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Abstract 

The purpose of this interpretative phenomenological analysis was to investigate the 

complex, real-world problem of department chairs not knowing how to promote faculty 

well-being while balancing a multitude of workplace responsibilities.  Consequently, 

there is a critical need to better understand how department chairs, middle managers, 

currently perceive and manage their role in promoting faculty well-being.  In the absence 

of such knowledge, the development of effective approaches to provide support and 

professional development in the area of well-being promotion for department chairs will 

likely remain minimal. Rath and Harter’s definition of well-being was used to frame the 

study.  This definition includes 5 components of well-being: purpose, social, financial, 

community, and physical.  The study had 3 aims: to determine the perceptions of 

department chairs regarding their role in promoting faculty well-being; identify the 

influential factors department chairs consider when promoting faculty well-being; and 

identify techniques used by department chairs to promote faculty well-being.  Three data 

collection tools were utilized in the research study, which included: a semi-structured 

interview, memo writing, and member checking.  The 6-step interpretative 

phenomenological analysis framework established by Smith, Flowers, & Larkin guided 

the data analysis.  The research study findings suggest that department chairs feel most 

comfortable promoting the components of purpose, social, and community well-

being.  While they feel less comfortable promoting faculty’s financial and physical well-

being.  Furthermore, department chairs in this research study make sense of their role in 

promoting faculty well-being through cultural influences established by the university, 

from past personal experiences and personal beliefs, theoretical requirements of the 
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academic position, and through experiences with difficult faculty.  A variety of leadership 

strategies were utilized by department chairs to promote faculty well-being.  These 

included communication, supporting faculty development opportunities, encouraging 

social events, providing faculty flexibility, and using the wait and see method. The 

proposed solution to the complex, real-world problem is to supplement current 

professional development programs for department chairs with information that 

interweaves tenets of path-goal theory with findings from the current study and 

information on the five components of well-being. 

 

Keywords: department chairs, well-being, interpretative phenomenological 

analysis, professional development 
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CHAPTER ONE: INTRODUCTION 

Introduction and Background 

In today’s health-conscious world, employers must be able to effectively support 

employee health, safety, and well-being (WHO, 2010).  Management support at the 

department level is one of the most effective mechanisms to maintain workplace 

initiatives (Hill-Mey et al., 2009).  In higher education, department chairs, a middle 

manager, are asked to foster and preserve positive employee attitudes which influence 

employee well-being (Bartlett, Kreitzer, & Sullivan, 2016).  What remains unknown, is 

how department chairs perceive their role in promoting faculty well-being while 

balancing a multitude of workplace responsibilities.  In the absence of such knowledge, 

the development of effective approaches to provide support and professional 

development in the area of well-being for department chairs will likely remain minimal.  

Considering the numerous roles that department chairs manage on an ongoing 

basis ranging from mentor, teacher, administrator, visionary, and colleague; where does 

faculty well-being promoter fit in?  According to Gmelch, Roberts, Ward, and Hirsch, 

(2017) despite the important role that department chairs play in higher education, it is 

“the least studied and most misunderstood management position in the United States” 

(Gmelch, et al., 2017, p.1).  With this in mind, the objective of this interpretative 

phenomenological analysis (IPA) was to gain insight into department chairs’ perceptions 

regarding their role in promoting faculty well-being.   

The study is grounded in the belief that university academic departments provide 

an ideal setting for well-being programs.  This is due to the stable audience, consistent 

contact, and the ongoing opportunity for collegial support (CDC, 2013).  The rationale 
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for this study centers on the understanding that department chairs hold a unique position 

in higher education, considering approximately 80% of decisions within a university are 

made at the department level (Gmelch, 2015).  Furthermore, according to the Center for 

Disease Control and Prevention (CDC, 2013), Americans working full-time spend on 

average more than one-third of their day, five days per week at the workplace.  For 

faculty, maintaining individual health and well-being is often seen as a difficult challenge 

among competing demands of the work day, family responsibility, and social obligations.  

By supporting well-being at the department level, educational institutions and department 

chairs can provide faculty an opportunity to incorporate healthy behaviors into their daily 

routine, despite busy schedules, work obligations, and family demands (CDC, 2013).  

The private Midwest Catholic Jesuit University Midwest private Catholic Jesuit 

University where the study was conducted has 54 department chairs.  Combined, the 

university employs approximately 2,250 faculty and staff.  The university educational 

structure supports nine schools and colleges that provides a Jesuit education connecting 

the arts and sciences, law and business with a variety of health science programs in 

dentistry, medicine, nursing, pharmacy, occupational and physical therapy, public health 

and emergency medical services.  Through a focused differentiation strategy, the 

university offers a unique educational experience from other institutions by offering 

diverse interdisciplinary programming, a small walkable campus, and an education 

centered on Catholic Jesuit values. Interdisciplinary programing provides students the 

opportunity to learn with, from, and about different educational programs.  The walkable 

campus provides the opportunity for more intentional programming between faculty, 

staff, and students (C. O'Meara-McKinney, personal communication, April 14, 2015). 
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Methodology 

As the landscape of higher education evolves and the workload for faculty 

members increase, it is imperative for department chairs to consider their role in 

promoting faculty well-being.  This qualitative research study sought to answer one main 

research question: How do department chairs at a private Midwest Catholic Jesuit 

University perceive and manage their role in promoting faculty well-being?  To answer 

the single research question, the following three aims were identified: (1) determine the 

perceptions of department chairs regarding their role in promoting faculty well-being (2) 

identify the influential factors department chairs consider when promoting faculty well-

being, and (3) identify techniques used by department chairs to promote faculty well-

being.   

The IPA methodology was selected since it best aligned with the research intent 

to understand and describe the lived experiences of the department chair’s role in 

promoting faculty well-being.  IPA is a qualitative research method that explores the 

lived experience and examines how people make sense of their life experiences 

(Shinebourne, 2011; Smith, Flowers & Larkin, 2009).  A notable strength of the IPA 

methodology is that it draws upon the fundamental principles of phenomenology, 

hermeneutics, and idiography (Pietkiewicz & Smith, 2012; Shinebourne, 2011).  

Phenomenology is a philosophical approach that focuses on the lived experiences of a 

person in a specific historical, social, or cultural context (Shinebourne, 2011).  The 

hermeneutic component of the IPA methodology is interpretive in nature, recognizing 

that the researcher is interpreting the participant’s experiences through a dynamic process 

of revealing and uncovering what may be hidden.  Finally, the idiographic principle of 
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IPA focuses on providing an in-depth examination of the particular instance of the 

phenomena, either in a single case study or in several small groups of case experiences 

(Shinebourne, 2011; Smith, et al., 2009). 

Data Collection Tools 

The three data collection tools that were utilized for this qualitative IPA research 

study included: semi-structured interview, memo writing, and member checking.  

Together the interview themes from the semi-structured interviews, the memos, and 

member checking were used to triangulate findings.  The primary data collection tool was 

semi-structured interviews with five department chairs.  The interviews were audio-taped 

and transcribed by a third-party vendor.  The semi-structured interview format was used 

to allow both the researcher and study participants the flexibility to expand upon the 

specific questions identified in the interview protocol.   

Memo-writing was utilized as a secondary data collection method.  Although, 

memo-writing, is not a component of the IPA framework outlined by Smith and 

colleagues (2009) it was utilized as a secondary data collection method in this study 

because it was important for the researcher to have a systematic way to reflect on what 

she was hearing during the interviews.  Lawrence and Tar (2013) state that memos are 

one of the most powerful sense-making tools for researchers to use during data collection 

and analysis.   

To complete the data collection process, department chairs were asked to 

participate in a one-time process of “member checking" to solicit their feedback. 

Participants were emailed a summary of their interview to review.  This process allowed 
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department chairs the opportunity to provide feedback about the accuracy of the 

interpretations made by the researcher and correct any errors (Doyle, 2007).  

Considering the number and span of department chairs on campus the researcher 

used a direct email approach to recruit department chairs for the research study.  A list of 

department chairs was obtained through the Provost Office of the private Midwest 

Catholic Jesuit University.  Department chairs were emailed a total of three times 

requesting they volunteer to participate in the research study.  The email included 

information about the purpose of the research study, how and why they were selected, 

confidentiality measures, information regarding the probability of harm from 

participating in the research study, and directions on how to volunteer for the research 

study (Appendix A).  Overall, participants could be contacted up to five times: 1) email 

invitation, 2) phone call to arrange the interview, 3) interview, 4) email to request review 

of interview summary, and 5) to gather follow-up information if needed. 

Data Analysis 

The “existing literature on analysis in IPA has not prescribed a single method for 

working with the data” (Smith, et al., 2009, p.79) rather the authors state the focus should 

be directed towards the study participants and attempting to make sense of their 

experiences.  However, analysis in IPA is characterized by a set of common processes.  

For the purpose of this research study, the six step IPA data analysis process and 

framework established by Smith, et al. (2009) was used to analyze the semi-structured 

interviews.   

Step one required the researcher to immerse herself in the original data by 

listening to the interview and reading the interview transcripts multiple times.  Step two 
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involved creating initial notes by examining both the semantic content and language on a 

very exploratory level.  In the third step, emergent themes were identified by reducing the 

volume of details while maintaining complexity, in terms of mapping the 

interrelationship, connection, and patterns in the data.  Step four required the researcher 

to develop a chart of how the themes fit together. In the fifth step, the researcher moved 

to the next case.  The final step required the researcher to look for patterns across all the 

cases (Smith et al., 2009).  

Creswell (2007) identified eight potential validation strategies for qualitative 

research methodologies including: prolonged engagement and persistent observation, 

triangulation, peer review or debriefing, negative case analysis, clarifying researcher bias, 

member checking, rick tick description, and external audits.  Creswell (2007) 

recommended using at minimum two of these validation strategies.  For this research 

study four of the proposed strategies were utilized to increase validity: triangulation, 

clarifying researcher bias, member checking, and an audit by a dissertation committee 

member. 

Definition of Relevant Terms 

Throughout this dissertation in practice (DIP), the following terms are used 

regularly.  For clarification, the following provides the context in which the key terms are 

used: 

Department chair: individuals responsible for implementing university plans by 

ensuring faculty and staff fulfill their roles and responsibilities. 
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Promoting well-being: people or programs that contribute to an environment that 

promotes and supports the well-being of individuals, organizations, or the overall 

public (Fertman, 2015).  

Well-being: a combination of our love for what we do each day, the quality of our 

relationships, the security of our finances, the pride we take in what we have 

contributed to our community, and the vibrancy of our physical health (Rath & 

Harter, 2010a). 

Limitations 

   The researcher identified at least four limitations associated with this research 

study.  First, the roles and responsibilities of each department chair vary and are 

influenced by the type of university at which they are employed (Cipriano & Riccardi, 

2017).  Which means each department chairs’ unique situation needs to be considered 

based on the type of university they are employed and their roles and responsibilities.   

Second, there was the lack of clarity regarding what faculty well-being meant in the 

literature.  The journal articles that the researcher found related to faculty well-being each 

had a different perspective on what this encompassed. Which means there is not a 

consistent definition of what faculty well-being entails. Third, the participant sample was 

limited to one small private Midwest Catholic Jesuit University.  Fourth, only department 

chairs with four or more years of chair experience were included.  Therefore, the findings 

are limited to this population.  

Delimitations 

The delimitations in the current research study were fourfold.  First, the research 

study only recruited department chairs from one higher education institution.  Second, 
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every attempt was made to recruit from a variety of departments on the private Midwest 

Catholic Jesuit university campus.  There was no plan to have representation from all 

departments on campus, but a variety of departments were represented in the sample.  

Third, the data collection phase was limited to approximately three months due to 

research timeline constraints imposed by the researcher.  Fourth, department chairs had to 

have four or more years of experience in the position.  The four year criteria was decided 

upon to ensure department chairs had the ability gain relevant experiences in the 

leadership role. 

Personal Bias 

The researcher has a personal bias towards the educational institution where the 

study was conducted because she is a current employee of the private Midwest Catholic 

Jesuit University.  The researcher has been employed at the university for approximately 

eight years serving in a variety of roles that provided direct involvement with department 

chairs, faculty, and campus wellness initiatives.  While serving as the Associate Director 

of Faculty and Staff Development the researcher noticed department chairs did not 

actively promote faculty well-being through personal role-modeling or indirectly through 

department support, policies, or activities.  Furthermore, the researcher is a student 

pursuing a Doctorate of Education in Interdisciplinary Leadership at the institution where 

the study was conducted.   

The researcher's interpretive framework had the possibility to be influenced by 

her educational and professional experiences in community health, well-being, higher 

education, and leadership.  She has a bachelor’s degree in Health Science with a minor in 
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Community Health and a master’s degree in Health Education.  Additionally, she is a 

credentialed health and wellness coach. 

To alleviate any negative effects associated with the researchers’ personal biases 

several strategies were implemented.  First, the researcher adhered to the interview 

protocol and asked follow-up questions only for clarification purposes.  Second, the 

researcher executed member checking to ensure the validity of the participant interview 

summary.  Third, during the data analysis phase, the researcher analyzed the interview 

transcripts as transcribed.  She did not alter or refine statements.  Fourth, an auditor 

reviewed the interview transcripts, interview summaries, and overall themes to ensure the 

identified themes were present in the collected data.  Additionally, crafting interview 

memos allowed the researcher to reflect on the concepts identified in the interviews from 

an empirical and conceptual level (Lawrence & Tar, 2013).  

Significance of the Study 

The department chair position is increasingly complex with an expanded list of 

job tasks, greater spans of responsibility, and progressive pressure for improved 

departmental performance (Bartlett et al., 2016).  In addition, there is heightened 

awareness that academic leaders must be aware of how the workplace influences 

employee well-being (Bartlett et al., 2016).  Research has demonstrated that a strong 

commitment from all levels of leadership, especially middle managers are essential to 

gain employee buy in and support for participating in well-being initiatives (Kaspin et al., 

2013).  Gallup reports that managers play a central role in employees’ professional and 

overall lives, which means their dedication to employee well-being is critical for success 

(Wood & Nelson, 2017).  In the landscape of higher education, department chairs, who 
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act in the manager capacity, have the ability to make decisions that directly influence 

faculty well-being at the department level (Bartlett et al., 2016).  Therefore, the goal of 

the study was to uncover information and raise awareness on an understudied topic in 

higher education, the role of department chairs in promoting faculty well-being.    

Summary 

As the landscape of higher education progresses and the workload for faculty 

members increase, it is imperative for department chairs to consider their role in 

promoting faculty well-being.  What remains unknown, is how department chairs 

perceive their role in promoting faculty well-being while balancing a multitude of 

workplace responsibilities.  In the absence of such knowledge, effective approaches to 

provide support and professional development in the area of well-being for department 

chairs will likely remain minimal.  Therefore, the purpose of this qualitative IPA study 

was to investigate how department chairs at a private Midwest Catholic Jesuit University 

perceive and manage their role in promoting faculty well-being.  The IPA methodology 

was selected for the research study because it best aligned with the intent to understand 

and describe the lived experiences of the department chair’s and their perceived role in 

promoting faculty well-being.  The research study finding will be utilized to support and 

develop professional development in the area of well-being for department chairs. The 

literature review in Chapter 2 will define well-being, discuss the transition of workplace 

wellness to workplace well-being, highlight the benefits of supporting faculty well-being, 

and describe the current understanding of the department chair’s role in promoting well-

being in higher education. 
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

This chapter comprises a literature review based on one assumption, there is a link 

between employees’ well-being and the actions of their direct manager (O’Boyle & 

Harter, 2014; Wood & Nelson, 2017).  The literature review will define well-being and 

discuss the transition and distinction between the terms wellness and well-being.  The 

benefits of high employee well-being and consequences of low employee well-being will 

be highlighted.  A description of the current understanding of the department chair’s role 

in promoting well-being in higher education will be provided.  The chapter will conclude 

with a review of the current empirical evidence that suggests department chairs need 

additional support from multiple levels of university leadership to help them successfully 

establish, create, and maintain a department culture that promotes faculty well-being.   

Well-Being 

The study of well-being is a growing field of research, yet the definition remains 

unclear (Dodge, Daly, Huyton, & Sanders, 2012; Schulte & Vainio, 2010).  The meaning 

of wellness and well-being are not the same even though the terms are often used 

interchangeably.  The Merriam-Webster (n.d.) dictionary states wellness is, “the quality 

or state of being in good health especially as an actively sought goal.”  While, well-being 

builds upon this definition to include the collective consideration of purpose, social, 

financial, community, and physical components (Rath & Harter, 2010a).   Numerous 

definitions of well-being exist in disciplines such as psychology, sociology, public health, 

and business (Bartlett et al., 2016; Schulte & Vainio, 2010).  A review of objective, 
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hedonic, eudaimonic, and composite well-being will provide a foundation for the 

definition of well-being used in this research study.  

Objective Well-Being 

Objective well-being is an independently observable assessment of a current 

condition (Smith & Clay, 2010).  For employees, income, job opportunities, and 

employment are examples of objective well-being for individuals.  For companies, 

organizations, and institutions absenteeism, presenteeism, and productivity are indicators 

of objective well-being (Schulte et al., 2015). Not having these items would be expected 

to correlate with a low level of individual subjective well-being.   However, the major 

shortcoming of objective well-being measures is that they do not always accurately 

portray the quality of life for the individual they are assessing.  Research has 

demonstrated that increases in income do not correlate with increases in subjective well-

being.  This is due to the fact that people’s aspirations change when there is a 

modification in objective circumstances (Schulte et al., 2015).  Therefore, well-being is 

more than an observable assessment.  

Hedonic Well-Being 

Research by Disabato, Goodman, Kashdan, Short, and Jarden (2015), describe 

hedonic well-being to be grounded in the pleasure and pain continuum in human 

experience.  According to Huta (2015), hedonic behaviors focus on certain mindsets, 

including a focus on self, present mood, tangible needs and wants, and a focus on taking 

and consuming what an individual needs and wants.  Although there are many ways to 

assess the pleasure and pain continuum, hedonic psychology uses assessments focused on 

subjective well-being (Disabato et al., 2015.; Ryan & Deci, 2001).  Three components 
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comprise subjective well-being: life satisfaction, the presence of positive mood, and the 

absence of negative mood (Dodge et al., 2012; Ryan & Deci, 2001).  Therefore, hedonic 

well-being lies heavily in the actualization of human happiness (Ryan & Deci, 2001).   

Eudaimonic Well-Being 

The eudaimonic perspective of well-being focuses on personal expressiveness 

(Ryan & Deci, 2001).  Eudaimonic well-being emphasizes psychological well-being 

which focuses on individual meaning and self-realization (Disabato et al., 2015; Dodge, 

et al., 2012; Ryan & Deci, 2001).  Psychological well-being considers six unique aspects: 

autonomy, personal growth, self-acceptance, life purpose, mastery, and positive 

relatedness (Ryan & Deci, 2001).  Similar to hedonic well-being, eudaimonic well-being 

has distinguishing behaviors that focus on certain mindsets such as: a balance of focusing 

on self and others, a balance of focusing on the present and the past, a predisposition to 

be guided by both abstract and big picture concepts, and a focus on cultivating individual 

values and envisioning a future for themselves (Huta, 2015).  Thus, eudaimonic well-

being lies heavily in the actualization of personal expressiveness (Disabato et al., 2015; 

Dodge, et al., 2012; Ryan & Deci, 2001). 

Composite Well-Being 

As seen in the review of objective, hedonic, and eudaimonic well-being, well-

being is more than the absence of negative circumstances, such as illness, pain, or a 

negative mood, but includes positive concepts that define the quality of an individual’s 

life (Schulete et al., 2015).  Consequently, composite well-being combines portions of 

objective, hedonic, and eudaimonic indicators into a single measure.  Therefore, 
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composite well-being is a more holistic and multi-dimensional approach to defining well-

being.    

As mentioned in Chapter 1, for the purpose of this study Rath and Harter’s 

(2010a) definition of composite well-being was used to conceptualize well-being.  The 

definition is as follows, well-being is a combination of our love for what we do each day, 

the quality of our relationships, the security of our finances, the pride we take in what we 

have contributed to our community, and the vibrancy of our physical health.  Gallup has 

studied the demands of a life well-lived since 1935 (Rath & Harter, 2010b).  Through in-

depth analyses from random samples spanning more than 150 countries, five common 

elements that differentiate lives that are spent thriving from those that are spent 

struggling were recognized (Rath & Harter, 2010b).  Rath and Harter’s (2010a), 

composite approach identifies five factors that impact an individual’s well-being: purpose 

or career, social, financial, physical, and community.   

According to Witters and Agrawal (2014), together these five elements provide 

insights into whether people find daily life and work experiences fulfilling, have strong 

supportive relationships, are financially secure, are proud and involved in their respective 

community, and are physically healthy (Witters & Agrawal, 2014).  The integration of 

these five components differentiates well-being beyond the definition of wellness.  

Through a balance of these five components, individuals can develop their ability to 

positively engage in all facets of their life.  A detailed description of each component is 

provided next.  

Purpose. Purpose or career well-being, focuses on how individuals occupy their 

time and how much they like what they do every day.  Rath and Harter (2010a) consider 
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whatever someone does the majority of their day to be their career, occupation, vocation, 

or job.  An individual with high career well-being would also report that they have the 

opportunity to do things that match their strengths and interests.  Individuals who report 

having high career well-being generally have a manager or leader “who makes them 

enthusiastic about the future.” (Rath & Harter, 2010a p.29). 

Social.  The second component, social well-being, places emphases on the 

importance of having strong relationships to help individuals achieve, enjoy life, and be 

healthy (Rath & Harter, 2010a).  Individuals who report high social well-being surround 

themselves with people who encourage their development, accept them for who they are, 

and treat them with respect (Rath & Harter, 2010a).  Research conducted at the Gallup 

organization by Rath and Harter (2010a) found that employees that have a best friend at 

work are seven times as likely to be engaged in their jobs.  When an employee is engaged 

in their job they produce higher quality work, have higher overall well-being, and are less 

likely to get injured while at work (Rath & Harter, 2010a).  

Financial.  The third element, financial well-being, focuses on maintaining a 

stable economic life.  According to Rath and Harter (2010a) individuals with healthy 

financial well-being are more likely to manage their personal finances to create financial 

security.  It may also be the case that individuals who are currently satisfied with their 

overall standard of living also report higher financial well-being (Rath & Harter, 2010a).  

Community.  The fourth element, community well-being, focuses on establishing 

a sense of engagement within the area in which the individual lives and works.  When an 

individual gets involved in their community they can also enhance other components of 

well-being by pursuing deeper social interaction, enhanced meaning and purpose, and a 
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more socially and physically active lifestyle.  Individuals’ contributions to their 

community usually start small, but over time lead to more involvement and have a 

profound impact both on the community and on their personal sense of well-being (Rath 

& Harter, 2010a).   

Physical.  The last component, physical well-being, focuses on the amount of 

energy individual’s report they have to get things done on a daily basis (Rath & Harter, 

2010a).  “People with high physical well-being manage their health well” (Rath & Harter, 

2010a, p.155) and people who already manage their health well also report a sense of 

high physical well-being.  Three common behaviors of individuals who manage their 

health well are getting regular exercise, making good dietary choices, and getting enough 

sleep.  

