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Seeking a leader begins with clarity about institutional profile, including its vision and goals for  
the future 

 In this first part, the panel introduces some general considerations concerning job profiles of 
chairs in medicine, which are related to the topic of panel 1 (see panel 1).  
 

While there are some shared features that help define an academic medical center, including 
its component medical school and teaching hospital(s), each also has its own unique vision, mission 
and goals; different models of organization and governance; and variations in resources and 
accompanying strengths, weaknesses and challenges. Accordingly, the position of department chair 
varies widely and the attributes of the potential candidates will depend on a host of factors that 
should be well defined and delineated before the search gets underway. It is imperative that the 
search committee, selecting institutional leader (e.g., dean, chancellor, hospital CEO) has clear and 
aligned understanding of the institutional profile and the characteristics of the chair that is being 
sought. These characteristics will vary enormously on the medical center and the department itself 
even though these are often inextricably interrelated.   

Abstract 

Chairs of Medicine have important and unique responsibilities as academic and organizational 
leaders. Specific job profiles may vary widely due to institutional, organizational, and 
environmental factors. In the initial job analysis, requirements concerning leadership 
(requirements related to flexibility, innovation, and change) and management (requirements 
related to stability, order, and efficiency) should be defined (see panel I). Based on the job 
analysis, the required skills and abilities are identified, covering cognitive and social capacities, 
problem-solving skills, motives and needs, and personality. The job profile and required skills 
and abilities along with the procedures to be followed in the search need to be transparent and 
known to everyone on the search committee. Besides the formal information provided in 
application documents, informal information should be sought and cross-validated about the 
candidates' past performance in comparable functions. Ethical conduct and confidentiality are 
important in seeking and using this information. The assessment process should build on a 
variety of methods (e.g., scientific and vision guided presentations, behavioral description 
interview, meeting in social settings, one-to-one and group meetings) to allow the committee 
rich insights into candidates' leadership, management, and organizational skills. Once the 
finalists are identified, further information should be sought by the selecting individual (e.g., 
public presentations, return visits, references). After the selection, it is crucial to support the 
newly hired chair in becoming successful (e.g. internal/external coaching, frequent feedback 
meetings). Overall, major challenges in searches for clinical chairs of medicine are the analysis of 
job requirements in view of possibly conflicting views by different stakeholders, placing 
adequate importance on candidates' social skills and the group dynamics of the search 
committee process.   
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 For example, the characteristics of chair candidates for medical school or medical center that is 
primarily clinical in its mission will be different from those that are more research focused. Whether 
the institution is public or private, urban or more rural, or whether it is considered to be in the top 
tier of national and international institutions can have a considerable impact on the search process 
and potential candidates. This is further impacted by the size and scope of the department and 
whether it is medical or surgical or whether it is hospital based. The nature of the healthcare system 
and its funding in the country where the search is being conducted has enormous importance, as 
does the funding and support for the missions in clinical care, research and education.  
 
 The organization and governance of the medical school, medical center and university will also 
influence the leadership skills for the potential chair who is being recruited. For example, will the 
chair report to the dean of the school of medicine, to a hospital CEO or some combination of the 
two. Will there be other reporting relationships and will the chair have a broader institutional role in 
addition to her or his position of department chair (e.g., physician-in-chief or surgeon-in-chief)?  
 
 Not least, each country or region may have a distinctive leadership culture that will have to be 
taken into consideration. For example, while countries such as Germany or France demonstrate high 
distance in hierarchy, Scandinavian or Swiss organizational cultures are less hierarchic, which has a 
great impact on the leadership behavior, that is expected by clinical and research staff. As research in 
leadership shows, the success of leaders depends largely on the level of matching leadership 
behavior with the team’s expectations.  
 
 It is also important to define the expectations of the chair beyond administrative leadership 
responsibilities. For example, will the chair be expected to have clinical care responsibilities and if so, 
what percentage of her or his time should be allocated to those duties. It should be noted that 
continuing clinical responsibilities is further influenced by the nature of the medical school and the 
size of the Department. In general, leaders of surgical departments are often assessed by their peers 
on whether he or she is an outstanding surgeon – something that requires continued active surgical 
practice. Chairs of more medically oriented departments are more often assessed by their colleagues 
and peers on their academic prowess and this requires continuation of investigator initiated research 
and/or outstanding skills in education of students and trainees.  
 
