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Abstract (in English)

Within Kazakhstan’s fast-changing higher education landscape, the nature of
academic deanship is also rapidly changing (Arntzen, 2016; Wepner et al., 2015). While
deanship has traditionally been associated with curriculum design, student admissions, and
faculty hiring, it now also requires engagement in strategic planning, human resource
management, budgetary issues, fundraising, and communication with business and industry
(Cleverley-Thompson, 2016; Gmelch et al., 2012). Thus, the role of the dean has become a
more complex and multifaceted position in academia. Therefore, this study aimed to explore
academic deanship in Kazakhstani public universities to find out how deans perceive and
experience their jobs, what roles they play as school administrators, and what challenges they
face in their positions. For this purpose, this study employed semi-structured in-depth
interviews conducted with 15 academic deans from seven public universities (national and
regional universities) in Kazakhstan.

The study’s findings indicate that the dean’s executive behavior in public
universities is rule-bound and context-dependent due to the inherited centralized governance
system in Kazakhstan as a post-Soviet republic. These factors explain top-down control, tight
control, hierarchical relationships, and centralized decision-making in universities. Under
these conditions, the dean’s autonomy in managing academic schools are restricted in the
issues associated with finances, decision-making, and problem solving (Hartley et al., 2016;
Sagintayeva et al., 2017; Yembergenova et al., 2021). This suggests that deans who are
selected as administrators are limited to fully carry out their administrative and managerial
functions. These discrepancies in which deans operate explain their role conflict and role
ambiguity in the workplace.

These findings contribute to the understanding of academic deanship in the context of

the post-Soviet higher education system, highlighting that the dean’s managerial potential
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remains unrecognized (Cleverley-Thompson, 2016; Wepner et al., 2015). Therefore, the
practical implications emphasize the need for empowering deans in Kazakhstani public
universities by delegating them greater authority. This will strengthen grassroots leadership
among deans, enhancing their administrative-managerial status. Regarding the theoretical
implications, executive behavioral theory showed that the dean’s managerial behavior is
prone to norm-following behavior, suggesting that this theory is more suitable for analyzing
decentralized university governance systems. Role conflict and ambiguity theory allowed to
examining the dean’s roles from different perspectives, such as individual and institutional
levels, offering deeper insights into understanding the phenomenon under study.

Keywords: academic deanship, Kazakhstan, managerial roles, role conflict, role

ambiguity.
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Abstract (in Kazakh)

Kazakcranaarsl )xorapsl OuTiM OepyliH e3repMenti xaraaiaa GpakynbreT
JICKaHIapBIHBIH KbI3MeTi Jie e3repyne (Arntzen, 2016; Wepner et al., 2015). JlekanHbIH
YKYMBICBI IOCTYPIIi TYPJAE OKY KOCHAPBIH d31pJieyre, CTyIeHTTeP i KaObUIIayFa ®KoHe
OKBITYIIBUTAP/IBI KAJJayFa OaFbITTalca, €H/Il OFAH CTPATETUSIIBIK )KOCTIapiay, epCoOHaIbI
Oackapy, OI0/DKETTEY, KapaXkaT )KUHAY KOHE KYMBIC OepylIiiepMeH OalaHbIC Kipedl
(Cleverley-Thompson, 2016; Gmelch et al., 2012). Ocpunaiiiia geKaHHBIH KbI3METI
KYpAEJIEHII, caH KbIpJibl 0oJia TycTi. OChiFaH OailIaHbICThI, OYJI 3epTTEY/IIH MAKCAThI
JEKaHIapABIH POJIIH KaJlail KaOBLIAUTHIHBIH, (DaKyIbTET OKIMIITICI PETIHAC KaHIal Oackapy
peliepiH aTKapaThIHBIH XKoHE KaH/ all KMbIHIBIKTapFa Tall OOJATBIHBIH aHBIKTAY YITiH
Kazakcrannarsl MeMJIEKETTIK KOFapbl OKy opbeIHapbIHAarskl (JKOO) nekanaapbIHbIH POJIIH
3eprrey 0omapl. 3eprrey OapbichiHaa Ka3zakcTaHHBIH KETI MEMJIEKETTIK YHUBEPCUTETIHIH
(WITTBIK KoHE aliMaKTHIK) 15 meKaHBIMEH KYPTi3UITeH KapThUTail KYPbUIBIMIIBIK
TepEeHJCTUIreH cyXx0aTTap maiaaaaHbUIIb.

3eprrey HoTIKenepi MmemiekeTTik XKOO-1a nekanaapasiH 6ackapyIbLIbIK
TOpTIOiIHIH eKTeyl ekeHiH kepceTTl. by Kazakcrangarsl JKOO-narer Mmyparepiik
OpPTaJILIKTAHIBIPBUIFaH OacKapy *KykeciMeH OaiyianbIcThl. by pakTop MeMiteKeTTik
YHHUBEPCUTETTEPer1 KaTaH OaKblIay/bl, OaCIIbUIBIK TIEH I€KaHap apachIHAAFbI
HePapXUSIIBIK KapbIM-KAaThIHACTAPABI )KOHE OPTAIBIKTAaHABIPBUIFAH MICHIIM KaObLIIay bl
Tycinaipeai. MyHnai sxarainapiaa ¢pakynbTeT 6acKkapyAaarbl KapKbl )KOHE IIEIIM
KaObLIIayFa KaThICThI Macelenep/ie AekanHbIH aepoectiri mekrenesi (Hartley et al., 2016;
Sagintayeva et al., 2017; Yembergenova et al., 2021). Ocbunaiimia, pakyibTeT OKIMIITICi
00JIBIN calllaHFaH JAeKaHAAp ©3/epiHIH OKIMIILTIK jKoHe OacKapy (QyHKIMIIAPbIH TOJIBIK
opbIHAaya mekTenesl. JlekanaappiH KbI3METIHAET1 OyJ ColKecCI3IIKTEp 0JIap IbIH POIIIIK

KaKTBIFBICHIH MEH POJIIIK €KIVINTHUIBIFBIH (QHBIK €MeC eKeH/T1H) TYCIHIIpeIi.



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN vii

By 3epTTeyniH HOTHXXETepi MOCTKEHECTIK JKOFaphl OUTiM Oepy xyieci
KOHTEKCTIHJIET1 JICKaHIapIbIH POJIi Typasibl TYCIHIK Oepei :oHe OYJT AeKaHaapabIH
nainanansiMaran 0ackapy aseyerin kepcereni (Cleverley-Thompson, 2016; Wepner et al.,
2015). Ocpiran 0aiIaHbICTBI 3EPTTEY/IIH MPAKTHKAJIBIK cajaapiap Ka3aKCTaHIbIK
MEMIJICKETTIK YHUBEPCUTETTEP ACKaHJApbIHA YIIKEH OKUICTTIKTEP I O€py apKbUIbI OJIap.IbIH
KYKBIKTApBIH apTTHIPYIBIH MAHBI3IBUTBIFBIH KOpceTe . byl nexanap by KemoacibUTBIK
oJIeyeTiH KYIIEHTIM, OacKapyIIbUIBIK MOpTEOECiH KoTepep e/l Opi Kapaii, 3epTTey/IiH
TEOPHSUTBIK CallapFa KaThICThI 0aCKapYIIBUTBIK MiHE3-KYJIBIK TEOPHSICHI
OpPTaJILIKTAHIBIPhUIMAaFaH YHUBEPCUTETTIH OacKapy )KyHelepiH Tanaay YIIiH KOJanlIbl O0JIbITT
IBIKTEL. COHJIBIKTAH OJ1 JIEKaHJapbIHBIH 0acKapyIIbUTBIK MiHE3-KYJIKBICHl YHUBEPCUTET
0aCIIBUTBIKTBIH MIEMTIMACPIHEH )KOHE HOPMATUBTIK aKTUIEPICH TOYeN 11 OOJIBIT, OJIApBbIH
Oackapy OKUIETTIr1 MeH JAepOecTiri MEeKTEHTIHIH CUIaTTaabl. ©3 Ke3eriHae PoIIiK KaKThIFbIC
MIeH eKIYINTHUIBIK TEOPHUSICHI (PaKyIbTET JeKaHIAPBIHBIH POJIJIEPIH OPTYPJIli aClIEKTUICPCH,
COHBIH IIIIHAE )KeKe KoHe MHCTUTYLIMOHAIBIK JAeHTreiiie KapacTolpabl. by 3epTrenerin
KYOBUIBICTBI TEPEHIPEK TYCIHYT'e MYMKIHIIK Oepe/ti.

