continuing along the senior administrative career path is 

appealing. Deans and presidents, some CAOs report, have constituencies; provosts do 

not. 

It's attractive (the notion of a presidency), partly because I like fundraising and 
alumni relations. You do that as a dean and you do it as a president. You don't do 
much of it as a provost. CAO, Seaboard University 

Provosts distinguish their role from that of the presidency by virtue of their 

internal, rather than external, constituents, their leadership behind the scenes, their 

identification with and management of the academic enterprise, and their distaste for the 

"hand-shaking" and fund-raising that must be done by the president. Further they express 

the same reluctance to consider a presidency as they do regarding their entry into 

administration. The presidency, in the eyes of the provosts, is compromised in its 

dedication to and connection with the academic enterprise. 

Continuing themes are evident in the responses of provosts as they discuss their 

relations with the president and the position of the presidency. These provosts (and the 

presidents, by and large) grow up professionally in the ranks of the faculty, and they do 

not stray far from their faculty roots in their expressed values and ideals. They reject the 

idea of careerism, placing it in juxtaposition with institutional commitment and 

engagement when discussing presidents as professional job switchers. Provosts cling to 
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their faculty identity while presidents embrace their previous roles as provosts—as chief 

officers of the academic realm. The academic value system dominates their language. 

However, as will be discussed below, the academic value system is accompanied, and 

leavened, by a managerial and administrative value system as the provosts set agendas 

and operate in a competitive and market driven environment. 

Managing Academe: Academic Primacy and Institutional Benefit 

Two themes are overwhelmingly evident as provosts discuss their objectives; 

academic primacy and institutional benefit. They describe themselves as guardians of the 

academic enterprise, and they manage within the university such that the core business, 

as many refer to it, of research and teaching is the focal point of university resources and 

activities. Additionally, they use the levers of management to direct academic activities 

toward institutional priorities, i.e., those activities that will propel the university, as an 

enterprise, forward. 

For me, everything I do is, "will this help the faculty be scholars."...1 very much 
think of myself as accountable to this faculty...So, I understand that I'm doing 
things differently than when I was a faculty but the point of a provost is to do it 
for the faculty and to always reference that group and to represent the faculty in 
all upper level decisions. CAO, Wellspring University 

I have one overarching goal. I have a computer file that lays out my goals and 
objectives and I review this every week. That overarching goal is to elevate the 
level of academic excellence at Seaboard University. I'll do everything I can to 
make that happen. That's what really sort of drives me. I'm really pushing it. 
CAO, Seaboard University 

Improve academic programs; increase the influence of the university. That occurs 
in lots of ways. Influence in terms of the scholarly productivity.. .influence in 
public policy. CAO, Revere University 
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The environment in which the respondents operate to achieve these objectives, the 

research university, is a notoriously decentralized and diverse enterprise. Therefore, the 

CAOs direct their activity toward guiding and structuring an organization. 

I think in terms of how can you take an organization and make it significantly 
better on your watch. CAO, Seasons University 

And respondents in the study outline several strategies to accomplish organizational 

improvement. These include setting strategic priorities, allocating resources, and 

collaborating with and influencing key institutional players. 

1 guess 1 think about it in three ways. One is I really try to hold on to helping 
craft the strategic vision of the university...establishing strategic priorities and 
saying very clearly, "we're going to focus internationally on that." Second, I 
found myself spending a lot of time bridge building and developing partnership; 
and I would imagine that would I retire tomorrow people would say that what 
distinguished me as a provost here was that I wanted to leverage...the internal 
resources we have by building bridges (they were mainly bureaucratic 
bridges.)...The third is old-fashioned management, balancing the budget, setting 
objectives, trying to get (information technologies) fixed. Now, in reality, the 
third one is that one that I spend most of my time on. The first one is the one that 
is the most important, and the second one, too. CAO Wellspring University 

I think it is a combination of things obviously. One is really enabling others to 
realize the potential for themselves and the units they direct. So I need to work 
closely with the deans, and in turn through the deans with the chairs, to make sure 
that the basic everyday business of this place not only continues to get done but 
gets done better year after year...So a lot of what I have to do is really help enable 
others to be successful in what they do in what is a very decentralized enterprise. 
I think second to that, I have to set a tone in terms of the kinds of initiatives and 
support that we provide centrally that makes it clear that there is a primacy to the 
academic enterprise. Like most universities, we're as much a city as anything 
else in terms of all the various things that we do. But it has to be clearly, first and 
foremost, we're about the learning and discovery process. And our business is 
education, and if something doesn't make sense in terms of that primary role, we 
ought not go too far down that path. CAO, Rivers University 

The influence of the provost on the organization is established, then, through the 

integration of the above points. Provosts set direction for and manage diverse aspects of 
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the institution; they allocate resources as incentives for organizational entities to move in 

institutional directions; they cooperate and collaborate with key leaders, such as the deans 

and other key administrators; and they perform in each of these capacities toward the 

objectives of establishing academic primacy within the enterprise and toward advancing 

the institution in the universe of research universities. One CAO summarizes; 

It's very much a job having to do with facilitating the activities of the academic 
mission, in terms of getting resources to the right thing and helping people 
collaborate across units and create programs and structures that really promote 
both the education and research mission of the university. 
CAO, Freshwater University 

The academic value system of provosts has been discussed in this chapter at some 

length and. again, it is evident above in the language of provosts as they discuss their 

objectives. However, an additional value system—an institutional value system—also is 

imbedded in these descriptions. Provosts seek institutional benefits and, as a result, seek 

behaviors and actions that are consistent with the best interests of the university. 

I think we just have to figure out how to really integrate all of these various assets 
of the university. I believe that undergraduates., .can be brought into labs and 
research opportunities...With graduate students, it's equally interesting to me, as 
a faculty member, to help that student make that journey from student to 
colleague. ..And then you want faculty colleagues who are at the leading edge of 
their research interests, and that's the ideal university, when the entire range of 
what we do is in constant contact. CAO, Prima University 

The fundamental processes through which provosts influence the organization toward 

these goals have been outlined here. Further, two value systems that underlie the 

objectives and actions of provosts have been identified. As the following sections will 

demonstrate, the institutional value system heavily influences the dynamics of the 

provosts' management of and interactions with deans and faculty members as well as the 
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projects and actions that they favor with central resources. Additionally, the interview 

data suggests that the economic and political environment during which a provosts serves 

has a bearing on the decisions made and the actions taken by provosts. The next section 

discusses the impact of the times, in particular, economic conditions on the role of the 

provost. It is followed by an examination of the use of the budget and budgetary 

authority as a multi-faceted lever to shape the institution 

Managing Academe: The Times Matter 

This study occurred over the five-year period from 1995 to 2000. One segment of 

interviews was conducted during the years of 1995 and 1996, and another during the 

years of 1999 and 2000. The interview protocol was essentially the same during both sets 

of interviews, though the delivery of the protocol became more sophisticated over time. 

Variation in responses to several questions, however, suggests that the times in which one 

serves can shape attitudes and actions. The following discussion is presented as an aid in 

understanding the dynamics of the position and the roots of the actions that are in 

operation today. 

As documented in the literature review, provosts faced a changing higher 

education landscape in the early- to mid-1990s. Changes in federal research priorities 

due to the end of the Cold War, a changing American economic base characterized by 

corporate restructuring, changing legislative priorities in the states, and increased public 

scrutiny of the undergraduate experience all challenged well-entrenched institutional 

purposes and well-established university budgets. Interview respondents from 1995 and 
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1996 repeatedly reference each of these factors and indicate that they understood that 

managing change would be the fundamental purpose of their roles: 

I had been recognizing.. .some signals that were coming from the national 
scene.. .and I felt like we were not picking up on some real strong social, political 
and public pressures about the way we were dealing with undergraduates, the 
over-preeminence of research, and the emphasis on that in the promotion and 
tenure process, and the way we allocated money and buildings and everything 
else.. .And so I knew when I came here that it was going to be, for a person who'd 
been addicted to, in a generation addicted to growth and expansion and money, 
we were entering a new period of our lives which was now to build and grow 
through substitution and to make decisions about where the institution can 
reasonably go and not try to be all things to all people. CAO, Territory University 

The signals and pressures from outside the walls of the university provided the 

motivation for a reexamination of the external relationships of the institution and a 

renewed assessment of the consequences of inattention. 

The cost of being insular in this environment will be very great. So, necessarily, 
one is going to have to be looking externally and managing external relations in a 
different way than in the past. CAO, Orion University 

External relations, in the context of a research university, extend to a wide range of 

influences on the academy including funding sources, legislators, corporate entities, 

alumni, and the press. Therefore, provosts interviewed during this time report they spent 

considerable effort translating the external threats to faculty and staff, hi doing so, they 

called for reforms in the academy, arguing that it is better to reform from within than to 

have reform imposed from outside of the institution. 

But frankly, I think if it is a conversation we don't have among ourselves, then 
sombody's going to have it for us on the outside and that would be very 
devastating to all of us. So rather than putting our head in the sand and saying, 
"don't they realize how busy we are?".. .1 really think we better have this 
conversation. CAO, Prima University 
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Moreover, university board members, many of whom had corporate ties, pressed senior 

administrators for institutional responses to the changing environment. 

So now everybody who is on the board of any university in the country has been 
through, in his or her corporation, a massive evaluation of what is it we are doing, 
why are we doing it, is it worth doing, can we do it cheaper or better? And those 
people sitting on those boards say to their presidents, "what are we doing, why are 
we doing it?" CAO, Pegasus University 

The provosts interviewed during this period report high levels of stress and often 

demonstrate the hunker-down mentality of individuals who are pressured from all sides. 

I closed two four-person departments and was sued by all 8 people." 
CAO, AAU Conference 

I think, frankly, we offer a pretty good undergraduate program here, but I think 
we're under attack like everybody else...CAO, Heartland University 

This year we eliminated four programs; it was the worst year of my life. 
CAO, AAU Conference 

And what is absolutely unappreciated in the political sector and the public sector 
as well is the extent to which the economy and the strength and the world position 
of the U.S. is built on the knowledge infrastructure. And all of those people out 
there who want us to trim our research back to things that are applied don't 
understand that when you begin working on an applied issue you may well solve 
it when it's no longer an issue. CAO, Territory University 

I closed a library science school because I wasn't convinced it was in our mission; 
it caused one and one-half years of pain and agony...and it only had four people. 
CAO, AAU Conference 

In contrast, better economic times, and the decisions made at the institutions 

during the decade of the 1990's, supply a foundation for a more intrinsically rewarding 

role. The respondents interviewed later in study provide numerous expressions of job 

satisfaction. More significantly, they view the events of the early and mid-1990s as an 

important period of restructuring and adjustment that provided valuable lessons in 
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managing change and important new opportunities for strategic investment. The citation 

below, while not representative of the fiscal situation on every campus, best characterizes 

the impact of the era, the lessons learned, and the current environment. 

Well, first of all, you have to realize that I am here as provost at a wonderful time, 
because this university has been treated exceptionally well by the state with huge 
budget increases...Seaboard, in the early 90s, took at 20% permanent budget 
reduction from the state...colleges closed, there were departments shut down. A 
lot of the infrastructure operating budgets were cut. Then about 1995 and 1996, it 
stayed pretty much constant, but now the economy is booming in (our state) so 
it's (the budget) coming back up at a fast rate...There's a lesson here. I would 
argue that it's much better for the advancement of an institution, painful as it is, to 
have these large economic cycle changes than the little ripples. But this is how 
you make change. We cut out weak stuff in the early 90's when the budgets 
crashed. Now, with all of this new money coming in, we are focusing that new 
money in places where we want to put it and where we have a real chance to 
make a significant difference and be better. So it's not as if we're, you know, I'm 
not taking so much fi-om the units, but I'm investing strategically with new 
resources. CAO, Seaboard University 

As will be shown in the following sections, the lessons of fiscal crisis, tough choices and 

strategic planning we're well learned by the provosts. Budget control, for example, has 

prominently appeared within the purview of provosts, and it is used as a primary lever in 

institutional change. The CAOs interviewed in 1999 and 2000 still speak of tough 

choices, though they are more likely to employ managerial terms such as willingness to 

make decisions. Finally, the process of strategic planning, once cumbersome and 

lengthy, has given way to shorter processes of strategic priority setting, but the term 

strategic is universally prominent and often linked with the terms priorities or 

investments. 

As noted in the heading for this section, the times matter when managing 

academe. They matter in relation to the climate of the job; they matter in relation to 
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imperatives for action and actions taken; and they matter because of the foundations they 

establish for future decision-making. One provost summarizes in professional and 

personal terms. 

When the university was having more difficulties, I had to be directly involved in 
almost every activity from top and bottom and there was an enormous focus on 
me and what I did. As the university has gotten stronger leadership at the school 
levels and has been in a stronger financial position and academic position, there's 
more focus in the schools at the school level, so I deal more with the leaders of 
the schools. So the extent to which 1 have to get involved with all the nitty gritty 
within the schools...every faculty discontent that maybe should have been 
handled by a dean previously or others has diminished, but that doesn't mean that 
the authority diminished. It's just a different way in which one has organizing 
decision making; and to the extent that you're able to have very, very good 
managers that can have these responsibilities that you trust and who can 
demonstrate accountability on them, it's a much better way, obviously, of living. 
CAO, Avion University 

Managing Academe: Budget Structure, Incentives, and Leveraging 

Perhaps the most evident change in the responsibility of the provost in recent 

years is assumption of responsibility for the university budget, specifically budget reform 

and setting budget priorities. As noted in the previous section, provosts learned 

important and painful budgetary lessons during the decade of the 1990s. The interviews 

demonstrate that strategic management of academic and other budgets has emerged as a 

critically important, and commonly used, instrument of change. For example, 

fundamental changes in budget structure force greater accountability in operating units, 

selective investments in academic projects provide incentives to move faculty and deans 

in institutional directions, and the seeding of strategically chosen projects leverage 

departmental and college resources. 
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Budget reform is a recurring theme among the CAOs in the study. Some 

completed reform in the 1990s; others continue to pursue it. 

