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Welcome (DEBBIE)

Introduce
Debbie Gin, ATS Director of Research.
Co-presenter is Randy MacFarland, Retired Provost and Academic Dean (17 years’ experience!), Denver Seminary; 
Randy served in the Role Advisor for the study.
Also from ATS, Monica Laughery, Program Coordinator for Initiatives, Research, and Faculty Development.

We encourage you to read the full report on ATS’ website. 
(See other reports of fuller study—6 leaders, CEOs, CFO, CDO, SPAN, Senior IT/Ed Tech—there as well):  
[https://www.ats.edu/Recent-Ats-Research-On-Special-Topics-In-Theological-Education (scroll down to “School Leadership”)]

Invite:  submit questions using Q&A function; turn off chat function to the group for now.


About the Study










The Study

Conducted 2020-21 - survey to all chief academic officers
plus 20 interviews

Purposes

Status of the Role—changes? nature of work?
satisfaction and longevity? effectiveness?

Needed Changes in ATS Programming

Sample size of 136, 52% response rate

Very good representation by type of school
Ecclesial family, Size, Relatedness, Country, Carnegie type

Very good representation by individual demographics
Race, Gender

Source: ATS Leadership Studies, 2019-2021
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About the study

Conducted 2020-21 – survey to all chief academic leaders in ATS schools

Purposes for the industry:
Status of the Role—changes? nature of work? satisfaction and longevity? effectiveness?
Needed Changes in ATS Programming

Survey response sample size (N=136), 52% response rate
20 interviews

Very good representation by type of school
(Ecclesial family, Size, Relatedness, Country, Carnegie type)
Very good representation by individual demographics


Status of the Role 
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Road map

Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role
Nature of the Work—changes to the work, employee hiring/retention, effectiveness
Future Outlooks—Resources available to them


Who are the leaders 
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Who are the chief academic officers?: 
Years of service in current role:
Avg 5.6 years’ service     
	(shortest; cf., Senior IT and CFO longest, at over 7 years; 
	CEOs, almost 6 years) 
Prior Experience in CAO role:
Avg 1.1 years’ full-time experience (cf., all other C-suite leaders, 4 years or more); unique group 
Education:  almost 9 out of 10 (88.4%) hold a PhD; nearly 17% hold a professional doctorate; just over half (55%) earned an MDiv [same as CEOs]

At some point in their career:
Most CAOs, previous jobs were in Congregational ministry (65%, cf CEOs 76%)
Second highest—UG religious higher ed (40%, cf CEOs 33%)
Third highest, surprisingly—Business (23%, cf CEOs 19%; higher proportion CEOs in non-profit, 28%, than CAOs, 23%); still, less than a quarter with experience in Business
Just prior to current post:
Most (59%, cf CEOs 44%) were from Graduate theological educ
Next highest, from Congregational ministry (15%, cf CEOs 16%) and Undergrad Rel Educ (12%)
More comparison across roles: [click]  unpack chart
CEOs and CAOs  mostly from HE (Grad TE, UG rel ed, non-theo HE) [Blues]
CDOs and CFOs  mostly from Nonprofit and Business sectors [Khakis]
[click] But CEOs and CAOs  a portion from Denom Leadership (CEOs more so than CAOs) or Congreg Ministry (about same share) [Browns]
CDOs and CFOs  a portion from HE [no click]
***Considerations for schools in searches for these positions
 What additional qualities/skills/experiences are you also looking for? Consider expanding recruitment targets.

Roles & Responsibilities 










glues the institution D
together. Chairs

__CAO from largest, freestanding ML Multiple R T
Faculty Services
DMin Online
Program Education

Inst
, iy all Effectiveness/
It's the position that really FTTATIE [ Aeeoeermant
[ Libraries ]

Direct
Human Student
[Resources] Reports [ Affairs ]
Counseling Admissions/
Office Enrollment
Advancement/ .
Marketing Registrar

Financial
Aid

Source: ATS Leadership Studies, 2019-2021
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Roles vs Direct Reports—Distinctiveness of the CAO role [click]

In Senior IT webinar, highlighted how many substantially different roles/titles were reported (27, from 110 reporting).
In CEO webinar, drew attention to how comparatively few titles were reported—basically one; this role is distinctly theirs.