The Journey from Workplace Wellness to Workplace Well-Being 

Over the last century there have been enormous changes in the workplace 

environment and in our collective understanding of the relationship between workplace 

environment and culture and individual health, wellness, and well-being.  There has been 

growth in technology, globalization of many industries, organizational restructuring, 

modifications to work contracts, and changes in scheduling which have significantly 

altered the nature of how work is conducted in many organizations (Sparks, Faragher, & 

Cooper, 2001).  To meet the demands of the changing workplace and fulfill the need to 

have healthy employees’ organizations are recognizing the importance of providing 

wellness and well-being programs.   

For instance, during the mid-nineteenth century, the main focus of workplace 

wellness was to protect employee health, address issues such as unsanitary conditions, 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 17

infectious diseases, and unsafe working environments.  Whereas, the 21st century 

workforce transitioned from being physical in nature to a knowledge economy which 

requires less physical exertion (Schulte et al., 2015).  Manufacturing positions decreased 

and more service and health care positions were created (Schulte et al., 2015).  

Occupations that focus on the quantity, quality, and accessibility of information generally 

increase the amount of sedentary time being compiled in the workplace.  As the 

workplace landscape shifted so did the direct and indirect costs within organizations.  For 

example, chronic disease management started to place a large burden on both employers 

as well as employees (Schulte et al., 2015).  Annually direct and indirect costs associated 

with chronic disease exceed 1 trillion dollars (Schulte et al., 2015).  To decrease the costs 

associated with employee health concerns, employers have taken action by instituting 

workplace wellness programs.   

Workplace Wellness Programs 

According to the Centers for Disease Control and Prevention (2016), “workplace 

health programs are a coordinated and comprehensive set of health promotion and 

protection strategies implemented at the worksite that includes programs, policies, 

benefits, environmental supports, and links to the surrounding community designed to 

encourage the health and safety of all employees” (para. 1).  Traditionally workplace 

wellness programs have focused on physical aspects and provided employees with gym 

memberships, meal plans, and healthy snacks.  Wellness programs often include 

screening activities to identify health risks and interventions aimed at reducing risks and 

promoting healthy lifestyles.  Most organizations characterize their wellness programs as 

a combination of screening activities and interventions (Soeren et al., 2013).  While on 
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the other hand, workplace well-being programs focus on more than physical health (O.C. 

Tanner Institute, 2014).   

Workplace Well-Being Programs 

Workplace well-being programs include employee wellness but when it comes to 

building a climate of well-being, organizational leadership needs to look beyond physical 

health to help employees feel recognized and valued, involved and create opportunities 

for growth and development (American Psychological Association, 2016; McLellan, 

2017, Lister, 2014).  Workplace well-being incorporates quality-of-life attributes such as 

happiness, financial security, job and retirement security, a sense of purpose, justice, and 

equity (Lister, 2014; Schulete et al., 2015).  Therefore, from the perspective of well-

being, it is partially the employer’s role to influence and positively affect the climate or 

culture of the workplace to create workplace well-being which in turn can impact their 

employees’ sense of well-being (McLellan, 2017).  

 Gallup has identified five steps to promote employee well-being in the 

workplace.  First, all levels of leadership need to demonstrate a strong commitment to 

well-being and communicate a consistent clear message to their followership that well-

being is part of who the organization is and that it is important to the organization, it is 

here to stay, and employees are expected to be part of it (Witters & Agrawal, 2014).  

Second, leadership needs to communicate what well-being means to the organization.  

Gallup research has shown that well-being programs are most successful when 

employees understand how they can benefit from it (Witters & Agrawal, 2014).  Third, 

leadership should lead by example and establish polices that promote well-being (Witters 

& Agrawal, 2014).  Forth, leadership needs to ensure that employees understand that both 
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their well-being and their families truly matter to the organization (Witters & Agrawal, 

2014).  Fifth, the worksite well-being program needs to be monitored for effectiveness 

(Witters & Agrawal, 2014). 

Manager Influence on Workplace Well-Being 

Managers set the mood and tone of work environments.  They have the ability to 

create or dismantle a culture of well-being (Wood & Nelson, 2017).  According to 

O’Boyle and Harter (2014), there is a “clear link between employee engagement and 

well-being with managers serving as the conduit between the two” (p. 3).  Gallup 

describes engaged employees as those who are involved and enthusiastic about their work 

and workplace (Harter & Adkins, 2015).  To engage employees, those in manager roles, 

such as department chairs, should provide consistent communication, provide clear 

priorities and performance goals, and focus on strengths over weaknesses (Harter & 

Adkins, 2015).   

Caver, Davenport, and Nyce (2015) report that inspiring and motivating 

employees is the most important driver of effective leadership.  In the workplace, 

engagement and well-being have the ability to work together.  Each can increase the 

effects of the other (Mann & Wood, 2015).  For example, engaged employees are three to 

four times more likely to be aware and receptive to work place wellness programs (Caver 

et al., 2015).  Additionally, engaged employees have a great awareness of their 

employer's wellness efforts and take actions to live healthier lifestyles.  This awareness 

allows them to be receptive to manager involvement and wellness activities (Caver et al., 

2015).  
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To further demonstrate the impact that managers have on employees’ well-being 

Caver, Davenport, and Nyce (2015), report that managers have a dramatic effect on 

employee stress.  Nyberg et al. (2009) investigated the association between managerial 

leadership and ischemic heart disease (IHD) among employees.  The Work, Lipids, and 

Fibrinogen (WOLF) Stockholm study was a prospective cohort study of male employees 

aged 19-70 working in companies in the Stockholm area.  Results suggested that men 

who indicated a higher leadership score for their manager had fewer IHD events during 

the study suggesting that managers have an impact on their employee's well-being status.   

Additionally, Baird and Carroll (2011) demonstrated through a case study conducted 

within two call centers, managers’ visible support was central to creating an 

organizational culture that supported health and well-being (Baird & Carroll, 2011).  

Lastly, interviews among construction managers indicated senior managers were 

responsible for setting an example that employee health and safety was an organizational 

priority (Gillen, Kools, McCall, Sum, & Moulden, 2004).  

Benefits and Consequences of High and Low Employee Well-Being  

Benefits of High Employee Well-Being 

Literature suggests that employee well-being has a significant impact on the 

performance and survival of organizations (Grant, Christianson, & Price, 2007).  

Researchers at Gallup found that there is an association between individuals who thrive 

in all five elements of well-being compared to individuals who only thrive in one area of 

well-being and absenteeism, customer ratings, problem-solving efficiency, and adapting 

to change.  Individuals that thrive in all five elements of well-being more likely to miss 

work less, have higher customer ratings, solve problems more efficiently and adapt to 
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change more quickly than employees who are only thriving in one element (Wood & 

Nelson, 2017).  Moreover, high well-being in all five elements is associated with money 

savings related to healthcare costs and turnover (Wood & Nelson, 2017).   

Consequences of Low Employee Well-Being 

Low employee well-being is related to reduced engagement and morale, increased 

overtime, overstaffing, increased turnover, and increased number of accidents (Grant et 

al., 2007; Lister, 2014; McLellan, 2017).  According to Chen et al. (2015) poor employee 

well-being is associated with loss of productivity in the workplace.  Work productivity 

loss can be measured by absenteeism and presenteeism.  It is estimated that productivity 

losses related to personal and family health problems cost U.S. employers $1,685 per 

employee each year (CDC, 2013).  Workplace absenteeism refers to the loss of worktime 

due to health reasons. While presenteeism describes employees impaired work 

performance due to illness.  Both presenteeism and absenteeism impose economic 

burdens on employers.  Common health conditions that affect employee well-being are 

hypertension, heart disease, and depression and are estimated to cost employers $350 - 

$400 per year, per employee contributing to the overall cost of productivity loss (Chen et 

al., 2015).  

Current Understanding of Well-Being in Higher Education 

As early as 1990, it was acknowledged that higher education institutions should 

provide health promotion programing since they have a substantial financial investment 

in faculty (Hubbard & Atkins, 1995).  This acknowledgement included understanding 

that faculty positions are a lifestyle that interlaces a complex connection between 

personal, professional, and organizational responsibilities (Hubbard & Atkins, 1995).  
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This dynamic relationship demonstrates the challenge leaders have in separating the 

personal and professional from the institutional needs (Hubbard & Atkins, 1995).   

Faculty 

To frame the importance of supporting faculty well-being first the advantages and 

disadvantages of the context of a faculty position need to be understood.  According to 

Thomason (2012), a university professor is generally considered an admirable 

occupation.  Advantages of the higher education faculty position include flexibility in 

scheduling work activities, a respectful work environment, and the opportunity for 

creativity (Thomson, 2012).  Additionally, the work of a professor has the potential to be 

personally meaningful (Thomson, 2012).  

While there are many positive aspects associated with a faculty position in higher 

education, there are also disadvantages.  Stress is common in the lives of academics 

because of the high-pressured environments with multifaceted unclear boundaries and 

demands (Thomson, 2012).  Factors that contribute to faculty stress are time pressures 

and deadlines, ongoing work overload, administrative responsibilities, committee work, 

dealing with difficult students, and maintaining familiarity with current instructional 

practices and technology (Thomson, 2012).   

To further explore the workload of faculty in higher education, in January of 

2012, a survey was sent to 4,787 pharmacy faculty who were current members of the 

American Association of Colleges of Pharmacy in the United States to assess their career 

satisfaction, lifestyle, and stress levels (Lindfelt, Ip, & Barnett, 2015).  Approximately 

17% of pharmacy faculty contacted completed the survey.  While the study found that 

pharmacy faculty had high levels of job satisfaction, it also indicated that there is a lower 
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level of satisfaction with work-life balance.  The results demonstrated that 95% of 

respondents reported working 40 or more hours per week.  The majority of respondents 

shared they slept on average from 5.5- 7.5 hours per night (74.8%) and exercised for no 

more than 150 minutes per week (Lindfelt, Ip, & Barnett, 2015).  These results suggest 

there is room for improvement in the achieving overall well-being among pharmacy 

school faculty as one example. 

The Centers for Teaching and Learning at the Middle Tennessee State University 

campus instituted a faculty wellness workshop series to meet the well-being needs of 

their faculty (Brinthaupt, Neal & Otto, 2016).  To start, the authors conducted a needs 

assessment regarding their well-being needs.  This assessment revealed that faculty on 

their campus desired development opportunities to learn how to balance teaching, 

research, and service along with how to prevent burnout (Brinthaupt et al., 2016).  The 

researchers recognized that there are multiple components to faculty wellness and upon 

review they found their wellness program directly or indirectly emphasized physical, 

social, emotional, and occupational (Brinthaupt et al., 2016).   

The wellness workshop series included sessions on stress management, voice 

coaching, healthy eating and physical activity, work/non-work balance, and workplace 

civility (Brinthaupt et al., 2016).  The program design of the wellness workshop series 

paid careful attention to not duplicate or dilute the services provided by other campus 

entities.  Rather they attempted to complement the sessions to relate to wellness themed 

faculty development.  The general approach for the wellness workshop series was to use 

learning opportunities to raise awareness about how faculty could leverage existing 

wellness services provided on campus to meet their well-being needs (Brinthaupt et al., 
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2016).   While the wellness workshops provided opportunities for faculty to acquire 

information related to purpose, community, and physical well-being, the workshops 

lacked information or opportunities to learn about social and financial well-being.  

However, considering the faculty participation and the session evaluations the wellness 

workshop series was a successful according to The Centers for Teaching and Learning at 

the Middle Tennessee State University (Brinthaupt et al., 2016).   

Department Chairs   

According to the Academic Chairpersons Conference (ACC, 2018), the 

department chair embraces a unique position on college and university campuses, it is 

higher education’s equivalent of middle management.  According to Gmelch (2015), 

“Eighty percent of university decisions are made at the department level” (p.3).  

Department chairs report to their dean while supervising staff and faculty, while 

managing numerous responsibilities associated with students (ACC, 2018).  Gmelch, 

Roberts, Ward, & Hirsch, (2017) state that despite the important role that department 

chairs play in higher education, it is “the least studied and most misunderstood 

management position in the United States” (Gmelch et al., 2017, p.1).  Academic leaders, 

such as department chairs, typically start the position without any leadership training, 

executive experience, or without any recognition of the changes that will occur as they 

transition from academic to academic leader, and may not be aware of how the role will 

impact their academic and personal lives (Gmelch, 2016).   

The University Council for Educational Administration (UCEA) conducted a 

Study of Academic Leadership, led by Gmelch and colleagues (2017), and found that 

“two thirds of new chairs did not receive any training once they were appointed. Of the 
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33 percent who did receive training, 40 percent received only one to four hours.  Overall, 

72 percent of those who received training completed 10 hours or less.”  Furthermore, 

another study found the training that department chairs do receive focuses on hard skills 

rather than interpersonal skills (Flaherty, 2016).  Unlike the private business sector which 

devotes considerable financial resources to train midlevel managers, most college and 

universities provide minimal financial backing to enhance the chairs leadership 

performance (Ryalls & Benton, 2017).   

Gmelch and colleagues (2017) found that 76.9 percent of department chairs 

reported feeling confident during their first year in the academic leadership role.  The 

number increased to 89 percent for those that served in the role from one to three years.  

An important fact to consider is, one out of ten department chairs reported never feeling 

highly competent in their leadership role.  According to experts it takes ten thousand 

hours of practice to become competent in a discipline or profession (Gmelch, et al., 

2017).  The average term of a department chair is four years (Gmelch, et al., 2017).  Just 

as chairs start to become competent, they leave the leadership role (Gmelch, et al., 2017).  

Managers, or department chairs, in the higher education setting are uniquely positioned to 

ensure that faculty members in their respective departments at the very least know about 

the organization’s wellness programs. For example, in a study by O’Boyle and Harter 

(2014) it was found that employees who are engaged are 28 percent more likely to 

participate in wellness programs sponsored by their employer. A simple way of engaging 

employees is for managers to share information about opportunities available to their 

subordinates that could affect their well-being. 
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  In addition to a purveyor of information the department chair wears many other 

hats. The academic department chair position has been described as one of the most 

distinctive leadership roles in higher education based on the numerous roles and 

responsibilities they manage on a repeated basis (Rodriguez, et al., 2016).  The literature 

identifies four main roles that department chairs fulfill in the academic leadership 

position, these include: faculty developer, manager, leader, and scholar (Gmelch, 2016).  

Faculty Developer.  The role of faculty developer involves recruiting, selecting, 

and evaluating faculty (Gmelch, 2016).  One responsibility of department chairs is to 

foster career development of each faculty member in their respective department (Lees, 

2016).  According to Lees (2016), chair advice, direction, and support can be defining 

elements in earning rank and tenure. However, the developer aspect of this role has 

traditionally been restricted to career development only and does not extend to the 

development of the faculty members overall well-being.  

Manager.  As a manager, department chairs, perform functions such as preparing 

budgets, maintain department records, assigning duties to faculty, supervising 

nonacademic staff, committee work, program planning, public relations, and in some 

cases, facilities or equipment management (Gmelch, 2016; Rodriguez et al., 2016; 

Schwinghammer et al., 2012).  The manager role in academic leadership takes up more 

than half of the work week, with department chairs often reporting spending a large 

amount of time reading and responding to email (Rodriguez et al., 2016; Schwinghammer 

et al., 2012).  According to Gmelch (2016), the manager role tends to be reported as least 

liked by department chairs.  
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Leader.  The department chair position is caught between the upper-level 

administrators they report to and the department made up of faculty and staff they lead.  

The chair’s front line manager role is a critical leadership position within a university 

setting, yet it does not come equipped with defined authority (Hecht, Higgerson, Gmelch, 

& Tucker, 1999).  The department chair serves as the fundamental linkage between 

administration and policy (Hecht et al., 1999).  Chairs serve as the representative of the 

central administration to department members, while at the same time, they represent the 

department members when sharing the needs of the department to higher level 

administration (Normore & Brooks, 2014).  The chair’s role requires more than solely 

sharing information between department members and higher-level administration.  They 

must interpret and present information that accurately reflects the intention of each 

constituency with the purpose of advancing the institutional mission and by connecting 

the department objectives with the boarder mission (Normore & Brooks, 2014).   

Scholar.  According to Gmelch (2016), approximately 96% of department chairs 

identify themselves as faculty while they are serving in the academic leadership position.  

Scholarly responsibilities include: teaching and staying current in their discipline, 

maintaining an active research program, and obtaining grants to support their research 

(Gmelch, 2016).  Department chairs report feeling most comfortable in this role but 

express frustration because they are not able to spend as much time as they would like on 

their academic interests (Gmelch, 2016).  

Considering the multiple roles that department chairs manage the role of 

promoting faculty well-being can be found in each of the four main roles.  As faculty 

developer, department chairs support their faculty members purpose by fostering career 
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development and professional goals (Lees, 2016).  In the role of manager and leader, 

department chairs have the ability to model work life balance, shape the culture and 

success of the department impacting four areas of faculty well-being: social, financial, 

community, and physical (Hartig, Colley & Grim, 2017; Miller, Mamiseishvili, & Lee, 

2016).  Lastly in the role of scholar, department chairs have the ability to inspire faculty’s 

purpose by demonstrating resiliency and optimism through their teaching and research 

efforts.  

Supporting Department Chairs to Promote Faculty Well-Being 

Bartlett, Kritzer, and Sullivan (2016), stated, "no academic leadership position is 

more important for influencing faculty attitudes and well-being than department chairs. 

According to Miller and colleagues (2016) “academic departments are the most important 

community for faculty member” (p.4) and department chairs are critical in shaping the 

identity of this community.  In some higher education institutions, especially larger ones, 

the department culture can supersede institutional cultures, norms, and expectations 

(Miller et al., 2016).  For this reason, it is imperative for department chairs to support, 

promote, and model well-being for the faculty within their department (Hartig, et al., 

2017).  For faculty, maintaining individual health and well-being is often seen as a 

difficult challenge among competing demands of the work day, family responsibility, and 

social obligations.  It is likely that by supporting well-being at the department level, 

educational institutions and department chairs can provide faculty an opportunity to 

incorporate healthy behaviors into their daily routine, despite busy schedules, work 

obligations, and family demands.  
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Bartlett and colleagues (2016) state the fundamental reason department chairs 

need to consider faculty well-being is, “the success of the department as a whole depends 

on the willingness of individual faculty to fully participate and invest time, energy, and 

effort into their work, the success of their colleagues, and the goals of the department.” 

Furthermore, faculty productivity is strongly correlated with workplace satisfaction that 

is created and maintained by academic administration at the department level (Miller et 

al., 2016).  

Direct managers, or department chairs, in the higher education hierarchy have the 

authority to encourage participation in the well-being activities and create a culture of 

well-being.  How employees, faculty, are managed can significantly influence their well-

being (Sorenson, 2013).  Managers have the ability to influence employee morale, 

workload, schedule, and job satisfaction.  Due to their leadership roles, department chairs 

serve as motivators and role models for well-being. 

Department chairs should consider the work experience from their faculty 

members’ view point and reflect on how department policies, structures, and department 

culture affect their well-being.  Department chairs who demonstrate support for the well-

being of their faculty are likely to see highly engaged faculty who bring resiliency, 

optimism, and productivity to the department.  Conversely, department chairs who are 

unengaged could be detrimental to the success of the department by causing negativity 

and low productivity among the faculty (Bartlett et al., 2016).  

Leadership Support from Multiple Levels 

Birken et al., (2015) established that department chairs need to be supported from 

multiple levels of university leadership to successfully establish, create, and maintain a 
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department culture that focuses on well-being.  Academic administrators at all levels 

have some form of influence on the performance of faculty members (Miller et al., 2016).  

The university leadership team should demonstrate their support by directly conveying to 

middle managers, in this case department chairs, that well-being is an organizational 

priority by providing professional development, distributing implementation policies, and 

providing pragmatic evidence based on best practices.   

Early faculty development efforts in the 1970s attempted to improve institutional 

effectiveness by focusing on pedagogical skills or the disciplinary expertise of faculty 

members (Hubbard & Atkins, 1995).  As the field continues to expand faculty 

development now provides development for all stages of faculty in topics such as student 

assessment, curriculum development, instructional technology, and the intricate teaching 

and learning process.  With a renewed interest in employee well-being as it relates to 

organizational effectiveness, it is imperative for higher education to identify how to 

support the highly interweaved personal, professional, and organizational needs of faculty 

members (Hubbard & Atkins, 1995).  Corporate organizations, K-12 schools, and 

medical schools have implemented workplace wellness programs for many years with 

much success.  However, there is limited research related on how to integrate well-being 

programs in higher education for faculty (Lorenz, 2014).  Although higher education 

addresses some aspects of faculty well-being through a variety of departments on campus 

such as human resources and campus recreation, it rarely includes all five components of 

well-being (Brinthaupt, Neal & Otto, 2016).     
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Summary 

The literature review presented in this chapter provided a review of research 

findings connected to the phenomena being addressed in this research study, the role that 

department chairs take in promoting faculty well-being within their respective 

departments.  There was not a single consistent definition for the term well-being that 

could be used for this study. Instead a definition of composite well-being (Rath & Harter, 

2010a) that focuses on five positive aspects of well-being was identified to help frame 

this study.     

Additionally, Chapter 2 provided insight on the motive for transitioning from 

workplace wellness to workplace well-being programs.  The change is necessary to 

influence and positively affect the climate or culture of the workplace to create workplace 

well-being which in turn can impact employee well-being (McLellan, 2017).  The 

benefits of high employee well-being and consequences of low employee well-being in 

the workplace were addressed.  Individuals that thrive in all five elements of well-being 

are less likely to miss work, have higher customer ratings, solve problems more 

efficiently, and can adapt to change quickly (Wood & Nelson, 2017).  While employees 

with low well-being demonstrate reduced engagement and morale, increased overtime, 

increased turnover, increased number of accidents, and loss of work productivity (Chen et 

al., 2015; Lister, 2014).   

To frame the importance for considering faculty well-being, a synopsis of the 

department chair position was provided.  The literature identifies four main roles that 

department chairs fulfill, these include: faculty developer, manager, leader, and scholar 

(Gmelch, 2016).  Direct managers, or department chairs, in the higher education 
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hierarchy have the capability to encourage participation in well-being activities and 

create a culture of well-being through their leadership roles and responsibilities.  How 

employees, faculty, are managed can significantly influence their well-being (Sorenson, 

2013).  The chapter concluded by establishing that department chairs need support from 

multiple levels of university leadership to successfully establish, create, and maintain a 

department culture that focuses on well-being.    

After this review of literature, it is still unknown how department chairs 

experience their role in promoting faculty well-being at the department level.  To better 

understand the perceived role of department chairs in promoting faculty well-being a 

qualitative study will be conducted.  The next chapter will review the IPA methodology, 

describe the participant recruitment process, provide an overview of the data collection 

tools, offer a summary of the data collection procedures, and describe how ethical 

considerations were addressed to increase the effectiveness of the research study.  
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CHAPTER THREE: METHODOLOGY 

Introduction 

This chapter will provide an in-depth explanation of the interpretative 

phenomenological analysis (IPA) methodology.  A rich description of the participant 

recruitment process, data collection tools, data collection procedures, and data analysis 

procedures will be provided.  Lastly, the chapter will explain the ethical precautions that 

were implemented in this research study.  