Tytiinoi co30ep: bakynbTeT nekanaapbl, Kazakcran, 6ackapymbUIbIK POJACP, POIIIK

KAKTBIFBIC, POJIIIK CKIYIITHIIBIK.
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Abstract (in Russian)

B ycnoBusx ObIcTpO MEHSIOLIEHCS CUCTEMBI BhICIIEro oOpa3zoBanus B Kazaxcrane,
XapakTep paboThl JeKaHOB (aKyIbTeTOB Takke MeHsercs (Arntzen, 2016; Wepner et al.,
2015). Ecnu panblie nesTeIpHOCTh JeKaHa TPaJAUIIMOHHO Oblia CBsI3aHa ¢ pa3paboTKon
y4eOHBIX TUIAHOB, TPUEMOM CTYAEHTOB U HAMOM MPO(eCcCOPCKO-TPErno1aBaTeIbCKOTO
COCTaBa, TO TETMEPh OHA TAKXKE BKIIIOYAET CTPATETUIECKOE IJIAHUPOBAHUE, YITPABIICHHE
MEPCOHAIIOM, OI0/PKETUPOBAHKE, TIPUBJICUYCHHUE CPEACTB U TIOJIEPIKKA CBSI3H C
padoromarensmu (Cleverley-Thompson, 2016; Gmelch et al., 2012). Takum 0Opa3om posib
JIeKaHa cTaja 06oJee CI0X)HOM 1 MHOToTrpanHou. [lenpro qanHOTO MCcCcnenoBanus ObLIO
W3YYHThH POJIb JCKAHOB B FOCY/IAPCTBEHHBIX By3ax Ka3axcraHa, a HYMEHHO KaK OHH
BOCIPUHHIMAIOT CBOIO POJIb, KAKHE YIPABICHUECKUE POJIM OHU BBHITIOIHSIOT Oyaydn
aZIMUHUCTpaTOpaMu (aKyIbTETOB M C KAKUMH TPYAHOCTSIMH UM TIPHXOIUTHCS CTAITKHBATHCS.
Jlnist uccnemoBaHust ObUTH UCTIONIB30BaHBI OTYCTPYKTYPUPOBAHHBIC TITYOMHHBIC HHTEPBBIO,
MPOBEICHHBIC C 15 IeKaHaMU M3 CEMH TOCY/IapCTBEHHBIX YHUBEPCUTETOB (HAIIHOHAIBHBIX U
pernoHa bHBIX yHUBEpcUuTeTOB) Kazaxcrana.

Pesynbrathl Bicciae10BaHUs TOKA3bIBAIOT, YTO YIPABICHUYECKOE IMOBEJICHUE U POJIU
JIeKaHa B TOCYJapPCTBEHHBIX By3aX OTPaHUYCHO. ITO 00YCIOBICHO YHACIIECTOBAHHOK
[EHTPAJIM30BAaHHOM CHCTEMOH yrpaBieHus By3amu B Kazaxcrane. DToT pakTop oOBsiCHICTCS
KECTKUM KOHTPOJIEM, UEPAPXHUUSCKIMH B3aMMOOTHOIIICHUSIMA MEXTy PYKOBOJICTBOM By3a U
JICKaHaMU ¥ [IEHTPAJIM30BaHHBIM IIPUHATHEM PEIICHUH B TOCYIapCTBEHHBIX By3aX. B aTux
YCJIOBHSIX ITOJTHOMOYHS M @BTOHOMHUSI JIEKaHa B BOIIPOCaX yIpaBJieHHs (DaKkyJIbTeTOM,
HampuMep, BOMPOCH Kacarolrecs GUHAHCOB WIIM CAMOCTOSITEIbHOTO MPUHATHUS PEIICHUH,
cranoBsATcs ya3BuMbIMu (Hartley et al., 2016; CarunraeBa u ap., 2017; Yembergenova et al.,
2021). Takum 006pa3oM JeKaHbl, U30paHHbBIC HAa JOJDKHOCTh aIMUHHACTPATOPOB (DaKyIbTETOB,
OTPaHUYCHBI B TIOJTHOIIEHHOM HMCIIOJHEHHH CBOUX aIMHUHUCTPATUBHO-YIIPABICHUECKUX

(bYHKHHﬁ. OTH HECOOTBETCTBUS B JACATCIIBHOCTH ICKAHOB OOBSCHSIOT UX MNOABEPKCHHOCTD K
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poJieBOMY KOH(MIMKTY U POJICBOM HEOJHO3HAYHOCTHU. B CBSI3M € 3TUM, pe3yIbTaThl JAHHOTO
MCCIIEIOBAHUS TIOMOTAIOT TIIy0Ke TIOHATH POJIb AEKaHOB (PaKyIbTETOB B KOHTEKCTE
IIOCTCOBETCKOM CHCTEMBI BBICIIET0 00pa30BaHus, yKa3blBatoOIlasi Ha HEMPOSBIICHHBIN
ynpasiendeckuii norenipan aekanos (Cleverley-Thompson, 2016; Wepner et al., 2015).
COOTBETCBEHHO MMPAKTUYCCKUC ITOCTICACTBUA UCCIICAOBAHN YKAa3bIBAOT HA HGO6XOILI/IMOCTB
paciiupCHUA MOJIHOMOYUI U CaMOCTOSITEIILHOSITH JACKAHOB B ITOCYJApCTBCHHBIX By3aX IIYTEM
JIeNIErupOBaHuUs UM OOJIBLIUX MOJIHOMOYUI. DTO MO3BOJIUIIO Obl YKPENUTh JINJAEPCKUMA
MOTEHIMAJ] JEKAaHOB M MTOBBICUTh UX aIMUHUCTPATUBHO-YIIPABICHUYECKUM cTaTyc. Jlaee,
KacaTCJIbHO TCOPETUYCCKUX HOCJ‘IG}ICTBI/Iﬁ HCCI€aA0BaHus, TO TCOPUA TOBEACHUA
PYKOBOJHUTENEH MMOKa3ana, 9To OHa 0oJiee MPUMEHUMA TSl aHAIN3a JACTICHTPATN30BaHHBIX
CUCTEM YIIpaBJICHU B By3ax. [[03ToMy OHa 0xapakTepr3oBasia yIpaBIeHUYECKOE IOBEICHHE
ACKAaHOB KaK UCKIIIOYUTCIBHOC CJICAOBAHUC PCHICHUAM BBIIICCTOAINCTO PYKOBOJACTBA U
roCyaapCTBEHHBIM HOPMATHUBHBIM aKTaM, OI'paHUYMBAIONIUM ITOJTHOMOYHS U
CaMOCTOSTEIBHOCTh JIEKAHOB B MPUHATUU pelICHU. B cBOIO ouepeib, Teopus poJIeBOTO
KOH(bJ'II/IKTa N HCOJHO3HAYHOCTH ITO3BOJIMIIA paCCMOTPETH POJIb ACKAHOB C pa3JINYHbIX TOYCK
3pCHUA, BKIIIOYasa I/IHI[I/IBI/II[yaJ'IBHHﬁ u I/IHCTI/ITyHI/IOHaJ'IBHHﬁ YPOBHHU 4YTO JaJIO BOSMOKHOCTD
l“.]'[y6}Ke IIOHATH POJIb ACKAHOB B IOCYJAapCTBCHHBIX By3aX Kazaxcrana.

Knrouesvie cnosa: nexansl pakynbpreToB, KazaxctaH, ynpaBieHUeCKHe POJIU, POJICBOM

KOH(bJ'II/IKT, poJieBass HCOJHO3HAYHOCTD.
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Chapter 1
Introduction

The present study seeks to explore academic deanship in public universities in
Kazakhstan. The position of academic deans refers to a mid-level manager who presides over
an academic school or unit comprising a single discipline or a range of disciplines, such as
arts, sciences, nursing, engineering, and business. Their responsibilities include managing the
faculty, curriculum development, budgeting for their respective units, and maintaining high
academic standards. Notably, this study exclusively focuses on academic deanship. It does
not consider deans overseeing administrative-organizational issues in universities, such as
youth affairs, international students, and the like. Therefore, the terms academic deanship,
academic deans, and deans are used interchangeably throughout this study, referring to deans
who oversee academic programs.