Here, for CAO webinar, emphasize that the distinctiveness of the role lies in the high number of direct reports they have.  [click to show areas]
These are example codes from a long list, per responses from survey participants.  (No matter the size, each school has these areas.)  Dean has all these direct reports, also indirect reports from subdivisions in each of these areas.
It is a role that touches just about every organizational area in the school—academic, co-curricular, institutional, student, faculty, programmatic, [click] as can be seen in this quote from a dean (largest, freestanding ML school). 

Areas of Responsibility   







Roles & Responsibilities

CAO Primary Responsibilities

Faculty Oversight I

Strategic Planning/Program Development
Academic Affairs/Policies
Accreditation/Assessment

Student Support

Partnership/Liaison Work

Administrative Work

Finance-Related Work
Admissions/Marketing/Communications

Faculty/Teaching
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as

Source: ATS Leadership Studies, 2019-2021
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Primary Responsibilities

“Top 4-5 primary responsibilities” (open-ended, coded):
Faculty oversight (meeting with faculty, hiring/evaluating faculty, handling faculty problems/needs), by far at the top 80% of respondents reported
Strategic Planning/Program Development (creating new degree programs, curricula, and centers/institutes; planning for expansion of current programs; addition of courses), 60%
Academic Affairs/Policies (managing semester by semester schedule, courses being taught; assigning faculty course load; working w department chairs; developing/revising policies and procedures re programs, faculty, students), 56%


Paths to the Role 










Paths to the Role

Source: ATS Leadership Studies, 2019-2021
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How they got to current role
“How did you attain your current position?”  5 options:  from bottom, invited, agreed to be considered by committee (did not apply); oranges—asked to apply, “someone has to do it”, knew the position was for them…for all 3, applied.

[click] CAOs…..and [click] CEOs
(Oranges = all applied)  very different processes for CAO and CEO; over half of executive leaders applied
[Incl, “someone has to do it” and “that’s for me” approaches]
CAO:  almost 80% did not apply (teal/aquas); clearly a “tapped for position” role
In some cases, the academic dean role is on a rotational basis, so short-term tenure is by design.
Raises question:  What might this have to do with longevity in the role? (Incl, precarity? Lack of security?)


Satisfaction in the Role 








Longevity in the Role

Satisfaction in the Role?
Overall satisfied, but lowest of all C-suite roles

Most satisfied with (of 11 work features):
« Relationships with coworkers
« Work they do
« Relationship with faculty
Least satisfied with:
« Salary
« Supervision/oversight they receive
Largest gaps between importance and satisfaction:
« Functioning of work team
« Supervision/oversight they receive

Intentions to leave?

« 15% said they intended to leave their position in next 12 months (+13% not sure)
« Retire from current job—44% see themselves
« Actively looking for other jobs—mostly not looking but 6 out of 10 have thought about leaving

as

Source: ATS Leadership Studies, 2019-2021
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Longevity in the Role
Degree of satisfaction—overall, satisfied, but lowest of all C-suite roles (only Senior IT and Student Personnel Administrator lower)
Of 11 work features:
most satisfied with personal relationships with coworkers, the work they do, and relationship with faculty (two of which are among most important)
least satisfied with salary, supervision/oversight they receive
largest gaps between importance and satisfaction:  functioning of work team and supervision/oversight they receive

Intentions to leave (Way to concretize Satisfaction; schools need to attend to—turnover is expensive; since 2017—600 senior-level transitions, Frank Yamada)
[click] 15% said they intended to leave their position in next 12 months—about middle of all senior leaders (CFOs lowest at 11%, IT highest at 26%); add another 13% who are not sure  almost 3 out of 10.
[click] Some of these may be thinking of retirement, though only 44% see themselves retiring from current job (cf. CEOs 61%)—lowest among C-suite leaders 
[click] Actively looking for other jobs—large proportion (86%) said they are not actively looking, but 6 out of 10 said they’ve thought about leaving (57%) or felt they could leave (60%, 2nd only to Senior IT).