Interpretative Phenomenological Analysis Methodology 

The qualitative method utilized to answer the main research question for this 

research study was IPA.  The intent of IPA research studies is to identify in detail the 

perceptions and understandings of a particular group rather than make general claims 

(Smith & Osborn, 2003).  IPA assumes that people actively engage in interpreting events, 

objects, and people in their lives (Pietkiewicz & Smith, 2012).  These interpretations then 

form the basis for the narratives people use to explain and understand their lives.  In IPA 

methodology three fundamental principles are used to guide the detailed exploration of 

the lived experiences given by participants: phenomenology, hermeneutics, and 

idiography (Pietkiewicz & Smith, 2012; Shinebourne, 2011; Smith, et al., 2009).   

Phenomenology 

The founding principle of phenomenological inquiry is that experience should be 

examined in the way it occurs, and in its own terms (Smith, et al., 2009).  While other 

phenomenological philosophers such as Heidegger, Sartre and Merlleau-Ponty 

contributed to the growth of the phenomenology methodology the focus on subjective 

experience has remained a fundamental building block of all phenomenological research 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 34

methods (Shinebourne, 2011).  The term “lived experience” is used to understand the 

socio-cultural and historically situated person who inhabits an intentionally interpreted 

and meaningfully lived world (Shinebourne, 2011).  Consistent with its 

phenomenological foundation, IPA is concerned with trying to understand what the 

phenomena is like from the view of each study participant.  The interpretation of the 

participant’s perception is gained from asking critical questions to gain rich descriptions 

that participants might be unwilling or unable to recall without the questioning 

(Pietkiewicz & Smith, 2012; Shinebourne, 2011).   

Hermeneutics  

The second principle of the IPA methodology is hermeneutics.  This component 

of the IPA methodology is interpretive in nature, recognizing that the researcher is 

making sense of each participant’s experiences (Shinebourne, 2011).  In hermeneutics, 

the researcher takes an active role in interpreting and making sense of the participants’ 

world related to the phenomena being studied.  The analytical process in IPA is often 

described as double hermeneutic or dual interpretation (Pietkiewicz & Smith, 2012; 

Shinebourne, 2011).  This means the research participant is trying to make sense of their 

personal and social world, and the researcher is trying to make sense of the participant 

trying to make sense of their personal and social world (Shinebourne, 2011).  

Idiography 

The third principle of IPA, idiography, focuses on providing a detailed 

examination of particular instances (Shinebourne, 2011).  In such studies the analytic 

process begins with the detailed analysis of each case, moving to careful examination of 

similarities and differences across cases to create detailed accounts of patterns of 
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meanings and reflections of a shared experience (Shinebourne, 2011; Smith, et al., 2009).  

A single case study offers an opportunity to learn a great deal about a particular person in 

a specific context, as well as focusing on different aspects of a particular phenomenon 

(Shinebourne, 2011).  For the purpose of the proposed research study, each department 

chair will be considered a case.  Each case will then be combined to create a small group 

of cases (Smith, et al., 2009).   

Method Rationale 

The IPA methodology was selected for the research study because it best aligns 

with the intent to understand and describe the lived experiences of the department chair’s 

and their perceived role in promoting faculty well-being.  Since IPA incorporates the 

phenomenological, hermeneutic, and idiographic perspective, the methodology will help 

fulfills the three study aims: (1) determine the perceptions of department chairs regarding 

their role in promoting faculty well-being; (2) identify the influential factors department 

chairs consider when promoting faculty well-being; and (3) identify techniques used by 

department chairs to promote faculty well-being.  Furthermore, the aim of IPA is not to 

make generalizations about larger populations, rather the methodology is particularly 

interested in producing detailed accounts of patterns, meanings, and reflections on shared 

experiences (Shinebourne, 2011). 

Participants 

To answer the research question and achieve the three study aims, department 

chairs were recruited from a private Midwest Catholic Jesuit University.  The university 

campus where the study was conducted employs 54 department chairs.  The educational 

structure of the university supports nine schools and colleges that provides a Jesuit 
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education connecting the arts and sciences, law and business with a variety of health 

science programs in dentistry, medicine, nursing, pharmacy, occupational and physical 

therapy, public health and emergency medical services.  The diverse educational 

landscape of the university allowed for a variety of department chairs from varied fields 

to share their perceptions regarding their role in promoting faculty well-being.  

Recruiting study participants from the same private Midwest Catholic Jesuit campus 

eliminated extraneous variables that distract from the focus of the phenomenon being 

studied.  This focus allowed the researcher to only navigate one socio-cultural and 

historical condition when detailing the phenomenological approach to the study.  

Purposeful Sampling  

Creswell (2007) shares that purposeful sampling is the gold standard in qualitative 

research.  Furthermore, purposeful sampling is one of the most common types of 

sampling utilized in IPA research (Shinebourne, 2011; Smith, et al., 2009).  This type of 

sampling requires the identification of individuals who can offer descriptions, 

information, and experiences that match the phenomena being studied (Shinebourne, 

2011).   

A list of department chairs was obtained through the Provost’s Office of the 

private Midwest Catholic Jesuit University.  Department chairs were invited to participate 

in the research study through a direct email message.  The text of the email included 

information about the purpose of the study, how and why they were selected, 

confidentiality measures, information regarding the probability of harm from 

participating in the research study, and directions on how to volunteer for the study.  The 

recruitment email (Appendix A) included an electronic screening survey (Appendix B) 
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for interested participants to complete that provided their contact information, basic 

demographic information, years of department chair experience, and a single question 

regarding their perception of department chairs role in promoting well-being.  This 

information was used to determine if they qualified for the research study based on 

established inclusion criteria.   

Department chairs were emailed every two weeks for a maximum of three 

recruiting attempts.  Participants were contacted up to five times: 1) email invitation, 2) 

to arrange the interview, 3) to conduct interview, 4) share interview transcripts for 

participant review, and 5) if needed, to gather follow-up information. 

Inclusion Criteria 

The following inclusion criteria were used to select participants for the study: 1) 

academic rank of Associate Professor or Professor; 2) four or more years of department 

chair experience; and 3) either strongly agreed or agreed that department chairs have a 

role in promoting faculty well-being.  The rank of Associate Professor or Professor was 

selected because any concern about earning promotion would not pose a barrier for 

incorporating well-being into their leadership strategy.  Miller and colleagues (2016) 

stated after faculty successfully pass through the initial gateway of the academy and 

achieve tenure and promotion they no longer have the singular goal of earning tenure and 

promotion.   

Four or more years of department chair experience was decided upon as an 

inclusion criterion based on results from the 2016 UCEA Center for the Study of 

Academic Leadership (Gmelch et al., 2017).  The results stated that approximately 41 

percent of department chairs felt competent after the first 9 months in the role (Gmelch et 
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al., 2017).  For roughly 40 percent of respondents it took up to 2 years to reach a level of 

competency as department chair (Gmelch et al, 2017).  Unfortunately, 19 percent took 

longer than two years or never felt competent in the academic leadership role (Gmelch et 

al., 2017).  The four year criteria was decided upon to allow additional time for 

department chairs to gain experiences and feel competent in the leadership role.  

Lastly, department chairs who either strongly agreed or agreed that faculty well-

being was part of the academic leadership role were included in the study.  These two 

responses demonstrated that potential study participants had similar experiences and 

views about well-being and the academic leadership position.  The purpose of this 

criterion was to ensure that potential study participants could offer similar descriptions, 

information, and experiences that matched the phenomena being studied (Shinebourne, 

2011).   

Participants who did not meet the inclusion criteria for the research study were 

sent an email notifying them of the decision.  They were informed they did not meet the 

requirements to participate.  Additionally, the email thanked them for their willingness to 

support the educational endeavors of the researcher (Appendix I). 

Sample Size 

According to Smith and colleagues (2009) the ideal sample for an IPA study is 

between three to six participants or cases.  The rationale surrounding the three to six case 

sample size is that the data will provide meaningful points of similarity and differences 

between participants but not so much that the researcher is overwhelmed by the amount 

of data that is generated (Smith et al., 2009).  Considering the detailed exploration 

required with the IPA methodology decisions about the sample size were based on the 
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researchers’ ability to conduct a rigorous and methodologically sound research study in a 

reasonable timeframe.  The sample size was based on the following four factors: (1) the 

depth of analysis for each single case; (2) the richness of the individual cases; (3) how the 

researcher wanted to compare and contrast single cases; and (4) the restrictions the 

researcher was working under (Pietkiewicz & Smith, 2012; Smith et al., 2009).   

Data Collection Tools 

 The data collection tools utilized for this qualitative IPA research study included: 

semi-structured interviews, memo writing, and participant member checking.  The data 

collection tools were developed to answer the main research question.  The interview 

guide was developed by adapting questions from the Smith, Flowers and Larkin (2009) 

textbook examples and through collaboration with the DIP committee.   

Semi-Structured Interviews 

The questions for the semi-structured interview were designed to elicit open, 

honest, and detailed accounts of department chair’s experience promoting faculty well-

being (Shinebourne, 2011).  For the purpose of this study, the interview protocol 

consisted of seven open-ended questions, plus prompts that allowed for further 

elaboration of the phenomena (see Appendix C for complete interview protocol).  Exact 

wording and question order remained flexible throughout each interview in order to 

organically navigate the interview with each department chair (Merriam, 1998). 

During each semi-structured interview, the researcher provided the definition of 

well-being for department chairs to help them consider and frame their experiences.  Rath 

and Harter’s (2010a) definition was provided in both a verbal and visual format.  

Verbally the researcher shared that well-being is a combination of our love for what we 
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do each day, the quality of our relationships, the security of our finances, the pride we 

take in which we have contributed to our community, and the vibrancy of our physical 

health (Rath & Harter, 2010a).  Visually, the researcher presented department chairs with 

an image (Figure 1) describing the five components of well-being (Choueiri, 2014). 

 

Figure 1. Definition of well-being.  

The interview protocol started with a broad question, describe what has 

influenced the role that you take in promoting faculty well-being.  This question was 

followed by additional inquiry focusing on the factors that have influenced the role they 

take in promoting faculty well-being, how they currently promote faculty well-being, 

how they have successfully promoted faculty well-being in their department, a time when 

they were not able to promote faculty well-being in their department, and how they have 

altered the way they promote faculty well-being based on previous successes and failures.  
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Memo-Writing   

Memo-writing was utilized as a secondary data collection method.  Although 

memo-writing is not an explicit component of the IPA framework it was utilized as a 

secondary data collection method for this research study for two reasons (Smith, et al., 

2009).  First, Lawrence and Tar (2013) state that memos are one of the most powerful 

sense-making tools for researchers to use during data collection and analysis.  In-the-

Moment Reflection were used to guide the researchers’ memo writing process (Dickel, 

2011).  The researcher wrote her immediate thoughts and feelings down after each 

interview describing the experience and reflecting on the concepts presented by the 

department chairs (Dickel, 2011).  Furthermore, the researcher wrote memos throughout 

data collection and analysis to describe and define concepts presented during the 

department chair interviews and describe initial theme formulations (Babbie, 2016; 

Sbaraini, Carter, Wendell Evans & Blinkhorn, 2011).  Second, given the double 

hermeneutic process the researcher goes through in IPA (Pietkiewicz & Smith, 2012; 

Shinebourne, 2011), and given that this process was new to this researcher, memo writing 

provided a useful structure for the researcher to interpret and make sense of the 

participants’ experiences related to the phenomena being studied. 

Member Checking 

To complete the data collection process, department chairs were asked to 

participate in a one-time process of member checking to solicit feedback on the summary 

of their interview.  This allowed the researcher to check in with each participant to ensure 

the experiences given by the participants during the interview were being interpreted 

correctly by the researcher.  Participants were emailed a summary of their interview and 
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asked to notify the researcher of any changes or updates within 7 business days.  This 

process allowed department chairs the opportunity to provide feedback about the 

accuracy of the interpretations and correct any errors (Doyle, 2007).  

Data Collection Procedures 

After being given clearance by Creighton University’s Institutional Review Board 

(Appendix F), the researcher sent an email invitation (Appendix A) to current department 

chairs at the private Midwest Catholic Jesuit campus where the study was conducted.  

The email invitation (Appendix A) provided a brief introduction to the study, 

expectations for study participation, a description on how the study data will be kept 

confidential, inform department chairs there is not compensation for participating in the 

study, and state the study is voluntary and participants can withdraw at any time.  

Included in the email invitation was a link to a short electronic screening survey 

(Appendix B). This survey was used to collect potential participants contact information, 

basic demographic information, department chair experience, and a single question 

regarding department chairs role in promoting well-being.   

Once a department chair expressed a willingness to participate in the research 

study and met the inclusion criteria, the researcher contacted them by phone to schedule 

an interview.  Interview times, dates, and locations were established based on the 

availability and convenience of the department chairs. All interviews were conducted in 

the department chairs’ office located on the university campus.  Each interview varied in 

time depending on how the department chair responded to the questions included in the 

interview protocol.  The interviews averaged 30 minutes, with the shortest being 21 

minutes and the longest being 52 minutes.  The semi-structured interviews were audio-
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taped and sent to a third-party vendor for transcription.  Full transcripts were typically 

available for initial data analysis one day after the interview was conducted.  

Prior to starting the interview, participants were provided a Participant Letter and 

the Bill of Rights for Research Participants (Appendix E).  To encourage detailed sharing 

during the interview, the researcher shared details regarding the confidentiality protocol. 

Lastly, the researcher requested that participants help close the data loop by participating 

in the process of member checking to rule out the possibility of misinterpretation of what 

the department chair said during the interview (Babbie, 2016).   

Data Analysis  

The “existing literature on analysis in IPA has not prescribed a single method for 

working with the data” (Smith, et al., 2009, p. 79) rather the focus should be directed 

towards the study participants’ attempts to make sense of their experiences.  However, 

there does exist a set of common processes that guide analysis in IPA.  For the purpose of 

this research study the six step IPA data analysis process and framework established by 

Smith et al., (2009) was used to analyze the semi-structured interviews.  The six steps 

include: (1) reading and re-reading, (2) initial noting, (3) developing emergent themes, 

(4) searching for connections across emergent themes, (5) moving to the next case, and 

(6) looking for patterns across the cases (Smith et al., 2009).  To organize the data for this 

research study, a three-column table was created in Microsoft Word to facilitate the 

researcher working with each department chair interview.  Similar to the organizing 

structure used by Smith and colleagues (2009) the table columns from left to right were: 

emergent themes, original transcript, and exploratory comments. 
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Step One: Reading and Re-Reading 

 Step one, reading and re-reading, involves reviewing the original data of each 

case by listening to the interview and reading the interview transcripts several times.  The 

researcher re-read and listened to each interview at least five times.  This process assisted 

the researcher in becoming immersed with the data, recalling the context, atmosphere, 

and setting of the interview.  Each review of the case recording and transcript produced 

new insights regarding content, language, and interpretative comments (Pietkiewicz & 

Smith, 2012).  According to Smith, et al. (2009), this stage is conducted to ensure that the 

participant becomes the focus of analysis.  This step is deeply rooted in the 

phenomenology principle of IPA since the focus is on how participants perceive and 

discuss events rather than describing the phenomena according to predetermined 

categories (Pietkiewicz & Smith, 2012).  

The researcher wrote memos during this step to describe and define concepts, 

document methodological issues, and describe initial theme formulations.  The memos 

were used to bracket the researcher’s perceptions and recognize the researchers’ 

interpretation (Sbaraini et al., 2011) of the department chairs’ perceptions regarding their 

role in promoting faculty well-being within their respective department.  

Step Two: Initial Noting 

In step two, initial notes were created by examining both semantic content and 

language on a very exploratory level data (Smith et al., 2009).  The main task of this 

stage was to create a comprehensive and detailed set of notes and comments from the 

data (Smith et al., 2009).  In this research study, initial noting was completed for each 

participant by adding exploratory comments to the respective section of the three-column 
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table.  Special attention was given to participant's descriptive comments, language, and 

overarching understanding of matters being discussed (Smith et al., 2009).  Similar to 

step one, this stage was grounded in phenomenology since the researcher was allowing 

the phenomena to speak for itself by engaging with the transcripts (Pietkiewicz & Smith, 

2012; Smith et al., 2009).  

During this step the researcher created a written interview summary for each 

participant attempting to interpret the main points addressed throughout the interview. 

The interview summary for each participant is provided in chapter 4.  Department chairs 

were asked to provide a one-time member check analysis of their interview summary.  

This process allowed participants the opportunity to confirm that the researcher 

interpretations were accurate (Doyle, 2007).  Participants were emailed the summary of 

their interview and asked to notify the researcher of any changes or updates within seven 

business days.  They were informed if the researcher did not hear back within seven 

business days the summary would be used as written for data analysis.  Of the five 

department chairs that completed the interview four responded to the email stating no 

changes were needed and one did not respond. 

Step Three: Developing Emergent Themes  

During the third step, emergent themes are identified by reducing the volume of 

details within each case while maintaining complexity (Smith et al., 2009).  See 

Appendix L for the list of emergent themes identified for each participant.  In this 

research study, emergent themes for each department chair were organized in the three 

column Microsoft Word table.  The main task of step three involved the researcher 

identifying concise phrases based on the summary of the interviews that contained 
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enough information to remain true to the interview but enough abstraction to offer 

conceptual understanding (Shinebourne, 2011 Smith et al., 2009).   

Identifying emergent themes for the novice researcher was intimidating because 

she was concerned that her interpretations may not accurately reflect what the department 

chairs were attempting to convey during their interviews.  The one-time member check 

analysis completed in step one provided assurance that the researchers’ interpretations 

were accurate based on the interviews.  The confirmation from department chairs gave 

the researcher some degree of confidence as she took initial exploratory notes and began 

to identify emergent themes. 

In this step, the emergent themes reflect both the participant's original thoughts 

and the analysts’ interpretation (Smith et al., 2009).  Therefore, the memos written by the 

researcher were utilized in this step to begin exploring the researchers’ interpretations of 

each interview.  The memos were used as a tool to assist the researcher in describing the 

relationship among concepts as they emerged within each interview.  Memo-writing as 

outlined by Lawrence and Tar (2013) provided an opportunity for the researcher to reflect 

on the emerging concepts and consider the interrelationships between department chairs 

and their role in promoting faculty well-being.  In this step, the principle of hermeneutics 

emerged as the researcher began to make sense of the participant’s world.  This process is 

often described as being “double hermeneutic” because the participant is trying to make 

sense of their world while the researcher is trying to make sense of the participant trying 

to make sense of their world (Pietkiewicz & Smith, 2012; Shinebourne, 2011).  In the 

memos the researcher documented her reflections about the interview, the topics she 

wanted to dialogue about with the department chairs addressed in the interview, and 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 47

highlighted concepts that she had not considered before related to department chairs and 

faculty well-being.   

Step Four: Searching for Connections Between Emergent Themes 

The remaining steps utilize ideas from each of the guiding principles of the IPA 

framework.  Phenomenology and hermeneutics are each descriptive and interpretive in 

their own ways. The idiographic principle guides the researcher to explore each single 

case before creating general statements (Pietkiewicz & Smith, 2012).  Step four, explores 

connections across the emergent themes identified in Step 3 and required the researcher 

to develop a chart or map of how the themes fit together (Smith et al., 2009).  There are a 

variety of strategies that can be used to identify patterns and connections between 

emergent themes such as: abstraction, subsumption, polarization, contextualization, 

numeration, and function.  The chart or map should include the major themes and sub-

themes (Shinebourne, 2011). 

For the purpose of this study, abstraction was used to identify patterns and 

connections between emergent themes.  Abstraction is a basic form of identifying 

patterns between emergent themes and developing a sense of what can be called a “super-

ordinate” theme.  Abstraction involves putting similar themes together and developing a 

new name for the cluster (Smith et al., 2009).  The charts created for each research study 

participant are presented in Appendix L. 

Step Five: Next Case 

The fifth step, required the researcher to move forward to the next case and repeat 

the process of steps one through four (Smith et al., 2009).   
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Step Six: Patterns Across All Cases 

In the final step, the final table of themes was created requiring multiple returns to 

the transcripts to check meanings (Shinebourne, 2011).  Each theme was described with 

extracts from the cases allowing the participants’ voice to be heard and experience to be 

examined (phenomenological principle), and supplemented with analytic comments from 

the researcher (hermeneutic principle) (Pietkiewicz and Smith, 2012).  After the final 

themes were identified the researcher created a final statement outlining the themes 

(Smith & Osborn, 2003).  Memos were also used in this step to supplement the interview 

themes.  Together the interview themes and memos were used to triangulate the results 

and determine patterns across all cases in the research study. The themes between cases 

created are presented in Appendix M.  

    External Audit 

A potential concern identified by Creswell (2014) was the selective reporting of 

findings by researchers.  Creswell (2014) cautioned that a researcher must be careful to 

eliminate this type of bias before reporting data.  To eliminate this possibility, one of the 

dissertation committee members reviewed the interview transcripts and themes to ensure 

that the identified themes were present in the collected data.  The auditor examined 

whether or not the findings, interpretations, and conclusions were supported by the data.  

The auditor was a dissertation committee member who had conducted her own qualitative 

dissertation, and has a current faculty appointment at the same Midwest University at 

which the study was conducted.  
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Ethical Considerations 

The research study received approval from the Creighton Internal Review Board 

(IRB) to ensure that the risks to the participants completing the semi-structured 

interviews were minimal and the interview protocol was ethically sound (Appendix F).  

The research study was determined to be exempt from Federal Policy for Protection of 

Human Subjects as per 45CFR46.101(b) 2/3.  Also, as required the researcher completed 

the required IRB Collaborative Institutional Training Initiative (CITI).  Lastly, 

participants were provided an Information Letter prior to completing the interview that 

addressed the study purpose and procedures, benefits and risks of participating in the 

study, confidentiality, disclosure of appropriate alternatives, compensation, researcher 

contact information, reasons for termination of subject’s participation by investigator, 

costs to participant, and a disclosure statement.  

The researcher submitted a protocol amendment to the IRB to receive approval 

for the email that would be sent to study participants requesting a member check of the 

interview summary (Appendix H).  Additionally, the protocol amendment reviewed the 

email that was sent to survey respondents that did not meet the inclusion criteria to 

participate in the study (Appendix I).  Both amendments were approved by the IRB 

(Appendix J). 

The main ethical concern for this research study centered on the privacy of the 

interviews and the recordings generated during the interviews with department chairs.  

The researcher took several steps to maintain the confidentiality of participants and the 

respective department that each department chair represented.  Each participant was 

assigned a participant identification code at the beginning of the interview.  Each 
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participant was given a code in accordance with the order in which their interviews were 

conducted.  For example, the first department chair interviewed was identified as 

"Participant 1".  Unless the participant mentioned their departments' name during the 

interview process, neither the participant’s name or the department's name appeared on 

any documents that correspond with the participant identification code.  If the name of 

the department or any other identifying information was mentioned during the interview 

it was de-identified during the transcription process. 

