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Abstract

Change management by heads of academic departments is becoming increasingly important (Ramsden, 1998). Change and innovation projects should be managed differently in higher education institutions, distinctively as multiple action learning projects (Kenny, 2003), in order to better position institutions in a changing environment. “Transformational Intelligence” could be used as an intellectual framework for these unique environments  (Van Schoor, 2003). Heads of departments may need to increase awareness of their possible skills deficits   (Huntley-Moore & Panter, 2003) in order to be pro-active in the management of change and innovation.  This paper considers above when assessing the job description of heads of department at an institution in order to see how much change and innovation is reflected by the specifications.  It is recommended that further study be undertaken to empirically explore the perceptions of executive management, the change and innovation expected of heads of departments, and finally the change and innovation demonstrated by heads of departments. 
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1. Introduction

In this paper the authors begin a project to consider whether existing management skills and practice are adequate for the demands of a pressured and changing environment, and whether training is needed for such a role.  Tertiary institutions in New Zealand are currently under unparalleled scrutiny and pressure, and such government initiatives as the Tertiary Education Commission and the Performance-Based Research Fund indicate further change ahead.  Before investigating a specific institution’s performance in this changing environment, we present some relevant literature which may cast light on the widespread nature of this situation, and suggest some ways forward for New Zealand tertiary institutions.

Kenny (2003) argues that the particular characteristics of how teaching professionals work need to be built into the management process for change to adopt innovations. He also argues that teachers are already highly active in reflective activities with peers which should form the basis of managing change projects. Action research and action learning are then proposed by Kenny as the most suitable approaches to manage change. Before investigating whether these approaches might work in our situation, we first need to confirm the increased need for change and innovation management in higher education. Then we will explore the necessity and unique nature of change management in these environments. 

2. INCREASED CHANGE AND INNOVATION MANAGEMENT

Several of the papers at the 2003 educational conference of the Higher Education Research and Development Society of Australasia (HERDSA) explored the increased management of change at higher education institutions (eg. Kenny, Huntley-Moore & Panter, Van Schoor).  Change in the IT field of higher education was also explored for the first time at the 2003 IT educational conference of NACCQ by Roberton & Ross as well as Potgieter with other authors.  Polytechnics and other tertiary providers have been going through major changes since the late 1999s due to changes in funding by government. Change and innovation management by higher education institutions therefore appears to be a very relevant field of study for Polytechnics. 

At one specific Polytechnic several major change and innovation projects have been active during 2003, collected under one umbrella with a specific project name. At a meeting with the heads of department and Deans, the new CEO explored possible training for heads of departments.  The CEO also met with HODs to discuss the management of change and innovation at the institution, thereby indicating his perception of its importance. Many people are aware of the multiple change and innovation initiatives of the Ministry of Education in New Zealand, but it appears that few (if any) people are studying the improvement of management skills for this change and innovation.  
Ramsden (1998) surveyed heads of departments in Australasia and the UK, identifying major challenges for academic leaders. These challenges include the following:

· Working in environments marked by turbulence and change

· Managing staff in periods of rapid change

· Increasing student numbers with increasingly new requirements 

· Doing more with less resources

It is noteworthy that all the above items imply the management of change and innovation. 

Several other studies emphasize the management of change in higher education (Huntley-Moore & Panter, 2003). Many publications on the roles and responsibilities of academic heads of departments provide little guidance as to suitable forms of development for these heads, Moore & Panter says.  Proper guidance is of particular importance where there is fundamental change expected from heads, namely from “amateur administrator” to “trained professional leader” (Ramsden, 1998).  It appears obvious, therefore, that in several countries around the world the change process is impacting on managers, who are ill-prepared (and not receiving appropriate help) to manage such change.  One reason for this dearth of help might come from the lack of such training that academic deans, who manage the HODs, receive themselves.  As Sarros, Gmelch and Tanewski (1998:83) noted in a major study on deans in Australian universities, ‘there is little if anything provided in the way of useful job training’.  One Dean said he was appointed on the basis of academic achievement ‘and then left to sink or swim in a complex managerial position.’