 While the traditional skills of the department chair in clinical care, education and research are 
still highly relevant, many Departments are also businesses in their own right and require detailed 
knowledge and skills in financial management and administration. Of particular importance are skills 
as a communicator and an individual who is respected for accessibility as well as the ability resolve 
inevitable conflicts and overall human resource management that arise all too frequently. While it is 
unlikely that any individual will possess deep skills in every domain and dimension, it is imperative 
that the skills needed for a particular position be carefully assessed and matched to attributes of the 
chair candidates. The world of academic medicine has changed enormously over the past years and 
the requirement for leadership transcend the traditional roles that most academic faculty have 
acquired. Being a great researcher, or an outstanding clinician or a superb educator does not in itself 
assure that an individual will be successful as a department chair. While knowledge in the academic 
enterprise is a perquisite for leadership as a department chair, success requires a high level of  
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emotional as well as cognitive intelligence along with knowledge and skills that transcend the 
traditional academic pathway. If a search committee or selecting official chooses a chair on past 
academic performance without also critically assessing leadership skills and abilities, the likelihood 
for failure is high. 
 
Defining the institutional resources and culture 

 Given the issues noted above, it is important that prior to the initiation of a search for a 
department chair, that efforts be made to fully delineate the current and anticipated institutional 
resources (see panel 1). These should be compiled in a detailed assessment of the department that 
includes all the relevant metrics candidates will want to know about. This includes the history of the 
Department and medical center, the number of faculty, staff and students and how they are 
appointed, promoted and supported. Details of the available physical resources (clinical, wet and dry 
laboratory, office and administrative space) is important to delineate, including how that space is 
funded and paid for along with how much discretion the chair has over their assignment and 
allocation. The financial resources of the department (and parent institution) are critical components 
of an institutional portfolio, including sources of revenue (from clinical care, research and education), 
their uses and allocations and an accurate assessment of financial performance and the metrics used 
to assess it. Ideally, the resource materials prepared for review by potential chair candidates will 
include multi-year financial projections together with a clear delineation of the resources that the 
chair will have to manage the department – including funds for recruitment, retention, initiation of 
new projects, etc. It is also imperative that the institutional portfolio delineates the administrative 
organization of the department (e.g., divisions, sections, centers, institutes), and how they are 
governed and relate to other Departments and the medical center and university. Depending on the 
“state of health” of the department and medical center, an institutional evaluation and assessment, 
ideally performed on non-institutional leaders, can be extremely helpful and important in defining 
the desired attributes of a new chair and the key goals she or he is expected to achieve over the first 
several years of incumbency. For example, if the Department is well resourced and mature in its state 
of functions, it could seek a different leader than one facing serious challenges, whether they are 
unique to the department or shared by other departments in the school or medical center on a larger 
scale. For example, if the department is strong in its research mission and accomplishments, but 
facing challenges in clinical performance, the skill set of the Department chair will need to be 
considered accordingly. That said, it is imperative that a clear sense of institutional “culture” be 
assessed so that it is made clear to institutional leaders, as well as potential candidates, the kind of 
institutional environment and culture they could be entering. Put another way, if her or his 
colleagues do not respect the new chair, success could be hindered or seriously compromised.  
 
Delineation of the skills and knowledge required to successfully meet and fulfill the 
position description 

 Based on the institutional assessment and generation of a comprehensive resource report that 
can be shared with selected chair candidates, a detailed job description and set of expectations can 
be developed and shared with candidates. While there are common features of a department chair, 
there are major differences in expectations based on some of the institutional and programmatic 
issues defined above. Capturing as many of these as possible in a written job description is helpful for  
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the search committee, institutional leaders and potential candidates. Obviously it is also important to 
recognize that some components and features of a chair position and appointment cannot be put 
into written format, and thus it is imperative that the in-between-the-lines issues and expectations of 
the position be transparently shared with chair candidates. This is important for the institution as 
well as future chairs. Most fundamentally, the appropriate approach to balancing leadership 
(requirements related to flexibility, innovation, and change) and management (requirements related 
to stability, order, and efficiency) in view of the various contingencies needs to be defined 3. The job 
requirements should then be specified further based on specific leadership functions and personal 
skills and abilities needed to fulfill these functions (see Table 1). 
 
Table 1. List of leadership functions proposed by Yukl (2002) 6 

 
Behavior Definition 
Planning and organizing Determining long-term objectives and strategies, allocating resources according 

to priorities, determining how to use personnel and resources efficiently to 
accomplish a task or project, and determining how to improve coordination, 
productivity and effectiveness. 