Fundamentally, there's nothing in our budgeting system that tells the dean or 
department head anything about the budgetary consequences of doing teaching, 
research, and service in any greater or smaller scale or any better or worse. 
There's nothing that the budget says about doing your job better or doing your job 
worse or doing more of it or less of it. And that's just not right. You need a 
budget system that can do something to improve quality and help direct your 
sources where demands and needs are. That's part of it. The other is that there's 
no resident focus whatever here and we need to get a greater sense of 
empowerment of deans, and particularly deans, about how they can amplify their 
sources that are available to them by their own activities. And that means doing a 
better job with some of the stuff that's at their disposal right now.. .we're waiving 
(millions) a year in tuition, and that's a lot of money. We give away spaces of 
free good, there's absolutely no cost to any unit for any square foot, for any 
purpose, so we just produce an infinite appetite. CAO, Heartland University 

Well, we've fundamentally redesigned the budgetary structure at the university. 
And that has been the single most jarring change in the last two years. We've 
gone from an institution which had, certainly in the arts and sciences, no 
meaningful budgetary constraints, in the sense that deans didn't have budgets. 
They were given amounts of money for particular specified items. If they wanted 
more money, they would go to the provost hat in hand, and had no money to 
spend on anything other than specific decisions made by the provost.. .What we 
have done is to create real budgets that give them incentives to generate revenues 
and cut costs, and enabled them to keep the benefits of those decisions, enabled 
them to move resources across lines, with approvals, but with large rate of 
deference, so that they can now decide to have less money to spend on financial 
aid or to graduate students and move some of those resources into administration 
or whatever. CAO, Magnus University 

Budget reform, then, takes the shape of redistribution of budgets to the deans. By 

pushing out budget authority to the deans, provosts also redistribute the responsibility for 

budgetary restraint and strategic decision-making to the academic units. In essence, 

deans are charged with managing their resources with one eye on meeting the demands of 

the college and another on what is best for the university. The role of the provost in 
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managing resources, then, is one of holding deans accountable for their decisions and 

making central allocations according to judgments of accountability and academic 

promise. Therefore, one result of budget reform is the cultivation of new management 

relations with the deans and academic units. 

Budget reform is also a critical lever in restructuring. Provosts use their authority 

to allocate and reallocate resources across units to reshape the institutions. The citation 

below is a thorough summarization of the interview discussions and the impact of budget 

reform. 

It's a mechanism for restructuring the university in the sense that it is consistent 
with three things.. .It is consistent with the need for the university to meet a real 
financial dollar problem...Second, it is designed to enable us...to have a kind of 
structure to be financially secure in the long term. And that means.. .a reduction 
in faculty size...a redistribution of students in the institution...and even though 
we have always been very lean in our administrative structure, we simply have to 
be leaner. ..And that gets into real serious planning about the substance of the 
university. About what departments stay the same size and what departments get 
smaller or go out of e.xistence. What departments you create... That's not just 
budgetary, although it's at least initially driven by budgetary concerns.. .And the 
third component of it is really the mission of the university itself and if you are 
gong to make long term changes, you've got to figure out not just budgetary 
implications, but academic program implications, and that does involve serious 
questions of allocating resources across units in the long term. CAO, Magnus 
University 

In addition to budget reform, provosts utilize discretionary resources to invest in 

programs addressing the strategic priorities of the institution. The two objectives 

discussed in the previous section underpin the investments of the provosts; they invest in 

programs based upon the supremacy of the academic enterprise, and they invest in 

programs that, in their judgment, provide institutional benefit. In doing so, they establish 

and communicate the criteria for strategic investment as incentive for institutional 
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activity in the directions they wish to pursue. In the case below, favored proposals must 

demonstrate that they are of high quality, that they are mission-directed, and that they 

touch undergraduate and graduate students through teaching and research. 

I am trying to make investments principally on quality grounds. I don't think I'm 
smart enough to figure out by subject matter where I ought to make 
investments...! think that the deans are close enough to the subject matter to 
decide whether it ought to be bio-mechanics or computer-aided design.. .1 have to 
be prepared to make the trade-off between something that engineering wants to do 
and something that arts and sciences wants to do; and there I think I'm going to 
make it on the following criteria. First of all, can you demonstrate that this is 
really, really good.. .the second is can you make an argument that this is 
something Prima ought to do, not universities ought to do, but my university 
ought to do...And, that it is going to contribute to the entire generational range of 
Prima activities...CAO, Prima University 

In addition to the direct allocation of central funds to favored units and projects, 

CAOs report that they use central funds to leverage the resources that are distributed to 

the academic units. In doing so, they stimulate competition among the academic 

departments. 

When I first got into this office, one of the complaints around here was that the 
university tries to be all things to all people. The university never makes hard 
choices. Well, it takes forever to make institutional change, but we've actually 
developed central programs that we call academic enrichment, where we have 
competitions and we make competitive choices on programs to invest in. And we 
started something called selective investment where we actually looked at 
departments and programs, and partnered with the colleges where they have to 
come up with matching funds, to decide where the ne.xt area is where were going 
to invest that we think can move to the top 10 or the top 20 in the next half dozen 
years with central support. CAO, Rivers University 

The criteria established for selective investment are instructive. The strategic 

directions of the universities are evident as is institutional dependence on external 

funding sources. 
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I've developed what I call centers of excellence... they had to be interdisciplinary, 
they had to be mission-focused, they had to be attractive to donors or competitive 
external funding.. .and they had to deal with public policy issues.. .The way the 
centers develop, faculty have to propose these to me...and then someone on the 
faculty has to take the leadership. And if they don't get flinding themselves, then 
I help them from the provost's office with seed money...but the center won't 
survive unless it can get money from foundations or competitively from 
sponsored research efforts. CAO, Revere University 

In sum, the budget responsibility of provosts is used to restructure the academy, to 

provide incentives for mission directed activity, and to leverage internal and external 

resources in advancing the interests of the institutions. 

Managing Academe: Relations with tiie Deans 

Budget reform is one manifestation of the relations of deans and provosts. As 

noted above, new iterations of budget processes at the universities place greater 

responsibility on the deans for decision-making and accountability in their units. This 

section explores other aspects of the professional relations between deans and provosts. 

The study shows that provosts have high expectations for their deans. They 

expect them to be excellent managers and leaders of their colleges. They expect them to 

make difficult decisions within their schools when they arise. They expect them to be 

team players on matters of institutional importance. And they expect them to be 

excellent fund-raisers. Expectations, of course, imply future performance, and the 

provosts report that deans are a group held accountable for their progress in each of the 

areas mentioned. At the same time, research universities are highly decentralized, and 

deans develop strong constituents through the education, research, and service efforts of 
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their colleges. As leaders of academic units with external constituents and strong 

individual identities, the deans provide the provosts with a difficult management 

dilemma. The CAOs must help the deans build their colleges and, therefore, the 

academic strength of the university, but they must also ensure that the deans lead and 

develop their units such that university priorities and strategic directions are achieved. 

When considering the relationship of the provost to the deans, a parallel may be 

drawn from the organizational link of the provost to the president. Just as the provost 

acts as the operating officer and deputy on behalf of the president, the deans, under the 

supervision of the provost, are the operating officers of the major academic units on the 

campus. 

Managing faculty, at the level you're talking about, is one in which I see my job is 
to set the structure and the deans' job to implement the structure and to work with 
the individuals. I don't have, I don't spend a lot of time on direct individual 
faculty management, and I don't want to. CAO, Visigoth University 

However, unlike the provost's one-on-one relationship with the president, the 

CAO must assemble the deans into a management team. Provosts repeatedly point to the 

importance of teamwork and to the structures they create to facilitate it. 

I established the first council of deans, and they meet once per week and we do 
retreats once a quarter. So a lot of it, I find myself...trying to get people to work 
together in new ways. CAO, Wellspring University 

Further, the provosts report that the relationship is a negotiation on several fronts. 

On one hand, the provost is to provide resources and support; on the other hand, the 

deans are to manage within the expectations of the provost. 
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From the deans' perspective, I must create an environment of empowerment and 
support. On the other hand, on the part of the deans, a real focus on increased 
academic excellence is first and foremost and the ability to lead the college. And 
that means a lot. It means motivating and inspiring the department chairs and the 
faculty and setting an ambitious agenda. Leading the place forward. CAO, 
Seaboard University 

The negotiation can be tension-ridden and, as the following response describes. 

resources are a focal point. 

Not only are (the deans) experienced, but they are extremely bright and extremely 
good in their field. Now, by definition, if that's the case, each one of them is going to 
be aggressively pursuing their own agendas, and I wouldn't have it any other way. 
But what I've had to show them and to demonstrate to them often is that resources are 
simply not available for us to all get what we all want or need. And that's been a 
point of tension, of course, that they would vie for, particularly if there's any 
manifestation that I'm actually holding back a little bit of money that I'd want to use 
for some purpose. If I could truly open every drawer, turn my pockets inside out, say 
there is not a single university-wide initiative that I want to pursue, that I'm giving 
you every penny we have, then there would be no basis for much tension. But there 
would also be no basis for even talking to me; they could ignore me totally and go 
about their business. But because there's a recognition that there is somehow a 
function up here, that there is some tension. CAO, Colonial University 

Implicit in the negotiation for resources is conflict between the decentralizing and 

centralizing functions or tendencies of the university. The provost is the central figure in 

determining to what extent the units of the campus are expected to contribute to 

university-wide priorities, and this is reflected in relations with the deans. 

I'm asking the colleges to tell me how they're going to allocate money within the 
college. So I don't want this business stopping at the college door. I want to 
know what the colleges are going to do to make decisions about how to allocate 
resources among departments within them...I've asked each of the colleges to 
give me their list of what they think strategic indicators ought to be for them. 
And so our discussion about the quality and significance of what they do is in part 
informed by what they give me in terms of their measure of success and their 
indication of how they measure up, not only against their own past, but against 
other institutions in their field. CAO, Rivers University 
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I had an issue just the other day at one of these budget hearings where I've made 
some quite severe budget cuts in one particular college because I thought that they 
were, relatively speaking, had more resources and also the quality wasn't quite at 
the level of some of our other colleges. This college.. .has a really active friends 
group and this dean was proposing to write a letter.. .saying that he had 
recommended to me that (the unit) be shielded from any budget cut. And I told 
him that was really a dumb idea and that he shouldn't write the letter. CAO, 
Citizens University 

Moreover, several CAOs in the study recounted, with some irritation, the frequency 

with which the deans deflect hard decisions to them, particularly decisions related to 

promotion and tenure. The CAOs expect the deans to make such decisions on behalf of 

their units and the university, an apparent manifestation of their own roles. Indeed, when 

e.xpectations go unfulfilled, the dean may be replaced. Numerous respondents report the 

need to replace deans either through personnel action or unit consolidation. 

I've had to replace a few deans. CAO, Seaboard University 

Well, some of the replacement has been natural attrition. Some have been non-
reappointments...lack of leadership, poor management skill, lack of vision. 
CAO, Revere University 

The most important decisions you make, however, are people oriented, the hiring 
of the deans, for example, and getting the right people in the right positions...part 
of what I did is abolish two deanships. CAO, Commonwealth University 

The study shows, therefore, that business relations with the deans and the provost 

can be contentious, and that the tension is inherent in the institutional roles of these two 

sets of academic leaders. 
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While it is clear that the provosts have the ability to hire, fire, and reward deans. 

the deans manage the fundamental academic units through which the agendas of the 

provosts are largely carried out. Just as it is in the interest of the dean who wishes to 

remain employed to consider the directions of the provost, it is in the interest of the 

provosts to forge a team of deans who understand institutional directions and work 

together to achieve them. One respondent describes the dynamics as follows: 

So in this job, there is more of a sense of having to make decisions with less 
confidence about the knowledge you're operating under. More of a potential to 
be making decisions that override a unit that feels a certain level of 
entitlement.. .Here, there's much more of having to set policy decisions whether 
or not the deans like it or agree with it or think it's right. And then provide the 
support and the mechanisms to get them to go along with it...Here, it's much 
more about making decisions, and then it's best to persuade people that it's the 
right direction. But you're not looking for their blessing. CAO, Magnus 
University. 

Persuasion, as noted here, comes in the form of resource allocation, sign-off authority on 

hiring and promotion and tenure decisions, latitude in decision-making, and, ultimately, 

in the evaluation of the dean's performance. 

This discussion has focused on the business relations of the provost and the deans. 

In doing so, it highlights the management mechanisms that permit the CAOs to manage 

change in a complex environment. The discussion makes note of, but does not highlight, 

the emerging satisfaction expressed by the respondents in their relations with the deans. 

For example, they express pleasure, by and large, with the team atmosphere that has been 

established with and among the deans. They also report increased involvement of the 

deans in directing their colleges in ways that center on the institutional objectives. 

Finally, they report, with some exceptions, that they have very good deans. Still, these 
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better days for management appear to parallel the scenario of better budget times 

discussed above. Conditions are better now, but one reason they are better is because 

many of the budgets, and the universities, have been restructured. In other words, the 

management prerogatives of the provosts, in their efforts to manage institutional change, 

appear to have been effective in restructuring academic units, removing difficult 

personnel, hiring new leaders, and managing them under the revised conditions. 