3. STAFF IN HIGHER EDUCATIOn ENVIRONMENTS

The problems are not just problems for managers. The rapid rate of change also impacts on the academics being managed.  Bates (2000) noted that academic/teaching staff members (educators) operate as independent professionals in relation to their teaching.  When managing change in these educational environments, therefore, four key points must be addressed:

· How educators interact with their peers, adapt to change and grow professionally

· The independent nature of work having a major influence on educational innovation

· The need for time for interpretation, understanding and adoption at implementation

· The fact that the real meaning of educational innovation can only emerge during implementation

Fundamental here is the necessity to increase the involvement of teaching staff during the whole process of change, lest resistance impede necessary change. 

An educational innovation is likely to require that new understandings and skills be incorporated into teaching practice (Kenny, 2003).  This requires teacher change which comes about “when the teachers themselves consciously examine their own activities and critically reflect upon their own practice, their situational constraints in which they work and the consequences of their action”.  Given the independent work of teachers, the need to change teaching practice requires the involvement of the practitioners themselves, who can study their own practices and determine how these might best adapt to requirements for change.  Past research (e.g. Gilbert, 1994; Walker, 1993) has shown that this reflective practice is a common way in which teachers improve their own practice, so extending this model to incorporate needed change would not use unfamiliar processes.

However Van Schoor (2003) suggests that his proposed “Transformational Intelligence (TQ)” model could be useful as an intellectual framework for unique education environments. The model integrates the perspectives of individuals - motivational drives, understanding of processes in the world, relationships with other people and creativity for innovation. 

· Motivational Intelligence (MQ) involves a comprehensive set of individual values and needs with the construction of a shared organizational or social value system

· Process Intelligence (PQ) involves subject knowledge, systems understanding, process dynamics and project management skills

· Relational  Intelligence (RQ) involves emotional states of everybody, ability for self-regulation, and external relationships 

· Creative Intelligence (CQ) involves continuous re-invention of oneself, and the ability to find creative solutions to problems resulting from transformational events. Creative Intelligence strongly draws upon motivation (MQ), process appreciation (PQ) and relationships (RQ) for responding to and influencing the environment. 

Van Schoor argues that the reassessment of individual vision and goals helps people to counteract the sense of helplessness they often experience, in order to reclaim control.  This may help educational staff to respond to the experience of loss by changing to positive mental models.  Empirical experience with the model is currently under way. 

Work done by Kolb (1984) and Becher (1989) hinted that the cognitive domains of the different academic disciplines or scientific fields might imply that academics’ preferred learning styles may also differ.  They argued that the living systems of enquiry and endeavour are associated with the structures of learning and social knowledge. This argument would support the work of Burrel & Morgan (1979) who indicated that teachers and researchers work within paradigms that they construct but are unaware of.  In 1997, Potgieter explored the importance of these paradigms for management (IT service management in particular). He concluded that management should work across these paradigms, not independent from them.  

In Polytechnics, the heads of departments are typically the change managers, linking the teaching environment of teachers with strategic management, though they sometimes drive change rather than just managing it (see Bruce-Ferguson, 1999). They are the people who should know how to lead change initiatives. However, Huntley-Moore & Panter (2003) found that at their institution, most of the heads of departments disagreed on roles, responsibilities and development needs. The authors then also showed that this disagreement is independent of the academic disciplines and learning styles, a phenomenon that they argue is not unique to their institution.  

4. CHANGE and innovation management in higher education 

Huntley-Moore & Panter (2003) used a framework of categories to survey heads of department about their perceptions of roles and responsibilities as well as personal development needs. The categories are administration, staff relations, personal skills, teaching and research. Respondents indicated that they were in consensus on only a few items of development, mainly regarding administration.  These findings might be shared by heads of departments at Polytechnics, but this is a possibility that has not yet been researched. 

Heads of departments were also especially concerned about their own time and stress management, possibly caused by administrative duties. While heads of departments emphasized the importance of their research leadership, non-academic managers disagreed about its importance.  Bruce-Ferguson (1999, 2003) described how academic staff and heads of departments at Polytechnics are faced with the challenges to do and manage research along with other activities, and the stresses this situation can cause. These challenges are often not appreciated by non-academic management at Polytechnics. Change management to develop a research culture at a Polytechnic is clearly a mission in itself!