Problem solving Identifying work-related problems, analyzing problems in a timely but 
systematic manner to determine causes and find solutions, and acting 
decisively to implement solutions and resolve crises 

Clarifying roles and 
objectives 

Assigning work, providing direction in how to do the work, and communicating 
a clear understanding of job responsibilities, task objectives, priorities, 
deadlines and performance expectations. 

Informing Disseminating relevant information about decisions, plans and activities to 
people who need the information to do their work. 

Monitoring Gathering information about work activities and external conditions affecting 
the work, checking on the progress and quality of the work, and evaluating the 
performance of individuals and the effectiveness of the organizational unit. 

Motivating and inspiring  Using influence techniques that appeal to logic or emotion to generate 
enthusiasm for work, commitment to task objectives and compliance with 
requests for cooperation, resources, or assistance; also setting an example of 
proper behavior. 

Consulting Checking with people before making changes that affect them, encouraging 
participation in decision-making and allowing others to influence decisions. 

Delegating Allowing subordinates to have substantial responsibility and discretion in 
carrying out work activities and giving them authority to make important 
decisions. 

Supporting Acting friendly and considerate, being patient and helpful, showing sympathy 
and support when someone is upset or anxious. 

Developing and mentoring Providing coaching and career counseling and doing things to facilitate a 
subordinate`s skill acquisition and career advancement.   

Managing conflict and  
team-building 

Facilitating the constructive resolution of conflict and encouraging cooperation, 
teamwork and identification with the organizational unit. 

Networking Socializing informally, developing contacts with people outside of the 
immediate work unit who are a source of information and support, maintaining 
contacts through periodic visits, telephone calls, correspondence and 
attendance at meeting and social events. 

Recognizing Providing praise and recognition for effective performance, significant 
achievements and special contributions. 

Rewarding Providing tangible rewards such as a pay increase or promotion for effective 
performance and demonstrated competence by a subordinate. 
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Leadership research has been concerned with identifying traits of good leaders, behavioral 
styles of effective leaders, situational contingencies for appropriate styles and behaviors, relevant 
sets of skills, and the distribution of leadership functions between formal leaders and team 
members. 
 
 Concerning personality traits, the current understanding is, that leadership effectiveness does 
depend to a certain degree on personal dispositions, especially extraversion 2. Concerning behavioral 
styles, the literature is much less clear. A multitude of different styles have been suggested as 
important, with probably the most prominent being participative, empowering, transformational and 
authentic leadership 1, 6. There is also increasing awareness, that effective leadership requires 
adopting different styles and behaviors depending on situational contingencies, which means that 
leaders should not be selected based on a particular behavioral style, but based on skills required to 
analyze situational demands and employ behavioral styles accordingly 4. Finally, leadership is not 
restricted to formal leaders. An important skill of formal leaders is to use the resources in their teams 
wisely and delegate leadership functions to team members based on their abilities and skills as well 
as situational requirements 1. Selecting candidates for formal leadership roles should always include 
a consideration of what leadership function might be well covered by existing team members already 
and are therefore less of a requirement for the new person.   
 
 

Table 2.  

List of potentially relevant leadership, management, and organizational skills 
An authoritative review of leadership research 7 provides the following list of potentially relevant 
characteristics and skills: 

1. Cognitive capacities General intelligence 
Creative thinking capacities 

2. Personality 
 
 
 
 

Extroversion 
Conscientiousness 
Emotional stability 
Openness 
Agreeableness 

3. Motives and needs 
 
 

Need for power 
Need for achievement 
Motivation to lead 

4. Social capacities 
 
 

Self-monitoring 
Social intelligence 
Emotional intelligence 

5. Problem-solving skills 
 
 

Problem construction 
Solution generation 
Metacognition 

6. Tacit knowledge  
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One additional single study could be relevant for the search of medical chairs 5. 
It focused on the potential to become a CEO in an international company and identified  
the following characteristics as very relevant for CEO success: 

 Sensitive to cultural differences 
 Business knowledge 
 Courage  
 Brings out the best in people  
 Integrity  
 Insightful 
 Committed to success 
 Takes risks  
 Seeks feedback  
 Uses feedback 
 Cross-culturally adventurous  
 Seeks learning opportunities  
 Open to criticism 
 Flexibility 

 

These lists do not provide the one answer to what leadership, management, and organizational skills are 
needed by medical chairs, but they can help to define the scope of the position to be filled and the personal 
characteristics, skills, and behaviors needed for it 1-7. 