The rationale for conducting this research is driven by unprecedented institutional
reforms in Kazakhstani higher education. For example, the Law on Changes and
Amendments in the Legislative Acts of Kazakhstan aimed to expand academic freedom and
managerial autonomy in higher education institutions (HEIs) (Nazarbayev, 2018). This
legislation has led to the reorganization of public universities from state-owned enterprises
into non-profit joint-stock companies (NJSC) with 100% state participation in the authorized
capital. Other reforms addressed university decentralization, internationalization, and
university-industry collaboration (Hartley et al., 2016; Jonbekova et al., 2020; Jumakulov et
al., 2018; Sagintayeva et al., 2017, 2018). Due to this university restructuring in Kazakhstan,
the nature of academic deanship has also changed considerably. It shifted the focus of
academic deans from exclusively student matters and provision of academic leadership to
human resource management, strategic planning, goal-setting, budgeting and fundraising, and

communication management with external stakeholders (employers, alumni, sponsors, and
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donors) (Arntzen, 2016; Cleverley-Thompson, 2016; De Boer & Goedegebuure, 2009; G.
Scott et al., 2008). The newly emerging duties and responsibilities in the dean’s job require
an incumbent to transition from traditional middle academic managers to “manager-
academics” who deal with administrative and managerial functions (Deem & Brehony, 2005;
Gatenby et al., 2015; Gmelch & Buller, 2015).

It is noteworthy that the dean’s changing role may emphasize a dilemma, which
relates to the dean’s position in the middle of the organizational hierarchy. The dean’s
position makes them involved in multiple and complex relationships with the superiors
(boards of trustees and senior university administrators), constituents (faculty and students),
and the benefactors (taxpayers, legislators, and endowers) (Gmelch et al., 2012; Gmelch &
Buller, 2015). Often, these internal and external stakeholders have opposing expectations and
demands from academic deans (Arntzen, 2016; Coll et al., 2019; Gmelch et al., 2012). In
turn, this makes deans “synchronistically both master and slave,” serving the demands and
expectations of superiors and constituents (Lapp & Carr, 2006, p. 656). Given the ongoing
institutional reorganization and the dean’s emerging managerial roles, this study seeks to
explore academic deanship in public universities in Kazakhstan.

Statement of the Problem

The Kazakhstani higher education system is undergoing a significant shift,
transitioning from state regulation to institutional autonomy. As this change unfolds,
academic leadership must adapt to reforms while complying with existing normative
requirements of the Ministry and internal bylaws (Sagintayeva et al., 2018). This study aims
to explore the role of deans in Kazakhstani public universities, focusing on their active
engagement in translating institutional strategies into actions and overseeing their
implementation within dean’s offices, departments, units, and among academic and

administrative staff to ensure organizational success (De Boer et al., 2010).
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Exploring academic deanship requires understanding the university governance and
its organization in Kazakhstani public universities, which are typically regulated by a number
of codes, laws, government decrees and orders issued by the state authority — the Ministry of
Education and Science. The organization of public universities presents a line management
structure organized in a vertical manner, with governing bodies at the top level. They are
boards serving as a buffer body between the Ministry of Education and Science and
universities. The boards’ tasks include determining institutional strategic goals, their
development plans, approving annual budgets, and appointing, defining terms of office of
senior executive administration (rectors and vice-rectors) and their termination (Sagintayeva
et al., 2018).

Rectors (or chief executive officers) are in charge of the overall management of
institutions bearing full responsibility for decisions, maintenance, and effective use of
university assets. Notably, if rectors are more focused on external relations associated with
networking and fundraising, vice-rectors engage in internal relationships associated with
labor relations and academic planning within institutions (Bennett, 2019; Lavigne & Sa,
2021). The latter helps rectors in overseeing instititions. Therefore, the vice-rector for
academic affairs (or a chief academic officer) holds the “number two” position serving as the
right hand to the rector by overseeing the academic programs, faculty affairs, budgeting, and
other related matters (J. Martin & Samels, 2015). It is important to mention that the role of
vice-rectors is interconnected with the work of schools, dean’s offices, and departments.
They collaborate with deans and department chairs to meet the institution’s academic mission
and goals to coordinate the activities of various academic units, each contributing to the
administration and management of the institution but at different organizational levels
(Buller, 2015). In turn, deans report to vice-rectors but closely work with department chairs

addressing the needs of all faculty members and students to provide the quality of academic
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programs within a school. Therefore, while vice-rectors concentrate on the institution’s
broader authority and vision on academic activities, as well as their long-term planning,
deans, more specialize within their designated schools, by aligning faculty goals with the
institutional mission, ensuring a link between senior administration and operational units. In
this regard, the role of department chairs also lies in aligning the departmental goals with
overall institutional and specific school goals. They oversee day-to-day operations of
departments by managing their faculty, students, and academic programs (Buller, 2007,
2015).

While each role of university leader has its distinct responsibilities, there is a
hierarchical relationship among them. Department chairs and vice-deans report to deans, and
deans, in turn, report to vice-rectors, and so on up to rectors reporting to the boards.
Communication and coordination between these roles are essential for maintaining the
institution’s academic standards, managing resources effectively, and aligning departmental
and school goals with the broader institutional objectives, mission, and values. Senior
university administrators rely on deans and department chairs to implement policies, ensure
academic quality, and drive the institution’s mission at all organizational levels. Therefore,
deans function as communication bridges, leading from the middle to balance multiple needs,
advocate for faculty interests, manage resources, and steer academic development (Arntzen,
2016; Cleverley-Thompson, 2016).

The contemporary role of academic deans in Kazakhstan has evolved into a “more
demanding, more senior, more strategic, more complex, and more managerial” profession
within academia (De Boer & Goedegebuure, 2009, p. 347). This is why deans are associated
with the organizational “nerve center” (Mintzberg, 1973, p. 66), acting as “the delicate but
crucial backbone of university decision-making” (Arntzen, 2016, p. 2071). The dean’s role

allows introducing substantial and sustainable transformative changes within schools, by
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guiding and overseeing departments, faculty members, and students; developing a quality
system to train professionals; and designing innovative academic programs and curricula.
However, this ability of deans depends on how they interpret what is required and what they
can personally do, the actions and initiatives deans can take due to their interpretations, and
how their initiatives are supported (Balogun, 2003; Gatenby et al., 2015; Wisniewski, 1998).
Therefore, deans are not just passive change recipients, but “influential change
intermediaries” (Balogun, 2003). This underscores the important yet challenging position of
deans, who are experts in the change process by building a vision of what the higher
education institution would look like if the change takes place, and taking the initiative in
planning and implementing these changes (Montez & Wolverton, 2000). Consequently, the
change agentry of academic deanship has become a requisite aspect of this role (Gatenby et
al., 2015; Wisniewski, 1998).

Despite the critical role that deans play, there is little known about them in
Kazakhstan (Hartley et al., 2016; Jonbekova et al., 2020; Rumyantseva & Caboni, 2012;
Sagintayeva & Kurakbayev, 2015). Existing studies focus on the preparedness of universities
for the reforms (Ahn et al., 2018; Jonbekova et al., 2020; Monobayeva & Howard, 2015;
Yembergenova et al., 2021), the perceptions of senior administrators and academic staff
regarding the transition to university autonomy (Hartley et al., 2016; Sagintayeva et al., 2017,
2018; Sagintayeva & Kurakbayev, 2015; Sarinzhipov et al., 2012), and the ability of
academic staff for self-regulation (Chekmareva et al., 2016; Rumyantseva & Caboni, 2012).
Unfortunately, previous research did not focus on how higher education reforms influence
middle academic managers, namely deans. This might be explained by the dean’s equivocal
position in the university hierarchy between senior administrators and faculty members. For
instance, Arntzen (2016, p. 2071) claims that academic deans serve “as extensions of the

presidency; on the other, they are regarded as extensions of the academic staff ... walking a
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delicate administrative tightrope.” In other words, academic deanship and deans are often left
behind in the research inquiry, being ‘extensions’ of administrators and faculty. Moreover,
the overall complexity of the dean’s role, coupled with the growing demands, may cause job-
related stress, fatigue, dissatisfaction, and even burnout in deans who are incapable of fully
meeting the expectations of internal and external stakeholders (Bako, 2014; Coll et al., 2019;
Jackson, 2000; Wolverton et al., 1999). The possible pitfalls in the dean’s job require a
rigorous examination of this phenomenon, making critical explore academic deanship in an
increasingly changing higher education landscape of Kazakhstan.
Purpose of the Study

Considering the dean’s ability to contribute strategically to institutional development,
this study seeks to explore academic deanship in Kazakhstani universities. Examining
deanship becomes vital taking into account institutional bylaws that traditionally classify
deans as faculty members of academic schools. Meanwhile, reviewing other studies on deans
underscores a shift in the dean’s job toward more managerial roles, functions, and
responsibilities (Cleverley-Thompson, 2016; De Boer & Goedegebuure, 2009; Gatenby et al.,
2015; Lavigne, 2019). The different conceptualization of deanship in Kazakhstan and other
education systems justifies the need to pay greater attention to academic deanship in
Kazakhstan. Consequently, this will prevent misunderstanding and equivocality about the job
bringing more clarity to the roles of deans as mid-level academic managers and leaders.
Potentially, this study may help university administrators understand that academic deans are
valuable university assets as change agents.