According to Creswell (2014), data storage warrants ethical consideration.  To 

ensure documents and recordings were managed ethically, they were stored on a 

password protected computer in a locked office.  Additionally, in compliance with ethical 

standards, all documents and recordings will be stored in separate files in secured 

locations on the researcher's computer for five years.  

Summary 

The IPA methodology was selected for this research study because it best aligned 

with the researchers’ intent to understand the lived experiences of department chair’s 

regarding their perceived role in promoting faculty well-being.  This chapter described 

the IPA methodology used in this study, described the participant recruitment process, 

data collection tools, data collection procedures, data analysis procedures, and explained 

the ethical precautions that were implemented in this research study.  The next chapter 

will present the findings of this qualitative research study. 
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CHAPTER FOUR: FINDINGS 

Introduction 

This interpretative phenomenological analysis (IPA), sought to answer one main 

research question: How do department chairs at a private Midwest Catholic Jesuit 

University perceive and manage their role in promoting faculty well-being?  

Additionally, this IPA study had three aims: (1) determine the perceptions of department 

chairs regarding their role in promoting faculty well-being; (2) identify the influential 

factors department chairs consider when promoting faculty well-being; and (3) identify 

techniques used by department chairs to promote faculty well-being.  This chapter will 

present the findings of this qualitative research study. 

Participants 

A total of 54 department chairs were invited to participate in the research study 

through a direct email approach.  Table 1 provides an overview of invited department 

chairs by education unit, educational credentials, and gender.  Included in the email 

invitation was a link to a short electronic survey (Appendix B).  This survey was used to 

collect contact information, basic demographic information, department chair experience, 

and a single question regarding participants agreement with a statement about department 

chairs role in promoting well-being.   

Table 1 
Invited Department Chair Demographics	

Educational Unit Number 

College of Arts and Sciences a 18 

College of Business b 4 

School of Dentistry c 9 

School of Medicine d 16 
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College of Nursing e 3 
School of Pharmacy and Health Professions f 4 

Total 54 
Educational Credentials  
Doctor of Music (DM) 1 
Doctorate of Education (Ed.D) 1 
Doctor of Dental Surgery (DDS) 8 
Doctor of Dental Medicine (DMD) 1 
Doctor of Pharmacy (Pharm.D) 1 
Doctor of Medicine 12 
Doctor of Philosophy (PhD) 31 

Total 55 
Gender  
Male 43 
Female 11 

Total 54 
 
Notes. One department chair did not have a terminal degree to include as an educational 
credential. Two department chairs had more than one terminal degree. 
Departments included in each college included:  
a Biology, Chemistry, Communication Studies, Education, English, Exercise Science, 
Fine & Performing Arts, History, Journalism, Media & Computing, Mathematics, 
Military Science, Modern Languages & Literature, Philosophy, Physics, Political 
Science, Psychology, Cultural & Social Studies, and Theology.  
b Accounting, Business Intelligence & Analytics, Marketing & Management, and 
Economics & Finance. 
c Community and Preventive Dentistry, Diagnostic Sciences, Endodontics, General 
Dentistry, Oral and Maxillofacial Surgery, Oral Biology, Pediatric Dentistry, 
Periodontics, and Prosthodontics. 
d Anesthesiology, Biomedical Sciences, Clinical & Translational Research, Emergency 
Medicine, Family Medicine, Medicine, Microbiology and Immunology, Neurology, 
Obstetrics and Gynecology, Pathology, Pediatrics, Pharmacology, Preventive Medicine, 
Psychiatry, Radiology, and Surgery. 
e Master's Program, Doctor in Nursing Practice Program, and BSN Program. 
f Pharmacy Practice, Pharmacy Sciences, Occupational Therapy, and Physical Therapy. 
 

As discussed in Chapter 3, the following inclusion criteria was used to select 

participants for the study: 1) academic rank of Associate Professor or Professor; 2) four 

or more years of department chair experience; and 3) either strongly agreed or agreed that 

department chairs have a role in promoting faculty well-being.  As demonstrated in 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 53

Figure 2, a total of 54 department chairs were invited to participate in the research study.  

Fourteen completed the online survey indicating they were interested in participating.  

Seven of the 14 department chairs that responded did not meet the inclusion criteria.  Of 

those who did not meet the inclusion criteria, six did not meet the minimum years of 

service as a department chair.  While one respondent indicated that he neither agreed or 

disagreed that promoting well-being was part of the department chair role.  

 
Figure 2. Participant recruitment flow chart  

A total of seven department chairs satisfied the inclusion criteria.  Two 

department chairs were not able to be reached to participate in the interview.  Five male 

department chairs were interviewed to gain insight into department chairs’ perceptions 

regarding their role in promoting faculty well-being.  The sample of five participants met 

the recommendations established by Smith et al. (2009) who suggested the ideal sample 

Department chairs were invited to 
participate through direct email                                                                 

(n = 54)

Completed  
online survey   

(n = 14)

Not eligible       
(n = 7)

Did not meet 
minimum years of 

service as  
department chair                          

(n = 6)

Did not indicate 
promoting well-
being was part of 

thier role              
(n = 1) 

Eligible        
(n = 7)

Completed 
Interview            

(n = 5)

Did not complete 
online survey

(n = 40)
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for an IPA study is between three to six participants or cases.  Table 2 provides an 

overview of the participants academic rank, total years employed in higher education, 

total years employed at the institution where the research study was conducted, total 

years served as a department chair, and the response to the statement "As a department 

chair, I have a role in promoting faculty well-being."  

Table 2 
 
Participant Demographics 
 

Study 
Participant 

Academic  
Rank 

Total Years 
Employed in 
Higher 
Education 
 

Total Years 
Employed at 
Institution 

Total Years 
Served as 
Department 
Chair 

Role in 
Promoting 
Well-Being 

Participant 1 
 

Professor 16 12 4 Agree 

Participant 2 Professor 38 19 19 Strongly Agree 
 

Participant 3 Professor 39 39 7 Strongly Agree 
 

Participant 4 Associate 
Professor 
 

17 17 12 Agree 

Participant 5 Associate 
Professor 

12 12 12 Strongly Agree 

      
 

Case-by-Case Phenomenological Interview Summaries 
 

As previously discussed, IPA research is focused on the detailed examination of 

each case. For this research study each interview with a department chair is considered a 

case.  Since the IPA methodology aims to focus on an individual’s experiences and 

understanding of a particular phenomenon (Smith et al., 2009), a summary of each 

interview is provided.  The interview summaries provide a rich source of information 

about how department chairs describe, make sense, and comprehend their role in 

promoting faculty well-being.  
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Participant 1 Interview Summary 

Participant 1 has been a department chair for four years.  His department has 

approximately 35 faculty members that serve in both full-time and part-time capacities.  

He has been employed in higher education for 16 years of which 12 years have been at 

the institution where the research study was conducted.  

At the beginning of the interview, Participant 1 asked if the interviewer could 

share a definition of well-being.  The Gallup definition of well-being was provided.  He 

responded that, “I am so glad I asked you because my head was going way more towards 

physical.  I was going to be biased in that direction.  My comment would have been, if 

not for my question, that I don't know if I do anything or I don't know if I do enough, but 

now that it's framed this way, yes, I think I like to think I play some role.” 

Participant 1 shared his general upbringing influenced the way that he promotes 

faculty well-being within his department.  His parents and faith background provided 

opportunities to shape his desire to care for others.  He also shared that playing sports 

while growing up offered perspective on how to be a successful leader. He stated, “I grew 

up playing a lot of sports and I would say that from an early age, and maybe this is weird 

now that I think about it as an adult, but as a kid, I just didn't know any better.  I was 

always sort of watching teachers and coaches and other leaders, for lack of a better term, 

to see how they did what they did.  I've just always been very interested in that and I still 

am. I'm still super fascinated by watching a good coach, mentor, leader to see what I can 

take from it in the best sense.”  Furthermore, Participant 1’s research area fuels his 

interest in faculty well-being.  He stated, “I’m hardwired to think about social 

connectedness, both in terms of my relationships to people and my department, but also 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 56

their relationships to one another. I'm wired to think community, community, community 

and I'm a big believer that that can play a role in terms of people feeling good about 

where they work. People being less likely to look elsewhere. Help them do better at their 

job, all that sort of thing.” 

Participant 1 stated that [university email distribution list] has positively affected 

his role in promoting faculty well-being “the university has always kept well-being, 

certainly physical well-being as part of the daily conversation. There are local factors 

here like there are programs for physical well-being and there are facilities for physical 

well-being”.  The email distribution list keeps him informed and aware of how the 

university is promoting different areas of well-being. For instance, the email distribution 

list made him aware of a prayer list and bereavement group on campus.  He feels that the 

university does a good job creating opportunities for enhancing social and community 

well-being through these types of programs.  

To promote faculty well-being in his department, Participant 1, focuses most on 

the social and community aspects.  For example, he does, “a lot of things to, I'll just say 

kind of give us the sense of connectedness.  Whether it's email communications that pull 

people in at the most basic level, let them know what's going on.  Touting 

accomplishments of colleagues and doing that for everybody across the board to kind of 

make us feel like we're together; we're a team.  I tend to try and have multiple social 

events throughout any given semester, just to help people get to know each other.”  

Furthermore, he supports playing basketball as a group or going on a taco ride. He 

mentioned that all activities don’t include all 35 faculty members but he does make sure 

people know that they are part of a larger group and are always welcomed to participate. 
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The activity that he believes his department enjoys most is the winter party.  Since 

the university doesn’t endorse a department level holiday party, his department has 

instituted a creative way to celebrate.  The gathering is done on a shoestring budget, after 

the holiday season, with a different theme each year.  He stated it is the one event that 

brings together in the highest percentage of people from his department.  The winter 

party is “a good chance for people to get to know each other and to share ideas, they 

exchange little tips on how they're running their classes or whatever, or they just hear 

about people's personal stories.  That's one that I know I personally enjoy and I think it 

really does pull us together.” 

Participant 1 shared that financial well-being is the hardest area to promote as a 

department chair.  He stated, “I don't have complete control over pay. I have input on pay 

as it relates to maybe a person's salary or as it relates to an individual instructor's pay per 

course.”  He reported this financial barrier puts him in a very awkward position when he 

has to deliver bad news related to money and finances. 

Based on Participant 1’s successes and failures as a department chair in relation to 

promoting well-being in his department he shared, “I can't think of major adjustments 

that I've made to re-program myself to do this or that, but I feel like I'm always learning 

something new about communication.”  He expanded by stating, the biggest role that he 

can play in promoting well-being is “communication, and whether it's basic information 

about what's going on and keeping people informed, or communication that yolks us 

together.  Doing that with the right tone, with the right timing, with the right set of 

expectations that a person could draw from the communication, I feel like I'm constantly 

learning from little micro failures.” 
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Participant 1 shared that his department has “a lot of positive spirit.  We are a 

department that's influenced by what's happening in the college, what's happening in the 

university, what's happening more broadly in the world.  I feel like given how the world 

is beaten up higher education, despite that there's a really positive outlook within our 

department.”  The other sentiment Participant 1 reported about his department’s 

atmosphere is that despite faculty optimism, they are also worn out because the demands 

on everyone at the university are greater than they have ever been. “For an average 

faculty member, I think the person feels like they're getting pulled in so many directions 

that it's hard to really focus on being a great teacher or being a good scholar or being able 

to have the time to show that care to a student.  I think people feel like they're on the run 

and so even though people are very positive and optimistic, they feel that tension.”  

To ensure faculty in his department remain positive and optimistic Participant 1 

stated he takes a proactive approach to promote their well-being with two different 

approaches.  First, he stays in very regular communication with them. “In part as a 

support and coping mechanism, like we're all in this together sort of conversation, there's 

that, but there's also talk about looking forward.  How do we shape it and prune it in 

some way to where you're getting a little more focus or more synergy across the different 

roles that you play.”  Second, he continually reflects on the portfolio of roles across his 

department “to get people in the right roles, so they're doing more of what they like and 

less of what they don't like.” 

When asked, what do department chairs need to be successful in promoting well-

being for their respective faculty, Participant 1 responded with a multi-layered response.  

The first layer “starts with some things that are out of the department chair's control, 
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which is just that the university as a whole has good resources.”  He feels the university 

does a nice job of providing lots of things for faculty such as: healthcare benefits, 

retirement plans, vacation days, sick days, childcare center on campus, banking on 

campus, and having multiple eateries on campus.  The second layer focuses on having 

good policies and procedures in place that are “built around taking care of the more 

human needs that people have.”  The third layer is providing the department chair with 

autonomy to run the department.  For example, he shared that it would be helpful for 

department chairs to be allowed to “marshal resources in some way and to make good 

responsible decisions that don't require five signatures to make something happen.” 

Participant 1 shared that being a department chair has not been a positive 

influence on his own health and well-being.  He mentioned a conversation he had with a 

department chair from another university about the “worry load” that accompanies the 

role.  For example, he constantly worries about 35 different instructors, their students, the 

state of the department, the state of the college, and how the university is handling 

current issues and challenges.  To succeed in the unique middle manager role Participant 

1 suggested that the department chair position be broken into more manageable chunks, 

creation of smaller departments, establish a vice-department chair role to assist with 

administrative duties, reduce the teaching load, or participate in peer-to-peer support 

relationships with other department chairs.   

Participant 2 Interview Summary 

 Participant 2 has been a department chair for a total of 19 years.  He has been 

employed in higher education for a total of 38 years of which 19 have been at the 

institution where the research study was conducted.  His department currently employs 
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10 full-time faculty members and several part-time faculty.  At the beginning of the 

interview, Participant 2 asked if the interviewer could share a definition of well-being.  

The Gallup definition of well-being was provided.   

Participant 2 shared that his definition of well-being is, “taking care of people.”  

His reason for promoting well-being in his department centers on the roles and 

responsibilities associated with being a department chair.  It is “not based on religious 

beliefs or certain values, rather it’s the right thing to do in the leadership position.”  He 

believes part of the role of being a department chair is to ensure that the students in your 

respective department receive a quality education, “I have an obligation to my faculty to 

make sure they are being taken care of so that they can do a good job.” Additionally, he 

stated, “You can get a lot out of your faculty and the people who work for you if they feel 

like you really care about them.” 

Participant 2 promotes well-being in his department by compensating faculty with 

competitive salaries, providing flexibility to manage personal matters, engaging in 

ongoing communication with faculty, and supporting professional development.  In 

regard to supporting the financial health of faculty, Participant 2 stated “I'm going to hire 

the best people and offer them the best compensation I can pay.”  He encourages the 

Dean [of his School] to pay them more than what the market dictates.  He believes that 

competitive salaries are an indicator to potential faculty that they will be treated well at 

[name of university].  A competitive starting salary is important because as a department 

chair he has no influence on the annual merit raises [name of the university] gives to 

faculty. 
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In an effort to support both social and community well-being Participant 2 

handles personal matters with extreme care in his department.  If a faculty member is in 

distress because of a family situation or personal issue he makes sure to provide enough 

time off to address the situation.  For example, Participant 2 shared that a couple days 

prior to the interview, a faculty member called him to let him know that he would not be 

able to attend a scheduled luncheon because his wife was sick.  Participant 2 responded 

by telling him, "Don't worry about it. What comes first is you and your spouse. The job 

can wait."  Participant 2 feels [name of university] and [name of the School] does an 

excellent job at creating a supportive environment.  Being part of [name of university] 

encourages leadership to take care of their people.  “A faculty member who is unhappy, 

when things are not going well in the family, is not going to be a good professor either.” 

Through ongoing communication, Participant 2 promotes the purpose component 

of well-being.  From experience, he has learned that “managing faculty is different than 

managing people in a corporate environment. We can't fire them. You can't let them go if 

they are tenured. It's more of a collaborative effort.  To create an environment when we 

say we are all in it together for the purpose of educating students.”  Furthermore, 

Participant 2, shared as a department chair you realize fairly quickly, “when you are the 

manager in academia, the only way you can do it is if the faculty think you care.”  

Through both department meetings and casual conversations not associated with 

organized department meetings he monitors how faculty are doing.  

Participant 2 believes that professional development is an important part of 

faculty well-being.  He promotes his faculty’s purpose well-being through professional 

development by allocating and finding additional funds as needed to allow faculty to 
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attend training and conferences to enhance their teaching or acquire new disciplinary 

specific skills.  He tells new faculty, “I have failed as a department chair if you are not 

able to find another job.”  Meaning if [name of university] develops faculty right, they 

should have a lot of job opportunities waiting for them.  This doesn’t mean that he wants 

faculty to leave [name of university] but he wants them to have the options for their 

career.  He stated as department chair, “I think that the well-being, the professional well-

being, of the faculty, is to make sure they're developed.”  Participant 2 also believes it is 

important to promote a faculty member’s purpose well-being outside of work, “We 

[name of the School and name of university] want to help them have their passion.”  For 

example, he has supported faculty who have participated in the Boston and New York 

marathons. 

Participant 2 believes that as a department chair, it is not his responsibility to 

promote exercise.  “I think [name of university] as a whole promotes that and [name of 

the School] promotes that.  I don't emphasize physical I can't emphasize. That's really up 

to the person.”  He considers it the universities responsibility to take care of the physical 

well-being of faculty.  Participant 2 shared he does support faculty who want to 

participate in exercise activities as he is able.  For instance, he works with faculty to 

accommodate teaching schedules so they can participate in exercise opportunities both on 

and off campus.   

Participant 3 Interview Summary 

Participant 3 has been a department chair for a total of seven years.  He is 

currently in the third year of his second department chair appointment.  His department 

has 13 faculty members that serve collectively in both full-time and part-time capacities.  
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He has been employed in higher education for 39 years all of which have been at the 

institution where the research study was conducted.   

At the beginning of the interview, Participant 3 asked if the interviewer could 

share the definition of well-being being utilized for the study.  The Gallup definition of 

well-being was provided.  Participant 3 revealed his reason for promoting well-being in 

his department derives from, “it being the right thing to do.  I think, in my role, that it 

isn't a little check box that we do certain things for well-being, it's just, this is who I am. 

This is who we are as a university.  It's part of the Jesuit ethos of care for the individual, 

and so we treat each other with that respect and try to help each other.”  

 As Participant 3 reflected on how he promotes well-being in his department he 

began by stating that the configuration of his department is demographically spanned 

between age and gender.  There are “six relatively older men” and two women, one's in 

her later 20s and the other's in her late 30s that serve as full-time faculty.  “What I do for 

them [male faculty] is probably different.  It is different than what I do for the two-brand-

new people who are women.  One's unmarried, the other has three small children.”  

Participant 3 considers what each faculty member needs to be successful in their role and 

tailors his well-being promotion approach. 

According to Participant 3, “We [the department] have a very good sense of our 

purpose, why we're here, what we're doing. We are focused primarily on our students' 

development and secondarily on scholarship, and community.”  He stated the mutual 

purpose between all faculty in the department centers on one specific thing, the 

coursework.  Participant 3 reported that he feels the faculty have a very good 

understanding of how each of them are “interrelated in terms of developing our 
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curriculum and delivering it, so if you're teaching a first level course, then when I'm 

teaching the second level course, I can rely on what you've done and we interact very 

well on those things.” As a department, they continually dialogue about what is 

happening in each class.  Furthermore, to support the mission of the department and each 

individual faculty member he feels that it is the “department chairs role to be supportive 

of professional development activities and professional interactions” because this 

sentiment provides motivation for faculty to maintain the positive reputation of the 

department.   

In terms of social well-being, Participant 3 stated, “we used to do a few more 

things together socially. We've kind of fallen away from that.”  He did mention that as a 

whole the department supports faculty members through significant life events such as 

illness, deaths, births, and weddings.  On an individual level, he shared that a faculty 

member is currently battling cancer and he visited that faculty member while the faculty 

member was in the hospital.     

“We don't do anything overtly, or even indirectly, about encouraging physical 

well-being.”  Participant 3 shared that he doesn’t walk down the hall and stop at faculty 

offices and say, "Hey, did you work out today?"  Rather physical well-being is promoted 

by encouraging each other to keep up with age appropriate medical appointments and 

health screenings.  So, the physical well-being conversation is framed in the context of 

"Did you get that colonoscopy done yet? It's reinforcement like that, and so it's a little 

different time of our life because we've all been here for at least 30 years and we've all 

been together.” 
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Participant 3 provided an example of a challenging faculty member to frame an 

ongoing well-being issue for the entire department.  He described that one faculty 

member in the department has a recognizable mental health condition that he hasn’t 

disclosed to the other members of the department.  For example, he'll sit in a meeting and 

talk to himself out loud.  Participant 3 stated, “It's been a challenge trying to figure out 

what to do.”  Based on his personal experience with this situation he suggested that 

training on interpersonal relationships would be beneficial for department chairs.  “If 

you're in the middle of trying to manage someone who's got some condition and you can't 

be told that they have this and you can't be told what to do, well, that's a pretty frustrating 

situation.”   

Another training area, that would help department chairs promote well-being, 

according to Participant 3, is leadership styles.  He understands that each department 

chair has a unique approach, “some departments will have the cheerleader-type chair, and 

some will have the autocrat chair, and some will have the collaborator chair. You can't 

dictate what it's going to be. That's personal style and approach.”  He would like to see 

training on how department chairs make sense of their leadership styles and how they can 

use it to be a successful department chair. 

Another matter Participant 3 suggested that affects the well-being of the entire 

department is the role that central administration has in timing the replacements of 

faculty who have left.  Participant 3 expressed the frustration about this as it relates to his 

abilities and experience in promoting faculty well-being by saying administration is 

willing to run the risk of having someone leave the department without having a 

replacement, which is frustrating for long time faculty members.  Participant 3 stated that 
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“we don't want to see it [the department] suffer when we leave.  And so, there's a pride of 

development and ownership and it's not that we get anything from it financially. We did 

our jobs. We got paid for it, but it's not like a family business that you can sell to 

somebody and then retire on it.”  Participant 3 shared that long time faculty members, 

“want to make sure that we leave the legacy to a group that will be able to perpetuate it, 

and that, I think, is a real frustration for us because the university is at a point where 

they're not inclined to make a strategic investment.”   

Participant 3’s personal well-being has suffered while serving as the department 

chair.  He stated he is “doing way too much” professionally. “Everybody's got a reason 

for why they're not doing it, and if it needs to be done, I tend to say, all right, I'll get it 

done."  The lack of engagement of faculty within the department can weigh on a 

department chair’s well-being, “You can be frustrated because nobody steps up and says, 

‘I'll do it,’ but that's the reality and unless you can make people do something, which, 

again, in an academic institution, as you know, you can't make people do things very 

easily.”  Moreover, Participant 3 shared, “The [name of school] and [name of university] 

demand a lot administratively from department chairs.”  Participant 3 shared that a 

department chair is similar to a “salmon trying to swim upstream and not being real 

successful, the flood of crud that comes downhill that comes to the department chair, you 

got to do this. You got to do that. Here's this form. Here's that form. There's so much 

administrative reporting.”  Furthermore, Participant 3 stated that he is supposed to teach 

three courses a year.  When in reality he teaches six in his department, plus he teaches in 

another department, and he takes on student independent study projects.  This means he 

has, “a lot of student touches, but that also means that I'm just busier than I should be.  It 
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also means that some of the stuff that I should be doing as department chair slides more 

because it's not as urgent when I've got class tomorrow for 30 students. I've got to be 

prepared." 