 

Initiating the Search Process 

 This topic is in fact the focus of panel 1. A summary of the view from this panel is presented 
also here. In tandem with the institutional and department assessment of departmental challenges 
and opportunities, and the generation of the report on institutional resources and the attributes of 
the prospective department chair that form the basis for the position description, it is imperative for 
the institutional leadership to clearly define the process that is planned. Whoever is assigned to 
select the chair should fully delineate her or his expectations and desires for the kind of individual 
being sought and why. Simply saying that we want the “best academic leader” is fraught with hazards 
unless accompanied by a clearer delineation of the skill set being sought or the putative measures of 
success that the chair will be evaluated on. It is important to make clear that the search is open and 
competitive and that an off-line or informal process has not already selected a potential candidate. 
This is particularly true when there may be internal candidates or if it is known and forecast that the 
dean or selecting official has a particular individual or agenda in hand that is not being shared. 
Nothing will contaminate a search more quickly than failures of transparency and communication, 
especially from institutional leaders. All the way through the search process, group dynamics in the 
search committee and in interaction with other involved parties need to be carefully monitored and 
counteracted if needed. 
 
 It is important for the selecting individuals to delineate their expectations on the 
“deliverables” from the search committee. For many, this should be an unranked list of 3-5 finalists. 
In doing so, it is important for the selecting individual to also make clear points of expectation, 
including the need for diversity in gender and minority balance in the candidate list and the need for  
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confidentiality (see panel 3). It should be underscored that names being considered by a search 
committee must remain confidential and that calls by search committee members to the candidates' 
home institution that have not been approved by the search committee and institutional leaders is 
forbidden. While gathering intelligence about the performance of chair candidates is enormously 
important, it is essential that the process is well orchestrated and fair to candidates and the 
institutions involved. All information considered should be cross-validated and ethically correct 
behavior in seeking and using this information needs to be assured. To that regard, it is critical for the 
roles and responsibilities of the chair of the search committee and the selecting individual (e.g., 
dean) to be clear to all. This is true regardless of whether the search is conducted by an internal 
search committee, an external search firm or some hybrid between them. Clarity of process and 
expectations is preeminent along with a clear appreciation of the attributes and skills of the 
candidate being sought.  
 
Assessing Potential Candidates – Generation of the Long List 

 Making the institutional profile, goals, challenges and opportunities of the department and the 
key attributes of the potential chair as clear and specific as possible will help enormously once the 
actual search process begins. This is particularly true as the search committee, executive search firm 
or institutional leaders reach out to colleagues and leaders in the field for potential names for 
consideration. The traditional process benefits from direct telephonic or personal discussion with 
trusted colleagues at different institutions about a potential candidate. This process is obviously 
enhanced when several consultant reviewers provide the same potential candidates, especially when 
the defining attributes being sought are clearly delineated and shared with reviewers in a consistent 
manner. As noted, it is important to describe as clearly as possible the type of leader being sought 
and evidence that such an individual has already performed in such a manner as to give confidence 
of future success. Depending on the size and complexity of the Department, that will host the new 
chair, evidence of prior administrative leadership can be inferred from the nature of antecedent 
leadership positions (e.g., as division or section chief, clinical program, research or educator leader). 
This should include evidence within the institution but also in national and international professional 
organizations and societies. Where possible, direct evidence of how the potential candidate has 
solved challenging issues is important. In contrast, given that academic medicine is also a small world 
and that most candidates have a history known to others, gathering data about how the chair 
candidate is seen by colleagues in her or his current institution, whether she or he is the go to person 
or someone that others would prefer not to interact with is invaluable.  
 
 It is relatively easy to assess individuals on research performance, positions held, etc., 
especially given the availability of so many public databases, but it is much more important (albeit 
difficult) to assess the candidates’ emotional intelligence and personal strengths and limitations. 
Importantly, these can often define future success with one important caveat. Performance in one 
institution does not necessarily forecast success or failure in a new and different one. That is why 
assessing institutional culture is so important.  
 