Given the issues mentioned above, the present study aims to uncover the essence of
Kazakhstani academic deanship. In doing so, the study will identify how academic deans
experience their work in Kazakhstani public universities. Then, the study will examine how

deans think the position has changed over time and how they experience their roles.
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Moreover, given the changing institutional landscape in Kazakhstan, the study will identify
what managerial roles (interpersonal, information exchange, and decisional roles) academic
deans play to perform their complex job (Mintzberg, 1973, 1989). Finally, the study will
determine how academic deans perceive role conflict and role ambiguity as they work with
diverse constituents (senior administrators, vice-deans, department chairs, faculty members,
students, and other external stakeholders) (Bako, 2014; Coll et al., 2019; Rai, 2016;
Wolverton et al., 1999; Yousefi & Abdullah, 2019).

Research Questions

To understand the role of academic deanship in the transforming public universities in
Kazakhstan, the following research questions were formulated:

1. How do academic deans describe their decanal job in Kazakhstani public
universities?

2. Inwhat way do they think their job has changed over time?

3. How do academic deans perceive and experience managerial roles (interpersonal,
information exchange, and decisional)?

4. How do academic deans perceive role conflict and role ambiguity in their job as they
work with diverse constituents (senior administrators, faculty, students, and external
stakeholders)?

These research questions are developed to uncover contemporary academic deanship
in Kazakhstan. Given the ongoing higher education reforms and the lack of empirical
research on deans, it is essential to determine how they perceive and experience the decanal
position and roles in university management and leadership. Therefore, Research Question 1
aims to reveal the diverse individual experiences of deans. Next, Research Question 2 seeks
to determine what significant changes occurred in deanship and how deans experience them.

Research Question 3 tends to determine how academic deans perceive their emerging
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managerial roles using Mintzberg’s executive behavioral theory. Finally, Research Question
4 aims to explore how academic deans perceive role conflict and role ambiguity in their jobs
as they work with superiors and constituents (senior administrators, faculty members,
students, and external stakeholders) employing the role conflict and ambiguity theory
(Biddle, 1986, 2013; Kahn et al., 1964; Rizzo et al., 1970). The next section of this chapter
will briefly introduce these two theoretical frameworks of the study.
Brief Overview of Theoretical Frameworks

Given the changing nature of academic deanship worldwide, this study seeks to
explore academic deanship in public universities of Kazakhstan using two theoretical
frameworks. The rationale for employing two theories is that they complement each other and
address the research goals of this study. The first framework is executive behavioral theory
(Mintzberg, 1973, 1989). It is used to examine the shift to managerial duties of academic
deans given the ongoing institutional restructuring in Kazakhstan (Hartley et al., 2016;
Jonbekova et al., 2020; Jumakulov et al., 2018; Sagintayeva & Kurakbayev, 2015). The
second theory is role conflict and ambiguity theory. It will help determine potential
challenges that academic deans may encounter working with diverse university stakeholders
who often have opposing expectations about the dean’s job, their roles, duties, and
responsibilities. Combined, these two theories will help analyze academic deanship in-depth.
Executive Behavioral Theory

The choice of this theory is linked to Research Question 3 of the present study, which
aims to detect the changing nature of academic deanship in Kazakhstan toward managerial
roles. In addition, this theory allows researchers to capture “the manager’s job in terms of
various “roles” or organized sets of behaviors identified with a position” (Mintzberg, 1989, p.
15). Even though the model was created more than 40 years ago and mainly addresses

businesses, it has advocates in academia. This is because modern universities increasingly
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acquire corporate behavior and business processes to generate new sources of income. For
instance, Anderson et al. (2002), Balik¢i (2020), Mech (1997), and Muma et al. (2006)
applied the theory to get an in-depth insight into the roles of chief academic administrators in
American community colleges and universities.

Notably, the theory allows researchers to scrutinize and assess the job incumbent’s
social roles based on different aspects of professional duties and responsibilities. This is
because the theory consists of three role clusters: interpersonal roles (Figurehead, Liaison,
and Leader); informational roles (Monitor, Disseminator, and Spokesperson); and decisional
roles (Entrepreneur, Disturbance handler, Resource allocator, and Negotiator) (Mintzberg,
1973, 1989). Any manager’s work is characterized by varied interpersonal relationships,
information exchange and processing, transfer, and decision-making roles (Mintzberg, 1989).
However, the essence of the theory lies in not only classifying and clustering administrative-
managerial roles. In addition, it exemplifies the strengths and weaknesses in the manager’s
daily operations to increase the effectiveness and productivity of employees and
organizations (Kumar, 2015). Therefore, Mintzberg’s executive behavioral theory is
beneficial to examine the role of academic deans in Kazakhstan.

Role Conflict and Ambiguity Theory

This study will employ role conflict and ambiguity theory to address Research
Question 4, which seeks to understand the dean’s experiences and perceptions in their
relationships with diverse constituents. The theory will help examine potential challenges that
academic deans may face in performing their day-to-day operations. Role conflict and
ambiguity theory emphasizes the complexity of professional duties and the existence of
stressors that cause job-related stress, fatigue, job dissatisfaction, and turnover because of
conflicting role expectations and growing role pressures (Bako, 2014; Coll et al., 2019;

Wepner et al., 2015).
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Notably, the theory can analyze the academic dean’s communication and relationships
with university superiors and constituents to determine what challenges they may face in
performing their jobs (Nyanga et al., 2012; Yousefi & Abdullah, 2019). In doing so, the
theory utilizes specific terms to characterize such relationships. For instance, in this study,
academic deans refer to focal persons (Biddle, 2013). Senior university administrators,
faculty members, students, employers, and other stakeholders are categorized as role senders
vis-a-vis academic deans. In turn, public universities in Kazakhstan where academic deans
work refer to a role set that serves as a background for the interactions between role senders
and focal persons.

Significance of the Study

Given the changing nature of academic deanship worldwide, this research will
provide new perspectives and insights into academic deanship in Kazakhstani public
universities. This study signifies the complexity of contemporary deanship and emphasizes
the potential of incumbents to become effective change agents and intermediaries (Balogun,
2003; Gatenby et al., 2015; Hilosky & Watwood, 1997; J. L. Martin, 1993). Rigorous
research on academic deanship in the post-Soviet context can broaden the theoretical
understanding and enrich empirical research on middle academic managers in Kazakhstan.