Van Schoor (2002), whose work was referred to earlier, also constructed a systemic change model to integrate the simultaneous top-down and bottom-up streams of interventions required for organizational change.  The top-down stream includes structural and technological aspects while the bottom-up stream includes political and social aspects. The approach requires a collaborative relationship with its expression in a new psychological contract. This imply that high levels of recognition of staff values and needs exist along with simultaneous legitimate claims by the employer on the skills, knowledge and experience of individual staff members. It is up to educational management (typically heads of departments) to create the environment of appreciation (top-down) to enable appropriate contribution by staff (bottom-up). 

In related work, Kenny (2002) reported on key success factors for projects of radical change in educational environments. Apart from the usual issues of clear support from senior management and sufficient time, two other items are imperative for success in educational environments, namely:

· The establishment of several self-managed project teams with open communication processes, conducting action learning/action research

· Accountability processes emphasizing documentation of learning, iterative development, periodic reporting after a cycle and dissemination to the organization.

Kenny explains that the emphasis is not solely on achievement of goals, but also on learning. Projects start with a planning phase, continue with a design and development phase and conclude with an evaluation phase. These might appear to be the same as other change projects, but project occurrences are more frequent (with smaller targets) and each project contains high provision for learning experiences.  The sequence follows a common action research cycle, and is practised in a range of environments.

This approach has been followed with success by Potgieter (1997) during an action research project at a bank in South Africa.  Many aspects of the above principles were also used with success during the change and innovation initiatives at a Technikon (Polytechnic) in South Africa (Potgieter & Herselman (2003) and Potgieter & Jansen van Vuuren (2003)).  That particular educational institution is still busy with major developments towards becoming a University of Technology. This required the development of a strong research culture along with profitable undergraduate growth since the late 1990’s. 

So far, we have presented issues arising from the research literature that suggest change and innovation skills need to be included in the training available to departmental heads, and have proposed a couple of approaches that could be held (Van Shoor’s model, and the action research approach).  We now argue that the Job Descriptions of heads of department should reflect the responsibilities of the managers to manage change and innovation. We also argue that the required Behavioural Indicators should strongly provide for demonstration of skills in change and innovation management, following their acquisition if not already evident.  We will now explore the situation at a specific Polytechnic using the job description of most recently appointed HODs. 

5. JOB DESCRIPTIONS at one institution

The “Primary Objectives” of the particular position (Head of Department (HOD)) do not specifically refer to the need for growth in any regard. They refer to leadership functioning to ensure that the needs of students and industry and met; that strategic and business plans, as well as teamwork and a culture of excellence, are developed; and that fiscal responsibility is maintained. Fortunately, reference is made to “continuous improvement” as part of a team culture and support of the drive of government for the tertiary sector. Unfortunately, no reference is made to the required permanent existence of flexibility and innovative capabilities to ensure long-term survival and growth. 

Key tasks for HODs include the traditional matters: Leadership, Department Management, Programme and Course Management, Financial and Resource Management, People Management. These are each explored briefly now.

· Leadership: 

· Only two of the seven performance indicators could be related to change and innovation: 

· Developing responses to resource management issues when evaluating and allocating resources in pursuit of goals and objectives

· Management decisions should encourage the achievement of strategic and business plans 

· One of the performance indicators refers to the articulation of vision and direction. Another refers to the importance of ensuring that staff members understand their role and contributions. 

· Department Management:

· None of the nine performance indicators mention the need to manage change and innovation or reflect the importance of causing and managing change and innovation. 

· Compliance with rules appears to be very prominent: Ensuring business plans are developed and implemented, adherence to requirements of OSH and internal policies and rules. Marketing, relationship management with support functions and networks with the external environment are also referenced as activities to be undertaken. 

· Programme and Course management:

· None of the six performance indicators mention the need to manage change and innovation or reflect the importance of causing and managing change and innovation.

· Change and innovation may be implied by references to identifying potential opportunities and future directions, ensuring profitability and ongoing curriculum revision. However, compliance is dominant when adherence to quality system requirements, monitoring student numbers and scheduling duties to manage timetables is referenced. 