Greatest Stressors 
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Not stress but dissatisfaction:
#1—Dissatisfaction w/CEO
#2—Dissatisfaction w/work they do

st Causes of Work-Related Stress

Balancing demanding work hours w/ot
Dealing w/difficult employees and colleagues
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Finding a sustainable business model Actively Looking—

Dealing w/change and innovation Additional Predictive Factors

Leadership skills:
Inability to innovate
Hiring and retaining effective employees Poor self-care skills

Annual budget cycles

Dealing w/difficult board members Spiritual practices:

Not practicing Sabbath
Not participating in leadership
of worship services

Legal issues related to the school

Source: ATS Leadership Studies, 2019-2021
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Longevity in the Role

—what dean worries keep you up at night?  (select up to three)
Top—[click] balancing demanding work hours w/other responsibilities, dealing w/difficult employees and colleagues, solving enrollment challenges 

Significant stress items.  But are related to intensions to leave?:
Recall, not a large proportion were actively looking, but for those who were…
Strongest predictors weren’t stress items; they were job dissatisfaction items—1) Dissatisfaction w/CEO (#1 strongest predictor, by far), 2) Dissatisfaction w/work they do.
So, for CAOs, desire to leave was not related to stress, 
	but prolonged stress can lead to dissatisfaction…
	if stress moves into chronic lack of recognition, toxicity, isolation, and others.

How?  How to keep stress from becoming dissatisfaction and looking elsewhere?
Other predictors give us clue:  Among the strongest leadership-skill predictors  +  Among the strongest spiritual practices.
Predictive models, opposite is also true:  ability to innovate, good self-care skills, practicing Sabbath, participating in leadership of worship services  predicts not actively looking.

***In many ways, I expect these findings affirm attendees’ own experiences.
One thing we didn’t ask:  what can be done structurally by schools/industry to better support CAOs?  (Add to the study’s next iteration)

*Enter questions through Q&A feature.

Nature of the Work 










Nature of the Work
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Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role

Nature of the Work—changes to the work, employee hiring/retention, effectiveness

How has work changed 
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Changed Nature of the Work

Reflecting on your predecessor and your own time in office, how has the nature and duties of your current position as CAO changed?  (open-ended, coded) [click]
Institutional effectiveness/assessment—need for evidence-based learning, assessment of student learning, post-graduation student outcomes, faculty performance
Enrollment issues—attending to enrollment declines, more efforts in recruiting, managing budget to try to increase enrollments
Expanding programs/Curriculum development—redesigning existing programs, adding new programs, creating curricula, hiring faculty for new programs

One dean (mid-sized, freestanding EV school)…remarked in interview how different their expectations were [click]:  much more reporting than expected.
Top 4 changes require a lot of writing and reporting.

For comparison, most frequently named changes in Executive Leader study [click]:
More fundraising
More duties related to strategic planning
More time on external relations

***Very different kind of work, in different contexts (external, internal)—perhaps the differences are accelerating, with change?


Recruiting/Retaining Employees 
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Source: ATS Leadership Studies, 2019-2021
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Recruiting/Retaining Employees for Different Work

What kind of help do CAOs have for this new work?

How difficult has it been to fill/hire for the following positions?
[4-point scale:  Not at all difficult (1), Somewhat difficult (2), Difficult (3)  Very difficult (4)]

Most difficult to recruit:  
All were only Somewhat difficult
Most difficult among them  [click] Director of Assessment and Director of Educational Technology
Some concern, given institutional effectiveness/assessment is what most say has changed.
Most difficult to retain:  [click] Director of Educational Technology and Registrar

For comparison:  CEOs said most difficult to retain is Chief Development Officer and Technology officers  likely because theological education is bit of foreign field to most in development and technology, also competitor markets pay better
Also concerning, given fundraising and development work is at the top of list for work that has changed for CEOs.

***So not only has the work changed, but recruiting and retaining for positions that support/partner in that changed work is more difficult.

Leadership Preparation 
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Leadership Preparation & Skill Gaps
Are ATS chief academic leaders prepared for these changes in the work and other stressors?

Self-reporting of how prepared CAOs feel about different leadership skills:  
	brown completely prepared  dark blue, not at all prepared;
	Ranked in order of “Completely prepared”

At the top are hard skills important for all leaders [click]—Articulating vision, Communication skills, Decision-making skills.
Also soft skills [click]—Generous listening, Valuing human resources of the organization, Interpersonal skills.
***CAOs feel mostly or completely prepared in these areas.
Nearer the middle [click] are organizational skills, such as Providing leadership for accreditation, Strategic Planning, 
[click] and additional interpersonal skills, such as Ability to motivate others, Ability to delegate, Conflict management, Change management—all critical skills for the so-called “internal” senior leader, the leader who deals with daily in-house activity.
***CAOs feel less prepared in these areas.