Participant 4 Interview Summary 

Participant 4 has been a department chair for a total of 12 years.  He has been 

employed in higher education for a total of 17 years at the university where the research 

study was conducted.  His department consists of eight full-time faculty members and 

several adjuncts that serve in a part-time capacity.  

At the beginning of the interview, Participant 4 asked if the interviewer could 

share a definition of well-being.  The Gallup definition of well-being was provided.  

When asked what has influenced the role he takes in promoting faculty well-being in his 

department, he responded by saying, “This is slightly tricky, because I think it depends 

on whether I'm wearing my chair hat or my friend hat.”  Participant 4 shared, “I got to 

know all these folks socially before, when I was a peer, and then you become chair, the 

dynamic changes just slightly, because now you're responsible for evaluating them, and 

you set their schedules, and stuff like that.”  

Participant 4 promotes well-being in his department by communicating with 

faculty in both a professional and personal manner.  He refers to his professional 

communication style as wearing his “chair hat”.  While the “friend hat” is more of a 

personal, collegial, or informal communication approach.  Participant 4 stated, “I’m 

better able to promote the wellness, which serves the educational mission, when I can put 

the friend hat on from time to time.  That greases the wheel for the more serious, 

professional discussions.”  Furthermore, Participant 4 stated, “being able to promote 
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wellness, as you define it, is an evolving skill.  It's probably not one you're going to have 

when you first become chair.” 

Participant 4 stated as a department chair, “the extent to which I promote well-

being, as I think you talked about [referring to the Gallup definition of well-being], is 

relatively limited when I've got my chair hat on.  That is, it's solely the extent to which 

they're in a place where they can do their job well.”  He sees his main purpose as a 

department chair as making sure that faculty in his department are in “the right space to 

teach well and conduct their research”.  As a department chair, Participant 4 stated, it is 

not his place to discuss financial or physical well-being.  He would only discuss these 

topics if the faculty member volunteered the information to start the conversation.  “At 

the same time, though, those things [well-being topics] are linked together, because we 

[the department chair and faculty member] can relax and socially have a good time with 

somebody, then when I put my chair hat on, I'm more effective as chair.  It's hard to keep 

them apart, but I think it is useful to have that distinction between the chair hat and the 

colleague or friend hat, in terms of when these things [well-being topics] come up.” 

Participant 4 specified that he is most effective in promoting faculty well-being 

when he is wearing the friend hat, but noted that sometimes faculty well-being blends 

into both hats.  He qualified, “Not always, though, because there's some people I never 

interact with wearing the friend hat.  In other words, there's some people in the 

department for whom I never put the friend hat on.”  He stated that some faculty in the 

department have not positioned themselves in the social space to become friends.  He 

clarified by stating, “when we [the department] have social events, there's always one or 

two who don't like to go to those things, or don't show up, or whatever. Every department 
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has its challenging cases, and professors are weird anyway, so sometimes it's difficult to 

break down, or sometimes it's difficult to put the friend hat on.” 

Participant 4 described three strategies that he uses to promote faculty well-being: 

(1) empathy, (2) hanging lanterns on problems, (3) using listening skills, and (4) 

peacemaking.  The first strategy, empathy, is based on his experience. He has observed 

that if he displays empathy faculty are more likely to share their well-being concerns and 

seek guidance.  However, he also recognizes that empathy, “is a natural thing that some 

people have more of than others, but being able to act on the empathy in ways that 

promote the department's mission is not a skill which is easily distributed.” 

The second strategy used by Participant 4 to promote faculty well-being is 

hanging lanterns on problems, “I'm a big believer in hanging lanterns on problems, 

meaning that it's much easier to work with people if you're frank about your own 

weaknesses and that encourages them to do the same thing.”  Participant 4 stated that, 

“it's always better to be the bearer of your own bad news.”  For example, Participant 4 

said, “I really appreciate it when a faculty member comes in to me, and says, ‘My teacher 

evaluations suck.  What am I going to do?’ Rather than me say, ‘What about your sucky 

teacher evaluations?’  I do try and encourage that, hope that works. That people feel 

comfortable being frank about their screw ups, because that makes them so much easier 

to deal with.” 

Participant 4 stated using listening skills is a crucial strategy he uses to promote 

faculty well-being, “If people view you as a sort of a safe space, if that makes sense. I 

guess you can sort of put yourself out there as being somebody who is a good ear, and 

you certainly have to make sure you respect their privacy in that regard.”  When listening 
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to faculty, he described how he has to decide how to respond, “you cannot possibly do 

everything that a faculty member suggests or react to everything.”  A tactic that 

Participant 4 utilizes is, “I think it's Ruth Bader Ginsburg who said it helps to be a little 

bit deaf.”  Participant 4 further explained his listening and waiting strategy by sharing an 

example, “Somebody will come in here [to Participant 4’s office] and say, ‘That so and 

so, blah, blah, blah,’ or, ‘I've got this great idea, blah, blah, blah.’ I might nod and say, 

‘Whatever, yeah.’ Then, I'll just wait.  That's good sometimes, because you know if 

you've done that right if you never hear from them about it again, because you know it 

was just a spur of the moment thing.  If they come back, circle around the table, when 

you've thought more about that, well then, I'll take it more seriously.”   

For the first six years of his academic leadership appointment, Participant 4, 

maintained the well-being of the entire department by employing the peacekeeper 

strategy by managing a difficult faculty member.  There was a faculty member “who was 

very disruptive, and it got to the point where we couldn't have a department meeting 

without ‘F bombs’ being thrown around and that kind of thing.  It got really awkward, 

and everybody sensed it.”  Participant 4 stated, “Not to blow my own horn, but I think 

that I was probably the only person at that point, again, not because of strength on my 

part, but simply by default, who could have smoothed over that situation.  I tend to be a 

little bit conflict avoidant, but that helps.  That keeps the avenues open. Everybody felt 

like they could come in and unburden themselves on me.”  As department chair, he 

maintained the peace in the department by allowing faculty to vent when a challenging 

issue presented itself, “you can sort of promote wellness for the whole department, in a 

sense.  Being accessible or being willing to listen while somebody vents can defuse a 
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lot.”  Participant 4 mentioned that higher education is, “a lot less social than it used to be” 

which has contributed to the decrease of social interactions between both faculty and 

students.  Prior to technological advances, “faculty were forced to interact with students 

face to face more regularly, and each other, because we couldn't communicate through 

email.”  He shared, “before smart phones, and computers, and email, our common room 

out here [in the faculty office area] would be buzzing with students, because they'd be 

coming in to see you physically because they couldn't email you.”   

According to Participant 4, the change in technology has resulted in noticeable 

differences in social interaction for both faculty and students.  For example, it has 

allowed faculty the opportunity to work from home more frequently.  From the student 

side “Even 10 years ago, you'd walk down the hallway, and you'd know where was your 

classroom because the door would be open and you'd hear the buzz of conversation in 

there.  Now my [name of course], there's 30 kids in there, the doors open when I show 

up, and it's absolutely silent. What are they doing? They're looking at their freaking 

phones.”  Participant 4 feels in his role as department chair it is vital for him “to have the 

geography or space to facilitate the social component of well-being” in the era of 

technology.   

Participant 4 shared when the department was required to move buildings a few 

years back that he was supportive of the move because the Dean allowed a social space 

solely for his department.  His rationale for requesting the social space was, he “couldn't 

do a very good job of promoting that well-being if you didn't have a geography of the 

department itself to help that happen, which is a community space.”  Furthermore, he 
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stated, “I think that's something a department has to have.  Not just a chair, but a 

department has to have.”   

While Participant 4 has valued the opportunity to serve his department as chair he 

stated, “I'll be glad in a year and a half when I'm done being chair.”  He followed up by 

sharing, “I think it may or may not be useful, but it's probably useful, to have more 

rotation in the chair role than there has been for our department the last 12 years, because 

people have different strengths, people have different ways of promoting wellness.” 

Participant 5 Interview Summary  

Participant 5 has been a department chair for 12 years.  He has been employed in 

higher education for 12 years of which 12 years have been at the institution where the 

research study was conducted. His department has four full-time faculty members, 

including himself, and several adjunct instructors that serve in part-time capacity.   

At the beginning of the interview, Participant 5 shared that his, “baseline, well-

being idea, is that we got a lot of job to do, and we're all on the same page in terms of 

fairness, including me.”  He also stated, “I think of well-being as, you know, health and 

fitness, and those kinds of things.” Then Participant 5 asked if the interviewer could share 

a definition of well-being.  The Gallup definition of well-being was provided.  When 

describing his feelings about the components of the Gallup well-being definition 

Participant 5 stated, “I feel like all of them have weight, but a lot different weight. Most 

of what I do, or I think, probably is something I'm in charge of, or more in control of, is 

purpose.  Probably second, community. Um, third, financial. Social and physical, a little 

bit less. And probably physical the least.” 
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To promote the well-being of the faculty in his department, Participant 5 

maintains ongoing communication with the collective group.  When faculty in his 

department approach him with ideas, challenges, and possible process improvement 

ideas, “we sit down, and we discuss, does this make sense? Or is this a good change? And 

vice versa, when I have something that I think that needs to be managed better, or 

differently, or a situation's come up, I throw it out to everybody, and we all sort it out. 

And it's been very effective. We have, really, for the three people we have here, we are 

on many different pages on different subjects.”  He continued by saying, “I think we all 

appreciate each other, and respect each other, and all have different enough ideas that 

when we have a problem it gets fixed in a lot of different ways but it always seems like a 

good way.”  Besides ongoing communication, another communication tactic he has 

learned in his time as department chair is, “the longer I wait, and this is my Christian 

background slash learning as time goes on, the more I wait, the more the answers kind of 

happen, even though it seems like you have a lot of things that are on the back burner, if 

you can wait and let things kind of work themselves out, they tend to have a lot better 

result than they do when I push the issue and force things to happen.” 

As Participant 5 described what he saw as an overlap in the purpose and 

community aspects of the Gallup well-being definition he stated, “I would say in general 

our purpose is bigger just because of the fact that our job is socially oriented, but it's 

more, our customers are more the students, than are the patients.  And because the way 

we teach them, they're going to do for 30 years, and if we teach them wrong, then there's 

a lot a of community problems with that down the road.”  Participant 5 shared that 

someone one once told him “half of what you're doing is going to give them information. 
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The other half is just creating [a] conscience, making sure they understand what their 

responsibility [in their career].”  He clarified the underlying purpose of a faculty member 

and department chair is to ensure “when you graduate somebody, do they have potential? 

Do they have conscience to try and get better?”  

In an effort to promote both community and social well-being Participant 5 

described three examples of ongoing activities.  First, his department participates in 

picking pools for football and basketball games, depending on what sport is in season.  

He shared that money never changes hands rather, the two faculty members with low 

scores in the picking pool get to pick where the group goes for lunch. While the two 

faculty members with high scores have to buy lunch.  He shared, “we rarely go out for 

salad, you know, we'll probably have a steak or something.” Second, the department 

celebrates birthdays for both full-time and part-time faculty.  Lastly, the department gets 

together at least once a year with everybody’s family to visit with significant others and 

children.  

His role in promoting financial well-being for faculty focuses on communicating 

how to negotiate a salary.  For example, he shares with faculty one strategy, “When you 

go to get interviewed and discuss your pay, pick out the amount, think about it ahead of 

time, that you want to get paid from now until the end.  You're not going to get this huge 

raise in the middle.  They got you in contract and you're going to get cost of living raises, 

maybe, something if you get promoted from associate professor to full professor, but 

there's no guarantee there.”  

Participant 5 shared that he sees each individual within the department managing 

their health and fitness well-being in their own way.  We have a guy that's 45, I'm the 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 75

next oldest at 59, and 63, and 69.  So we're all on different pages with that in terms of 

well-being slash integrating work, health, home, and all those issues."  He stated that if 

faculty need more time to focus on their health and fitness, they have that opportunity to 

do so because of the way the school structures faculty schedules.  The school allows for 

faculty to “buy” back half days to allow them to practice privately.  This time, he 

explains, could also be used for other personal needs, such as supporting individual 

health, fitness, and well-being.  Participant 5 stated, “When I came on board, I was 

interested in potentially doing more private practice, which I'm actually still doing.  So, I 

negotiated a three-and-a-half-day contract.  Instead of a 28 hour a week schedule, that is 

full time.”   

Participant 5 believes that professional development is an important part of 

faculty well-being.  "I think in general, we don't do a good job with that as a school.  We 

don't really get people taken under somebody's wing that shows them the ropes.  I think 

we understand that though, I think we know we need to do better with that and I think 

there's probably some programs that will come down the road."  He would like to see “a 

more organized mentoring program, not just department or school oriented but that spans 

up to the university level.”  He would like the mentoring program to be structured in a 

way that takes the responsibility of faculty mentoring out of the chair’s hands and instead 

have it be an online or face-to-face component of faculty orientation when faculty start 

working at the university.  He believes important components of such a mentoring 

program could include an introduction to the university mission and the mission of each 

school or college, history about the area of town where the university is located, and the 

history of the city where the university is located.  Participant 5 stated that he believes 
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this type of faculty mentoring/orientation could be the kind of thing that “everyone would 

have to go through it at some point and it would bind us together."  

According to Participant 5, more professional development regarding pedagogical 

approaches to student learning would help promote faculty well-being. He explained, “in 

terms of the students, the students are changing slash perceive to be changing and not 

necessarily really changing.  So, I think there's a lot of things that need to be addressed in 

terms of, how do we learn? How do we process things? What's happening once you get 

out of school? What you can expect when you get out.”  Participant 5 stated that the 

answers to these questions directly impact how faculty institute and teach different types 

of skill specific methods.  

In terms of supporting both purpose and community well-being for department 

chairs in Participant 5’s school, leadership instituted department chair meetings. “We had 

them a long time ago, then we quit.”  The intent of department chairs meeting is “to get 

us a little bit more on the same page.” In the meetings, they discuss what each department 

does and how it helps, hinders, or impacts other departments.   

 In terms of Participant 5’s well-being, he stated, “I think as I'm getting older I see 

the end of the road in terms of kind of where I'm at, my life and I feel like a lot of my 

time has been taken up by my job, thinking about my job, thinking about what's next in 

my job and not thinking about what my gifts are, what my abilities are.”  He stated that 

recently he had a conversation with his dean to let him know that he is “getting past the 

point of enjoying this [role of department chair].”  About the role of being department 

chair Participant 5 feels, “it's an important job,” but he told his dean that he would only 

serve for another 3 years to make it a total of 15 years as department chair.  He expressed 
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that he would like to “relinquish the role and find the right person to lead the 

department.”  

Emergent Themes in Each Case 

The five interview summaries provide a rich description of each department 

chairs’ experience of their role in promoting faculty well-being, using many of their own 

terms.  Staying true to the IPA methodology, the summaries provided the results of steps 

one and two in the six-step IPA data analysis process.  The detailed examination of each 

case provided the answers to the phenomenological principle which describes what the 

experience was like from the view of each of the study participants.  In steps three and 

four of the IPA data analysis the researcher engages in the process of developing 

emergent themes and searching for connections between the themes for each case.  This 

segment fulfills the hermeneutic and idiographic principles of IPA.  Appendix L shows a 

table of the emergent themes for each case.  Appendix M demonstrates how the 

researcher combined similar emergent themes and developed a new name for the cluster 

or super-ordinate theme (Smith, et al., 2009).  The following descriptions provide a 

summary of these emergent themes and highlights the super-ordinate themes for each 

participant. 

Participant 1 

 The process of developing emergent themes and searching for connections 

between the themes undertaken by the researcher found that Participant 1 believes his 

general upbringing has influenced the way he approaches promoting faculty well-being.  

His parents, involvement in youth sports, and interest in observing leaders, teachers and 

coaches throughout his life have provided guidance on how to promote faculty well-
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being.  Furthermore, the university culture and his professional research agenda have 

hardwired him to consider social connectedness, both in terms of his relationship with 

people and his department.  The main strategies he has used to support faculty well-being 

include social gatherings, ongoing communication, support for faculty development 

opportunities, and regular contact with faculty in his department.  The two components of 

well-being he feels least comfortable promoting are financial and physical well-being. 

Participant 1 acknowledged that department chairs need multi-layered support from 

administration to promote well-being.  Lastly, he detailed how his well-being has 

declined since serving as department chair due to the challenges in maintaining a healthy 

work life balance.   

The super-ordinate themes identified for Participant 1 related to making sense of 

his role in promoting faculty well-being were through personal beliefs and experiences 

and the university culture.  He feels least comfortable promoting financial well-being.  

Participant 1 identified that department chairs need both peer support and work life 

balance to manage their personal well-being.  The leadership strategies he utilized to 

promote faculty well-being included communication, faculty development, and social 

events.   

Participant 2 

The process of developing emergent themes and searching for connections 

between the themes undertaken by the researcher found that this research study 

participant stated that well-being is, “taking care of people.”  He shared, part of the 

academic leadership role is to ensure the students in his department receive a quality 

education and this can only happen if faculty are taken care of.  Participant 2 promotes 
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faculty well-being by providing flexibility to manage personal matters, engaging in 

ongoing communication with faculty, and supporting professional development.  The two 

components of well-being he feels least comfortable promoting are financial and physical 

well-being.  Lastly, participant 2 identified that department chairs need professional 

development on leadership to effectively promote well-being at the department level.  

The super-ordinate themes identified for Participant 2 related to making sense of 

his role in promoting faculty well-being center on it is a requirement of the position and it 

is supported through the university culture.  He feels least comfortable promoting the 

financial and physical components of well-being.  Participant 2 identified that department 

chairs need professional development to effectively promote well-being at the department 

level.  The leadership strategies he has used to promote faculty well-being include 

communication, faculty development, and providing faculty flexibility. 

Participant 3 

The process of developing emergent themes and searching for connections 

between the themes undertaken by the researcher for Participant 3 found he believed 

promoting well-being was part of the department chair role, it is the right thing to do, and 

is grounded in the university’s guiding principles.  He promotes well-being in a variety of 

ways, he considers each faculty member individually based on age and gender, socially, 

and on a professional and personal level.  The one component of well-being he feels least 

comfortable promoting is financial.  Additionally, he has struggled to promote faculty 

well-being when it specifically comes to addressing undisclosed mental health 

conditions.  Participant 3 described that his well-being has declined since serving as 

department chair due to the challenges centered on maintaining a healthy work life 
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balance.  Finally, he identified that professional development opportunities are needed for 

department chairs that are related to mental health, interpersonal relationships, legal 

issues, and leadership. 

The super-ordinate themes identified for Participant 3 related to making sense of 

his role in promoting faculty well-being center on it is a requirement of the position and 

dealing with challenging faculty.  He feels least comfortable promoting financial well-

being.  Participant 3 identified that department chairs need professional development and 

work life balance support to manage their personal well-being.  Social events are the 

main leadership strategy he has used to promote faculty well-being.   

Participant 4 

The process of developing emergent themes and searching for connections 

between the themes undertaken by the researcher found that Participant 4 believes that 

faculty well-being is focused on the education mission.  While his main concern of well-

being centers on the ability of the faculty member to get their job done.  Participant 4 

promotes well-being in his department by communicating with faculty in both a 

professional and personal manner.  He refers to his professional communication style as 

wearing his chair hat.  While the friend hat is more of a personal, collegial, or informal 

communication approach used in social settings.  Participant 4 specified that he is most 

effective in promoting faculty well-being when he is wearing the friend hat, but noted 

that sometimes faculty well-being blends into both hats.  Participant 4 identified four 

strategies that he had used to promote faculty well-being: (1) empathy, (2) hanging 

lanterns on problems, (3) using listening skills, and (4) peacemaking.  He is least 

comfortable promoting with promoting physical and financial component of faculty well-
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being.  He has also found he struggles with promoting the well-being of faculty members 

who are difficult to deal with. 

To support his personal well-being, he tends to wait and let challenges work 

themselves out rather than rush to solve the dilemma.  Participant 4 stated that 

department chairs need professional development on well-being.  Specifically, one 

change he has noticed over the years of being in higher education is that technology has 

caused a change in the social interaction between both faculty and students.  Therefore, 

he feels that department chairs need the space and need to know how to use space 

appropriately to promote well-being.   

The super-ordinate themes identified for Participant 4 related to making sense of 

his role in promoting faculty well-being center on it is a requirement of the position and 

dealing with challenging faculty.  He feels uncomfortable promoting the financial and 

physical components of well-being.  Participant 4 stated that department chairs need 

professional development to effectively promote well-being at the department level.  The 

leadership strategies he has used to promote faculty well-being include communication, 

social events, and the wait and see method.   

Participant 5 

The process of developing emergent themes and searching for connections 

between the themes undertaken by the researcher found that Participant 5 believes his 

Christian background has influenced the way he approaches promoting faculty well-

being.  To promote the well-being of faculty in his department, Participant 5 maintains 

ongoing communication, encourages social events, supports faculty development 

opportunities, and provides flexibility to handle personal matters.  The two components 
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of well-being he is least comfortable promoting are physical and financial.  In an effort to 

support his personal well-being, he tends to wait and let challenges work themselves out 

rather than rush to solve the predicament.  Participant 5 has found peer support from 

other department chairs within his school productive in helping him understand his 

leadership role.  Finally, Participant 5 stated that department chairs need professional 

development on student learning and a mentoring program that spans both faculty and 

department chairs. 

The super-ordinate themes identified for Participant 5 related to making sense of 

his role in promoting faculty well-being were through personal beliefs and experiences 

He feels least comfortable promoting the financial and physical components of well-

being.  Participant 5 identified that department chairs need both peer support and 

professional development to effectively promote well-being at the department level.  The 

leadership strategies he has used to promote faculty well-being include communication, 

social events, faculty development opportunities, provides flexibility to handle personal 

matters, and the wait and see method.  

Patterns Across All Cases 

High Continuity Themes 

In step six, the researcher identified patterns across the five cases (Appendix M).  

Table 3 illustrates the patterns that were identified across the cases and sorts the themes 

into each of the patterns by high continuity themes and moderate continuity themes.  The 

data analysis resulted in nine themes that demonstrated a pattern of high continuity 

between cases and five themes that demonstrated a pattern of moderate continuity 

between cases.  For a theme to be identified as high continuity, three or more department 
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chairs had to refer to the theme.  For a theme to be identified as moderate continuity, at 

least two department chairs had to refer to the theme during the semi-structured 

interviews.  The theme limits were set by taking into account that there were five total 

participants in the research study.  If a theme emerged among three or more participants 

this suggested a pattern that was present in over half of the sample.  The remainder of this 

section will address the patterns across the cases and the themes that were highly 

continuous and moderately continuous within those patterns.  Supporting quotations from 

the interview transcripts will provide the detailed descriptions from each of the 

participants within each identified pattern and corresponding theme.  