Managing Academe: Faculty Work 

Provosts identify strongly with faculty culture, yet they interact on a daily basis 

with administrators far more than faculty. The bulk of their time is spent with their staff, 

the president, other senior officers of the university, and the deans. Nonetheless, faculty 

members are the professionals on whose shoulders the academic enterprise rests. In 

economic terms, they are the primary production workers within the organization. As a 

result, the policies and directions established by the provost will have their greatest 

impact on the faculty. Therefore, the study examines how provosts perceive and evaluate 

the working lives of the faculty. Moreover, it identifies the management mechanisms 

used to influence faculty activities, and it illuminates the directions that the provosts 

encourage faculty to pursue. Specifically, this section discusses how the actions of the 

provosts operate to change faculty work. Finally, the study reveals that, just as the 

professional relationship between the deans and provosts was characterized as a 

negotiation between centralizing and decentralizing forces, the relationship with faculty 
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and provosts can be characterized as a negotiation between the professional autonomy of 

faculty and the management discretion of administrators (Rhoades, 1998). 

While provosts often idealize the life of the faculty, they consistently refer to 

faculty culture as insular and faculty interests as driven by narrow, often external, 

standards and organizations. Interview respondents mixed serious expressions of concern 

with derisive humor in their responses. 

I think a lot of what passes for research is not fundamental in any sense; it's based 
on the promotion system which requires you to do research and publish it...We 
had (an abstract science group)...and these people had started a society so they 
could give awards to each other... it was a small field which was transparently 
keeping themselves alive...(also) I would say humanities...particularly in the 
research universities, have moved away from transmitting the glories of our 
civilization to a sort of very sterile infighting over what very, very abstract theory 
is correct...They forgot to teach people that Shakespeare is a wonderful person 
and that Milton had something to offer. CAO, Pegasus University 

We have a tendency toward boutique courses, extremely small, highly specialized 
courses...the Slavicists say that Dostoyevsky loses something in the translation. 
You say, "yeah, but without translation, you lose something else—the students." 
CAO, Prima University 

I asked the chairman of fine arts, she said something like, " the expectations of 
what an artist should be have changed in the post-modem world." I asked how 
were they before that? And she said, "Well, starting in the Thirteenth Century..." 
CAO, Pegasus University 

Externally validated through peer review, professional associations and societies, 

and through increasing engagement with industry, faculty members are drawn away from 

the institutional fabric. As a result, the provosts identify the external aspects of faculty 

culture as a threat to internal cooperation and to institutional well-being. 

It has turned more external. More opportunities for giving talks, consulting, 
publishing outside, participating in distance learning with an outside corporation, 
all of that puts strain on both the faculty member and the institution, as well as 
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strain on the interaction between faculty members because they are spending a lot 
more time and effort working with their outside colleagues... 
CAO, Circle University 

Faculty conduct, then, is viewed through an institutional lens. The lens projects them as 

dedicated but self-serving scholars who are disconnected from institutional goals. 

Further troublesome to provosts are the institutional decision-making processes in 

which faculty participate. Like faculty culture, provosts present these processes as 

insular and disconnected from the needs of the institution. In particular, provosts decry 

their impact on the pace of institutional change. 

Well I do think that there is a problem at some of these universities.. .that because 
of the historic legacy of faculty perceiving the organization as a set of town 
meetings where governance is based upon that kind of situation or context in 
which individual faculty members believe that they actually have vetoes over 
everything.. .if we could change the speed in which we make decisions.. .which 
does not mean to make them top down, but to make them in a way in which the 
legitimacy of these decisions could be gained within the faculty and the faculty 
community, but which does not take the amount of time that's typically done. 
We're at a substantial disjuncture, here, between the outside world and the 
University. And to the extent that institutions in the outside world are moving 
very rapidly, they don't even like to deal with the universities. 
CAO, Avion University 

The other thing, frankly, is that we are so participatory that it is damn difficult for 
me to know if I can or cannot make a decision. I have to go before so many 
groups now.. .and I had, on occasion, literally had to carry a three-by-five card to 
check off whether I had been to all these groups.. .That has been a stranglehold 
and it has been dysfunctional. I need to be able to act more decisively and more 
quickly. CAO, Colonial University 

Provosts, then, describe a professional work force that is not driven to respond to 

institutional needs either by their culture, by their system of external validation, or by 

their internal processes 
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On the other hand, provosts are circumspect about the changing conditions for 

faculty. In discussing changes in faculty work over time, they defend the effort of faculty 

and speak in understanding, even sympathetic, tones. 

I think faculty work has gotten a lot more stressful and a lot harder in the last 10 
or 20 years. ..part of it is this business of accountability in terms of students and 
coursework and demonstrating that you are bringing new materials into the 
classroom, that you've got to demonstrate not just that you're okay as a teacher 
but that you merit consideration for tenure and promotion on the basis of, in fact, 
being the sort of person who belongs at a university...! think they just have to 
wear more hats and the bar is higher in just about every direction. CAO, Rivers 
University 

Faculty lives are changing in that both quantity and quality of undergraduate 
teaching is an explicit criterion for faculty advancement. And yes., .faculty are 
doing more undergraduate teaching. CAO, Citizens University 

If I were to document the most significant change that's happened at the academy 
in my thirty-five years...it's the e.xpectation for entrepreneurship on the part of 
the faculty that in the past, we never thought we were responsible for...every 
faculty including classics.. .or communication studies or art have got to be 
entrepreneurial. I've just finished two sessions with faculty, your old denim blue 
faculty, not your development officers, not your department chairs.. .talking to 
them for a whole day about how to do development.. .1 think that kind of 
contemplative life, reflective life has turned out to be pretty damn frenetic. 
CAO, Colonial University. 

The responses of provosts to the faculty work environment, then, are reflective of 

both value systems that underpin the actions of provosts. They draw upon the 

institutional value system to disparage faculty for their inattentiveness to institutional 

needs, while they draw upon the academic value system to defend the faculty and to 

express concern about conditions that alter their work. Perhaps not universally, but 

certainly in some cases, the dichotomy gives pause for reflection. 

.. .and so part of it is a constant process of trying to understand, and every day I 
learn more that I didn't understand before. And that makes you very nervous. 
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because in the meantime all this change is happening, and you realize that you are 
changing things that you don't understand very well. And the law of unintended 
consequences here is very frightening. But mainly, the way I try to leam is I 
spend a lot of time with faculty. Going around from department to department 
has been invaluable. It actually made me fall in love with this university all over 
again. CAO, Magnus University 

Nonetheless, the provosts exercise their influence and management prerogative to 

change the conditions of faculty labor. As noted herein, the CAOs have charted a course 

for higher standards of teaching and scholarship, for long-term financial health, and for 

better service to constituents. Therefore, the faculty work force is expected to respond. 

The CAOs call for the re-norming of faculty expectations based upon the demands of the 

modem marketplace. 

[ really don't buy the argument that we're all so busy that we can't teach 
undergraduates, even lower division undergraduates, undergraduates for whom 
we have to provide access to what we do rather than expecting them to be already 
trained to access what we do. And so this is really a normative discussion.. .we 
should be happy to do what we do. And I have the advantage of serving on 
corporate boards. I've seen how hard those people work; we don't actually work 
that hard. We work hard, but we work hard at something we're committed to. 
Most people that I know would do this vocationally and avocationally.. .what a 
wonderful thing we have here. So I think that we as faculty, given what the rest 
of the world actually is like, ought to be circumspect about how hard our lives are. 
I really do believe that one can be entrepreneurial, can serve on national panels, 
can service one's graduate students, do one's research, and teach undergraduates. 
CAO, Prima University 

And the mechanisms of management available to the provosts figure prominently in the 

negotiation. Promotion and tenure guidelines are a tool for re-norming. 

Promotion and tenure is, at one level, a decision about individuals. But at another 
level, P&T is a structure which cites aspirations, which establishes standards, that 
get communicated through the whole system...The point is that each of those 
decisions and way you implement them and the context which you set for your 
faculty about why you are doing what you're doing, and that's why 
communication by the promotion and tenure standards is very important. 
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establishes a structure of excellence in the university which each of those 
decisions should reflect. If it doesn't reflect it, if they seem haphazard, then you 
undermine that structure. But to the extent that they do. you really reinforce that 
structure and communicate through the system...this is what we're trying to be. 
this is...what the standards of excellence are. CAO, Visigoth University 

My own impression over the years is that the faculty units at the lower levels are 
typically soft on cases. I think chairs tend not to exercise their own independent 
opinion but go with the majority. They have used evaluators who are not of the 
quality that I thought they should have been. And I sent a very clear message that 
1 expect when they put together a promotion and tenure case, they need to use 
evaluators from universities that are at least as good as we are and who are people 
who are at the top of their fields. CAO, Seaboard University 

While promotion and tenure guidelines are negotiated in many ways on the campuses, 

the provost is a central figure in their establishment. Additionally, with approval 

authority on promotion and tenure decisions, provosts have the ability to enforce the 

guidelines. Indeed, the provosts report little or no presidential discretion is used when 

their promotion and tenure recommendations are forwarded for implementation. 

Clearly, one goal of this study is to illuminate the mechanisms used by provosts to 

lead the institutions and, in this case, direct faculty effort. Nonetheless, it is important 

not to overstate the control that the CAOs exert over faculty work. It has been noted that 

the relationship is a negotiated one. Indeed, provosts are aware of the limitations of their 

influence and note that the power of persuasion is, at times, their best ally. 

I think faculty in general are independent entrepreneurs, more in some areas and 
less in others, so they don't like to be told to do anything. You know, we, it's 
really identifying the specific places we're going to concentrate the resources...in 
particular intellectual areas...and then saying to faculty essentially, "Look, this 
where we're going, are you coming?" You know we can't fire them if they're 
tenured. And we can't really fire them if they are untenured if they're doing good 
work.. .we just don't do that. If you're on the tenure track and you're doing good 
work, and it's at the tenure level, we're going to give you tenure whether we 
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decided that's still a strategic priority or not. So we need to get people to say, 
"Yeah, that's a good intellectual direction. I understand why they're doing that, 
and I will bend myself out of shape a little bit to get on that train, because they're 
right." CAO Visigoth University 

If you want to get faculty and deans to cooperate in doing things that we've never 
asked them to do before—fund-raising, think about programs that would be both 
intellectually sound that might actually make some money for the institution, 
restructure the composition of the students, be willing to teach more of the 
graduates, rethink some aspects of the curriculum that would enable us to 
accommodate a smaller faculty and a larger student body, live with a smaller 
faculty, these are not things that people will accept willingly. And my sense is the 
only way they will actually work with you to achieve them is if they understand 
why you have to do them and come to believe that this is a reasonable response to 
a real problem. CAO, Magnus University 

The management mechanisms discussed throughout this chapter influence the 

conditions and the content of faculty work. One of those, the setting and enforcing of 

promotion and tenure guidelines, is demonstrated here. Another noted elsewhere in the 

chapter is providing funding incentives to encourage faculty to pursue intellectual 

directions targeted by the administration. Even so, the decentralizing tendencies of the 

university are powerful and faculty are valued, if difficult to manage, professionals. 

While prerogative and incentives may be invoked to set new standards and to establish 

priorities, persuasion of the professional workers who will carry on the activities of the 

university is a critical aspect of managing change for the CAOs in the study 

Part Two: Institutional Directions 

Managing Academe: The Projects of the Provost 

Part One of this chapter discusses the careers of provosts—their professional lives 

and professional relations—in research university settings. Additionally, it focuses on 
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provosts as institutional managers and leaders. Specifically, the study locates provosts as 

executive managers who are implementing change as a result of market forces and 

external demands. In doing so, it reveals the mechanisms that senior academic leaders 

employ to direct institutional players, particularly deans and faculty, toward the 

achievement of strategically established university priorities. 

While the careers and the management mechanisms of provosts have been 

explicitly discussed, the specific directions they are taking their universities have been 

implicit in the text. The aim of Part Two of the chapter is to extract those themes from 

the text, and from other data collected in the study, to provide a clearer sense of the 

overall project of this group of senior managers. Indeed, the Chapter Four, which 

addresses the actions of provosts as a collective, demonstrates that similarly situated 

CAOs act as a class of leaders to pursue related, and at times collective, agendas. 

Correspondingly, the study shows that the lives and actions of provosts on their 

individual campuses reveal common themes in the mechanisms used and in the agendas 

pursued. The recurring themes are discussed in the remainder of this section. They are 

followed by an analysis of what the language used by provosts reveals about their agenda 

and finally by a conclusion that addresses their intent. 

Faculty Directions 

Part One of this chapter demonstrates that the CAOs wish to direct, or have 

faculty elect, the pursuit of intellectual directions that comport with institutional 
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objectives. Five dominant themes are evident in the discussion of provosts as they 

advance their agenda. Each is identified here and discussed individually. They are: 

• Interdisciplinary Research and Problem Solving 

• Science 

• Technology 

• Internationalization 

• Undergraduate Education 

Interdisciplinary Research and Problem Solving: Respondents consistently cite 

their desire to stimulate and their willingness to invest in interdisciplinary approaches to 

scholarship. Interdisciplinary projects support the agenda of change by leveraging 

faculty expertise to address societal issues that cut across disciplinary boundaries. 

Further, they respond to contemporary research priorities in such areas as cognitive 

science, bio-informatics, and genomics, thereby positioning the institution to compete for 

external funds. Moreover, from a management perspective, they demonstrate to faculty 

that academic excellence can be achieved outside of the traditional disciplinary reward 

system. 