In general, this research will contribute to a better understanding of university
stakeholders about the role of mid-level academic managers, namely deans in Kazakhstani
public universities. For this reason, this study may draw the attention of a broad research
community to academic deanship in Kazakhstan:

University Administrators
Given the tendency to grant Kazakhstani public universities greater autonomy,
senior university administrators will benefit from this study. University administrators cannot

effectively oversee every aspect of the daily operations of academic schools, dean’s offices,
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and university departments. In other words, it becomes critical for university leadership to
share their executive authority with other university staff to minimize unnecessary
bureaucratic burdens, centralized decision-making, and hierarchical relationships between
administrators and other employees at public universities in Kazakhstan. Thus, shared
leadership becomes crucial in delegating authority from senior administrators to mid-level
academic managers, namely deans whose direct responsibilities include overseeing every
detail related to their schools, departments, faculty members, and students. As such, the study
has the potential to inform senior university administrators about the changing nature of
academic deanship and the deans’ emerging administrative-managerial roles, duties, and
functions. This will enrich the understanding of contemporary academic deanship by
reconsidering their roles in institutional strategy-making, goal-setting, and operational
activities, such as decision-making and problem solving.
Academic Deans

Academic deans will also benefit from this study by understanding their roles as mid-
level academic managers in Kazakhstani universities. The essence of academic deanship lies
in the ability to ensure institutional development and growth. This implies that deans can
contribute to substantial and sustainable transformative changes depending on how they
interpret what is required and what deans can personally do, the actions and initiatives they
can take due to their interpretations, and how their initiatives are supported (Balogun, 2003;
Gatenby et al., 2015; Krahenbuhl, 2004; Wisniewski, 1998). In addition, novice deans will
know about the potential pitfalls of their jobs serving multiple internal and external university
constituents with often opposing demands and expectations about the decanal job.
Theoretical Contribution of the Study

This study has a potential theoretical contribution by employing executive behavioral

theory and role conflict and ambiguity theory in the post-Soviet context. Using Mintzberg’s
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theory may help better conceptualize academic deanship by exploring the roles academic
deans play and do not play at public universities of Kazakhstan. In addition, the theory will
determine the extent of the dean’s executive powers and authority in public universities in
Kazakhstan. Thus, the theory may illuminate the weaknesses and strengths of the dean’s
position as a mid-level academic manager in a very different higher education context.
Furthermore, the study on academic deans in Kazakhstan will be the first attempt to apply
Mintzberg’s theory to analyze academic deanship in the post-Soviet education system. In
other words, the theory can add new nuances to the theoretical framework and empirical
studies on deans as chief academic administrators at a school level (Anderson et al., 2002;
Brousseau et al., 2006; Gmelch et al., 2012; Mech, 1997; Muma et al., 2006).

It should be noted that this study is groundbreaking in applying role conflict and
ambiguity theory to explore Kazakhstani academic deanship. This theory will help identify
challenges and imbalances in the current dean’s job that impede their successful job
performance. As a consequence, it can prevent the adverse effects of role conflict and role
ambiguity in the workplace. Similar to Mintzberg’s theory, the theory of role conflict and role
ambiguity will be applied for the first time to study academic deanship in the post-Soviet
context, which will potentially illuminate new perspectives about academic deanship in
Kazakhstani public universities.

Organization of the Study

This thesis is organized into seven chapters. The first chapter starts by introducing the
study’s problem statement, research questions, and significant contributions to the research
field. Then, the second chapter begins with a brief historical background on the development
of the higher education system of Kazakhstan in the post-independence period. Then, the
Literature Review describes the development of academic deanship in Kazakhstan and

Russia, referring to their common historical roots as former Soviet republics. Next, it reviews
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academic deanship in Western countries (Australia, the Netherlands, and the USA) to
highlight the similarities and dissimilarities of academic deanship in the post-Soviet and
Western higher education systems. The third chapter of the thesis reviews the theoretical
frameworks of the study by examining Mintzberg’s executive behavioral theory and role
conflict and ambiguity theory to explore Kazakhstani academic deanship. Furthermore, the
fourth chapter presents the methodological basis of the study by introducing the research
design, data collection, and analysis strategies and techniques. The chapter also reviews the
important ethical considerations to protect the data obtained from the research participants.
The fifth chapter presents the research findings to answer research questions developed for
the present study. The sixth chapter analyzes and discusses the significant findings of the
study. In addition, this chapter presents theoretical and practical implications of the study’s
key findings. Finally, the seventh chapter concludes the entire study by summarizing the
research findings and introducing the limitations and delimitations of the study. The chapter
also presents a set of recommendations for researchers, such as continuing further research on
Kazakhstani academic deanship, and for public universities, such as supporting professional
development of academic deans.
Summary

This chapter has introduced a research gap to justify the importance of examining
academic deanship in Kazakhstani public universities. The Introduction chapter has explicitly
explained the rationale for exploring Kazakhstani deans who are now playing an increasingly
important role as mid-level academic managers in Kazakhstan’s changing higher education
landscape. The chapter has also presented the study’s objectives and introduced research
questions. Moreover, it has justified the rationale for examining Kazakhstani academic
deanship using Mintzberg’s executive behavioral theory and role conflict and ambiguity

theory. The study draws the broad research community’s attention to studying Kazakhstani
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academic deanship by highlighting potential contributions to knowledge about this position in
the post-Soviet higher education context. Finally, the chapter has provided an overview of the

organization of the thesis to help readers navigate through this study.
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Chapter 2
Literature Review

The Literature review chapter introduces studies on academic deanship in different
education systems to set the context for the present study. This chapter provides an overview
of the neoliberal reforms in Kazakhstani higher education during the post-independence
period, marked by severe political and economic turmoil in the education sector. In addition,
this chapter seeks to assess the impact of these neoliberal reforms on Kazakhstani academic
deanship by examining academic deanship in Russia. These two countries share similar
historical backgrounds in the development of their national education systems following the
dissolution of the Soviet regime. Moreover, the existing literature on the Russian system can
provide valuable insights for understanding the situation in Kazakhstan, where there have
been no previous studies conducted on academic deanship.

Furthermore, the literature review seeks to elucidate how academic deanship in
Western educational systems developed due to the adoption of neoliberal reforms in the
public sector. This review is essential for tracing the development of national education
systems in diverse geographical, cultural, and economic settings. It helps identify both
similarities and differences that may influence the evolution of academic deanship in various
educational contexts. Consequently, reviewing academic deanship in the post-Soviet and
Western education systems is crucial as it can uncover new nuances related to the similarities
or, on the contrary, dissimilarities in decanal roles. In addition, it can help in understanding
how academic deanship evolved to address new challenges, such as pursuing new markets,
developing fundraising skills, advocating for policy changes, and marketing educational
programs to respond to political and economic pressures (Gallos, 2002; McClure &
Teitelbaum, 2016). The explicit review of different studies on the dean’s role explores how,

despite geopolitical, cultural, and historical differences among the selected educational
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systems, the challenges of contemporary academic deanship remain relevant to each of the
reviewed countries.
New Public Management in Higher Education of Kazakhstan
New Public Management (NPM) as a reform model had a ubiquitous effect on

education systems worldwide (Bleiklie, 2018). Similarly, in Kazakhstan, it was reflected in a
complex set of legislative frameworks, institutional restructuring, funding allocation models,
and general changes in the higher education system (Brunner & Tillett, 2007; De Boer &
File, 2009; OECD-World Bank, 2007). The main goal of NPM was to redefine the state-
controlled higher education system, where academic institutions have limited institutional
autonomy, to state-supervised systems, where the state steers institutions from a distance
granting universities a substantially higher degree of freedom (Estermann et al., 2011; Ferlie
et al., 2008; Fielden, 2008; Neave & Van Vught, 1994). Therefore, the sections below present
higher education reforms in Kazakhstan from the post-independence period till the present
time to determine the development of the higher education governance system in Kazakhstan.
Higher Education Reforms in the Post-Independence Period (1991-2009)

The post-independence period in Kazakhstan was characterized by drastic political
and economic turmoil (Ahn et al., 2018; Brunner & Tillett, 2007; OECD-World Bank, 2007).
In particular, according to Brunner and Tillett (2007, p. 75), that time is described as the
“most complicated and controversial period” in the Kazakhstani higher education sector,
marked by a fiscal crisis:

The budget funding of education system was significantly reduced; the share of the

GDP spent on education decreased from 6 percent in 1990 to 3.5 percent in 2000. The

education component of the national budget ranged from 8.1 percent in 1993 and 6.3

percent in 1998 to 4 percent in 1999. Public expenditures on education covered only

55 percent of costs. (Brunner & Tillett, 2007, p. 75)
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Due to underfunding, higher education institutions (HEIS) in Kazakhstan were unable
to adequately meet the new demands of the labor market. This situation was further
exacerbated by mandatory common core curricula in all academic fields and the requirement
to comply with state educational standards inherited from the Soviet era (Chekmareva et al.,
2016). Consequently, higher education was marked by poor learning outcomes, low
employability of graduates, and inadequate training and reward schemes for academic staff
(Chekmareva et al., 2016; OECD-World Bank, 2007).