 As the search committee gathers names of potential candidates (or solicits them through an 
executive search firm) it is often helpful to gather input from all search committee members on all  
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proposed candidates based on the preliminary information that is gathered. This approach still lacks 
considerable needed detail but it can help to reduce a list of 50-100 names, although rarely available, 
down to a shorter list of 10-20 that can then be subject to more detailed assessment from trusted 
advisors and institutional leaders.  
 
 Regarding the candidates to be considered in the search, the searching institution has a 
legitimate interest in handling only serious applications. While most candidates will only apply for a 
position, if they are able and willing to take the position if offered, some may abuse the process in 
order to re-bargain their conditions at their home university. This should be considered a lack of 
integrity and should be avoided. 
 
Assessing Candidates – Initial Visit of Top 10-12 Candidates 

 When the candidate list has been pared to the 10-12, who will be invited to campus for 
interviews (or who may participate in an antecedent “airport” interview) it is important for the 
search committee, selecting institutional leader, and candidates to fully understand the process that 
will be utilized. By the time of the actual visit, candidates should have received and reviewed the 
institutional portfolio and have reviewed the position description. Candidates should attend the 
interview with the goal of demonstrating why she or he is the best suited for the position – but also 
with the goal of determining what additional information is needed to make the process more 
conclusive and successful.  
 
 Usually, candidates will be asked to give a scientific talk to an interested audience in the hiring 
institution. While this is a good start into an evaluation process, interviews are a key feature of the 
internal assessment process and should be constructed in a manner that exposes the candidate to a 
wide number of individual perspectives and data sources while at the same time placing candidates 
in different settings and scenarios that allow the committee to see them and their skills as broadly 
and deeply as possible. To do so, it is important for candidates to be seen and evaluated in one-on-
one meetings, in group sessions with the committee, in a bi-directional information conveying 
session with non-committee institutional constituencies, in settings that assess the candidates 
problem solving around administrative and human resources issues and challenges, and in social 
settings. Using a multifaceted approach to the interview process helps to provide a triangulation, 
that can elucidate key aspects of the candidate’s leadership style as well as her or his professional 
and personal dimensions. Examples of different interviews that, when combined provide a more 
comprehensive assessment include: 
 
 Meetings with the chair of the search committee: The chair of the search committee often 

plays a critical role that transcends convening and coordinating the committee. Because the 
chair of the search committee is likely to be the first person to contact potential candidates, 
describe the opportunity and solicit interest, it is common for a bond to form between the 
search committee chair and the candidate(s). This affords an opportunity for the chair to get to 
know the candidate more deeply – through introductory meetings, resource gathering and the 
simple back and forth that takes place during the search process. In turn, candidates look to 
the search committee chair as a point of institutional contact and often someone who he or  
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she is eager to share a panoply of views and perspectives that, when used properly, can help 
provide insights into how the candidate interacts with various individuals and reacts to new 
and sometimes stressful experiences. While it is important for the chair to sustain a 
confidential relationship with candidates, the insights gained from their interactions can shed 
light on skills that include communication, attention to detail, follow-though, etc.  

 
 Meeting with the selecting institutional leader: Although the point in the process when the 

candidate(s) will interact directly with the selecting institutional leader (e.g., dean, vice 
chancellor) varies by institution and the nature of the search, this too can be a very important 
source for assessing a candidate. It is often ideal, when such a meeting takes place during the 
initial visit of the candidate to campus as this helps forge a relationship that can be carried 
forth through the search process. It allows the selecting institutional leader to calibrate the 
comments and feedback about the candidate against her or his own evaluation. It also permits 
the institutional leader the opportunity to address specifically the challenges and issues she or 
he believes are pre-eminent and to evaluate the candidate’s response to them. This also helps 
candidates understand the expectations of the institution and the “chemistry” that is 
necessary to create a successful working relationship.  

 
 Individual meetings with members of the search committee members: Candidates often have 

a greater comfort level with 1:1 meetings and during a visit can become proficient in the 
information they share and exchange. At the same time, if the search committee is broad and 
diverse, individual members will be able to gather different insights and perspectives about 
each candidate. Sharing this information with the committee is important and this is best 
accomplished by having each interview respond to a set of key questions about candidate 
interviews, but also allowing for individual and more subjective assessments to be gathered 
and shared. 