Interdisciplinary is a good example. Faculty.. .reference points tend to be so 
deeply disciplinary that it's often difficult for them to re-orient, to recognize, for 
instance, that there is excellence which does not have the disciplinary depth, but 
which does bring as much knowledge to a specific problem...! think that one of 
the concomitants to that is an increasing problem orientation to how universities 
structure themselves and problems lending themselves to interdisciplinary 
approaches. Because the agenda comes fi-om outside. The agenda is not set by the 
evolution of the discipline itself CAO, Visigoth University 

Finally, interdisciplinary projects that cut across disciplinary and even college boundaries 

often report directly to the provost. The CAOs report that numerous research centers and 
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institutes report directly to them or jointly to them and to a dean. With direct reports. 

provosts have more influence on the funding, direction, and continuing viability of the 

interdisciplinary efforts. 

Science: Science projects are mentioned prominently as targets for investment, 

particularly science projects falling under the rubric of big science—usually federally 

funded projects with large budgets requiring and supporting a large science infrastructure. 

The investment in science is driven by trends in national science policy set at the federal 

level. The thrust in science is aligned with the interdisciplinary focus noted above as 

research funding in science now favors interdisciplinary approaches. 

Most science is big, and further we must be interdisciplinary because the funding 
no longer exists to support traditional biology, chemistry, or physics projects. The 
research projects that are being funded are really interdisciplinary. So it forces 
Commonwealth to consider more in big science and interdisciplinary science. 
CAO, Commonwealth University 

Institutional investments in science infrastructure and interdisciplinary science, then, are 

intended to address the external resource environment, to advance the institution in the 

research and development rankings, and to address contemporary issues as set by national 

policy groups. As noted in the previous chapter, the CAOs attempt to impact research 

priorities through collective action in conjunction with several national education and 

research organizations. 

Technology: The CAOs in the study discuss technology often and from a variety 

of perspectives. The most prominent initiatives and their link to the institutional agenda 

are provided here and include: 
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• the introduction and improvement of technology-based academic programs such 

as computer science, bio-medical engineering, and overall quality improvement in 

schools of engineering, which provides links to industry and secures industry 

funding, 

• the interests and issues of faculty entrepreneurship, intellectual property, and 

technology transfer, which provide institutional income and prestige through the 

development, marketing and application of the intellectual products of faculty, 

• the initiatives to promote faculty and student usage of technology, i.e. becoming 

more technologically-engaged campuses, which result in the rethinking and 

redevelopment of courses and curriculum, 

• the rising tide of distance learning, which provides opportunity for new markets 

but threatens the campus-based experience. 

Technology issues are diverse and ubiquitous on research university campuses, and the 

CAOs are heavily engaged with them. While general categories of technology initiatives 

and their elemental links to the institutional agenda are presented above, it is beyond the 

scope of the study to examine each element of this burgeoning aspect of organizational 

culture in the universities. However, provosts are professionally and intellectually 

engaged with these issues. Indeed, several suggest that should they leave academe, the 

world most intriguing to them, and one the provostship had helped prepare them for, 

would be a start-up enterprise utilizing the new technologies to advance various 

educational purposes and projects. 

If anything, it would probably be a combination of doing outside entrepreneurial 
work on the ways in which quality higher education can be part of the 
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transformation of the transmission of knowledge through internet based kinds of 
education, maybe even developing along with some other people a start-up 
company. CAO, Avion University 

Finally, not all of the activity in which provosts engage in the realm of technology is 

directed at new and entrepreneurial initiatives. The new technologies involve difficult 

philosophical issues for the provosts and the faculty. For example, consider when faculty 

collaborators at two institutions engage in electronic discussions that bear fruit. When do 

the discussions become intellectual property and who owns or has claim to that property? 

The study shows that provosts acting on their campuses and acting as a collective are 

engaged in establishing policies in these matters. 

...and so we have to handle financial issues, academic freedom issues, just to take 
a simple thing. If a graduate student works on the project, they have to be able to 
publish the results, and we won't except grants from industries which says that 
they can't because we have to protect them. So that's something we weren't 
going to change. Something we were going to change is will the university accept 
equity as compensation for external funding. We did not do it in the past, we do 
now. So you have to face all of these issues which you have to face and then you 
make decisions on which things you want to preserve just the way they were and 
which things you say, "well it's reasonable to change." 
CAO, Regalia University 

The pervasive and diverse technology agenda of the CAOs demonstrates strong ties to 

industry and is a tangible manifestation of university-encouraged entrepreneurship in the 

academy. Moreover, the technology agenda may be the clearest embodiment of 

institutional movement in response to the demands of the marketplace and to the 

demands of constituents. For example, technology transfer converts research into 

products; distance education extends the boundaries of the campus to previously un

served constituents; an increased reliance on industry funding drives improvement in 
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schools of engineering; and retooling faculty and curriculum addresses the contemporary 

learning environment of students. 

Internationalism: Provosts speak often of internationalizing the campuses. In 

doing so, they cite the world economy and the nature of persistent global issues as the 

underpinnings for their initiatives. Moreover, the prior theme of interdisciplinary study 

applied to real world problems is evident in their discussion. 

The world is just smaller now, and we in the United States cannot be balkanized 
any longer...Many research opportunities are necessarily international in focus. 
A great example is environment science. Environmental problems do not know 
national boundaries... We have just hired a vice provost for international affairs 
who will be responsible for the entire array of international programs from 
research to teaching to the basic administrative work with visas to assisting in the 
creation of a residential college with a focus on international matters. 
CAO, Commonwealth University 

Expansion of educational markets to the world stage and the solving of cross-national 

problems drive the intemational agenda. Provosts speak less, now, of national 

universities and more of internationalization. 

Undergraduate Education: A consistent theme of provosts is improvement of the 

undergraduate experience. Consistent within this theme is the movement of faculty 

toward more complete engagement in the undergraduate program. This includes frequent 

mention of providing opportunities for undergraduates to have research experiences. 

Still, the most persistent reference is to teaching undergraduates. 

Research universities have to make very clear the benefits, I mean to their 
constituencies, the benefits of getting an undergraduate education at a research 
university. Why go to a research university if you're going to college? And it has 
to be very much a part, to look on the other side of it a little bit, a part of the spirit, 
the vision of the institution that undergraduate teaching matters, that it is 
something that is a central part of our mission that we all enjoy. 
CAO, Citizens University 
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The respondent connects the thrust in undergraduate education directly to constituents 

and points clearly to the faculty role in teaching. Additionally, provosts discussing 

undergraduate education talk of coherency in curriculum. 

We have a long, totally incoherent general education program, as do many 
universities..-It's just that there are so many categories of offerings that it turns 
out to be incoherent mish-mosh. It takes quite a few hours out of a student's total 
career. We are trying to pull that back...The goal is to make those courses really 
kind of introductory, interdisciplinary courses. CAO, Pegasus University 

Undergraduate education, then, represents an area in which faculty work is being altered. 

The themes of disciplinary insularity and faculty self-indulgence appear here as 

detrimental to the educational experience of students and to the full-realization of the 

university mission. Finally, public, legislative, and controlling board interest in the 

undergraduate program are continuing sources of pressure on this issue. 

Institutional Directions 

Just as provosts speak with specificity about faculty initiatives, they discuss the 

changes that they are making in institutional processes. Seven themes emerge; they are: 

• Restructuring and Strategic Priority Setting 

• Budget Reform 

• Redistributing Decision Making and Accountability 

• Establishing Standards of Quality 

• Investing in Resource Attracting Programs 

• Making Administration Work 
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• Establishing Community Connections 

Restnjcturing and Strategic Priority Setting: Restructuring is a broad term that 

refers to numerous internal changes that result in a reshaping of the institution. Unlike 

the other directions noted, restructuring is a cumulative concept; it encompasses each of 

the actions noted here. The term restructuring was used prominently by provosts early in 

the study; provosts interviewed later more often referred to strategic planning or strategic 

priority setting. The language is reflective of the era in which provosts were working at 

the time of the interviews. Strategic priority setting is reflective of better budgetary 

conditions and less internal conflict, and it connotes incremental rather than radical 

change. Restructuring, on the other hand, connotes fundamental changes in institutional 

shape accompanied by conflicting visions of institutional purpose. As has been noted, 

provosts now attribute their ability to pursue strategic directions, in part, to the 

management decisions of the restructuring era. For the purposes of this discussion, 

restructuring and strategic priority setting represent the same general decision patterns 

and reflect similarly on the institutional directions pursued by provosts. Both can be 

characterized as planned institutional responses to the external demands and economic 

conditions that bear on the universities. In the case of both processes, the changes 

represented have a significant bearing on institutional purposes, professional relations, 

and academic activity. Looking over the course of time, strategic planning or priority 

setting can be placed within the broader term of restructuring. In a very real sense, then, 

one can call restructuring the actual project of provosts—the cumulative impact of their 

work as leaders and managers. 
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Budget Reform: One of the most pervasive institutional themes discussed by 

provosts in the study is budget reform. As a section of this chapter has been devoted to 

budget matters, little more will be added here. However, it is important to restate that the 

budget is a critical management lever. It is used to stimulate deans and faculty to engage 

in activities that advance the interests of the university as an enterprise. Typically, these 

activities mean research in interdisciplinary projects, generally, and research in projects 

that attract external resources, specifically. Further, budget reform is a critical element of 

institutional restructuring. The basic elements of budget reform as an instrument of 

restructuring are evident in "the provost's game" that one CAO invented for the faculty. 

We said what you've got to do is called "the provost's game." What you've got 
to do is get to the Year 2000 reaching a certain financial target and be happy. 
And the only things you have to work with is faculty size, composition of the 
students, financial aid policy, class sizes in terms of is everybody going to.. .be 
taught in classes of twenty, in which case you've got a problem—we're going to 
have to rely upon more graduate students than we've ever had before or you have 
to go to larger classes. And they hated that and wouldn't do it. CAO, Magnus 
University 

Finally, as noted in the next institutional direction, budget reform is used to push out 

management and decision-making authority, and the attendant accountability, to deans 

and departments. 

Redistributing Decision Making and Accountability: The faculty, reports the CAO 

above, could not get past debating the ground rules of the game. However, the provosts 

in the study consistently discuss the need for deans and faculty to accept responsibility 

for decision-making within their units. As noted above, budget reform is one method 

used by provosts to push out decision-making authority to deans and faculty who were 
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previously not required to manage budgets effectively. Provosts also report that the 

academic units are increasing held responsible for their activities. 

In fact, I am working on a letter to the deans telling them, as I have the past 
couple of years, I want to know what your personal agenda is for next year given 
our goals of academic excellence, the student experience, diversity, outreach, 
engagement.. .they are going to get judged on the basis of how well they did on 
their agenda. CAO, Rivers University 

It is evident that faculty and even the deans are increasingly managed professionals. 

They are provided institutional objectives and a budget, and they are reviewed, in part, on 

the basis of their contributions to the university agenda. 

Establishing Standards for Quality: Provosts repeatedly refer to advancing the 

academic stature of their universities. In their roles as managers, they establish standards 

to promote academic improvement. Applicable to deans, department heads, and faculty, 

high standards are a thematic area discussed by provosts with enthusiasm and conviction. 

I set the measures, what's your grant record, what's enrollment been, what are the 
quality of the students, placement of your students, those are the types are easily 
met, incoming class measures. What's your external reviews look like. We have a 
process where academic communities are reviewed externally once every 5 or 6 
years, and so we have those assessments. I monitor certainly teaching loads. I 
monitor teaching releases. I talk about that a lot. We have post-tenure review of 
faculty here. I require them to report on their post tenure review cycle for the 
year. CAO, Charybdis University 

1 would say it has become a higher bar. It's become harder to get tenure and 
that's what you'd expect at a university like Visigoth. If Visigoth's getting better, 
tenure standards have gone up. We have a basic principle that in our tenure and 
promotion decisions, we want promotion or tenure decisions to improve the 
quality of the unit in which the person goes. Hopefully, substantially improve the 
quality, and that is not just above the 50% line, but above the 60% or 70% line. 
Well, what that means is that the standards are always going up because the units 
are always getting better. I mean the absolute standard. 
CAO, Visigoth University 
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Standard setting in the university context may be a reflection of either the academic or 

the institutional value systems described in this chapter. For academic professionals, 

standards establish norms for quality and expertise. For institutional officers, standards 

ensure the competitiveness of the enterprise in industry. Provosts draw on both value 

systems, but references to institutional competitiveness and market positioning are 

predominant in their language. Additionally, standard setting in this context, like the 

decision-making and accountability theme above, suggests that faculty work is 

increasingly monitored and evaluated. 

Investing In Resource Attracting Programs: The provosts in the study provide 

centrally funded incentives to direct academic activity toward projects that will attract 

external funding. These incentives include investments in faculty recruitment and 

retention, seed money grants, and matching continuing allocations. This response is 

representative. 

Identifying the areas that we think are going to be in the areas that are going to 
attract money, new areas that are going to attract money, and building 
programmatic initiatives in those areas. In other words, identifying what are 
going to be the really fast developing new areas of research and making 
investments accordingly in faculty positions. CAO, Citizens University 

As a result, the incentives of provosts contribute to the shaping of the institution in 

ways that respond to market conditions and external demands and priorities. The faculty 

directions outlined above are examples of projects favored in this environment. 

Community Connections: Community-based initiatives emerge as a theme in the 

interviews. Provosts routinely identify ways that they stimulate research, service and 

economic development in their surrounding areas. 
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I'm also big on the engaged university, a big fan of John Dewey. So I've started 
an office of university and community partnership based around where the 
mission coalesces, that is if the faculty member can show me a mission where 
research, teaching, and service all come together, that's a fundable project. CAO. 
Wellspring University 

I think to provide leadership for the city and especially in economic development 
although not doing it directly ourselves. But to be a player in that arena and 
certainly to encourage the use of technologies that come out of the institution to 
be developed for the society's good whether it's here or elsewhere. 
CAO, Circle University 

The attention to service and to community is often discussed in utilitarian terms. 

Universities must get better at addressing practical problems. 