Making Sense of Experiences. The examination of similarities revealed three 

common themes about how participants perceive and make sense of their role in 

promoting faculty well-being.  Three department chairs mentioned that promoting well-

being is part of the university culture.  While three department chairs indicated that 

personal beliefs and experiences have influenced the way they promote well-being within 

their respective departments.  Lastly, three department chairs stated that promoting 

faculty well-being was a requirement of the academic leadership position.  
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University culture. The mission statement for the university where the research 

study was conducted refers to well-being as it defines the aims and values for the 

educational institution.  For instance, the mission statement indicates that the university 

“is directed to the intellectual, social, spiritual, physical and recreational aspects of 

students’ lives and to the promotion of justice.” These aspects are like the aspects of well-

being defined by the Gallup Healthways definition provided to each participant in this 

study.  Additionally, the mission statement specifies that the university supports “service 

to others, the importance of family life, the inalienable worth of each individual and 

appreciation of ethnic and cultural diversity” as core values of the university.  

Table 3 
 
High Continuity Themes and Moderate Continuity Themes Among Patterns Across the 
Cases  
 
Patterns Across Cases High Continuity  

Themes 
Moderate Continuity 
Themes 

 
Making sense of experiences 

University culture 
 

 

 Personal beliefs and experiences  
 
Requirement of position 
 

Challenging faculty 
 

 
 
Perceptions of well-being 

Discomfort with financial       
well-being 
 

 

 Discomfort with physical        
well-being 
 

 

 
Department chair needs 

Professional development 
 

Peer support 
 

  Work life balance 
 

 Communication  
  Faculty flexibility 
Leadership strategies Faculty development  
  Wait and see 
 Social events  
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Considering the underlying themes focusing on the importance of well-being in the 

universities mission statement, it is noteworthy that three department chairs identified 

aspects of the university culture when describing their experiences in promoting faculty 

well-being. 

Participant 1 

The emphasis on care for the whole person. I know we often think of that most 

directly on care for the whole student, but I think that with some exceptions of 

course mostly what I see around [name of university] is care for the whole person, 

not just [name of participant] the worker or the department chair, but [name of 

participant] the human being, [name of participant] the dad and that sort of thing. 

[name of participant] the friend to others. I feel like that permeates the campus. 

There are a lot of cultural aspects that seem to support and promote well-being. 

Participant 2 

I feel we [college] create that environment and also being part of [name of 

university] we want to take care of other people. It's important. A faculty member 

who is unhappy, things are not going well in the family is not going to be a good 

professor either. They kind of go together.  

Participant 3 

This is who we are as a university. It's part of the [university guiding principles] 

of care for the individual, and so we treat each other with that respect and try to 

help each other. 

Personal beliefs and experiences.  Department chairs stated that experiences they 

had during their youth and early adulthood impact the role they take in supporting well-
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being.  These experiences included family role modeling, participation in youth sports, 

and religious formation.  

Participant 1 

I think I'm I part influenced by I'll just say my general upbringing of caring for 

people. We talk about care here at [name of university] all the time, I didn't grow 

up Catholic, I'm not Catholic, I don't know Latin, but that's always been a big part 

of my life in terms of my parents and my faith background has shaped me to care 

for other people and to love my neighbor and that sort of thing. 

Participant 3 

To me, it's the right thing to do. I think, in my role, that it isn't, I want to be a little 

check boxes that we do certain things for well-being, it's just this is who I am. 

Participant 5 

I'm a Christian and so I lean on that a lot, especially as I get older, I realize there's 

just ... my decision-making process is just flawed in so many ways in terms of 

what's important and what's not important without some sort of a driving force 

behind it, because I'm swayed by the emotion of the moment more than I'm 

swayed by what's right and what's wrong. 

Requirement of the academic leadership position. Two of the department chairs 

referred to promoting well-being as part of the department chairs’ leadership position.   

Participant 2 

I think that's just part of the role in my view. Part of the role of the department 

chair - one of that is to make sure that the students in your department in your 
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major are getting good, quality education. That good, quality education is going to 

come to faculty. 

I do it [support well-being] because that is my position, dictates that I do so. I 

think some of it is because of the position. Now if I was not in this position would 

I still care about my colleagues? Of course, I would. Probably not in the same 

way I do as department chair. I think the position itself, the responsibility given to 

you by the university saying “[participant’s name]” you are the department chair. 

I feel obligation to do that and of course I think it's the right thing to do as 

individual that you will take care of the people who you are managing. 

I feel obligation to do that and of course I think it's the right thing to do as 

individual that you will take care of the people who you are managing so to speak, 

or you're supervising. It's not because I am religious person or I believe in certain 

values. I don't think those influenced the promotion of my faculty in terms of 

well-being. 

Participant 4 

When it comes to promoting well-being with my chair hat on, it's only to the 

extent that that serves the educational mission of the department, right? You think 

about that in terms of, "Well, are they in the right space to teach well, and do their 

research, and all that kind of stuff. 

In a sense, I think, if you see what I'm getting at, the extent to which I promote 

well-being, as I think you talked about, is relatively limited when I've got my 

chair hat on. 
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Perceptions of Well-Being. Across the five participant cases there were two 

similar barriers that department chairs reported facing when trying to promote faculty 

well-being are: (1) physical well-being; and (2) financial well-being.  For the purpose of 

this study barriers were defined by the researcher as obstacles that department chairs 

perceived hindered or stopped them from promoting the composite well-being of faculty 

in their departments. 

Discomfort with financial well-being.  As discussed in Chapter 2, financial well-

being, focuses on maintaining a stable economic life.  Individuals with healthy financial 

well-being manage their personal finances to create financial security.  “At a basic level, 

they are satisfied with their overall standard of living” (Rath & Harter, 2014, p.154).  

Department chairs identified this as one of the most challenging aspects of well-being to 

support.  

Participant 1 

I don't have complete control over pay. I have input on pay as it relates to maybe 

a person's salary or as it relates to an individual instructor's pay per course or 

sometimes when faculty do overloads I'll submit a special request for payment 

and there are instances where it gets screwed up in some way or another. It's the 

wrong amount, the timings not right, someone's expecting to get paid at the end of 

August and they're not going to get it until the end of September. It's not entirely 

within my control, but I feel like that is somewhat near the heart of work life, 

financial wellbeing is having reliability around this is when I expect to get paid, 

you're telling me I have to wait another month to get this. For some people, no big 
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deal, for other people they're counting on that for something. It puts me in a very 

awkward position. 

Participant 2 

Financial issues I don't really get involved. If someone's having a financial 

problem they won't talk to me. And even if they talk to me there isn't much I can 

do about it honestly. I know financially is one of them. I really don't get involved. 

As long as we make sure that they are being compensated well, that's all I can do. 

Participant 4 

To delve into some of these other things, like certainly financial would be off 

limits. You would never talk about that. 

Participant 5 
 

I do counsel people from my own experiences and the counsel that I have had 

about, you know, getting ready to move into this position part-time to full time. 

When you go to get interviewed and discuss your pay, pick out the amount, think 

about it ahead of time, that you want to get paid from now until the end. You're 

not going to get this huge raise in the middle. They got you in contract and you're 

going to get cost of living raises, maybe, something if you get promoted from 

associate professor to full professor, but there's no guarantee there.  

Discomfort with physical well-being.  Four of the five department chairs 

described physical well-being as either an aspect that they did not think was their 

responsibility or as an area of well-being that is very individual which made it hard for 

them to promote.  Physical well-being, centers on individuals having enough energy to 

get things done on a daily basis (Rath & Harter, 2010a).  Activities that contribute to a 
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person’s physical well-being include regular exercise, making good dietary choices, and 

getting enough sleep.   

Participant 2 

I don't tell them go exercise because I don't think that's my role. I think they need 

to take care of it. I think [name of university] as a whole promotes that and we 

promote that. 

Participant 3 

We don't do anything overtly, or even indirectly, about encouraging physical 

well-being. I don't walk down and say, "Hey, did you work out today?" That just 

hasn't been us, but we talk with each other about "Did you get that colonoscopy 

done yet?" It's kind of reinforcement like that, and so it's a little different time of 

our life because we've all been here for at least 30 years that we've all been 

together. It's kind of tight that way. 

Participant 4 

You'd rarely talk about physical in terms of people in the department, their 

physical health. You would never ask about that, unless it was volunteered, but 

then I'd be having my friend hat on. You know, I wouldn't be in a chair. We'd be 

in a bar somewhere just yakking and my chair thing would not be there. 

Participant 5 

And physical, I think that's, even though I'm a very physically oriented person, I 

would just assume they'd [faculty] be really healthy and eat the right thing. I don't 

think they deal with it. We don't have meetings about healthy heart lunches, and 

those kind of [things]... just never comes up. And when you meet my folks, you'd 
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understand that there's definitely some issues there in terms of what you could 

say, what you couldn't say, without hurting somebody's feelings. 

 Department Chair Needs. The final theme pattern that helped answer the part of 

the research question about how department chairs perceive their role in promoting 

faculty well-being was related to department chair needs.  In each of the interviews the 

department chairs described training or supports they say they need that will better 

prepare them to promote faculty well-being.  These results are consistent with research by 

Gmelch and Buller (2016), which states academic leaders generally receive extensive 

training only in their academic disciplines and rarely have more than basic training about 

the fundamentals related to management and leadership when they begin as department 

chairs. The most common need was professional development.    

Professional development. According to the 2016 UCEA Center for the Study of 

Academic Leadership survey that collects information related to chairs motivations, jobs 

functions, and stress found the training chairs receive is minimal, at best (Gmelch, et al., 

2017).  The survey revealed that two thirds of new chairs did not receive any training 

once there were appointed to the position (Gmelch, et al., 2017).  The participants in the 

study identified the following areas as professional development needs for department 

chairs: leadership styles, mental health, interpersonal relationships, student learning, 

well-being, and a formalized mentoring program. 

Participant 3 

We're going to help you go through some training as being a department chair 

when it comes to interpersonal relationships.  Some departments will have the 

cheerleader-type chair, and some will have the autocrat chair, and some will have 
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the collaborator chair. You can't dictate what it's going to be.  That's personal 

style and approach. I don't know if there's anything about the leadership style that 

can be imparted to the department chairs as a way to help with the process. 

Participant 4 

...being able to promote wellness, as you define it, is an evolving skill. It's 

probably not one you're going to have when you first become chair, which might 

be why your study might be useful, because you could talk about this to a new 

chair, or make it part of the new chair training, that these are skills that you have 

to develop. 

Participant 5 

So then in terms of the students, the students are changing slash perceive to be 

changing and not necessarily really changing.  So, I think there's a lot of things 

that need to be addressed in terms of, how do we learn? How do we process 

things? What's happening once you get out of school? What you can expect when 

you get out. 

I would like a more organized mentoring program, not department oriented, but 

school oriented. All the way from the [university guiding principles] side of it 

down through the whole [school] part of it. 

Leadership Strategies. The examination of similarities between strategies used 

by the department chairs to promote faculty well-being revealed three themes: (1) 

communication; (2) professional development, and (3) social events.  This patterned 

theme helped answer the part of the research question that asked how department chairs 

managed their role in promoting faculty well-being, they used leadership strategies. 
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Communication.  Four of the five department chairs described some type of a 

communication strategy or methods they use to promote the well-being of faculty within 

their department.  

Participant 1 

I do a lot of things to, I'll just say kind of give us the sense of connectedness. 

Whether it's email communications that pull people in at the most basic level, let 

them know what's going on. Touting accomplishments of colleagues and doing 

that for everybody across the board to kind of make us feel like we're together 

we're a team. 

I spend a lot of time just talking to people to get to know how they're looking to 

shape their role and what they really care about. I take a lot of efforts, whether it's 

about getting the right combination of class preps, or let's get you on this service 

activity versus this and trying to get people in the places where they feel like they 

can see how it all fits together, do what they really like. In the aggregate, we all 

work, as a pretty good team. 

Participant 2 

...we all as a group get together and talk about things. We make sure that 

everything is going well for the person so I talk to them casually. Not part of any 

organized meeting or something. Just say, "Hey, how are things going? 

Participant 4 

These never-ending ongoing conversations about what's going on, and how we 

can make it better, those things are just churning all the time. I think I'm in the 

middle of that. I like to think so, anyway. I mean, I'm sure they talk amongst 
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themselves about things which are going on, but I really do think that a lot of the 

time when somebody just comes in here and shoot the breeze, there's something 

nagging at the back of their head a little bit, and they want to talk about it. They 

just don't get it right to the point right away, but then it comes up eventually, and 

then you can either be reassuring or say, "Yeah, we need to address that," or, "No, 

I don't think that is a problem." Then they leave either with a clear agenda as to 

what they need to do, or they leave feeling better. I know that's a really opaque 

way of putting it. 

Well, there's certainly tactics I've changed, like I think it's Ruth Bader Ginsburg 

who said it helps to be a little bit deaf. Certainly, like in a marriage, it helps to be 

a little bit deaf. In a department, the same thing is true. Somebody will come in 

here and say, "That so and so, blah, blah, blah," or, "I've got this great idea, blah, 

blah, blah." I might nod and say, "Whatever, yeah." Then, I'll just wait. That's 

good sometimes, because you know if you've done that right if you never hear 

from them about it again, because you know it was just a spur of the moment 

thing. If they come back, circle around the table, when you've thought more about 

that, well then, I'll take it more seriously...That's become my MO [method of 

operation] big time. That is to hold off and wait. 

Participant 5 

I feel like the longer I wait, and this is my Christian background slash learning as 

time goes on, the more I wait, the more the answers kind of happen, even though 

it seems like you have a lot of things that are on the back burner, if you can wait 

and let things kind of work themselves out, they tend to have a lot better result 
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than they do when I push the issue and force things to happen. When they 

[faculty] come to me with ideas and things, and we sit down, and we discuss, does 

this make sense? Or is this a good change? And vice versa, when I have 

something that I think that needs to be managed better, or differently, or a 

situation's come up, I throw it out to everybody, and we all sort it out. And it's 

been very effective. 

Faculty development.  The interviews demonstrated that department chairs at the 

private Midwest Catholic Jesuit University where the study was conducted also believe it 

is part of their role to provide direction and support in professional development.  This 

finding is consistent with the roles and responsibilities discussed in the literature review.  

One of the four roles that department chairs should manage is to foster career 

development for faculty in their department (Lees, 2016).   

Participant 1 

I think I'm influenced by trying to be a positive force and to put people in my 

department in the best situation to be successful, whatever that means and to 

enjoy what they do. 

Participant 2 

We support faculty in terms of professional development as well. I will find funds 

from the dean if somebody wants to go to a week-long workshop. Maybe they 

want to enhance their skills in teaching something new when the funding may not 

be available so I'll go and bat for this person if I think it makes sense so that their 

professional life, their purpose in life, is enhanced. 
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Participant 3 

...but still there's the common thing is, "What are you doing in the course? What 

do you need for your professional support and activity with outside 

organizations?". 

Social events.  The department chairs interviewed for this research study 

understand and value the importance of social well-being.  They shared example of how 

they support and encourage social well-being through a variety of methods in their 

respective departments.  

Participant 1  

I tend to try to have multiple social events throughout any given semester, just to 

help people get to know each other. 

The university officially doesn't endorse a Christmas party or a holiday party, but 

we do something that we'll call a winter party anyway. It's done completely on a 

shoestring and we never do it quite the same way twice, but it seems like it's the 

one thing that we do that brings in the highest percentage of people in our 

department to physically be in the same room together. We only do it once a year. 

The last couple of years we've done it in late January, so we kind of do it off 

cycle. It's the most rewarding, I guess I have people say that they really enjoy it 

because they see people they don't normally see. There's a lot of part-time 

instructors for example that we don't see on a daily basis, or even a weekly basis. 

Participant 3 

In terms of social, as I started to say, we used to do a few more things together 

socially. We've kind of fallen away from that, but we also have, oh, when there's 
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life events, somebody's child gets married or we had somebody whose child died, 

we're there to support them through that process. 

Participant 5 

We do fun things like, we have departments picking pools for football games, 

and, um, basketball games, depending on what's going on, we usually have, we 

go, it's a lunch event. It's not like money changes hands. It's the two lower guys 

get to pick where we go, and the two upper guys have to buy where we're going. 

And, so, we rarely go out for salad, you know we'll probably have a steak or 

something. We have events that are, this is just a cheap lunch, this is a small 

lunch. This is a big lunch, we're playing for a big lunch. Our big lunch is more 

advanced. 

We all care about each other's families, we all try and get together at least once a 

year family wise, get everybody together so people can discuss, not discuss, but 

see husbands, and wives, and daughters, and those kinds of things. 

We celebrate birthdays, bring cake in, gift cards, for our part timers as well. 

Moderate Continuity Themes 

As stated in the previous section, step six of the IPA data analysis identified 

patterns across the five cases (Appendix M).  Table 3 provides a summary of the patterns 

and themes.  The remainder of this section will address the moderate continuity themes 

within each pattern identified.  Supporting quotations from participants are provided 

within each theme.  

Making sense of experiences. The examination of interview transcripts revealed 

one less similar theme regarding how participants perceive and make sense of their role 
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in promoting faculty well-being.  Two department chairs shared that managing 

challenging faculty affected the well-being of the entire department. 

Challenging faculty.  According to Cipriano and Riccardi (2017) the top 

challenge that department chairs face is dealing with noncollegial faculty members.  This 

was also true for two of the department chairs that participated in this research study.  

Participant 3 

We have a guy who I think is either bipolar or he's got something, and you can 

always tell when he's not on his medicine because he's all over the place...It's been 

a challenge trying to figure out what to do. I don't know that any of us [previous 

department chairs] have ever figured it out, which is why he's still here. I guess 

that would be, in terms of his well-being and the department's well-being, that's 

been the greatest challenge. 

Participant 4 

Well, for the first five or six years of the chair, I saw my role primarily as a 

peacekeeper. Back then, we had a faculty member who was very disruptive, and it 

got to the point where we couldn't have a department meeting without F bombs 

being thrown around and that kind of thing. It got really awkward, and everybody 

sensed it. There was a period there when it was really difficult. 

Leadership strategies.  The examination of strategies identified two tactics used 

by department chairs to promote faculty well-being.  The first moderate continuity theme 

in the category was faculty flexibility.  For the purpose of this research study, faculty 

flexibility, is understood to be the opportunity to provide autonomy for to be in a place 
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where they can effectively complete their position responsibilities.  Secondly, department 

chairs use the wait and see method to promote well-being. 

Faculty flexibility. According to Miller, Mamiseishvili, & Lee (2016) “academic 

departments are the most important community for a faculty member.”  Department 

chairs are critical in shaping the identity of this community.  In some higher education 

institutions, especially larger ones, the department culture can supersede institutional 

cultures, norms, and expectations (Miller, Mamiseishvili, & Lee, 2016).  This is why it is 

imperative for department chairs to support, promote and model work life balance for 

their faculty within their department (Hartig et al., 2017).   

Participant 2 

If a faculty member is in distress because of some family situation or personal 

issues we make sure we give them enough time off and find a way to say "Hey, 

you know, take a day off." We can find a way somebody else can teach your 

class. Because that's important to us.  

Participant 5 

In terms of health and fitness and those kind of things, I relate what I'm saying 

because I think each individual kind of has their own way of managing that 

themselves, and if in fact they feel like they need more time, then they have that 

opportunity with the way we structure things to get out, get healthy, go to the 

gym, do whatever. 

My daughter had played softball yesterday so somebody covered for me in the 

clinic short notice just so I could go. You try not to beat that up in terms of taking 
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advantage of others, but at the same time, everybody seems to equal out over 

time. 

When somebody needs vacation, what happens when somebody's sick, what 

happens and in general, we manage that simply and without too much just 

because we all have moments of being out for extended periods and so we just 

kind of cover for each other. 

Wait and see.  The wait and see method, allows department chairs to provide 

guidance and support to faculty while not urgently reacting to all requests.  According to 

Ryalls and Benton (2017), department chairs are perceived as successful in their 

leadership role when they provide guidance while remaining sensitive to faculty feelings 

and attitudes.   

Participant 4 

Well, there's certainly tactics I've changed, like I think it's Ruth Bader Ginsburg 

who said it helps to be a little bit deaf. Certainly, like in a marriage, it helps to be 

a little bit deaf. In a department, the same thing is true. Somebody will come in 

here and say, "That so and so, blah, blah, blah," or, "I've got this great idea, blah, 

blah, blah." I might nod and say, "Whatever, yeah." Then, I'll just wait. That's 

good sometimes, because you know if you've done that right if you never hear 

from them about it again, because you know it was just a spur of the moment 

thing. If they come back, circle around the table, when you've thought more about 

that, well then, I'll take it more seriously...That's become my MO [method of 

operation] big time. That is to hold off and wait. 
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Participant 5 

I feel like the longer I wait, and this is my Christian background slash learning as 

time goes on, the more I wait, the more the answers kind of happen, even though 

it seems like you have a lot of things that are on the back burner, if you can wait 

and let things kind of work themselves out, they tend to have a lot better result 

than they do when I push the issue and force things to happen. 

Department Chair Needs.  Each of the interviews identified training or support 

mechanisms that department chairs need to be better prepared to promote faculty well-

being.  Two moderate continuity themes were expressed by participants: peer support and 

professional balance.  

Peer support.  In an article titled, "Building Strategic Chairs" by Walter Gmelch 

(2015), he stated that department chairs need to build a multilayered support network.  

This concept was identified by two department chairs in this research study. 

Participant 1 

I will say that some of the more enjoyable conversations I have had that are work 

related are when I meet other department chairs and you get the satisfaction of 

going okay, there is somebody else that has to deal with these same things and 

kind of gets it. My average faculty member doesn't get it, just in the same way I 

didn't get it until I was in the role and I think deans, even though they have 

probably been in the role, they lose track of it and they forget what it was like. It's 

just one of those little oddities where sometimes you feel like you're on an island. 
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Participant 5 

We just started a thing here where we have chairs meetings. We had them a long 

time ago, then we quit. Just had departmental, not departmental, but executive 

meetings for all the chairs that everybody goes to. But the chairs meeting is trying 

to get us a little bit more on the same page in about what my department does and 

how does that help your department? And what are we doing to help each other 

fight with each other? So those kind of things are a little bit more helpful. 

Work/Life balance.  Two participants commented that professional balance was 

challenging given the responsibilities of a department chair.  According to Cipriano and 

Riccardi (2017) of the top eight challenges that department chairs face, lack of time to 

devote to personal research ranks third, excessive workload ranked fourth, fifth was 

excessive email, and stress associated with the position ranked seventh.   

Participant 1 

The nature of the [department chair] role is so multi-faceted, and again it's going 

to depend on the academic unit or the college and the culture of that college and 

all those things, but I spent the first year being a chair going all this stuff is a 

distraction to my real job.  Which I think is a natural reaction for someone to 

have, because you come into these roles and you identify as I'm a teacher, I'm an 

educator, I'm a scholar, I'm a researcher, I'm a writer or whatever it is and being a 

department chair means that on any given day I am bouncing like a pinball from 

answering emails to going to a training session to talking to somebody about what 

they want to teach next spring, to thinking about the compensation system for the 

college. 
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Participant 3 

Well, for personal, I'm not doing as good as I should. I'm not working out as much 

as I used to. I'm not working out hardly at all. Of course, that could be because 

I'm older too, but I'm not doing as much for my own personal well-being as I 

should be. And there's a variety of reasons for it. One, I'm just doing way too 

much. I know that. But it needs to be done and, again, if you're the youngest of 

six, you say, "Well, we need to do this." "Yeah. Well, I'm not doing it." "I'm not 

doing it." Everybody's got a reason for why they're not doing it, and if it needs to 

be done, I tend to say, "All right. I'll get it done." That's the problem. 