To overcome those challenges, a series of reforms in the education sector were
launched to depart from a centrally planned command economy to a market economy (Ahn et
al., 2018; Monobayeva & Howard, 2015; OECD, 2017). The reforms, known as the
“postsocialist education reform package,” aimed to shift Kazakhstan from the post-Soviet
“global periphery to the global core” (Silova, 2011b, 2011a). They addressed market relations
by focusing on supply and demand, performance, efficiency, and effectiveness (Bleiklie,
2018; Bleiklie et al., 2011; De Boer et al., 2007). For instance, the first attempt to reform
higher education in Kazakhstan involved changes to the legal framework. The adoption of the
Law on Education in 1992 manifested the democratization of education (Ahn et al., 2018;
Brunner & Tillett, 2007; Hartley et al., 2016; OECD, 2017). Within a year of gaining
independence, the Law on Higher Education legalized private education, which had been
illegal during the Soviet era (Hartley et al., 2016; Massyrova et al., 2015). However, the
privatization of education led to the uncontrolled growth in for-profit universities, often with
a dubious quality of training (Chekmareva et al., 2016; OECD, 2017). In addition, the issues
of corruption were present in the higher education system (Heyneman, 2007, 2011; Petrov &
Temple, 2004). Those challenges in the developing education sector strengthened the role of
the Ministry of Education and Science (hereinafter the Ministry or the MoES). The Ministry

became the central executive body to warrant fairness, efficiency, uniform quality, and
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combat corruption (Hartley et al., 2016; Heyneman, 2011; Rumyantseva & Caboni, 2012;
Sagintayeva et al., 2017). It carried out a series of mergers, downgrading, and closures to
reorganize universities and optimize their numbers (Ahn et al., 2018; OECD-World Bank,
2007). Public universities were categorized into state universities, primarily focusing on
regional labor markets, and a few national universities specialized in preparing the workforce
for the entire domestic economy (Hartley et al., 2016; Sagintayeva & Kurakbayev, 2015).
The latter were granted privileges that had not been accessible before, such as the ability to
develop their own academic programs, determine the faculty salaries with a high coefficient,
set higher admission criteria, and charge higher tuition fees. Furthermore, another regulatory
provision, the Law on Joint-Stock Companies (Government of RK, 2003), corporatized a
number of public universities, turning them into joint-stock companies (JSC) and privately
owned legal entities. The rationale for corporatization was to grant JSC universities decision-
making independence, financial management autonomy, and flexible governance (Hartley et
al., 2016; Jumakulov et al., 2018). Despite a series of reorganizations to diversify
universities, they remained under rigid ministerial control. This control took the form of state
attestation, primarily aimed at ensuring compliance with ministerial norms and bylaws for
both public and private universities (Ahn et al., 2018; OECD, 2017; Smolentseva et al.,
2018). Before 2010, the Ministry controlled not only the acceptable academic programs listed
in the National Classifier of Majors at all Kazakhstani universities but also 70% of the
undergraduate curriculum (Sagintayeva et al., 2017). Given that control, centralized selection
of senior university administrators was also common. Rectors of national universities were
appointed by the President of Kazakhstan, while the Ministry of Education and Science
appointed rectors of state (regional) universities (Akinfieva, 2022; Lichanova, 2021;

Sagintayeva et al., 2017).



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 19

While the higher education reforms aimed at introducing market principles and
relations, public universities continued to be subject to state regulation (Bayetova &
Robertson, 2019; Mustafina, 2018; OECD-World Bank, 2007). For instance, state authorities
supervised the newly established external executive body — boards of directors at joint-stock
companies with a minimum participation of the private sector (Sagintayeva et al., 2018). In
other words, the outcomes of deregulating public universities in post-independent Kazakhstan
were partial and ineffective. Institutional diversification did not bring substantial changes to
the university governance and management system. Therefore, highly centralized decision-
making and control continued to characterize regional, national, and JSC universities in
Kazakhstan (Hartley et al., 2016; Monobayeva & Howard, 2015; Sagintayeva & Kurakbayev,
2015; Yembergenova et al., 2021).

The Move toward University Autonomy in Kazakhstan (2010—present)

The next stage of higher education reforms was associated with the accession to the
Bologna Declaration. Joining the Bologna Process became a strategic goal for Kazakhstan
because it could increase the visibility and competitiveness of the state. In addition, it could
help Kazakhstani higher education system integrate into the global knowledge economy,
bringing additional financial flows to higher education (Heyneman & Skinner, 2014;
Tomusk, 2011; Zgaga, 2009). According to Silova (2011), membership in the Bologna
Process is a powerful marketing tool for attracting fee-paying students. In addition, it can
serve as a vehicle to move the Central Asian republics from the global periphery to Europe
(Silova, 2011b). However, the accession of Kazakhstan to the Bologna Declaration in 2010
required a commitment to the principles of academic freedom and university autonomy.

In line with the 2010 accession to the Bologna Declaration, the Ministry of Education
and Science launched the State Program for Education Development for 2011-2020 (SPED)

to improve the quality of national higher education by adopting credit technology, a three-
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tiered system of degrees, and establishing a system of national and international
accreditations to replace state attestation. In addition, SPED aimed to create boards of
trustees at all HEIs to build a strategic decision-making core based on the example of the
newly established Nazarbayev University (NU) that initiated shared university governance
mechanism in 2010 (Ruby, 2017; Sagintayeva et al., 2018). The establishment of NU
signified the creation of the first autonomous institution in Kazakhstan that is “free from
many ministerial instructions and norms of the MoES and Ministry of Finance” (Ruby, 2017,
p. 34). Moreover, the institution enjoys unprecedented political and financial support because
the separate law guarantees its autonomous status (Bilyalov, 2018). However, despite the
enacted reforms for public universities in Kazakhstan, the vivid changes in managing public
universities did not occur. The declared replacement of state attestation with national
institutional accreditation was partial. According to the Law on Education (2007), with the
latest amendments as of 2023, universities still need to pass state attestation every five years
as a measure of ‘preventive control’ to comply with the national legislation. Notably, the
variety of external governing bodies (boards of directors and boards of trustees) at JSC and
other public universities created uncertainty in determining their roles and functions. As a
result, it led to bureaucratic “structural layering” and the nominal status of collegial executive
bodies (Sagintayeva et al., 2018, p. 42). Indeed, boards can control neither senior university
administrators nor budgetary issues, making board members powerless to contribute to
university governance and influence long-term institutional growth.

It should be noted that budgeting at public universities limits their financial autonomy.
Due to the variety of public universities, such as national, state, and JSC universities, the
tariffs for educational programs may also vary (Mhamed et al., 2018). For instance,
comparing state and national universities, the former turns out to be in one of the most

disadvantaged positions. The cost of the state educational grant (which is allocated as public
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funding to train students at universities) at a national university is twice as high as the state
grant at a regional university and even at joint-stock companies (Mhamed et al., 2018).
However, it should be noted that the different tariffs do not imply a difference in the quality
of teaching of these academic programs offered in the three types of higher education
institutions. This is because universities in Kazakhstan follow the standards prescribed by the
National Classifier of Majors, which they adhere to when designing educational programs.
Furthermore, the Kazakhstani higher education system experiences substantial public
underfunding because of the concentration of public budget funds on a few elite universities,
such as Nazarbayev University (Anarbek et al., 2016; Bayetova & Robertson, 2019; Ruby,
2017).

The abovementioned suggests that the central role of the Ministry to guarantee
fairness and uniform quality of training compromises the competitiveness of universities for
resources by not providing transparent and fair criteria for public funding allocation. For this
reason, a recent study on university autonomy in Kazakhstan revealed specific barriers to
financial autonomy in Kazakhstan (European University Association [EUA], 2018):

- Inadequate funding modalities, such as line-item budgeting with no internal funding
allocation for strategic purposes;

- Restrictions to keep a surplus generated from public funding that must be returned to
the Ministry of Education and Science;

- Restrictions in managing institutional lands, assets, and financial affairs;

- Lack of a diversified funding model solely based on the state grants system and the
tuition fees of self-paying students.