So there needs to be an understanding...we're turning people off, but even more, 
we need to look at the problems of society.. .How do you make a city work? Is 
there any way to make a city work? How do we build cities? How do we govern 
cities? CAO, Pegasus University 

Still, there is an undercurrent of political necessity to the responses. Provosts report that 

the service mission may serve to sustain public and legislative relations as much as it is 

an educational mission. This response overstates the tone of the interviews in this regard, 

but the point is clear. 

This thrust area is more political than substantive. 
CAO, Commonwealth University 

Finally, while this is an institutional direction that is encouraged by provosts, it is evident 

that the CAOs are strategic in their support of community-based initiatives. 

One of the areas that we're very concerned about is outreach and engagement. 
How we connect with the communities we serve. And that's something that could 
become an all-consuming endeavor, and so you've got to figure out what are the 
ways that as a university we can effectively get engaged in the communities that 
we serve and still pursue our own mission as a university. So we've tried to be 
very selective. CAO, Rivers University 
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Making Administration Work: This chapter discusses the reluctance with which many of 

the CAOs became administrators. Moreover, it identifies the institutional objectives of 

the provosts as academic primacy and institutional benefit. When administration does 

not work, the provosts call swiftly and firmly on their academic roots and their 

institutional thrusts. A consistent theme for them is repairing administration. 

I think that one of the recurring problems that we have is the administrative and 
bureaucratic structures not serving the needs...and mission of the institution, and 
somehow the perception or the feeling that the faculty and the students are there 
to serve human resources not the opposite. I'm really getting the feedback 
continually that the faculty has to live with their deadlines and they don't provide 
services. So I don't think I realized as I became provost how much of my daily 
life would be spent trying to get the energy from services directed to the right 
goals. I find myself reading a lot of sociology... which is about how 
bureaucracies take, you know, the iron cage theory, they become self-serving. 
CAO, Wellspring University 

It's professionalizing the university more, you know putting in place the people 
and the resources to make the place more professional...students will run afoul of 
things.. .partially because someone told them the wrong thing, and then I have to 
go fix it... I guess if I could have excellent management in all of the people that 
report to me, that would make my job a lot easier. CAO, Revere University 

Coming from the academic side, I didn't realize there were three people on the 
administrator side for every two that were on the academic...the biggest challenge 
for most universities is actually managing the system because these people last 
forever. Unlike the faculty who are tenured, there is actually more tenure on that 
side than there is on the other side... It is run much like the government...There 
are serious problems of competency, awareness to change, in academic 
administration and it is an invisible subject. It is not very much addressed. I 
probably pay more attention to it than any previous provost.. .But provosts are 
basically chief operating officers and have to have a) competence and b) a service 
mentality...in these organizations. It is very difficult, and I find this with my 
other provosts. They spend an awful lot of time on that. 
CAO, Regalia University 

The respondent above notes that problems with competency and awareness to change 

among administrative personnel are "an invisible subject". With language reminiscent of 
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their concerns about faculty insularity (self-serving, tenured, awareness to change) and 

the speed of campus decision-making (time consuming), provosts press for more efficient 

and effective administrative services for faculty and students. 

This section summarizes the spoken agendas of provosts as they direct faculty 

effort and initiate institutional reforms. As a result, the directions provosts are taking 

their institutions emerge. The next section examines the language used by the provosts 

for cues that may provide greater depth to the analysis. 

The Projects of the Provost: Balance and the Center 

This study relies heavily on field notes and tape transcription of personal 

interviews with twenty AAU chief academic officers. The information provided by the 

provosts during the interviews is the foundation for the analysis found here. Indeed, a 

significant segment of the study focuses on the spoken agendas of those interviewed. In 

addition to the information provided, the language used by provosts during the interviews 

informs the analysis and enriches the commentary. Language or discourse analysis 

reveals recurring themes, underlying belief systems, and group identifications or 

alignments that are instrumental in understanding the intent and purpose of the speaker 

(Slaughter, 1991; Gumport, 1993). Therefore, the analyses presented in the data chapters 

of this dissertation have drawn upon the language of provosts to: 

• identify academic and institutional value systems that shed light on the careers 

and professional relations of provosts, and 

• connect their initiatives and actions with institutional directions and alignments. 
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For the most part, these analyses are imbedded and implicit in the text. This section 

extracts and highlights several significant language themes that support the analyses 

presented above and that further illuminate the role and overall project of the provosts. 

The language of provosts is rich with imagery. They speak in the language of 

commerce. They speak eloquently of academic purpose. They adopt military and 

athletic metaphors. And they juxtapose balkanization and balance, hi essence, the 

provosts are fluently bi-lingual; they speak effortlessly in the language of the academy 

and the language of the marketplace. 

The language of commerce is ever-present in their vocabulary. Provosts speak of 

market positioning, incentivizing, leveraging, selling their courses, marketing their 

research, equity arrangements, entrepreneurial ism, core business, and investment. This 

language aligns the provosts with the mechanisms of market competition. Scholars who 

track trends in higher education have identified the tendency of research universities to 

allocate an increasing share of their discretionary funds and their human capital to market 

driven and entrepreneurial activities; they label this trend academic capitalism (Leslie and 

Slaughter, 1997). The rich language of commerce utilized by provosts aligns them with 

this trend, as do their stated actions discussed above. Moreover, until recently market-

based terminology was distasteful in the academy. That chief academic officers now 

employ such terms is an additional indicator that a fundamental institutional direction 

pursued by the provosts is reshaping the universities to respond to external markets and 

resource providers. Further, the language of commerce is emblematic of the professional 
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location of provosts as executive managers charged with positioning the institution within 

the industry of higher education. 

In addition to the language of commerce, the speech of provosts is rich with 

military metaphors and athletic and corporate comparisons. 

A provost position is really, you know, that's the executive officer of a battleship. 
That's the person who runs it and makes sure it's ship-shape and everything. 
CAO, Territory University 

We have to fight on several fronts. CAO, Territory University 

We had a football coach here years ago who liked to give one-liners and one of 
them was you win with people... CAO, Rivers University 

What we've done is let the departments know that nobody owns the billets at the 
department level. The deans own the billets, and I reserve the right to tell the 
deans that, ultimately, they don't own the billets. CAO, Prima University 

... just to take for an example the radical downsizing in administrative functions 
in industry, standard administrative functions like HR, okay . Ask whether this 
happened at the universities and if not, why not? CAO, Regalia University 

Each of the references above is suggestive of traditional command and control 

methods of management. Moreover, each is linked to an arena of competition; military 

and corporate structures are notably competitive and hierarchical, and athletic coaches, in 

sport, design strategies and deploy their players in an effort to overcome opponents. 

Consistent usage of such phraseology places provosts in a position similar to military and 

corporate leaders within the realm of higher education. They design and implement 

strategies and tactics to gain a competitive edge. While the academic value system 

remains powerfully intact, military, corporate, and athletic references underscore the 

managerial function and the competitive orientation of the CAOs. 
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This chapter has made the case that an institutional value system is a persistent 

counterbalance to the academic value system that provosts bring with them from the 

faculty to their administrative roles. Indeed, provosts are in a continuous struggle for 

balance as their imbedded academic values are confronted with the realities of the 

marketplace and institutional accountability. Not surprisingly, they frame issues and 

problems as questions of balance and, specifically, locate their project as one of 

rebalancing. 

I very strongly believe that, personally, and I act upon it, that it's time for a bit of 
rebalancing between out and out market competition into areas of cooperative 
strategies that balance against pure competition in everything. 
CAO, Avion University 

Well, I think the trick is to have a system that is neither decentralized nor 
centralized, but centralized around the right things and decentralized around the 
right things. CAO, Prima University 

The language of balance is revealing. Respondents speak of a lack of balance in 

the teaching and research activities of faculty as professional associations, accreditation 

agencies, and small coteries of disciplinary experts narrowly define excellence. They 

speak of a lack of balance and coherence in the undergraduate curriculum, in part caused 

by the externally driven and sometimes arcane interests of faculty. Respondents further 

speak of maintaining the proper equilibrium of outreach and service activities in order to 

maintain focus on the core academic business. And they speak of the need to balance the 

nature of the academic program with the long-term financial health of the institution. 

Each example suggests that the project of the provost is to rebalance the institution. 
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Specifically, provosts operate to rebalance academic and administrative functions 

toward service to university goals and objectives. Provosts speak strongly and 

consistently about responsibility to the center. The universities are commonly described 

as balkanized, and both administrative and academic units are criticized as independent to 

the detriment of institutional progress. 

This university is among the most balkanized universities in the world. If we 
were placed on a scale of one to ten, we would be eleven in balkanization. 
CAO, Commonwealth University 

Provosts speak frequently of riding herd, reining them in, or roping in deans and 

faculty as they speak of obligations to budgetary processes, responsibility to the 

undergraduate program, or to the pursuit of intellectual projects in service to the region or 

the community. More substantially, provosts speak fervently about institutional identity 

and long term viability, and their concern for the center may result in addressing 

powerful organizational entities including medical schools and hospitals. 

Number one was to fuse health affairs and academic affairs in the most reliable 
way that we ever had. And this required me to displace the vice provost for 
health affairs and to consolidate two offices under me... What that did was both 
require but free health affairs to become much more involved with the academic 
part of the campus. We had a university to a much greater degree than we have 
had in thirty years. CAO, Colonial University 

Distance education, despite presidential favor, is similarly viewed as a threat to the 

center. 

And what I see is that the aura of the institution is beginning to be eroded. And so 
people are beginning quite openly now...talking about generating a portfolio 
which then they will carry around which will be their equivalent of a degree based 
on what they've done at a number of institutions.. .and so what you don't have 
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then is that allegiance to the institution on which we absolutely depend. CAO, 
Circle University 

In sum, the language of provosts identifies their fundamental project as a 

rebalancing of institutional efforts toward the center. Whether the mechanisms of 

management are the vehicle of balance, or whether it is persuasion or collaboration, 

provosts identify first and foremost with the institution. Further, their faculty, who often 

work and are rewarded externally, are viewed by them as professionals whose 

fundamental obligation is commitment to the institution. 

To live in community together and function as a community together and to 
resolve many of these conflicts of community and conflicts of interest. Who 
speaks for the university beyond the three, four or five of us in this building. You 
know there are the departments, the colleges and the schools, I mean how do we 
build in a very big, complex, multipurpose research university a sense of 
Charybdis as opposed to the school of engineering, school of pharmacy, school of 
business. So that's been my message. I have been speaking in those themes: 
student outcomes, quality of experience here, sense of community, commitment 
to the institution. And it is difficult because we are in a profession, each of us 
certainly as faculty, where our rewards are external. The recognition of the 
journal, the recognition in the national societies, the recognition in the peer 
groups; and the complication is, and that's what the wonder of managing these 
places is, is that as academic administrators, you want that accomplishment. You 
want the faculty to have that external peer recognition, to go the conferences, to 
be recognized, to get the external grants, and yet also the harder part is that they 
are first and foremost from here, Charybdis faculty, members from Charybdis' 
community. Even though Charybdis' success is often measured in their 
individual external success, it is that sort of weaving that tapestry together that is 
the essence, I think, of what we try to do. CAO, Charybdis University 

Managing Academe: Searching for Differences 

Observers of higher education will note that this chapter has not addressed several 

questions that may be expected to yield differences in the responses of the provosts. In 
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particular, one may expect that provosts at public institutions may respond differently 

than those at private institutions. Additionally, observers may wonder if differences in 

the responses of the provosts may have been detected based upon the disciplinary 

backgrounds of those interviewed. Likewise, did females respond differently than men, 

and were differences detectable by institutional prestige hierarchy? The study was 

conducted such that each of these differences could emerge. However, little was 

uncovered that would sway the analyses herein in different directions. 

Admittedly, the study focused on similarities more than it did on differences. Its 

purpose was to find if provosts act collectively to influence their agenda and to examine 

the careers and spoken agendas of provosts to determine if patterns would emerge that 

would be suggestive of changes in the path of higher education. Clearly, the study 

illuminates many examples of meaningful collective activity and remarkably similar 

agendas pursued by provosts. Indeed, the language exhibited by provosts during the 

interviews is so strikingly similar that provosts demonstrate alignment with each other as 

much as they demonstrate alignment with the marketplace, resource providers, or the 

faculty. 

Still, some treatment of each of the issues noted is appropriate. Comments will be 

brief, as one cannot provide data that the study did not produce. Nonetheless, the 

following observations emerge from the study. 

Public Vs. Private 

Some differences in the responses of public and private universities were 

anticipated as the study was designed. Therefore, the sample was split evenly between 
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public and private institutions. However, respondents during the interviews responded 

similarly across most aspects of the interview protocol. Minor differences could be 

detected, usually referencing the influence of legislators and controlling boards in the 

public universities. 

I think the publics are increasingly being pressured. I heard.. .that the University 
of Florida (presidency) search failed and one of the reasons it failed is they're 
thinking about doing this state board of education that would control things even 
more at the state universities...CAO, Wellspring University 

I think they (the privates) have the luxury of pursuing goals that sort of fit the 
institution. Stanford can pursue a set of goals that are different form Chicago and 
Vanderbilt and they would draw upon the historical strength of their alumni and 
their programs. Public universities, in general, and especially land grant 
universities have to continue to serve everyone. And if there is any doubt about 
that look at our past history in attempting to close (two programs.) 
CAO, Territory University 

The respondents suggest that the private universities may have a greater ability to pursue 

distinctive missions than their public counterparts as a result of their relative 

independence from controlling boards and due to the historical role of private universities 

in pursuing diverse educational missions. This is clearly not an insignificant finding, yet 

it does not alter the fundamental analyses that have preceded it here. The interests and 

characteristics of public and private research universities appear to have converged. 