 
 Candidate presentation to the search committee as a whole: It is important to have the 

candidate appear before the search committee as a whole and to begin the meeting with her 
or his analysis of the opportunity and their vision and goals they are formulating to respond to 
the challenges. This is most effective, when candidates have received information about the 
Department and institutional challenges prior to their visit, as noted above. It is not infrequent 
for some candidates to perform differently in a group meeting, when they are asked to share a 
vision with a larger group and to respond to questions emanating from different perspectives. 
How a candidate handles a group interview session can be quite informative. While some 
advocate for “standard questions” to be addressed to each of the candidates, it is often more 
successful, if these group interviews follow a more flexible and spontaneous format. They can 
shed considerable light on how a candidate might lead a group and respond to probing 
queries. Just as with individual interviews, committee members should be queried after the 
meeting to respond to objective and subjective questions about their evaluation of the 
candidate’s performance.  

 
 Scenario review with the search committee to evaluate leadership and emotional 

intelligence skills: Separate from the committee meeting that reviews the candidate’s vision  

10 
 
 



           
 
 

Panel 1 
 
 
and plans for the department, it is also helpful to have a meeting with the candidate and 
search committee members that engages the candidate in responding to different and 
challenging scenarios. Ideally, these would be around problems the candidate face as a 
department chair, including conflict resolution, difficult human resource issues, financial 
challenges, and ethical issues. A set of scenarios relevant to the search  (and Department) 
should be constructed and these same scenarios should be presented to each candidate during 
their visit. Candidates should be advised in advance that the meeting will be assessing their 
response to a series of hypothetical, but real life scenarios, and that this is being done to help 
the committee understand how he or she would approach some of the complex issues faced 
as a department chair. Ideally, these questions should be developed with a specialist in 
organizational or behavioral management. All of the candidates in a search would be give the 
same questions to respond during their visit. As with other encounters, committee members 
would be asked to provide their assessment about how the candidate performed in this 
meeting at the conclusion of the session. 

 
 Assessment of the candidate during social functions: Having group meetings around 

breakfast, lunch, dinner or other receptions is another important facet of the evaluation 
process. While these meetings are sometimes viewed as just a social event, they can provide 
another perspective on prospective candidates. Social settings such as group dinners allow 
committee members to witness other features of the candidate’s persona and to get a sense 
of how they will handle the many impromptus or planned social events, that must be part of 
the chair’s repertoire. Assessing candidates in mixed company outside of the more familiar 
professional setting can provide additional clarity on the candidate’s communication skills as 
well as respectability and even integrity. As with other encounters, gathering feedback from 
the committee members, who attend a social event is an important part of the search process. 

 
 Based on the individual and committee meetings and interviews with candidates, a 
comparative quantitative and qualitative assessment is feasible and, with additional deliberation by 
the search committee, should result in constructing the finalists, who should ideally number 3-5 
individuals. These should be assembled with all the supporting documents and conveyed to the 
selecting individual (e.g., dean), as an unranked list for the next phase of the search process. It is 
important that the list not be ranked so as to provide the selecting official some flexibility in 
determining who she or he believes is the best candidate for the position.   
 
Assessing the Finalists – Generally 3-5 Candidates 

 Once the selecting official (e.g., dean, chancellor, CEO) has received the list of unranked 
finalists from the search committee, that individual should then assume responsibility for the rest of 
the search process. While the search committee can remain engaged, it is important that the 
candidates understand that the selecting official will be the lead person for the final phase of the 
search. This includes assessment of the candidate’s professional and academic stature, as well has 
her or his leadership and management skills: 
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 Return visit and detailed reference checking and vetting of the finalists by the selecting 

institutional leaders: Once the finalist list is assembled, the selecting official should contact 
the finalists and inform them that they are in the final group. Obviously this is the time to 
make sure that they wish to remain engaged, especially since the next phase will include 
reference checking among other things. The candidates should be informed that the selecting 
official will do the reference checking and candidates should be asked to provide a list of 
potential references. The institution should feel free to add others but when doing so should 
check the candidate to make sure that a call about their candidacy is permissible.  Having an 
institutional leader directly calling references provides an opportunity to probe more deeply 
about the candidate’s performance in the various dimensions and domains.  

 
 Presentation by the candidate at a departmental faculty town hall meeting, focusing on 

vision and goals: In many institutions, the Departmental home for the chair is less directly 
involved in the search process. One way of getting involvement is having finalists speak at a 
“town hall meeting” during a finalist visit to campus. This permits faculty from the department 
to become engaged and offer an opinion about the final candidates. For example, the 
candidate can be instructed to provide a vision for the department presentation lasting around 
15 minutes and then host a Q&A with faculty from the department for about 45 minutes. The 
selecting official can introduce the candidate and then observe the dynamics of the 
presentation and also how the candidate handles the Q&A. Following this town hall, attendees 
can be queried electronically about how the assess the candidate and thus provide another 
data source regarding the leadership skills of the finalists. 