Difficult employees is a top stressor.  While Inter-personal skills is in the top cluster, Conflict management & Mediation are nearer the bottom, where CAOs report less preparation.  Yet, they are key skills for dealing with difficult employees.

Also near the bottom is [click]  Financial management
Importantly, CAOs who have business experience in their background (almost a quarter of all CAOs, 24%) were much more likely to report [click] they are mostly or completely prepared for budgeting/financial management.

Self-care & Burnout
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Leadership Preparation & Skill Gaps

Finally, at the very top is Self-care.  (2nd from bottom by CEOs)
***Glad to see large proportion feel mostly or completely prepared, given the heavy loads CAOs carry.

Found that [click] those who felt less prepared for this skill  much more likely to report often or always feeling burned out bc of their work.


*Submit questions through Q&A feature.  

Future Outlooks 












Future Outlooks
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Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role
Nature of the Work—changes to the work, employee hiring/retention, effectiveness

Future Outlooks—Resources available to them


Program Interest 
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Leadership Program Interest

If ATS were to offer programming and resources focusing on the following skills, I would be interested in participating:
[3-point scale:  Mostly interested (3), Somewhat interested (2), Not at all interested (1)]
Topics above 2 Somewhat interested [click]:
Strategic planning
Change management
Grant writing
Conflict management
Facilitating uncomfortable conversations
Developing sustainable business models
Ability to motivate others
Budgeting/financial management
***All items found in middle to lower half of leadership preparation gaps slide  great self-awareness.

Good news! 
ATS already beginning to address some of these top areas of interest in its programming and research.

Programming 













Future Outlooks

INTEREST:

Cohorts of similar schools
Presenters from schools like my own; experts from outside theological education

Fewer than 3 days for event
Scheduled back-to-back with another ATS event or biennial meeting
One-on-one meetings with a mentor (e.g., long-serving or retired person in my role)

Conflict management

Sustainable business models/financial viability
Cultivating healthy CEO-CAO relationships

Prioritizing self-care and practices of spiritual formation

UPCOMING OFFERINGS:

CFOs Conference, November 11-13

Entering Student Questionnaire Webinar, November 19
Executive Leadership Intensive, December 8-11
Accreditation Self-Study Workshop, February 23-24
CAOS Conference, April 7-9

New Faculty Gathering, April 22-24

ATS Biennial Meeting, June 23-25

Source: ATS Leadership Studies, 2019-2021
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Future Outlooks

Senior academic leaders indicated they would be interested in:

From ATS (in order of frequency):
[click] Cohorts comprised of persons from similar schools
Presenters from schools like their own; also feature experts from outside theological education (unlike for other leadership roles, CAOs at ML and EV schools expressed interest)
[click] Event durations fewer than 3 days
Unlike other leadership studies, also wanted
Scheduled back-to-back with other ATS event or biennial meeting
One-on-one meetings with a mentor—carved out something like this for emerging leaders (from among midcareer faculty) last year…very well received

ATS is offering programming on:
Conflict management—addressing resistance, working through change 
Tools to understand financial viability of schools’ educational programs (initiated through Data & Research, now engaging CFOs first, also Sch for New Deans)  way to customize sustainable business models; see October’s Colloquy for article on the tool
In his report, Randy also highlighted:  
 cultivating healthy relationships between CEO and CAO
 prioritizing self-care, practices of spiritual formation
[Monica:  url to ATS website—https://www.ats.edu/Recent-Ats-Research-On-Special-Topics-In-Theological-Education, scroll down to “School Leadership”]

Upcoming Offerings: (items in bold, with CAOs in mind; others, for the colleagues you work with)
CFOs Conference, Nov 11-13  send your CFOs (it will help you!)
Entering Student Questionnaire Webinar, Nov 19
Executive Leadership Intensive, Dec 8-11  encourage your CEO
Accreditation Self-Study Workshop, Feb 23-24 (invited 2 years before comprehensive visit)
CAOS Conference, Apr 7-9
New Faculty Gathering, Apr 22-24  send your new faculty (it will help you!)
ATS Biennial Meeting, June 23-25

Q&A 
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Invite questions and some discussion















Deborah H.C. Gin, Director of Research Randy MacFarland, Retired Provost

Association of Theological Schools and Academic Dean, Denver Seminary

ATS Research Webinar on
Chief Academic Officers
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