I do think there is convergence of public and private in a sense the privates are not 
as private as they used to be and are increasingly dependent upon public funds. 
The same thing is true of the publics. They are increasingly private, increasingly 
dependent upon the sources of revenue that we (traditionally pursue). 
CAO, Avion University 
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Disciplinary Backgrounds 

The study found no significant differences in the responses of provosts by 

disciplinary background. Scientists tend to indicate that science is an excellent training 

ground for the provostship by citing their experience in the management of grants and 

employees as well as their teaching and research projects. Similarly, social scientists 

point to their propensity to understand organizations, think strategically, and 

communicate effectively. Beyond this variety of responses, the agendas pursued and the 

management mechanisms employed by the provosts are similar. Indeed, even when one 

would predict a variation, it did not come. For example, a respondent whose disciplinary 

background would suggest a strong defense of the humanities in the midst of massive 

investment in science and technology responded as follows during an annual meeting 

sponsored by the AAU. 

We cannot survive with a strategy emphasizing humanities...the only knowledge 
the government is buying is science and technology. CAO, AAU Meeting 

Again, the study found no significant differences in the responses of the provosts by 

disciplinary background. 

Female and Male Respondents 

Studies of leadership and workplace differences among women and men suggest 

that gendered responses may be evident during the study (Bensimon, 1989). However, 

the sample included five female CAOs, and their responses were not appreciably 

different from those of their male counterparts. As may be expected from feminist 

literature, and because of the abundance of social scientists among the female 
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respondents, collaborative approaches to management appeared to be more highly 

emphasized among the female respondents. (Bensimon, 1989) However, the study 

uncovered no significantly different patterns in the directions pursued or in the 

management mechanisms used by females and males. Indeed, one female respondent 

remarked during the interview that the female CAOs had gathered for dinner at the last 

AAU conference. When asked if the dinner discussion had turned to issues of difference 

among the women and the men, she replied as follows: 

Nope. That was very interesting to me.. .For years that was the case, if you had 
your little women's group, that's precisely what you talked about—the things you 
couldn't talk about or wouldn't talk about with men.. .And it wasn't an 
issue.. .none of us said, "I'll have trouble because I'm a woman," or none of us 
said, "God, I can't stand the men." CAO, Wellspring University 

In fact, the respondent reports that the conversation was remarkable in its 

unremarkability. It was, fundamentally, a dinner meeting of professional colleagues that 

had been stimulated by the evident rise in the number of females who had attended the 

meeting rather than by a need to meet to pursue different agendas or to pursue agendas 

differently. 

Prestige Hierarchy 

Similar to each area previously discussed in this section, no appreciable 

differences in institutional directions or management mechanisms were noted in the study 

according to prestige hierarchy. This is not to say that some AAU universities are not 

quite different from others or that many of the institutions do not have dissimilar 

missions. As was noted above, private institutions appear to be freer to pursue an 
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institutional niche than do public universities. Similarly, institutions at the highest tiers, 

both public and private, lend to strive for top rated programs across all of the disciplines 

they offer rather than to strategically identify centers of excellence among an array of 

programs. Nonetheless, the position of the provost appears to have far more similarities 

across research universities than it has differences. The fundamental relationships with 

the president, the deans, and the faculty, for example, are similar. Federal science policy 

does not differ according to institutional context, nor do national economic and political 

trends. Fundamental differences were most notable in the collective actions discussed in 

the previous chapter. Joint ventures are more likely to be pursued by institutions within a 

similar sector. The standards of excellence and investment are likely to be isomorphic 

within sectors as well, though the fundamental selection and quality indices are likely to 

be quite similar across all of the research universities. 

In sum, the study detected only minor differences in interview responses by virtue 

of institutional control, by disciplinary background and gender of the respondents, and by 

institutional prestige hierarchy. The conclusions noted in this chapter are drawn with 

these variations in mind, but they do not materially alter them. 

Observations from Theory and Research 

The analyses found in this chapter have draNvn from several scholars who track 

the path of higher education in the United States and elsewhere. Given that the bulk of 

the data collected in the study originates from personal interviews, the interview 

discourse was analyzed to determine to what extent the language of the provosts 
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resonates with the language of these scholars. These observations have informed the 

analyses throughout the chapter. 

The section above presenting a language analysis provides an explicit example of 

how the speech of provosts may be analyzed for patterns that illuminate their alignments 

with markets, groups, or institutional objectives. This aspect of the analysis draws on 

Gumport (1993) who analyzed language patterns to determine the political alignments of 

subgroups of faculty and administrators on research university campuses during times of 

retrenchment. Her conclusions that retrenchment decisions represent value-laden, long-

range decisions about the social functions and purposes of higher education are supported 

here. Indeed, the provosts interviewed themselves point to the decisions made in the 

early to mid 1990s as a critical foundation for the decisions they are now making. 

Moreover, provosts continue to reshape their institutions, aligning them with markets for 

intellectual property, for example, in ways that have long term implications for the 

universities. 

Slaughter (1990) examines the relations and inter-connections of executive 

leaders in business and higher education. Further, she analyzes the congressional 

testimony of AAU presidents for topics and themes as they attempt to influence federal 

policies related to higher education. This study adopts her approach of interrogating a 

narrative for cues to institutional directions and purpose. Further, Slaughter's work 

locates university presidents and business leaders as members of an institutional class that 

collaborates to influence public policy. While the previous chapter demonstrates that 

provosts work together to influence public policy, the study does not yet locate provosts 
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as members of the institutional class. Despite the fact that some provosts revealed 

important involvements with business and government boards, the study lacks sufficient 

data to determine the nature of these involvements and the extent to which provosts 

participate. However, this would be a fruitful area for additional research, given that the 

areas of pursuit by CAOs revealed in the study are similar to those pursued by the 

presidents in Slaughter's study. Further, determining the relationship of the provost to 

the institutional class is particularly important given the considerable focus and influence 

of provosts on academic pursuits and the decreased involvement of the campus president 

in daily campus activities. 

Slaughter and Leslie (1997) argue that an increasing share of discretionary 

resources at public research universities is being allocated toward resource producing and 

market driven activities. The strategic investment plans of the provosts in the study 

directly support the findings of Slaughter and Leslie, who identify this trend as "academic 

capitalism". Relatedly, Rhoades and Slaughter (1997) contend that the trend toward 

academic capitalism is altering and redefining the nature of the professional workforce in 

academe. Part-time and non-tenured staff, they note, increasingly perform academic 

functions such as undergraduate teaching, clinical work, and technology transfer 

activities. As a result, the number of tenure track faculty becomes a decreasing 

percentage of the production workforce. The provosts in the study confirm that they are 

hiring more clinical and technical staff. However, they dismiss claims that this trend 

suggests a de-emphasis on tenure-track faculty. Instead, they point to their continued 

commitment to attract and hire high quality faculty on the tenure-track. As the chapter 
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notes, the provosts in the study are quick to point to the areas that they believe threaten 

the core business. In the case of part-time or non-tenure track employees, they do not 

perceive them to be a threat to the center. Nonetheless, the data related to this matter in 

the study is gathered through discourse, not through an examination of the employment 

records of the universities. While provosts may value tenure track faculty and feel 

strongly that they continue to support such positions, factual data analysis is required to 

determine if tenure track faculty are losing ground, gaining ground, or remaining the 

same relative to their historical placement in the academy and relative to the other 

academic professionals that now grow in number at research universities. 

Rhoades (1998) sees faculty as a managed work force. In particular, he addresses 

questions of professional autonomy and management discretion. The study lends support 

to his work in several ways. First, the mechanisms of management revealed in the study 

have direct consequences for the conditions of faculty labor on the campuses. Promotion 

and tenure guidelines are a clear example. Next, faculty decision processes, including 

faculty governance, represent points of negotiation between faculty and the provosts; and 

the study shows that both faculty autonomy and management prerogative have limitations 

in practice. Finally, Rhoades adapts sociological research on professions to place faculty 

as managed professionals. In doing so, he examines organizational struggle between 

professionals and the managers of organizations in which they work. This study adapts 

Rhoades' methodology by examining senior academic managers as managerial 

professionals as they interact with the work force they manage, primarily deans and 

faculty. Just as Rhoades concludes that faculty are managed professionals whose 
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conditions of labor are increasingly negotiated, this study places CAOs as managerial (or 

executive) professionals who use management mechanisms to influence faculty work. 

Managing .A.cademe: Conclusion and Counterpoints 

This chapter has discussed the role of research university provosts by presenting 

the results of a study investigating their work lives as they enter academic administration 

and carry out their responsibilities on campus. In doing so, the chapter has focused on 

the professional relations of chief academic officers with faculty, deans, and presidents. 

Further, the chapter has probed the spoken agendas of the provosts. As a result, the 

institutional directions they pursue, the initiatives they favor, and the management 

mechanisms they use to achieve their objectives were detailed. Ultimately, the study 

identifies chief academic officers as institutionally-focused executive managers engaged 

in the management of change in higher education. In particular, provosts are engaged in 

reshaping the academy in response to the competitive marketplace. 

In investigating the role of the provost, common patterns of responses to 

interv iew questions formed the story line that has been presented. Clearly, not all 

provosts are alike and not all institutions will travel the same path. However, over a five-

year time frame, the story line was steadily and consistently told by provost after provost. 

Indeed, those who would like to have presented a different tale could not do so. Instead, 

they provided reflections on the path of change and the challenge it provides to them and 

to the institutions that they serve. It seems that now those voices should be heard. 
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Bui what I think you're going to see is start-up companies, technology transfer, 
private giving, grants and contracts, being far more than the tail, they're going to 
be the dog of the academy. And where I think they'll happen is they will also 
give the face to the academy, they will define what it is to be at Colonial 
University, and we won't be nearly as independent in that regard as we think we 
are going to be. I'm for public education and I think that means that a tremendous 
amount of public faith and I think that's diminishing...(And)I think the face will 
take on its skewing. It's clearly going to be in the natural sciences and it will be 
in not just all natural sciences either. Forestry is not going to be a growth 
industry, but bio-informatics and genomics are certainly going to be strong. So I 
think it would be particular kinds of sciences, and I think it will be heavy into the 
technology disciplines like computer science, physics and math will be strong. 
People say are you ever concerned about finding enough resources to meet the 
science challenge. I said no I'm not; what I'm concerned about is finding enough 
resources to meet the fine arts not-challenge, and social sciences. We're going to 
find the money for genomics because the demand is going to be so great, but we 
will not find the funds, unless we are extraordinarily conscientious about it, for 
the art museum. It's interesting that in the bond issue, two buildings were taken 
off the bond issue because they weren't considered to be central. One was the art 
museum and the second was the extension to the middle school that we're going 
to use as a teaching laboratory; everything else is intact. CAO, Colonial 
University 

I mean, we don't sit around and talk about—I do find this interesting—we don't 
sit around and talk about how do you make good faculty better, which I think is a 
real, ah—it's just one of the great concerns I have about academic administration. 
I guess it's because I do feel a point that the corporate people flip very easily and 
simply to corporate models and the language of accountability and that kind of 
stuff, as important as it is, it tends to blind you to other issues. 
CAO, Wellspring University 

Provosts are executive managers, but they are also academics. It is their burden and their 

blessing in their professional roles. 
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CHAPTER SIX 

SUMMARY OF FINDINGS AND CONCLUSIONS: 
COMMENTARY, IRONIES, AND IMPLICATIONS 

Introduction 

Chief Academic Officers at research universities are revealed in this study to be 

interconnected executive managers who work individually and collectively to advance 

the cause of research universities and to establish the directions pursued on the campuses. 

At once complex and contradictory, the role of the research university provost begins 

with reluctant acceptance of administrative responsibilities and progresses through the 

acquisition of new knowledge and skills to the utilization of powerful management 

mechanisms and professional contacts. Ultimately, the provost draws upon these skills, 

mechanisms, and contacts to advocate for the cause of research universities generally and 

to reshape the campuses individually in response to the competitive marketplace. As they 

do so, the activities of deans and faculty are redirected to projects that benefit the 

institutions through the attraction of external resources. 

This chapter outlines the major findings of the study and provides implications 

and commentary in relation to those findings. The purpose of this research is to 

illuminate the role of the chief academic officer at research universities. It does so 

through two fundamental investigations. First, it identities the activities of provosts as a 

collective (as a group of executive managers who interact with one another on a regular 

basis.) Additionally, it examines the careers of chief academic officers and their spoken 

agendas relative to their own campuses. 
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The study seeks to make a contribution to the literature on leadership by 

investigating the activities of leaders acting as a collective. Additionally, the study seeks 

to contribute to the literature on management and higher education in several ways: 

• By illuminating the role of senior academic leaders and managers through an 

examination of their careers and the organizational placement, responsibilities, 

and scope of the position, 

• By identifying the special knowledge and skills called upon by provosts and by 

placing them as executive managers engaged in the management of change, 

• By identifying the management mechanisms used by provosts to move forward 

their agendas, 

• By examining the professional relations of provosts with faculty, deans, and 

presidents, and 

• By identifying the agendas pursued by provosts and considering the implications 

of these agendas for the academy. 

Specifically, the study identifies these agendas as linked to market forces and the 

provosts as engaged in academic capitalism, i.e. the deployment of human and capital 

resources toward the procurement of external monies (Slaughter and Leslie, 1997). 

Summary of Findings 

The Collectives 

The study reveals extensive evidence of provosts acting in collective—as an 

assemblage of similarly situated executive managers who interact with one another 
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regularly. The collectives identified include national organizations, athletic conference 

and regional consortia, sector collectives comprised of institutions of similar size, type, 

and prestige, and state-system consortia. Provosts act within these collectives on a 

formal and informal basis. In addition, provosts act in collective through extensive 

networks that are drawn upon both formally and informally. 