 
 Reverse site visit: Depending on the search and department, a reverse site visit by the 

selecting institutional leader to the candidate’s home institution can also be a valuable source 
of data. A visit to the candidate’s home institution is an important signal to candidates about 
the importance of the search and the chair candidates. It also provides an opportunity for the 
selecting official to interview individuals in person who might offer additional insights about 
the candidate’s leadership and accomplishments. At a different level, simply observing how 
the candidate navigates her or his home turf and how the community responds to him or her 
can be enormously valuable. 

 
 Once all the data has been gathered and collated, the selecting official can ascertain, which of 
the finalists should move to the next step of the process. In general, it is best to move forward with 
this process expeditiously given the risk for losing one or more of the other short list candidates once 
a negotiation with one of the finalists has commenced. Once the negotiation has been completed, it 
is important for the selecting official to notify directly all the other short list candidates so that they 
also believe that their engagement in the process has been valued and respected. 
 
Positioning the Selected Chair Candidate for Success 

 The success of a new chair begins with his or her selection, but requires considerable ongoing 
support to optimize institutional leadership. A significant component of this involves developing a 
recruitment package that clearly delineates the resources that will be available to the new chair. 
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Coupled with this is explicitly defining expectations and the metrics for assessing them (see panel IV). 
These need to be spelled out clearly and completely.  
 
 Newly appointed chairs also benefit from at least two additional resources. One is an 
institutional leader (generally someone from the dean’s office), who can provide ongoing 
institutional knowledge and support. This is particularly helpful for chairs who are coming from 
outside the institution. That said, this kind of resource is also helpful to chairs, who have been 
internal candidates as well. Together with this institutional advisor, it is important to assign new 
chairs an executive coach who is skilled in leadership and organizational management. This is 
generally an individual from outside the institution who can provide ongoing critical feedback on 
everything from communication style, decision-making, conflict resolution, strategic planning, etc. An 
executive coach should be an expectation for new chairs and not reserved for individuals who 
encountering difficulties with the position.  
 
 Serving as a department chair, especially for larger clinical Departments, is an extremely 
challenging position that requires a wide range of knowledge and skills. Few individuals possess all 
the skills necessary but their future success begins by identifying and appointing individuals whose 
abilities, background match the opportunities and needs of the institution at the time of 
appointment. These needs will change over time and the requisite skill set of a chair at any 
institution will also change over time.  
 
In summary:  

 There is no single formula for conducting a search that optimizes the selection for skills in 
leadership, organization and management. But there are many ways of gathering the data that 
enables the appointment of individuals, who best fit the position and the opportunity. The “menu” of 
activities that can be used to accomplish this are delineated above and represent a starting point for 
an effective search. It is also hoped that this position paper will serve as a template for discussion 
and debate that fosters opportunities for critical research about how to optimize the chair selection 
process at academic medical centers. 
 

Methods used for the preparation of the position paper 
The following set of questions was identified by the panel members: 
a. Why are leadership and management skills significant for academic medical chairs? 
 (need for academic leadership + organizational leadership) 
b. What are the tasks and responsibilities of an academic medical chair which may require leadership and 

management skills? 
 (definition of leadership and of management, illustrative tasks and skills, distinguish from skills required 

to achieve recognized academic eminence) 
c. What are the significant requirements for the position/candidate(s) under consideration? 
 (contingency theory/analysis, institutional structure/relationships, organizational responsibilities/ 

position description of chair to be filled, cultural factors, key tasks of prospective new chair and 
associated skills) 

d. What methods of assessing candidates’ skills are available? 
 (list and describe methods, analyze and evaluate) 
e. What are the biggest challenges to carrying out this task effectively? 
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 These questions are answered in the position paper not in that sequence, but according to the 
phases of a search process. Concerning d., a number of methods are mentioned, but a more 
complete list is provided by Panel VII. 
 
 The position paper draws on the panel's personal expertise in conducting academic searches 
and on prominent literature 1-10 in the domains of leadership, assessment and selection, and 
organizational socialization. No extended literature search was conducted. 
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