Leadership strategies.  The examination of strategies identified two tactics used by 

department chairs to promote faculty well-being.  The first moderate continuity theme in 

the category was faculty flexibility.  For the purpose of this research study, faculty 

flexibility, is understood to be the opportunity to provide autonomy for to be in a place 

where they can effectively complete their position responsibilities.  Secondly, department 

chairs use the wait and see method to promote well-being. 

Faculty flexibility. According to Miller, Mamiseishvili, & Lee (2016) “academic 

departments are the most important community for a faculty member.”  Department 

chairs are critical in shaping the identity of this community.  In some higher education 

institutions, especially larger ones, the department culture can supersede institutional 

cultures, norms, and expectations (Miller, Mamiseishvili, & Lee, 2016).  This is why it is 

imperative for department chairs to support, promote and model work life balance for 

their faculty within their department (Hartig et al., 2017).   
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Participant 2 

If a faculty member is in distress because of some family situation or personal issues we 

make sure we give them enough time off and find a way to say "Hey, you know, take a 

day off." We can find a way somebody else can teach your class. Because that's important 

to us.  

Participant 5 

In terms of health and fitness and those kind of things, I relate what I'm saying 

because I think each individual kind of has their own way of managing that 

themselves, and if in fact they feel like they need more time, then they have that 

opportunity with the way we structure things to get out, get healthy, go to the 

gym, do whatever. 

My daughter had played softball yesterday so somebody covered for me in the 

clinic short notice just so I could go. You try not to beat that up in terms of taking 

advantage of others, but at the same time, everybody seems to equal out over 

time. 

When somebody needs vacation, what happens when somebody's sick, what 

happens and in general, we manage that simply and without too much just 

because we all have moments of being out for extended periods and so we just 

kind of cover for each other. 

Wait and see.  The wait and see method, allows department chairs to provide 

guidance and support to faculty while not urgently reacting to all requests.  According to 

Ryalls and Benton (2017), department chairs are perceived as successful in their 
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leadership role when they provide guidance while remaining sensitive to faculty feelings 

and attitudes.   

Participant 4 

Well, there's certainly tactics I've changed, like I think it's Ruth Bader Ginsburg who said 

it helps to be a little bit deaf. Certainly, like in a marriage, it helps to be a little bit deaf. In 

a department, the same thing is true. Somebody will come in here and say, "That so and 

so, blah, blah, blah," or, "I've got this great idea, blah, blah, blah." I might nod and say, 

"Whatever, yeah." Then, I'll just wait. That's good sometimes, because you know if 

you've done that right if you never hear from them about it again, because you know it 

was just a spur of the moment thing. If they come back, circle around the table, when 

you've thought more about that, well then, I'll take it more seriously...That's become my 

MO [method of operation] big time. That is to hold off and wait. 

Participant 5 

I feel like the longer I wait, and this is my Christian background slash learning as time 

goes on, the more I wait, the more the answers kind of happen, even though it seems like 

you have a lot of things that are on the back burner, if you can wait and let things kind of 

work themselves out, they tend to have a lot better result than they do when I push the 

issue and force things to happen. 

Summary  

The intent of this qualitative research study was to answer one main research 

question: How do department chairs at a private Midwest Catholic Jesuit University 

perceive and manage their role in promoting faculty well-being?  This chapter discussed 

the results of the six-step IPA analysis process of the five semi-structured interviews.  
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The study found that most department chairs perceive and make sense of their role in 

promoting faculty well-being through their experiences with the university culture, their 

personal beliefs and experiences related to family role modeling, participation in youth 

sports, and religious formation and based on the requirements of the position. 

Additionally, most department chairs perceive that their role in promoting faculty well-

being extends only to the purpose, social, and community components.  While the 

components of financial and physical well-being are seen as either not in their purview or 

they are not comfortable promoting them.  Finally, most department chairs in this study 

perceive that they need additional professional development in order to successfully carry 

out their role in promoting faculty well-being.  

This study also found that department chairs overwhelming used leadership 

strategies to manage their role in promoting faculty well-being.  Most department chairs 

mentioned the use of communication, supporting faculty development opportunities, and 

encouraging social events as the leadership strategies they used.  Two additional 

leadership strategies were mentioned by fewer of the department chairs, which included 

providing faculty flexibility and using the wait and see method.  This research study 

found that the department chairs who participated in this study all cared about the well-

being of faculty in their department.  However, their description of well-being varied. 

When prompted with Rath and Harter’s composite well-being definition which 

recognizes five factors that impact an individual’s well-being: purpose or career, social, 

financial, physical, and community (Rath & Harter, 2010a) department chairs directly 

acknowledged their discomfort in promoting financial and physical well-being.  



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 107

The next chapter will discuss the strengths, weaknesses, and limitation of this 

study, along with brief descriptions of potential future research studies that could build on 

this study. Lastly, the next chapter will fulfill the study aim by using the results of this 

study to design a proposed professional development program for department chairs to 

help them promote faculty well-being that considers (1) the factors important in 

promoting faculty well-being from the perspective of department chairs; (2) the 

influential factors department chairs consider when promoting faculty well-being; and (3) 

positive examples already used by department chairs to promote faculty well-being.  
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CHAPTER FIVE: ADDRESSING A COMPLEX REAL-WORLD PROBLEM 

Introduction 

Based on the results obtained from the five semi-structured interviews conducted 

with department chairs at a private Midwest Catholic Jesuit University this chapter will 

discuss and use the study results to help address a complex real-world problem.  The 

strengths and limitations of this study will be reviewed as well as potential future 

research studies.  Lastly, the chapter will fulfill the study aims by presenting a proposed 

professional development program for department chairs that is designed to help chairs 

promote faculty well-being.  The newly designed professional development program will 

utilize findings from this study, previous research on department chairs and professional 

development programs, and will incorporate path-goal leadership theory.  

Discussion 

This research was completed to raise awareness about an understudied and 

important topic in higher education, the role of department chairs in promoting faculty 

well-being.   Results of this study suggest that department chairs perceive and make sense 

of their role in promoting faculty well-being through cultural influences from the 

university, from past personal beliefs and experiences, the belief that that promoting well-

being is part of the academic role, and through experiences of dealing with challenging 

faculty.  A variety of leadership strategies were utilized by department chairs to promote 

faculty well-being.  These included communication, supporting faculty development 

opportunities, encouraging social events, providing faculty flexibility and using the wait 

and see method.  Two themes were identified regarding the perceptions that department 

chairs have promoting faculty well-being.  First, department chairs face discomfort in 

promoting financial well-being.  Second, department chairs face discomfort in promoting 
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physical well-being.  Lastly, training and support needs for department chairs were 

identified in relation to well-being, which included professional development, peer 

support from other department chairs, and assistance in creating a healthy work life 

balance.  

This qualitative IPA study validated five topics addressed in the literature review 

in Chapter 2.  First, all department chairs asked for a definition of well-being at the 

beginning of the semi-structured interview.  As demonstrated in the interview summaries, 

each department chair had an idea of what well-being encompassed but was not aware of 

the five components that impact an individual’s composite well-being: purpose or career, 

social, financial, physical, and community (Rath & Harter, 2010a).  Furthermore, the 

study participates used the term wellness and well-being interchangeably throughout the 

interview even though the terms have different meanings.  It was not a surprise that these 

department chairs were not familiar with a comprehensive definition of well-being.  As 

discussed in the literature review, the limited department chair training that is provided 

generally focuses on hard skills rather than soft skills (Flaherty, 2016).  Additionally, 

much of the professional development that department chairs received prior to 

transitioning into the academic leadership role was likely focused on their respective 

discipline and research agenda.  

Second, department chairs identified ongoing communication with their faculty as 

one of the most important methods to manage their role in promoting well-being.  This is 

consistent with Harter and Adkins (2015), who stated that communication is the basis of 

a healthy relationship between an employee and their direct manager.  Furthermore, 

research from Gallup has reported that consistent communication, whether it occurs in 
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person, over the phone, or electronically is connected to higher engagement (Harter & 

Adkins, 2015).  However, participants in this study did not use other strategies mentioned 

in the literature review, such as setting an example that health and safety are important 

organizational priorities, provide clear priorities and performance goals, or developing 

and implementing well-being related policies within the department (Harter & Adkins, 

2015; Witters & Agrawal, 2014).  

Third, of the five department chairs that participated in the research study, four 

addressed the importance of providing professional development opportunities for the 

faculty within their department.  As discussed in the literature review, one widely 

understood responsibility of department chairs is to foster career development of each 

faculty member in their department (Lees, 2016).  According to Lees (2016), chair 

advice, direction, and support can be defining elements in earning rank and tenure (Lees, 

2016).  Lees (2016) states that much of this effort goes unnoticed, but “chairs who have 

had the opportunity to participate in such ventures will note how gratified they are” (p. 

13).  Given the wide understanding of the role of faculty development for department 

chairs it may be beneficial to strengthen the connection between faculty development and 

the promotion of well-being in the minds of current and future department chairs so that 

they see these responsibilities as going hand-in-hand. 

Fourth, the department chair role impacts both their academic and personal lives 

with stress from balancing work-life demands affecting 64% of department chairs in the 

UCEA study (Gmelch, 2016). The results of this study found a similar theme but only in 

two interviews. Work-life balance was a stressor mentioned by two department chairs 

related to their perceived needs in fulfilling their role in promoting faculty well-being.  
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Most department chairs however, identified there was a lack of training and professional 

development for department chairs across the board.  The results of this study found that 

department chairs would like professional development in the following areas: leadership 

styles, mental health, interpersonal relationships, student learning, well-being, and they 

want the training to include a formalized mentoring program.  Similarly, the 2016 UCEA 

Center for the Study of Academic Leadership study found that “two thirds of new chairs 

did not receive any training once they were appointed.  Of the 33 percent who did receive 

training, 40 percent received only one to four hours.  Overall, 72 percent of those who 

received training completed 10 hours or less.” (Gmelch et al., 2017).  Furthermore, the 

training that department chairs do receive focuses on hard skills rather than interpersonal 

skills (Flaherty, 2016).  Although participants in the current study did not indicate how 

long they felt the professional development program needed to be, combined with 

previous research the findings a more robust and well-rounded department chair 

professional development program is needed.  For example, a more well-versed 

department chair professional development program would include an overview of well-

being, a comprehensive set of well-being strategies that could be implemented at the 

department level, a series of introductory modules geared at effective leadership practices 

such as effectively dealing with interpersonal conflict, managing workload, and seeking 

ongoing support from mentors to maintain their own personal well-being. 

Strengths and Limitations of the Research Study 

There are two noteworthy strengths associated with this research study.  Both are 

related directly to the study participants.  First, as mentioned in chapter 1 and chapter 2, 

despite the important role that department chairs play in higher education they are the 
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least studied and most misunderstood management position in the United States (Gmelch 

et al., 2017).  The study results offer additional evidence about this understudied 

population and their role in promoting faculty well-being.  

Secondly, the study participants were department chairs at a private Midwest 

Catholic Jesuit University.  During the literature review phase of the dissertation, the 

researcher was not able to locate articles related specifically to department chairs and 

well-being at private Catholic Jesuit Universities.  The research study results are the first 

to share the lived experience of how department chairs at a private Midwest Catholic 

Jesuit University perceive and manage their role in faculty well-being. 

The researcher identified two limitations associated with this research study.  

First, the roles and responsibilities of each department chair vary and are influenced by 

the type of university at which they are employed (Cipriano & Riccardi, 2017).  For 

example, according to Cipriano and Riccardi (2017), some department chairs may teach 

as many as three courses per semester in addition to serving as chair.  On the other hand, 

a department chair at another university may not have any teaching responsibilities.  

Furthermore, some department chairs can hire and terminate faculty, select adjunct 

faculty, and develop and monitor their department budget.  Conversely, some chairs are 

not required to perform any of these tasks.  Taking this information into consideration, 

future research related to department chairs may find it beneficial to select participants 

not just based on their title, rather take into account their roles and responsibilities.  The 

identified roles and responsibilities could align with the core tasks identified for 

department chairs in the literature review which include: faculty developer, manager, 

leader, and scholar (Gmelch, 2016). 
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Second, the participant sample was limited to one private Midwest Catholic Jesuit 

university and only department chairs with four or more years of chair experience were 

included.  Thus, the perspective of department chairs with less than four years of 

experience was not considered in this research study.  Given the study population is busy 

and the researcher only allowed a short window of time for participants to volunteer to be 

involved in the study the gender diversity of the sample may have been restricted.  As 

noted in the results, all the study participants were male.  So, the female perspective on 

this phenomenon was not included in this research study.  The one female participant 

who met the inclusion criteria, was not able to be reached to participate in the semi-

structured interview.  The UCEA study reported 90 percent of department chairs were 

male in 1991 (Gmelch et al., 2017).  While in 2016, the majority, 55 percent, of 

department chairs were female (Gmelch et al., 2017).  Due to the gender shift of 

department chairs the female perception about managing and promoting faculty well-

being would be important to understand.  

Potential Future Research 

A future research study using the same interview protocol should be conducted 

with female department chairs to better understand both genders perception of their role 

in promoting faculty well-being.  It is important to identify similarities and differences in 

gender regarding how department chairs perceive and manage their role in faculty well-

being.  Additionally, since the research study inclusion criteria was limited to department 

chairs with four or more years of experience, a future research study could be conducted 

to determine if department chairs having less than four years of experience share the 

same perceptions regarding their role in promoting faculty well-being.  It would be 
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valuable to understand how department chairs perceptions might be different with less 

experience in the academic leadership role.   

Another area of future qualitative research could seek to understand from a 

faculty members viewpoint how department chairs support their well-being.  This 

potential study would allow the phenomena, department chairs role in faculty well-being, 

to be understood from both perspectives.  The aims of the study would be to: (1) 

determine the perceptions that faculty members have regarding the role that department 

chairs have in supporting and promoting their well-being; (2) identify techniques used by 

their department chairs to promote faculty well-being; and (3) identify potential strategies 

department chairs could utilize to support faculty well-being. 

Additionally, quantitative research could be used to numerically represent how 

department chairs perceive their role in promoting faculty well-being. Considering the 

results of this research study, department chairs expressed that financial and physical 

well-being is not within their leadership purview.  What percentage of department chairs 

believe this to be true?  Also, this research study found three common strategies 

department chairs used to promote faculty well-being, which include: ongoing 

communication, faculty development, and social events.  What percentage of department 

chairs use these strategies to promote faculty well-being?  Lastly, department chairs that 

participated in the study identified three strategies that are important to support their 

composite well-being while serving in the leadership role, which are: professional 

development, peer support, and work life balance.  How many other department chairs 

consider these strategies imperative to support the academic leadership role?  By 

quantifying these qualitative themes, the data would serve as a starting point to measure 
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any changes that occur related to how department chairs perceive their role in promoting 

faculty well-being after an intervention. 

Path-Goal Theory 

When considering the research study findings regarding department chairs 

perceived role in supporting faculty well-being the results seemed to align with the main 

components of path-goal leadership theory.  In general, path-goal theory focuses on how 

leaders can support followers along the path to achieve their goals in the work 

environment (House, 1996; Northouse, 2015).  The basic principles of path-goal theory 

are derived from expectancy theory (Northouse, 2015). Expectancy theory suggests that 

followers are motivated if they feel capable, they think their efforts will be rewarded, and 

if they find the payoff for their work worthwhile (Northouse, 2015).  Similarly, path-goal 

theory suggests that followers are motivated by their leader to achieve goals when they 

are clearly defined, the path to completing the goal is clear, obstacles are removed, and 

support is provided to achieve the goal (Northouse, 2015).   

There are several components associated with path-goal theory which include: (1) 

leadership behaviors, (2) follower characteristics, (3) task characteristics, and (4) 

motivation (Northouse, 2015).  Leadership behaviors that have been associated with path 

goal theory are directive, supportive, participative, and achievement oriented.  A directive 

leader sets clear standards, makes rules, and sets timelines for work tasks.  Supportive 

leaders take a friendly approach attending to the well-being of their followers.  

Participative leadership encourages followers to share in the decision-making process.  

Achievement oriented leadership is characterized by leaders who challenge followers to 

perform at the highest level possible.  Therefore, path-goal theory places the 
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responsibility of follower’s success on the leader’s support through directing, guiding, 

and coaching followers along the way to meet their goal (Northouse, 2015).   

The second and third components of the theory, follower characteristics and task 

characteristics, are interconnected.  Path-goal theory offers general recommendations for 

how a leader’s style interacts with followers’ characteristics and the nature of the task 

(Northouse, 2015).  According to Northouse (2015), “follower characteristics determine 

how a leader’s behavior is interpreted by groups in a given work context” (p.118).  For 

example, directive leadership is effective with ambiguous tasks, supportive leadership is 

appropriate for repetitive tasks, participative leadership is suitable for unclear tasks, and 

achievement oriented leadership is effective for challenging tasks (Northouse, 2015).  

For department chairs, that nature of the position includes giving advice, 

direction, and support to faculty to help them meet their goals of earning rank and 

achieving tenure (Lees, 2016).  Department chairs in this research study identified 

communication and professional development as part of their strategy to support faculty 

well-being demonstrating their investment in faculty success, but they did not mention 

setting clear goals/priorities/standards, nor did the mentioned developing rules or policies 

that remove obstacles along the path to reaching identified goals.  Northouse (2015) 

states that effective leadership can be motivating when the leader makes the goal clear, 

the path easy to travel through coaching and direction, removing roadblocks, and makes 

the goal personally satisfying.  It would be these types of skills with which department 

chairs would need additional professional development. Considering the path-goal theory 

provides direction on how leaders can assist followers in accomplishing their work in an 

acceptable manner, the theory matches well with the roles and responsibilities of 
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department chairs and how they lead faculty and promote faculty well-being.  Therefore, 

path-goal theory provides an appropriate blueprint to use to guide the design of a 

professional development program that includes consideration of the findings from the 

current study and evidence from other scholarly sources.    

Proposed Professional Development Programming 

The path-goal theory provides a blueprint for how professional development 

programs could be designed to help individuals in leadership positions better support 

followers to achieve their work goals.  Path-goal theory provides guidance on how 

leaders should take into consideration the characteristics of followers and the nature of 

the tasks that make up various work situations (Northouse, 2015).  One proposed solution 

to address the complex real-world problem of department chairs not being aware of how 

to manage and promote faculty well-being is to offer	professional	development	

focusing on the topic of well-being.  The professional development program will provide 

guidance for department chairs on how to promote faculty well-being within their 

department.  While several areas of professional development were identified by the 

study participants, the solution will focus on two of those topics, well-being and 

leadership.  The proposed department chair professional development program will 

interweave tenets of the path-goal theory with findings from the current study and 

previous research on the five components of well-being identified by Rath and Harter 

(2010a).   

After a review of two well-known organizations who provide training for 

department chairs, the American Council for Education (ACE) and The Academic 
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Chairpersons Conference (ACC), the researcher decided rather than developing a new 

training program to collaborate with existing organizations focusing on the same purpose.  

According to the ACE website (2018), the organization is the major coordinating body 

for the nation’s colleges and universities.  ACE has members representing nearly 1,800 

college and university presidents and executives.  ACE is the only major higher education 

association to represent all types of U.S. accredited, degree-granting institutions: two-

year and four-year, public and private.   

ACE offers a Leadership Academy for Department Chairs which is a 2-day 

workshop that prepares department chairs for their roles as institutional leaders who can 

advance their programs and contribute to the larger mission of their colleges or 

universities.  The sessions are conducted by experienced college and university leaders.  

The interactive academy format includes completion of case studies, tabletop discussions, 

simulations on department chair leadership issues, and peer-to-peer sharing about 

achieving departmental success (ACE, 2018). 

Another noteworthy professional development program for department chairs is 

the annual Academic Chairpersons Conference (ACC).  The conference has been offered 

since 1983 by Kansas State University to department chairs throughout the country.  This 

conference draws academic chairpersons, administrators, and faculty from all areas of 

higher education.  The sessions are structured to share successful, innovative ideas, and 

strategies to assist department chairs in becoming more effective in their leadership 

positions.  The conference format includes sessions, interactive workshops, best practice 

presentations, and roundtable discussions.  The emphasis of every conference is to 
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provide practical, usable information in a climate of open discussion and collaborative 

exchange (ACC, 2018). 

To begin the collaboration process, the researcher plans to submit a presentation 

proposal to both organizations to speak at feature events.  A 1-hour presentation will be 

proposed titled, Addressing Faculty Well-Being: What Department Chairs Need to 

Know.  The session description will be as follows:	Department chairs play a crucial role 

in promoting the well-being of faculty in their department.  They set the mood and tone 

of the department and can create or dismantle a culture of well-being. This interactive 

session will introduce participants to the definition and multiple components of well-

being.  Participants will explore strategies to promote well-being within academic 

departments.  An introduction to Path Goal Theory and how it can be applied by 

department chairs to promote well-being among their faculty will also be discussed.  The 

session will conclude with participants drafting a well-being action plan for their 

department.  The session objectives will be: (1) describe the connection between 

department chair leadership practices and faculty well-being; (2) review department level 

well-being promotion practices; and (3) draft an action plan to promote faculty well-

being. 

Summary 

This chapter discussed how the findings from the current study connect to the 

broader literature.  The strengths and limitations of this study were also discussed and 

potential future research studies were proposed.   An overview of path-goal leadership 

theory as it relates to the role that department chairs play in faculty well-being provided 

the blueprint for a proposal for an enhancement to current department chair professional 
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development programs.  Lastly, the chapter shared the steps the researcher is planning 

take to provide professional development programming for department chairs using the 

study findings.  

Conclusion 
 

It is imperative that higher education administrators and department chairs 

recognize that promoting well-being is not a singular activity, rather a climate that is 

cultivated by those in leadership roles (APA, 2016).  Strategies to improve well-being 

across populations, organizations, higher education institutions, and academic 

departments start with an individual person.  Should this person be the department chair?  

Considering that academic departments are the most important community for faculty, 

and in some higher education institutions can supersede institutional cultures, norms, and 

expectations, well-being must be supported at the department level (Miller et al., 2016).  

Department chairs in the higher education hierarchy have the authority to create a 

department culture that supports well-being.   

The research study found that department chairs feel most comfortable supporting 

faculty well-being in the components of purpose, social, and community.  While they feel 

less comfortable in supporting financial and physical well-being.  Bearing in mind the 

findings of the current study, it is important to note that department chairs alone cannot 

carry the burden to support faculty well-being.  The study identified that department 

chairs make sense of their role in promoting faculty well-being through two main 

sources, cultural influences of the university and from personal experiences and beliefs 

about family role modeling, participation in youth sports, and religious formation.  