The agendas pursued by provosts within the collectives encompass a range of 

issues. Among them are issues related to the interaction of government agencies and 

higher education such as national research policy and student financial aid, problems 

concerning external agencies such as accreditation and scholarly publishing, issues 

important to the industry of higher education in general, such as national program 

rankings and accountability to boards and the public, and topics related to internal 

problems confronting senior academic leaders such as managing budgets, managing 

deans and faculty, and the selection and use of new technologies. Chapter Four discusses 

the collectives, their agendas, and their impact in detail. 

The following general conclusions are drawn from the data: 

1. Provosts meet regularly and act collectively. 

2. The collective activity of provosts is an increasing phenomenon. 

3. Provosts meet and act collectively to influence higher education policy. 

4. Provosts meet and act collectively to establish standards and examine best 

practices. 

5. The practices and policies of provosts are influenced by these standards 

and best practices, particularly among sector collectives. 
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6. Provosts meet and act collectively to increase their effectiveness as 

managers. 

7. Provosts meet and act collectively as a source of mutual assurance for 

their actions and for emotional reinforcement. 

Additionally, the study finds that the meetings of CAOs foster active professional 

networks among the provosts. These networks are drawn upon for individual and 

collective purposes as provosts manage. As a result, provosts act individually, as well as 

collectively, to implement ideas or to conform to norms that are discussed and formulated 

in the collective setting. It is clear, therefore, that the collective actions of provosts 

extend beyond their consortium meetings and into their campus work-lives. 

Moreover, the study demonstrates that provosts, as a group and individually, 

engage in activities that result in institutional isomorphism—the tendency of 

organizations to become increasingly similar within organizational fields (Rhoades, 

1991). Specifically, isomorphism, in this instance, maybe explained by: 

• the influence of normative standards and belief systems defined and effected by 

professionals through professional organizations (provosts acting as a collective, 

as described above, in multiple settings), and 

• through professional involvement in and influence on various central decision 

making bodies (provosts, by definition, are central decision making authorities; 

acting collectively, they influence each other and numerous other decision making 

bodies) (DiMaggio and Powell, 1983; Rhoades, 1990). 
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The evidence of mimetic and normative isomorphism in the study is clear and 

unequivocal. The respondents in this study provide numerous examples of data sharing, 

institutional visits, and benchmarking within sectors. Further, standards and best 

practices are established formally and informally through collective mechanisms and are 

then carried out on the campuses. Among these include faculty salaries and start-up 

packages, promotion and tenure practices, and technology transfer and intellectual 

property policies. Additionally, the study shows that the goals pursued by provosts are 

remarkably uniform across the campuses and that these goals are pursued in ways that tie 

institutional effort to competitive markets. In other words, institutional effort is directed 

increasingly and uniformly toward the capture of external resources. Slaughter and 

Leslie (1997) identify this trend as academic capitalism. This study reinforces and 

supports their work by illuminating the role of provosts in reshaping the institutions 

toward this purpose. 

The Careers and Spoken Agendas of Provosts 

In addition to investigating the collective actions of provosts, this research 

examines the role of research university provosts by analyzing their work lives as they 

enter academic administration and carry out their responsibilities on campus. In doing 

so, the study focuses on the professional relations of chief academic officers with faculty, 

deans, and presidents. Additionally, it probes the spoken agendas of the provosts. As a 

result, the institutional directions they pursue, the initiatives they favor, and the 

management mechanisms they use to achieve their objectives are revealed. Ultimately, 
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the study identifies chief academic officers as institutionally focused executive managers 

engaged in the management of change in higher education. In particular, provosts are 

engaged in reshaping the academy in response to the competitive marketplace. Chapter 

Five provides discussion and interpretation and permits the provosts to speak extensively 

in their own words. 

In investigating the role of the provost, common patterns of responses to 

interview questions form the narrative that is presented. Clearly, not all provosts are 

alike and not all institutions will travel the same path. However, over a five-year time 

frame, provost after provost consistently recounted the same fundamental storyline. The 

major findings of this portion of the study reflect their account and are organized into five 

thematic areas. 

Theme One: Within their organizations, provosts pursue the tandem objectives of 

academic primacy and institutional benefit. 

Provosts view themselves as faculty members and sit at the pinnacle of the 

academic organization. While little time exists for provosts to pursue scholarly activity, 

they use strong language regarding their stewardship of academic quality and the 

preservation of the academic mission of their universities. Moreover, in tandem with 

their academic value system, provosts consistently demonstrate an institutional value 

system through which they view their responsibilities and professional obligations; 

fundamentally, they seek institutional benefits. In doing so, they act, and stimulate the 

behaviors and actions of others, to advance their institutions among the constellation of 
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research universities. While at times conflicting and dichotomous, these two value 

systems are. for the most part, fluid manifestations of the central responsibilities of the 

provosts and the roots of their professional development. 

Theme Two: Provosts view their role within the institution as one of rebalancing; they 

speak of institutional identity, responsibility to the undergraduate program, and long-term 

institutional viability. 

Professional relations with the president, the deans, and the faculty are managed 

by CAOs such that the forces that draw resources (faculty time and effort, financial 

resources, etc.) away from institutional objectives are moderated and campus activity is 

pulled back toward the institutional center. In this respect, presidents are viewed as 

modestly connected to academic purposes, deans are viewed as narrowly focused, and 

faculty are indicted as a group that retards the progress of the institution by being self-

indulgent, inward-looking, and excessively deliberative. Indeed, the study shows that 

provosts contest their presidents when they believe that projects such as distance learning 

and community relations distract substantially from mainstream academic endeavors; 

they utilize their budgetary authority to provide incentives for deans and for faculty to 

pursue activities that advance institutional purposes; and they craft promotion and tenure 

and post-tenure review processes to be increasingly attentive to faculty responsibilities to 

the undergraduate program. 
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Theme Three: Through restructuring in the early- to mid-1990s to the strategic 

investments and priorities of the present, provosts engage in reshaping their institutions. 

Whether it is the radical restructuring of the 1990s or the relatively moderate 

strategic priority setting processes of today, the study finds that provosts direct structural 

change at their universities. In particular, deanships and academic units have been 

eliminated and consolidated and new university budget structures now push greater 

decision-making authority and responsibility to the deans and academic units that remain. 

In turn, the deans are held accountable for their decisions as provosts retain authority 

over budget allocations, hiring decisions, and incentive funding for strategic directions. 

Further, budget responsibility, budget mechanisms, and budget reform emerge as critical 

levers of management as provosts shape the activities and structures of the academy. 

Theme Four: Provosts reshape their institutions in response to market conditions, 

favoring projects and faculty that pursue directions capable of garnering external 

resources. 

While provosts speak eloquently of academic purpose and preservation of the 

core academic functions of the campus, their language simultaneously aligns them with 

the mechanisms of market competition. They speak of market positioning, incentivizing, 

leveraging, selling courses, core business functions, and entrepreneurialism. Indeed, the 

study identified five fundamental projects of provosts, each of which may be traced to 

markets and market competitiveness. These projects include interdisciplinary programs 

and research, science, technology, internationalization/globalization, and undergraduate 
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education. Further, strategic priorities and investments are selected, in some measure, on 

the basis of their attractiveness to external resource providers. Scholars have labeled the 

trend to direct institutional effort and resources toward the procurement of external 

resources as academic capitalism, and the study demonstrates that provosts are leading 

their institutions down this path (Slaughter and Leslie, 1997). 

Theme Five: Provosts are executive leaders and managers engaged in the collective 

benefit of research universities and the individual benefit of their own institutions. 

Both aspects of this study, i.e. the collective and individual investigations of the 

careers and actions of CAOs, reveal provosts to be an interconnected group of similarly 

situated executive managers. In this respect, they represent an institutional class of 

executives that shape conditions on behalf of and within their industry (Slaughter, 1990). 

To do so, provosts must create structures that enable their universities to be well 

positioned to take advantage of market opportunities. In this case, this means 

participating in policy formation at the national level, engaging in entrepreneurial science 

and technology, and addressing the criticisms of the academy that result in reduced public 

and legislative support. 

The findings here are remarkably consistent. No significant differences in 

responses to the study are found among provosts of public and private institutions, among 

provosts of different disciplinary backgrounds, among male and female provosts, or 

among provosts serving at different levels within the prestige hierarchy of research 

universities. 
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Conclusions: Commentary, Ironies, and Implications for Practice 

Commentary: 

The careers of provosts traverse a path from faculty member to academic 

administrator to institutional manager and leader. Parallel value systems, one academic 

and one institutional, guide the actions and decisions of these leaders. As a result, the 

thrust of their leadership is academic primacy and institutional benefit. Located atop the 

academic and institutional hierarchy, provosts are positioned to have a significant 

influence on the academy. Indeed, this study demonstrates that several powerful 

management mechanisms are employed by provosts to guide institutional behaviors and 

activities toward strategically selected objectives. In doing so, they reshape their 

institutions. 

Further, the study demonstrates that the actions of provosts are increasingly tied 

to the mechanisms of the marketplace. Strategic priorities and investments in faculty 

projects, for e.vample, are often selected on the basis of their attractiveness to external 

resource providers. Moreover, knowledge and discovery are increasingly commodified 

through dependence on industrial research funding, intellectual property agreements, and 

entrepreneurial offices of technology transfer. These directions suggest that the interests 

of the marketplace will become increasingly influential in defining the face of the 

academy. To the extent that this occurs, the autonomy of the university risks 

compromise. Academics have long proclaimed their right to pursue a path wherever it 

may lead. However, when institutional investment is made on the basis of what 
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knowledge the government or corporate interests are currently buying, the ability to 

pursue paths unsupported by this structure is threatened. Additionally, the open sharing 

of information that is characteristic of the academy is foreign, or unacceptable, to many 

corporate and government interests. 

How likely is this threat to impact what comes to be taught and what comes to be 

valued as worth knowing? This study cannot provide a clear answer. However, the 

conformity with which the provosts responded relative to their selected investments and 

strategic priorities is striking. Such similarity should serve as a warning signal that some 

projects, some faculty, and some knowledge have clear favor over others as the academy 

responds to the market environment. 

Perhaps this has always been so. Perhaps provosts act to conform to their 

environment only to the extent that they may preserve the economic viability of the 

institutions and, therefore, the historic ability of the faculty to ask questions and follow 

evidence freely and autonomously. Institutional theorists would say that this is exactly 

the case, arguing that institutional structures are created to conform to the expectations of 

the normative environment while the production functions notice little impact due to the 

"loosely-coupled" organizational structure. Provosts would likely agree. However, a 

growing body of critical literature suggests that the penetration of market mechanisms in 

the academy is making long-term and significant changes in higher education (Gumport, 

1993; Slaughter, 1990; Rhoades and Leslie, Slaughter and Leslie, 1997; Rhoades, 1997). 

Indeed, this study reveals ample evidence that management mechanisms have been 

effectively used to restructure and reshape institutions throughout the decade of the 1990s 
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and that this reshaping continues today. Moreover, this suggests that the loosely-coupled 

organization once identified by institutional theorists is now considerably tightened. 

The tightened relationship of management structure and production function is 

particularly evident in the relations of provosts with deans and faculty members. Deans 

are held increasingly accountable for their decisions and for the activities within their 

units. Indeed, provosts in the study report that deans and deanships have been removed 

or eliminated as a result of poor management and leadership. Similarly, the conditions of 

faculty work are increasingly examined and influenced by the mechanisms of 

management that are utilized by the provosts. For example, CAOs are often the final 

authority regarding whether open positions will be filled and where, who will be hired, 

the nature of start-up funding, promotion and tenure decisions, and salary allocations. 

Further, the ability of the provosts to provide incentive funding for targeted projects, and 

their influence on intellectual property and technology transfer negotiations, is further 

evidence that faculty are professionals whose activities are increasingly directed by 

institutional managers toward institutional objectives. In the words of Gary Rhoades, 

faculty members are in an increasingly managed profession (1997). Similarly, this study 

indicates that provosts are members of an increasingly managerial profession. 

Finally, the trend to favor market-driven activities is a manifestation of the 

institutional value system described herein. Provosts, however, must take care to heed 

the academic value system just as clearly. Otherwise the democratization of knowledge 

is threatened. On the other hand, provosts have the capability to use their authority to 

make decisions to allocate the funds received through their market-oriented efforts to 
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sustain the health and viability of the full range of intellectual endeavors on the 

campuses. Should they do so, provosts will nurture and sustain the pursuit and 

transmission of knowledge that is popular and unpopular, marketable and unmarketable, 

mainstream and against the current. 

Moreover, the collective actions of provosts are numerous and growing, and the 

range of issues discussed and acted upon by provosts is wide and deep. Provosts acting 

collectively impact policy, establish norms related to faculty pay and start-up packages, 

create best practices in intellectual property and budgeting, and engage in joint ventures 

and planning. Additionally, their formal and informal meetings and contacts offer a 

valuable haven for the acquisition of new knowledge and skills, for the sharing of ideas, 

and for commiseration and camaraderie. As such, provosts are seen here as executive 

managers who are influential in advancing the agenda of research universities and in 

establishing the conditions of labor on the research university campuses. In this respect, 

provosts may be seen as members of an institutional class of managers, a group that 

collaborates to foster the interests of research universities in the policy making and 

competitive market arenas and who tie their institutions to external resource providers 

(Slaughter, 1990). 

Ironies: 

This study has revealed the role of the provost to be lonely and laborious, 

complex and contradictory, and sated with reluctance and rewards. Ironies abound for 

provosts and for their institutions. Incumbent provosts state that they entered academic 
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administration reluctantly and profess little desire to become a university president. Yet. 

many research university provosts, indeed, ultimately pursue and accept a presidency. 