Furthermore, the national strategy to place Kazakhstan among the world’s 30 most
competitive economies by 2050 has launched a new attempt to reform public universities by

linking them with businesses and industries. In response to it, the launch of the Nation’s Plan
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of 100 Steps of Five Institutional Reforms manifested the innovativeness and
entrepreneurship of universities (Nazarbayev, 2015). To support the national plan, the
Ministry adopted the State Program for Forced Industrial-Innovative Development in 2010
and later the State Program for Innovation and Industry Development (SPIID-2) in 2014 to
enhance the preparation of graduates for the workforce and expand the faculty research
capacity with local industrial enterprises. More specifically, SPIID-2 triggered the
restructuring of universities into entrepreneurial entities by establishing mutually beneficial
university-industry partnerships to foster the universities’ research and development (R&D)
programs. The latter included the modernization of research laboratories, the promotion of
collaboration with international university faculty and local industry, and the development of
postgraduate programs aligned with international standards and practices (Jumakulov et al.,
2018). In addition, SPIID-2 sought to develop student and faculty research capacities more
consistent with international standards. Therefore, the state program served as a platform for
institutions to gain institutional autonomy in financial and managerial issues.

Despite the reforms undertaken to modernize higher education by establishing
university-industry collaboration, centralized state control continues to pose significant
administrative obstacles to establishing partnerships with industry. The reasons for this are
heavy faculty teaching loads, poor institutional support for research, constant reforms in the
higher education system, and little consistency in the priorities of the fast-changing MoES
(Jonbekova et al., 2020). Jonbekova et al. (2020) found that the failure to attain the goals lies
in the disagreement of state policies and reforms and the constant rotation of education
ministers without continuing the previous reforms and strategies.

The latest wave of decentralization has been launched with the recent Law about the
Changes and Amendments in the Legislative Acts of Kazakhstan to expand the academic and

managerial autonomy of HEIs (Nazarbayev, 2018). As a result, public universities shifted to
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non-profit joint-stock companies (NJSC) with 100% state shares. The logic behind this
reform is to enable universities with fundraising skills to generate resources from start-ups,
services and products commercialization, and endowment funds (Akinfieva, 2022;
Lichanova, 2021; Primeminister, 2020). In parallel, open competition for the rector’s chair in
national and regional universities was introduced to make the selection process more
competitive and transparent. The boards of institutions select the most promising candidates
who are further interviewed by the Republican Commission, which makes the final decision
(Akinfieva, 2022; Chernenko, 2016; Kapital, 2019; Lichanova, 2021). These reforms signify
an attempt to move toward academic freedom and financial autonomy, nurturing the
university administrators’ leadership and management capacities.

The most recent reforms in the legislative acts seem promising, as the state is aware of
the urgency to deregulate higher education institutions to improve the quality of training and
prepare the workforce for the national economy. However, the interpretation and enactment
of state policies are a different matter. New policies may create confusion for HEIs, which
must comply with ministerial guidelines, norms, and standards (Gmelch et al., 2012; Hartley
et al., 2016; OECD, 2017). OECD and World Bank experts determined the weaknesses of
Kazakhstani higher education resulting from “the proliferation of actions, the plethora of
agencies and committees and the frequent changes in the related regulations and processes
that confuse and overburden higher education stakeholders” (OECD-World Bank, 2007, pp.
117-118). This suggests a lack of consistency in state policy adoption and
implementation. For this reason, only thoughtful and consistent policies and norms can
eliminate Kazakhstan’s entrenched academic and cultural barriers in the education sector
(Hartley et al., 2016). This is only in the powers of the Ministry to enable HEIs and guide
them if it reconsiders its role and the extent of its involvement in university governance.

Indeed, the legitimization of the central role of the Ministry in the 1990s to combat corruption
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was reasonable. However, the prevailing assumption that the right decision or solution
belongs to the Ministry has developed formalism, the bureaucratization of higher education,
uniformity, and complacency, resulting in an entrenched academic culture (Monobayeva &
Howard, 2015). They developed due to state attestations that forced universities to strictly
follow the model of compliance behavior with the ministerial directives and guidelines
(Hartley et al., 2016).

In summary, the neoliberal reforms in higher education in Kazakhstan were primarily
influenced by the inherited Soviet system of planned central control and centralized decision-
making. This explains the modest paces toward deregulation of higher education in
Kazakhstan, which lie in the ongoing “continuity of the Soviet frame of mind” (Yergebekov
& Temirbekova, 2012, p. 1476). The latter poses obstacles, explaining the failures of the
previous educational reforms and putting the following state policies and reforms at risk.
Therefore, unsurprisingly, the development of New Public Management in Kazakhstan has
been characterized as very modest, being still at the infancy level despite the decades of
university governance reforms (Knox, 2008).

Academic Deanship in the Post-Soviet Education Systems

Kazakhstan belongs to the countries of the former socialist block, characterized by
standard features developed during the Soviet era (Froumin & Smolentseva, 2014).
Specifically, Smolentseva et al., (2018) argue that the post-Soviet higher education systems
share legacies of a single centralized approach to higher education provision. These legacies
encompass centrally planned organization and financing, subordination to multiple sectoral
ministries, a national curriculum, a vocational orientation based on the combination of strong
basic education and narrow specialized job-related training, a nomenclature of types of higher
education institutions, tuition-free study places, and guaranteed employment upon graduation,

combined with mandatory job placement (Smolentseva et al., 2018).
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Considering the shared features of centralized university governance in the post-
Soviet republics, it may reveal certain patterns in the development of middle academic
management, such as academic deanship. Therefore, reviewing a country with a post-socialist
background seems reasonable, as it can provide insights into the development of academic
deanship in Kazakhstan. For this reason, it is helpful to use Russia as a reference country to
understand the evolution of the dean’s role in the post-independence period and determine
any similarities or differences between Russia and Kazakhstan.

Furthermore, reviewing Russian higher education is particularly valuable. This is
because Russia was the center of decision-making for the central communist party throughout
the entire Soviet Union and, in particular, for each of the fifteen socialist republics (Kuraev,
2016). Moreover, after the dissolution of the Soviet Union, Russia was the first of the former
socialist states to initiate radical reforms in higher education, such as privatization and
ratification of the Bologna Process (Heyneman & Skinner, 2014; Smolentseva et al., 2018).
Despite Russia’s attempts to adopt best practices, such as academic freedom, Kuraev (2016)
claims that freedom in the Russian university context is still at a rudimentary level,
characterized as a “surrogate academic freedom,” corresponding to the surrogate university
model produced in the post-independence period (Oleksiyenko, 2021, p. 1116). For this
reason, it may be helpful to use Russia as a reference country to draw parallels between
Russia and Kazakhstan to explore academic deanship in Kazakhstan. This can help uncover
the similarities and differences between decanal roles in Kazakhstan and Russia, taking into
account the common historical and cultural backgrounds of the former Soviet states.
Overview of a Dean’s Position and a Dean’s Office in Russia

Faculty positions in Russian universities remain highly formalized and are governed
by regulations and bylaws on personnel hiring, promotion, compensation, and evaluation.

The status and qualification requirements of Russian academic deans are outlined in the
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Typical Provisions about Educational Establishments of Higher Professional
Education (2008). Compliance with these formalized “typical” regulations is mandatory
(Kuznetsov, 2009).

The dean’s position is an elected one, and the incumbent is selected from a pool of the
most qualified senior faculty members with exceptional academic and research records
(Kuznetsov, 2009; Startsev, 2014; Yudkevich & Kuzminov, 2021). Faculty selection contests
may formally involve the participation of either one employee from the hiring institution or
an outsider who has been personally invited (Nazarova, 2011; Startsev, 2014). Moreover, the
Provisions on the Competitive Selection for Faculty Positions specify the eligibility of
university employees to participate in contests for vacant academic positions (MoES of RF,
2015). However, these provisions have recently been amended to allow both current
university employees and candidates outside the hiring institution to participate in the faculty
position contests. Nevertheless, Yudkevich and Kuzminov (2021) note that despite the
introduction of open, transparent, and fair contests for faculty recruitment, Russian
universities still tend to prefer a more traditional hiring strategy. The latter implies that
internal hiring in academia is acceptable and remains one of the most preferred recruitment
practices (Alipova et al., 2018; Gorelova & Yudkevich, 2015; Sivak & Yudkevich, 2009). In
addition to internal hiring, academic inbreeding is another widespread hiring strategy in
Russian academia, where universities deliberately recruit their graduates (Alipova et al.,
2018; Altbach et al., 2015; Horta, 2013).