Middle managers, like department chairs, need to be supported from multiple levels of 
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the organization to successfully establish, create, and maintain a workplace culture that 

focuses on well-being (Birken et al., 2015).  Therefore, considering the current literature 

and the results from this study university leaders must support and encourage 

professional development for department chairs focused on promoting faculty well-being. 
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Appendix A 
 

Recruitment Email  
Greetings!  
 
My name is Vicki Bautista.  I am a doctoral student in the Graduate School at Creighton 
University.  I am conducting a research study as a requirement to earn a Doctorate of 
Education in Interdisciplinary Leadership.  You are being invited to participate in this 
research study because you have been identified as a department chair at Creighton 
University.  The purpose of the study is to gain insight into department chairs' 
perceptions regarding their role in promoting faculty well-being. 
 
If you decide to participate, you will be asked to complete a brief online survey, an in-
person interview, and review a summary of your interview.  The brief online survey will 
collect basic demographic information and a baseline question regarding the department 
chair's role in promoting faculty well-being.  The interview will be conducted at a 
mutually agreed upon location, time, and will last approximately 45 to 60 minutes.  The 
interview will be audio recorded and transcribed so I can accurately reflect upon what 
was discussed.  The audio recordings and transcripts will only be reviewed by myself and 
members of my dissertation committee.  A summary of your interview will be sent to you 
via email within 7-10 business days for you to review in an effort to minimize any 
misinterpretations. 
 
Participation is confidential.  Study documents and recordings will be stored in separate 
files in secured locations on the researcher's password protected computer for five years.  
The results of the study may be published or presented at professional meetings, but your 
identity will not be revealed.  
 
The probability of harm (physical, psychological, social, legal, or economic) occurring as 
a result of participation in this research study is minimal.  The study findings will be 
shared with higher education administrators, deans, department chairs, and faculty in 
order to provide awareness, support, and create professional development opportunities 
supporting faculty well-being. 
 
Participation in this study is voluntary. You may withdraw from the study at any time. 
Also, you do not have to respond to any questions that you are not comfortable 
answering.  There is no financial compensation for participating in this research study. 
 
If you would like to participate, please click here to complete the brief online survey.  I 
will contact you promptly to schedule the in-person interview.  Thank you for your 
consideration to participate in this research study. 
 
I will be happy to answer any questions you have about the study. You may contact me at 
vickibautista@creighton.edu or 402.280.3518. You may reach my faculty advisor, Dr. 
Candace Bloomquist at candacebloomquist@creighton.edu or 402.280.3777 if you have 
study related questions or problems. If you have any questions about your rights as a 
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research participant, you may contact the Research Compliance at Creighton University 
at 402-280-2511.  
 
With Kind Regards, 
Vicki Bautista 
 
Vicki Bautista, MA 
2500 California Plaza    
Omaha, Nebraska 68178     
Phone: (402) 280-3518 
Email: vickibautista@creighton.edu  
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Appendix B 
 

Screening Survey 
Name: (fill in the blank) 
 
Email address: (fill in the blank) 
 
Phone number: (fill in the blank) 
 
What department do you chair? (fill in the blank) 
 
What is your educational background/specialty area? (fill in the blank) 
 
What is your current academic rank? 

a. Assistant Professor	
b. Associate Professor	
c. Professor	

 
How many total years have you been employed in higher education? 

a. 5 or less	
b. 6 – 10 years	
c. 10 – 20 years	
d. 20 or more years	

 
How many total years have you been employed at this institution? 

e. 5 or less	
f. 6 – 10 years	
g. 10 – 20 years	
h. 20 or more years	
 

How many total years have you served as a department chair? 
a. 1 – 3 years	
b. 4 – 10 years	
c. 10 or more years	

 
Please respond to the following statement: 
As a department chair, I have a role in promoting faculty well-being. 

a. Strongly agree	
b. Agree	
c. Neutral	
d. Disagree	
e. Strongly disagree 	
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Appendix C 
 

Interview Protocol 
 
Interview Protocol: UNIVERSITY DEPARTMENT CHAIRS EXPERIENCE OF THEIR 
ROLE IN PROMOTING FACULTY WELL-BEING: AN INTERPRETATIVE 
PHENEMONOLGICAL ANALYSIS 
 
Time of Interview: 
Date: 
Place:  
Interviewer: Vicki Bautista 
Participant Number:  
 
Thank you for agreeing to participate in this research project to understand how 
department chairs make sense of their lived experiences to promote faculty well-being. 
Before we begin, I would like to review the Participant Information Letter with you. On 
the back page, is the Bill of Rights for Research Participants. Do you have any questions? 
 
This semi-structured interview is expected to take approximately 45-60 minutes. Your 
comfort is very important to me. If there is ever a need for a break, or if you would like to 
ask me any questions, please feel free to do so throughout this conversation. With your 
permission I would like to record the interview. Is this agreeable to you?  
 
Before we get started with the interview, I want to remind you that your comments will 
remain confidential and your anonymity within the final draft of the study results will be 
upheld. Do you have any questions? 
 
To ensure that your interview was interpreted correctly, I would like you to review a copy 
of your interview summary. I will send the interview summary to you within 7-10 
business days from today. You would then review the interview summary and alert me of 
any corrections, changes, or updates within 7 business days. Is this agreeable to you? Do 
you have any questions? 
 
I would like to remind you that you can end the interview at any time. Do you have any 
questions before we get started?  
 
I am going to push record and start the interview. 
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1. Can you describe what has influenced the role you take in promoting faculty well-
being in your department? 

Possible prompts: 
 Can you tell me more about that?  
 How did that impact your role in promoting faculty well-being? 

 
2. Can you describe what factors have influenced the role you take in promoting 
faculty well-being in your department? 

Possible prompts: 
 Can you share more about…?  
 How does that impact your role in promoting faculty well-being? 

 
3. Can you tell me how you currently promote faculty well-being in your 
department?   

Possible prompts: 
 Can you tell me more about that? How did you come up with that idea? 

 
4. Can you tell me about a time when you successfully promoted faculty well-being 
in your department? 

Possible prompts:  
 How did you feel?  
 How did you know it was successful?  
 How did you know that it worked?  
 What did you learn from your success(s)? 

 
5. Can you tell me about a time when you weren’t able to promote faculty well-being 
in your department? 

Possible prompts:  
 What happened?  
 How did you feel?  
 How did you know that it didn’t work?  
 What did you learn from your failures(s)? 

 
6. Based on what you have learned from both your successes and failures how have 
you changed the way you promote faculty well-being in your department? 

Possible prompts:  
 In what ways?  
 How do you feel about these changes? 
 

7. For this last question could you tell me about your department, for example: 
 How many faculty to do you lead? 
 What would you say is the degree of collegiality in the department? 
 What would you say is the current moral? 
 How would you describe the typical workload of a faculty member? 
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Appedix D 
 

Participant Information Letter 

 
Protocol Title: University Department Chairs Experience of Their Role in Promoting 
Faculty Well-Being: An Interpretative Phenomenological Analysis 
 
Protocol Number: 
 
Principal Investigator’s Name and Department:  
Vicki Bautista, Doctoral Program in Interdisciplinary Leadership 
 
Principal Investigator’s Address: 	
2500 California Plaza, Omaha, NE 68178	
Center for Health Policy and Ethics – Office 202 

Principal Investigator’s Telephone Number:  
1-402-280-3518 
	
Introduction: In higher education department chairs are asked to foster and preserve 
positive employee attitudes that influence employee well-being. What remains unknown, 
is how department chairs perceive their role in promoting faculty well-being while 
balancing a multitude of workplace responsibilities.  You are being invited to participate 
in this study because you have been identified as a department chair at Creighton 
University.  I will be available to answer any questions by phone at 1-402-280-3518 or  
e-mail at vickibautista@creighton.edu  

Study Purpose and Procedures 
 You were selected to participate in this research study because you have been 

identified as a department chair at Creighton University.	
 This research study is being conducted to understand how department chairs make 

sense of their lived experiences to promote faculty well-being.	
 The purpose of this research study is to gain insight on how department chairs: first, 

perceive their role in promoting faculty well-being; second, identify influential 
factors they consider when promoting faculty well-being; and third, identify 
techniques to promote faculty well-being.	

 You may be contacted up to five times during the duration of this research study: 1) 
email invitation to participate in the study 2) dialogue to arrange interview,          3) 
interview, 4) email correspondence to provide interview transcripts for you to review, 
and 5) if needed to gather follow-up information. 	

 If you decide to participate, the interview location, day, and time will be agreed upon 
between you and I (primary investigator). 	

 The interview process will last between 45 to 60 minutes. The interview will provide 
you an opportunity to share how you perceive your role in promoting faculty well-
being, identify influential factors you consider when promoting faculty well-being, 
and techniques you have used to promote faculty well-being. 	
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 The interview will be recorded with your permission.	
 To ensure that your interview is interpreted correctly, I would like you to review a 

copy of your interview summary to check that the information is accurate. With your 
permission, I will send the interview summary to you within 7 business days from 
today. You would then review the interview summary and alert me of any changes or 
updates within 7 business days.	

 Your participation is voluntary. Your decision whether or not to participate will not 
affect your standing with Creighton University. You may withdraw from the study at 
any time. Furthermore, you do not have to respond to any questions that you are not 
comfortable answering. 	
	

Benefits of Participating in the Study 
 There are three benefits you will receive by participating in this research study: 1) 

you will reflect on the topic of well-being; 2) consider how you are currently 
supporting faculty well-being in your respective department; 3) you may adjust your 
current practices in supporting faculty well-being; and 4) your lived experience will 
help provide awareness for higher education administration on how to support and 
create professional development opportunities focusing on how to create a department 
culture that supports faculty well-being. 	
	

Risks of Participating in the Study 
 Risks of participating in this research study and should not be more than what you 

experience in everyday life as a department chair.	
 You may feel uncomfortable discussing your role as department chair as it relates to 

your role in promoting faculty well-being, identifying influential factors that affect 
how you promote faculty well-being, and identifying techniques you use to promote 
faculty well-being.	

 A possible risk involved in this study involves the potential social and psychological 
risks associated with accidental disclosure of confidential information from the data 
collected throughout the study. The methods of storing and securing data are designed 
to minimize this risk.  	
	

Confidentiality  
I will do everything I can to keep your records confidential. However, it cannot be 
guaranteed. I may need to report certain information to agencies as required by law. 
Records that identify you and this informed consent form signed by you may be looked at 
by others. The list of people who may look at you research records are:  
 Principle investigator (Vicki Bautista)	
 Protocol Sponsor (Dr. Candace Bloomquist)	
 Members of my dissertation committee	
 Creighton University Institutional Review Board (IRB)	
 Other internal departments that provide support and oversight at Creighton 

University. 	
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I may present the research findings at professional meetings or publish the results of this 
research study in relevant journals. However, I will always keep your name, address, or 
other identifying information private.  
 
All information obtained during this study will be kept under lock and key at all times 
within the confines of principle investigators private office. All electronic documents and 
files will be stored in separate password protected locations on the researcher's computer. 
Upon completion of this research study all associated documents will be disposed of 
according to Creighton University’s research policy and procedure.  
 
Disclosure of Appropriate Alternatives  
 There are no alternatives for this study	
 
Compensation for Participation 
  No compensation will be provided	
 
Contact Information  
Vicki Bautista 
 1-402-280-3518 
 vickibautista@creighton.edu  
 
Termination of Subject’s Participation by Investigator 
 I/we may terminate this study for the following reasons:  
 The selected interview site becomes unsafe for any reason. 	
 I become ill. 	

	
Additional Costs to the Subject  
There are no costs to the participant associated with this research study. 
 
Consequences of Subject’s Decision to Withdraw  
There are no consequences associated with the participant’s decision to withdraw from 
this research study. 
 
Disclosure Statement  
The Principle investigator (Vicki Bautista) and the Protocol Sponsor (Dr. Candace 
Bloomquist) have no conflict of interest associated with this research study.  
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Appendix E 
 

Bill of Rights for Research Participants 
 
As a participant in a research study, you have the right: 
 
1. To have enough time to decide whether or not to be in the research study, and to  
make that decision without any pressure from the people who are conducting the 
research. 
 
2. To refuse to be in the study at all, or to stop participating at any time after you  
Begin the study. 
 
3. To be told what the study is trying to find out, what will happen to you, and what you 
will be asked to do if you are in the study. 
 
4. To be told about the reasonably foreseeable risks of being in the study. 
 
5. To be told about the possible benefits of being in the study. 
 
6. To be told whether there are any costs associated with being in the study and whether 
you will be compensated for participating in the study. 
 
7. To be told who will have access to information collected about you and how your 
confidentiality will be protected. 
 
8. To be told whom to contact with questions about the research, about research-related 
injury, and about your rights as a research subject. 
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Appendix F 
 

IRB Approval 
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Appendix G 
 

External Auditor Verification  
 

February 14, 2018 

Dear Dr. Bloomquist, 

Vicki Bautista requested that I serve as an external auditor to examine the process and 
outcome of her dissertation study entitled, “University Department Chairs Experience of 
their Role in Promoting Faculty Well-Being:  An Interpretative Phenomenological 
Analysis”.  Attached is an external audit attestation describing the audit process and 
findings. 

I met with Ms. Bautista numerous time during the study to verify the data analysis 
methodology process, findings and interpretation.  Ms. Bautista chose to follow the 
Interpretative Phenomenological Analysis (IPA) method described by Smith, Flowers, & 
Larkin (2009).   

After reading the dissertation, the resulting audit was completed using the following 
steps. 

1. Reviewed and examined the audio files, transcriptions of participant interviews 
and researcher memos. 

2. Reviewed the folders containing participant documents. 
3. Examined transcript excerpts supporting her major codes and themes. 
4. Read and examined her dissertation drafts. 

The results of the audit are attached.  I conclude that the research process was rigorous 
and the findings were supported via the data.  A plausible and valuable chairperson 
development program was proposed to assist chairs in facilitating faculty well-being.  
This is a valuable contribution with strong implications for future research. 

 

Sincerely, 

 

 

Brenda M. Coppard, PhD, OTR/L, FAOTA 
Creighton University 
Professor 
Department of Occupational Therapy; Graduate School 
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External Audit Attestation 

From: Brenda M. Coppard, PhD, OTR/L, FAOTA 

Date:  February 14, 2018 

RE:   Vickie Bautista’s dissertation 

 “University Department Chairs Experience of their Role in Promoting Faculty 
Well-Being:  An Interpretative Phenomenological Analysis” 

 

I have examined both the process and product of Ms. Bautista’s research.  I have 
examined all of the participant data, data analysis and the dissertation draft during 
numerous meetings with Ms. Bautista. 

1. Reviewed and examined the audio files, transcriptions of participant 
interviews and researcher memos. 

I read the listed to the interview audiotapes of each participant to check for accuracy of 
transcriptions.  No errors were found that affected or altered the meaning of the data.  The 
researcher’s memos were read to examine the researcher’s sense-making of the collected 
data. 

2. Reviewed the folders containing participant documents. 
I read the documents in folders representing each participant.  Her study was approved by 
the Creighton University Institutional Review Board. 

3. Examined transcript excerpts supporting her major codes and themes. 
I reviewed all stages of data analysis and interpretation.  She followed the 6 steps outline 
in IPA methodology: (1) reading and re-reading the transcripts, (2) initial noting, (3) 
developing emergent themes, (4) searching for connections across the emergent themes, 
(5) moving to the next case, and (6) looking for patterns across the cases.  The emergent 
themes, connections and patterns were well organized, documented and supported by 
evidence from interviews. 

4. Read and examined her dissertation drafts. 
The dissertation drafts were read throughout Ms. Bautista’s dissertation process.  The 
literature review is sound and developed a clear argument for the value of this study.  The 
methodology is well-described.  She has successfully answered her research questions.  
She proposed an innovative chair development session addressing the chair’s role in 
facilitating faculty well-being.  The conclusions and implications of this study are 
warranted. 
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Appendix H 
 

Request Interview Summary Review 
 
Participant Name, 
 
Attached to this email, you will find a document with your interview summary. Review 

the document to ensure that the interview summary accurately reflects our conversation. 

Feel free to use track changes to identify changes or provide updates. Please notify me of 

any changes or updates within 7 business days. If I don’t hear from you within 7 business 

days, I will use the summary as is for data analysis. Thank you for your willingness to 

support my educational endeavors by participating in this research study. 

Respectfully- 

 
Vicki Bautista 
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Appendix I 
 

Notification – Not Selected for Study 
Participant Name, 
 

Thank you for your willingness to participant in a research study to gain insight into 

department chairs' perceptions regarding their role in promoting faculty well-being.  At 

this time, you do not meet the participant requirements.  Thank you for your readiness to 

support my educational endeavors by participating in this research study. 

Respectfully- 
 
Vicki Bautista 
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Appendix J 
 

Protocol Amendment Approval 
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Appendix K 
 

Participant Interview Themes 
 
 

 
 
 
 
 

Participant 1 Interview Themes 
 

Interview 
Protocol 
Question 

 

Identified Themes for Each Question 

Question 
1&2 
Influences/ 
Factors  

General 
Upbringing 

Parents Youth 
Sports 

Observation of 
leaders, 
coaches, and 
teachers 

Professional 
Research 
Area 

University 
email 
distribution 
list 

Cultural 
aspects of 
the 
university 
support 
well-being 

Question 3 
Currently 
Promote 
faculty well-
being 
 

Email 
communication 

Social 
events 

Regular 
contact with 
faculty 

    

Question 4 
Successfully 
promote 
well-being 
 

Social event – 
Winter Party 

      

Question 5 
Weren’t able 
to support 
well-being 
 

Financial well-
being is most 
challenging to 
support 

      

Question 6 
Lessons 
learned 

Personal well-
being has declined 
since being 
department chair 

      

Additional 
Themes 

Professional 
development is 
needed to faculty 
in the right roles 

Department 
chairs need a 
multi-
layered 
support to 
promote 
well-being 

Participant 
1’s personal 
well-being 
has declined 
since being 
department 
chair 

Professional 
balance of 
responsibilities 
is challenging 

*Department 
chairs need 
peer support 
(transcripts 
page 23) 
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Participant 2 Interview Themes 
 

Interview 
Protocol 
Question 

 

Identified Themes for Each Question 

Question 
1&2 
Influences/ 
Factors  

Required roles 
and 
responsibilities 
for department 
chair  

      

Question 3 
Currently 
Promote 
faculty well-
being 
 

Competitive 
salaries 

Provides 
flexibility to 
manage 
personal 
matters 

Ongoing 
communication 

Supports 
professional 
development 
of faculty 

   

Question 4 
Successfully 
promote 
well-being 
 

Accommodates 
teaching 
schedules to 
support exercise 
opportunities.  
 

 

      

Question 5 
Weren’t able 
to support 
well-being 
 

       

Question 6 
Lessons 
learned 

Productivity 
increases when 
you care about 
faculty. 
 

      

Additional 
Themes 

Not Department 
Chairs role to 
promote physical 
well-being 

*Department 
chairs need 
training on 
leadership 
styles (field 
notes) 
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Participant 3 Interview Themes 
 

Interview 
Protocol 
Question 

 

Identified Themes for Each Question 

Question 
1&2 
Influences/ 
Factors  

Required roles 
and 
responsibilities 
for department 
chair 

Supporting 
well-being is 
the right 
thing to do 

It is part of 
the 
university’s 
guiding 
principles  

    

Question 3 
Currently 
Promote 
faculty well-
being 
 

Well-being is 
focused around 
the department 
purpose.  
 

Well-being 
is tailored to 
gender 

Well-being is 
unique to 
stage of life a 
faculty 
member is in 

    

Question 4 
Successfully 
promote 
well-being 
 

Support is 
provided in both 
personal and 
professional 
manners. 

Social 
events 

     

Question 5 
Weren’t able 
to support 
well-being 
 

Faculty member 
with undisclosed 
mental health 
condition. 

      

Question 6 
Lessons 
learned 

The reputation 
and legacy of 
students drive the 
morale of faculty 
in the department. 

Being a 
department 
chair can 
cause your 
professional 
purpose to 
evolve 

     

Additional 
Themes 

Physical well-
being is not 
directly supported 
in terms of 
exercise.  
 

Department 
chairs need 
training on 
mental 
health. 

Department 
chairs need 
training on 
interpersonal 
relationships 
 

Department 
chairs need 
training on 
legal issues 
(HIPPA, 
mental 
health) 

Department 
chairs need 
training on 
leadership 
styles  

Participant 
3’s 
personal 
well-being 
has 
declined 
since being 
department 
chair 

Professional 
balance of 
responsibilities 
is challenging  
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Participant 4 Interview Themes 
 

Interview 
Protocol 
Question 

 

Identified Themes for Each Question 

Question 
1&2 
Influences/ 
Factors  

How he responds 
to well-being 
issues depends on 
what “hat” he is 
wearing, either 
friend or chair 

Well-being 
is focused 
on an 
educational 
mission 
 

A department 
chair’s main 
concern about 
faculty well-
being is to 
ensure they are 
in a place to 
get their job 
done. 

    

Question 3 
Currently 
Promote 
faculty well-
being 
 

Empathy Hanging 
lanterns on 
problems 

Listening 
skills 

Peacemaki
ng 

Ongoing 
communication 

  

Question 4 
Successfully 
promote 
well-being 
 

Social events Managing 
difficult 
faculty 
member 

     

Question 5 
Weren’t able 
to support 
well-being 
 

Financial well-
being is off limits 
 

      

Question 6 
Lessons 
learned 

Department chairs 
need a space to be 
able to promote 
the social aspect 
of well-being.  
 

      

Additional 
Themes 

Physical well-
being is only 
talked about if 
information is 
volunteered. 

Technology 
has resulted 
in noticeable 
differences  
in social 
interaction 
for both 
faculty and 
students   

*Department 
chairs need 
training on 
well-being 
(transcripts, 
page 10) 
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Participant 5 Interview Themes 
 

Interview 
Protocol 
Question 

 

Identified Themes for Each Question 

Question 
1&2 
Influences/ 
Factors  

Christian 
background 

      

Question 3 
Currently 
Promote 
faculty well-
being 
 

Ongoing 
communication 

Social 
events 

Flexible 
works 
schedules  

Supports 
professional 
development 
of faculty 

   

Question 4 
Successfully 
promote 
well-being 
 

Social events Recognition/
Awards 
(transcripts, 
Page 12) 

     

Question 5 
Weren’t able 
to support 
well-being 
 

       

Question 6 
Lessons 
learned 

Waiting and 
letting them work 
themselves out 
tend to produce a 
better result 

      

Additional 
Themes 

Financial well-
being is 
challenging to 
support 

Department 
chairs and 
faculty need 
a mentoring 
program 

Department 
chairs and 
faculty need 
training on 
student 
learning 

Department 
chair 
meetings with 
other 
department 
chairs in 
school are 
beneficial 

*Physical 
well-being is 
not 
addressed 
(transcripts, 
page 11) 
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Appendix L 
 

Emergent Themes 
 
 

 
 
 
 



DEPARTMENT CHAIRS AND FACLTY WELL-BEING 156

Appendix M 
 

Patterns Across Cases 
 

 