Strongly held academic values accompany the provost to administration, yet equally held 

institutional values, and the pressure of the marketplace, lead provosts to control faculty 

labor more tightly than they likely would have been comfortable with as a faculty 

member themselves. Moreover, the language of provosts is revealing. They are fluently 

bilingual in their communications, able to switch readily from the language of academic 

values (knowledge creation, academic freedom, nurturing new generations of scholars) to 

the language of tough choices and management prerogative (incentivizing, resource 

allocation, strategic planning, market positioning, joint ventures.) Additionally, while 

provosts decry the self-interest of faculty members and attempt to redirect them more 

fully into institutionally related activities, it is the provosts, themselves, who indeed may 

be more likely than their faculty to follow a career path away from the institution. 

Finally, the study shows that many provosts express loneliness in the position of 

leadership. Clearly, the provosts see their collective activities, in part, as a respite from 

campus tensions and as emotional reinforcement for their actions. On the other hand, 

they speak increasingly of teamwork and fostering a climate of empowerment among 

deans and faculty. It is yet another irony, however, that while the collective mechanisms 

of provosts are viewed as a source of reinforcement and support, the collective 

mechanisms of faculty, and the potential to marshal their power, are left unspoken in the 

interviews or are viewed primarily as counterproductive. An implication of this research, 

then, is that the collective mechanisms of faculty hold uru^ecognized potential to advance 
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institutional agendas. Indeed, many faculty organizations have goals that are 

complementary to those of the provosts. For example, national organizations of reseau*ch 

faculty members such as the American Academy of Arts and Sciences work to foster a 

better national climate for scholarship and research. 

The identification of ironies revealed in the study is not intended as a critical 

review of provosts or to suggest that they were in any way insincere during the 

interviews. On the contrary, the provosts in the study were remarkably forthcoming and 

open about their challenges and their opportunities. Indeed, on more than one occasion, 

the provosts themselves pointed out ironies and inconsistencies in their roles and 

lamented that they had no time for reflection. The spirit of this section, then, is to point 

to resources that may be overlooked in the din of the position and to provide a reflective 

respite that may aid practitioners in evaluating their directions and in establishing 

additional productive relationships on the campuses. 

Implications for Practice: 

This project has been guided by a synthesis of theoretical frameworks that have 

permitted a greater understanding of the culture, traditions, and directions of higher 

education and higher education organizations. In addition to these frameworks, this final 

passage is also guided by the history of work experience of the researcher within research 

universities and in positions of close proximity to the provost. Drawing upon this 

experience, the study suggests that the areas discussed below may be productive for 

provosts to consider as they mobilize their campuses toward their objectives. 
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This research implies that it may be productive for provosts to recognize the 

collective potential of their faculty and department chairs. The data (in this case, the 

notable absence of data) suggests that department chairs are likely an overlooked 

resource and that collectives of faculty, particularly those external to the campus, are 

viewed as threatening to institutional objectives. Yet, the nurturance of academic 

capitalism that is observed here among the provosts also has been noted among the 

faculty (Slaughter and Leslie, 1997). Moreover, some faculty organizations may be 

expected to be enthusiastic about advancing the cause of research universities and their 

institutions specifically. Therefore, it is the suggestion of this research that the collective 

potential of faculty members and department chairs may be mobilized to further the 

agenda of research universities generally, to collaborate on projects that engage the 

university in the community as called for by numerous reports and commissions, and to 

assist in the recognition and mitigation of the consequences of market forces on what is 

pursued in the academy. 

In the same spirit, it is clear that the leadership responsibility of the provost 

extends beyond the role of reshaping institutional effort toward the pursuit of external 

resources. As noted herein, such a strategy favors some faculty and some projects over 

others. The challenge, then, is how to engage faculty who do not have the potential to 

attract large amounts of external funds but who, nevertheless, may contribute 

significantly to institutional objectives. While the projects that are currently pursued by 

provosts as outlined in this paper are extensive, an expanded view of markets and 

institutional engagement is recommended. This view includes the engagement of faculty 
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from humanities, the arts, education, and selected social sciences, for example, in the 

creation of stronger community contexts for the institutions. This includes the creation of 

intellectual communities on the campus that extend to all types of students and the 

involvement of faculty with the external communities in which the campuses are located. 

In sum, while the provosts are engaged in pulling organizational activity into the 

institutional center, a market-driven approach risks involving only a portion of the 

campus, marginalizing a significant fraction of the faculty, and further alienating 

segments of student populations who are already at risk in the institutional setting. On 

the other hand, humanities faculty may be engaged in community building on campus; 

education and social science faculty may address social and educational issues within the 

geographic region; and faculty in the arts may extend their special expertise in 

interpreting the human experience to both on- and off-campus constituents. Similarly, 

faculty members in foreign languages and cultures may be productively engaged in the 

globalization agenda. Indeed, the trend toward globalization offers the potential to draw 

upon numerous departments in collaboration toward institutional objectives. Finally, as 

the responsibilities of the provost grow to include areas beyond academic affairs, i.e. 

student affairs, facilities planning, budget processes, etc., these additional aspects of the 

university maybe similarly engaged as is appropriate to their expertise. 

Rost (1991) reminds us that the post-industrial era requires new concepts of 

leadership; leaders are not equated with managers and followers are not equated with 

subordinates. This maxim holds in the contemporary university setting. Provosts, 

despite their considerable influence, require the dedication of active followers in the form 
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of faculty and staff A partnership is implied that is impervious to position and authority 

base; leaders and followers are engaged together in real and intended change. Indeed, if 

the institutions are to reach their objectives, provosts require that a broad base of faculty 

and staff be committed to the cause. Therefore, provosts would be wise to cast an 

inclusive net in their efforts to direct activity toward institutional benefit. 

This study shows that the collective activity of provosts can be a beacon, as the 

efficacy and the strength of collective leadership on the part of provosts are demonstrated 

here. However, the fact that the sample provosts so often cite the comfort and 

commiseration of their colleagues in the collectivity suggests that broad-based campus 

coalitions, and the power of faculty collectives, are yet to be harnessed by the provosts. 

They are well worthy of consideration and courtship. 

Suggestions for Further Research 

Research on the activity of faculty collectives would enrich this work by 

demonstrating which, and to what extent, groups of faculty share similar goals with those 

of the sample provosts. Similarly, research that may link the actual activity of faculty to 

the directions noted here would strengthen the case that provosts are managing 

institutional change. Additionally, this study restricts itself primarily to academic 

matters; it does not address the relations of provosts with campus offices and entities 

outside of academic affairs. These include organizations related to facilities and 

planning, business affairs, legal affairs, and student affairs. The push for academic 
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primacy observed here among the provosts suggests that an intriguing dynamic exists 

among them and the senior leaders of other campus-based functions. One institutional 

direction identified in this study and outlined in Chapter Five, Making Administration 

Work, demonstrates this point and provides a starting point for such research. Further, 

Slaughter (1990) identifies research university presidents as members of an institutional 

class, an elite class of interrelated executives that operate at the top rank of major sectors 

of the economy. While this study implies that provosts act as an elite class of managers, 

it falls short of identifying provosts as members of the institutional class as discussed by 

Slaughter. On the other hand, this study provides evidence that provosts interact 

regularly with members of the institutional class, and further research regarding this 

question may be promising. Finally, research that tracks specific institutional links to 

external resource providers, and that evaluates the consequences and opportunities such 

links provide, may shed additional light on the question of what knowledge is valued and 

what knowledge is threatened in the changing landscape of higher education. 
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AAU CHIEF ACADEMIC OFFICERS MEETING: SEPT. 17-19, 1995 

SESSION: 

PROBLEM LTRGENCY: PROBLEM MAGNITUDE; 

PROBLEM ATTRIBUTION: 

PROBLEM STAKEHOLDERS: 

PROBLEM IDENTIFICATION: SOLUTIONS PRESENTED: 

I^SOLUTION: 
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APPENDIX B 

INTERVIEW PROTOCOL 
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INTERVIEW PROTOCOL 

PERSONAL/CAREER HISTORY 

How long have you held this job? 

What was your prior experience in academic administration? 

What may be next for you? 
• Presidency/chancellorship 
• Private industry 
• Government 
• Foundation work 
• Academe (back to your discipline) 

If you left academe, in what job/arena would your experience as a provost best prepare 
you to be effective? 

If your president left, would you be a candidate? 

What is your profession? 

Is management/academic administration a profession? 

How much time do you spend on general management responsibilities (budget, HR, 
legal, issues, etc.)? 

How much time do you spend on academic planning? 

How much time do you spend on your own academic interests? 

Has your profession changed, say from academic to administrator? 

THE JOB 

What is the essence of this job? What is being provost all about? (Note that web sites 
often mention faculty evaluation and performance) 

What have been your specific contributions to your University as provost? 

What have been your contributions to academic administration as a provost involved with 
others doing the same work? 
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Has the nature of faculty work changed over the past 5-10 years? What are you asking of 
your faculty? How do you manage your faculty? 

Are you, your deans and your faculty spending more time garnering resources than you 
did in the past? To what end? (Academic Capitalism) 

Are you hiring more part-time faculty and service and research professionals vis a vis full 
time faculty? 

What are the ongoing issues that confront you (the lasting ones, not the temporal)? 

What are your objectives? 

What are the most important issues you have tackled in the past five years? 

What do you see in the future? 

PROFESSIONALISM 

What body or bodies of knowledge do you draw upon to do your job? 

Who are best at this job? How do you know? Why are they good? 

In what ways do you meet and talk with colleague provosts? 

What groups and associations do you meet with regularly (athletic conference groups, 
regional groups, national groups, statewide groups, peer groups, etc.)? 

What cooperative ventures have resulted from your connection with other provosts? 

Have you introduced strategies that were adopted by others or implemented strategies 
that you have learned about while meeting with others? Examples? 

In reviewing the agendas of meetings of CAOs, I note the reappearance of agenda items 
such as: 

• Accreditation 
• Non-tenure track faculty 
• Post-tenure review 
• Publishing/copyright/library issues 
• Litigation/legal risks 
• Intellectual property/technology transfer 
• Faculty recruitment (fair play) 
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• Industry/government relations 
• Institutional accountability measures 

How are these agendas set? 

Why are these items addressed in the collective setting? What is accomplished by 
meeting together? 

Have collective actions emerged? 

Who must provosts, as a group, try to influence? 

How have you been influenced by these meetings and connections? 

What groups or agencies outside of academe do you stay connected with in order to best 
do your job? 

• Industry 
• State government 
• Federal government 
• Boards, foundations, commissions 

Have you or do you serve on any corporate boards at this time? 

Would you like your deans to be better managers? How have you encouraged them to do 
so? .. .To adopt your directions? 

RELATIONS 

Whom must you please? 
• Faculty 
• President 
• Boards 
• Government 
• Public 
• Students 

Who should judge your performance? What criteria should be used? 

Who are your most important allies? 

What is the spectrum of your collaboration to influence your agenda? 

Has the scope of your authority changed over the years? 
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May I have an organization chart? .. .A vita? 

What has been the most difficult for you in your job as a provost? 

If you could change one thing about would best enable you to meet your objectives, what 
would it be? 

What have you done in shifting/reallocating resources to carve a different kind of 
academy? 

What would you do if you could? 

How do you join forces to advance: 
• Your effectiveness as a provost? 
• The cause of your institution? 
• The cause of research universities? 
• The cause of higher education? 
• The cause of academic administration? 

How does your institution serve the public? 

When the first AAU Chief Academic Officers meeting was proposed (around 1994), the 
AAU presidents initially opposed it? Why would they oppose it? Do you think they still 
wonder about it? 

What should I have asked you that would help me understand your job and what you are 
trying to do here? 



APPENDIX C 

IMPLICATIONS FOR DEGREE PROGRAMS 
IN HIGHER EDUCATION 



210 

IMPLICATIONS FOR PRACTICE FOR DEGREE PROGRAMS IN HIGHER 
EDUCATION 

Implications for practice for degree programs in higher education are a by

product, not a focus, of this research. However, the study suggests that higher education 

programs should beware of being cast as a professional program that is disconnected 

from or irrelevant to the values, nuances, and progress of the academic profession. 

Based upon the findings of this study, higher education programs seeking 

legitimacy should connect themselves more fully to the academic enterprise by providing 

information (i.e. research, policy analysis, current developments) to members of 

academic departments and campus administrators on matters of concern to the academic 

profession and the field of higher education generally (not unlike business reports and 

law reviews). Examples of such information include academic freedom, promotion and 

tenure, intellectual property, technology transfer, federal research policy, and the 

financing of higher education. Moreover, provosts place a high value on interdisciplinary 

scholarship and service. This focus provides an opportunity for faculty members in 

higher education to provide information about and engage in interdisciplinary research 

and teaching. 

Finally, while Fife and Goodchild (1991) present a strong case for the efficacy of 

higher education programs, their volume expends much effort lamenting the degree of 

legitimacy and stature afforded higher education programs on campus. However, this 

research suggests that higher education scholars need not spend time hand wringing over 

their place in the academy; two scholars of higher education, one educational researcher 

and an educational psychologist are now among the ranks of the AAU provosts. This is a 
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representation that exceeds most basic disciplines. The field should not expect to 

produce a highly disproportionate share of senior academic administrators. In other 

sectors of the economy where professionals perform the production function, those 

professionals naturally rise to senior leadership. For example, engineers tend to advance 

to senior leadership positions in technology-based industries, scientists in bio-technology, 

and physicians in medicine. Similarly, academic professionals advance to leadership 

positions at research universities. To advance these industries, graduate programs in 

business, health administration, and higher education engage in research, provide 

information and service, and deliver professional training. Engaging the leaders who 

evolve to positions of leadership in higher education programs, however, will further 

enrich the field. 
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