· Financial and Resource Management

· None of the five performance indicators mention the need to manage change and innovation or reflect the importance of causing and managing change and innovation.

· Three of the performance indicators indirectly imply the need for change and innovation management: ensuring achievement of financial targets, effective and efficient management of resources and optimizing the use of information technology. 

· People Management

· None of the nine performance indicators mention the need to manage change and innovation or reflect the importance of causing and managing change and innovation.

· One performance indicator implies the need for change and innovation management by referring to the management of professional renewal of staff. 

· Other duties

· One of the additional general duties states the need for change and innovation management strongly. However, it does not highlight the positive leadership role of the head of department to manage the change and innovation:

“Recommend change and improvement to assist the Institute of Technology meet its strategic goals”   (sic)

· The above reference to change and improvement is very useful and aimed in the required direction to emphasize change and innovation management, However, the recommendations are far removed from implementation and managing change and innovation. 

A list of 17 Behavioral Indicators are also associated with the Job Description. Some of the items can be associated with the necessity to manage change and innovation:

· Customer Focus

· The reference to “…practitioner of continuous improvement” is positive.

· The rest of the statement indicates the necessity to monitor the use of “most effective and efficient ways” but it unfortunately does not include reference to any corrective action or change and innovation management.  

· The text also does not call on applicants or current incumbents to demonstrate their change and innovation management.

· Adaptability/Versatility

· “Adjust readily to meet changes in the work environment” does not really reflect the need to manage change and innovation of the department. 

· “View learning as an ongoing process” also relates to personal orientation rather than specific action or demonstration of skills. 

· Creativity and Flexibility

· “Ability to be innovative, question the status quo, anticipate and initiate change” is the strongest statement made in the document regarding change and innovation management. 

· Unfortunately it emphasizes creativity (invention) and stops short of following through to implementation (innovation). Specific references to the ability to manage change and innovation through staff in the department and institution would have been beneficial to indicate leadership. 

In summary, the Job Description, Performance Indicators and Behavioral Indicators contain very little reference to change and innovation management.  This might be the result of a deliberate decision made by the institution based on the traditional uses of these instruments to define roles and responsibilities for staff. It is however very unlikely that an institution would be very appreciative of the importance of change and innovation management but then not emphasize it in the documentation.  It appears more likely that increasing pressures on the institution are causing senior management to focus more on traditional management rather than innovative management requirements for their heads of department, as revealed in the above generic job description.   

This apparent lack of demonstration of appreciation of the importance of the role of heads of department in change and innovation management may result in institutional unawareness of the complexities of managing change and innovation.  This might result in practices where major change initiatives are generally still dealt with as typical industrial change management initiatives instead of action learning initiatives, as advocated by Kenny (2003) and Van Schoor (2003).

6. CONCLUSION 

It is very likely that many Polytechnic managers simply do not appreciate the unique nature of change in their environments.  If this is the case, they would not appreciate the role of heads of department to manage innovation and change.  They could therefore not understand the need to emphasize change and innovation management in job descriptions.  This lack of appreciation could be a major cause of the phenomenon we have observed, that relatively little research is undertaken about the development of heads of department. In fact, significant consciousness-raising is probably necessary for senior managers before progress can be made towards implementing appropriate development programmes and encouraging innovative skills development in heads of department. 

We are left with some serious questions about the perceptions of executive management at higher education institutions, especially Polytechnics:

· Do they appreciate that most academic staff members learn in a specific way due to the nature of their work as teachers and researchers?

· Do they accept that the process of the management of change and innovation might therefore require action learning and action research instead of classical change projects?

· Do they agree with the critical role in change and innovation management fulfilled by heads of department?  

· Do they expect of heads of department to demonstrate high levels of change and innovation management, and do the heads of department in fact demonstrate high levels of change and innovation?

· Would executives support the creation of development programmes for heads of department aimed specifically at building their capacity to manage change and innovation?

The most important question now is whether there are researchers eager to undertake such research and development as soon as possible, and whether executive management is prepared to support such research. 
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