According to Reznik (2007) and Zagirova (2017), contemporary Russian academic
deans are increasingly dealing with administrative and organizational functions within
universities. This is further exemplified by an aggregate summary of the typical tasks and
duties of deans, generated from randomly selected job descriptions of Russian academic

deans at state and federal universities available on the Internet (See Table 1).



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 27

Table 1

Typical Academic and Managerial Duties of Deans in Russia

Academic duties

Managerial duties

- Manage educational, methodological, and
research works;

- Organize and carry out professional
recruitment of faculty;

- Organize professional training (retraining);
- Provide the quality of the academic,
research, and social activities;

- Ensure the introduction and use of
innovative technologies in education;

- Manage the organization of the career
guidance work in schools, lyceums,
colleges, etc.;

- Provide the annual fulfillment of the
admission plan;

- Control over students and their academic
performance;

- Ensure the realization of academic
programs in compliance with the established
federal educational standards and quality

management requ irements.

- Manage organizational, financial, and
economic activities;

- Maintain contractual duties in contracts
and agreements;

- Ensure the quality of the material and
technical base;

- Provide targeted and efficient use of
subsidies and extra-budgetary funds;

- Raise funds from income-generating
activities (the provision of educational
services, participation in R&D);

- Supervise the construction and repair
works on the premises of the School, as
well as the delivery and installation of
equipment (timing, completeness,
quality, compliance with the declared
requirements);

- Introduce the quality management
system and develop quality assurance
management goals;

- Maintain communications with external

stakeholders (alumni, employers, etc.).

Note. (HR-portal, 2019; Kazan Federal University, 2012; St. Petersburg State University of

Telecommunications, 2015; Tomsk State University, 2005)

Table 1 clearly demonstrates that the roles and responsibilities of deans have been

diversified. They are not limited to traditional academic duties but extend to managerial and

entrepreneurial responsibilities. Despite this illustration of their managerial tasks, Reznik
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(2007) argues that the dean’s primary role still centers around teaching and research, while
their managerial responsibilities remain secondary. This is mainly because deans are
categorized as faculty members and are expected to engage in teaching activities (Kuznetsov,
2009). For instance, according to the Job Description for deans at Tomsk State University,
incumbents are required to fulfill an annual teaching workload of 450 hours (2005). These
teaching requirements explain the strong academic identity of Russian deans, even though
their managerial functions have expanded considerably (Zagirova, 2017). Reznik (2007)
raises the question of how to define the role of contemporary Russian deans, who appear to
have managerial duties but are officially categorized as faculty members expected to teach
and conduct research.

In terms of the organizational structure of dean’s offices in Russia, they typically
consist of a maximum of three vice-deans and a secretary, whose role is to ensure the smooth
operation of the academic unit. However, the number of vice-deans can vary from one higher
education institution to another, depending on the factors like student enroliment and
institutional size. The vice-deans are responsible for overseeing specific management areas,
including educational, methodological, research, and social issues within the school (Reznik,
2020; Reznik et al., 2016) (See Figure 1).

Figure 1

Typical Position of Academic Deans in the Organizational Structure of University
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The well-defined allocation of functional responsibilities among vice-deans helps
deans more efficiently oversee and manage their academic schools. In addition, similar to
deans, all vice-deans also have teaching responsibilities.

Empirical Studies on Academic Deanship in Russia

Given the shared legacy of centralized university governance and its impact on the
Russian higher education system, it is important to review the available empirical research on
academic deanship in Russian universities.

In the study, Reznik (2007) interviewed 20 senior university administrators and
middle academic managers, including rectors, vice-rectors, academic deans, and department
chairs from 18 universities in Russia. His goal was to identify the skills and competencies
considered most important for the effective performance of the dean’s job. Reznik asked the
respondents to rank the most important group of competencies in a dean’s work (1-tier
classification of competencies). The results of this ranking are presented in Table 2 below
(See Table 2):

Table 2

Classification of the Dean’s Essential Competencies in Russian Universities
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Group of
competencies
(1-tier
classification)

Rank  Percentage of
responses (%o)

Content of a group of competencies
(2-tier classification)

Professional
competencies

Organizational
competencies

Moral
competencies
Entrepreneurial
skills

Political culture

Working capacity

1 22
2 20
3 17
4 16
) 15
6 10

Managerial skills

Economic skills

Legal knowledge

Teaching activities

Scholarship

Leadership

Communication skills

Ability to organize the joint activities (with
faculty, employees, graduate and
undergraduate students)

Reputation and authority

Spiritual qualities

Culture of social behavior

Strategic thinking

Entrepreneurship

Self-organization

Ability to understand and consider societal
interests (state, institution, and academic unit)
Ability to understand and consider the
individual’s interests (faculty member,
employees, graduate and undergraduate
students)

Emotional and volitional potential
Physiological potential

Note. (Reznik, 2007, p. 54)

Table 2 illustrates that 22% of respondents ranked an individual’s professionalism as

the most important competency. This professionalism includes knowledge and experience in

professional management, fundraising, budgeting, legal matters, teaching, and scholarship. In

addition, 20% of respondents emphasized the importance of organizational skills for the

dean’s successful job performance. Moral qualities (17%) and entrepreneurial qualities (16%)
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were also recognized as essential skills. Finally, respondents placed high value on political
culture (15%) and work efficiency (10%).

Furthermore, as the dean’s professional knowledge was considered critical, Reznik
also asked the respondents to specify the skills and knowledge that are part of the dean’s
professional competencies. Table 3 below presents the results of a 2-tier classification of the
dean’s essential professional competencies (See Table 3):

Table 3

Professional Competence Model of Academic Deans in Russia

Professional competencies Rank Value, %
Managerial skills 1 27.6
Economic skills 2 23.7
Legal knowledge 3 19.9
Teaching activities 4 17.6
Scholarship 5 11.2

Note. (Reznik, 2007, p. 55)

Table 3 indicates that the respondents identified management as the primary expertise
of the dean in their professional duties. In other words, an incumbent is expected to serve as
an administrator first, implying that an individual’s previous record of excellence in teaching
and research takes a secondary role in the administrative position (Reznik, 2007). This
suggests that today’s deans in Russia must effectively balance both academic and
administrative-managerial functions at the same time.

However, this presents a paradox: respondents emphasized the need for professional
management skills in the dean’s role, while institutional bylaws governing academic deanship
assign the incumbent’s primary role to teaching and research activities (Reznik, 2007). This
implies that academic deans are classified as full-time faculty members rather than school
administrators. For this reason, Reznik’s (2007) study underscores the importance of

nurturing the dean’s management capacity to adhere to the rapid changes in the higher
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education system. However, due to the increased teaching load of deans, they typically spend
less than 60% of their time on management (Reznik, 2007).

Reznik found that only 28.2% of academic deans dedicated 75%-100% of their time
to managing academic schools. Another 37.5% allocated 51%-75% of their time to
management. In addition, 25% of deans devoted 26%-50% of their time to academic school
management, while 9.4% of respondents spent up to 25% of their working time on school
management (Reznik, 2007; Reznik et al., 2016). This suggests that academic deans in Russia
are expected to navigate both academic and administrative roles and functions within a single
decanal position.

The focus on teaching and research in the deanship is understandable, as it is rooted in
the Soviet era when teaching and research were distinct domains. Universities were primarily
focused on workforce preparation, while research activities were conducted by the
Academies of Sciences to generate knowledge for the needs of the national economy (OECD-
World Bank, 2007; Smolentseva et al., 2018). However, in the current competitive global
landscape, research output has become a key measure of university success (Rodionov et al.,
2016; Yudkevich et al., 2015). Consequently, academic deans in Russia are required to
lecture and conduct research at the same time, leaving them less time to oversee academic
schools.

In 2013, the launch of the national program Project 5-100 brought considerable
changes to the role of middle academic managers in Russia (Zagirova, 2017). This federal
program aimed to position five Russian universities among the top 100 universities in the
world according to the QS World University Rankings by 2020 (Rodionov et al., 2016).
Achieving this strategic goal required a transformation of the management core to strengthen
institutional competitiveness. As a consequence, the role of the dean was “re-evaluated”

(Zagirova, 2017, p. 15), becoming more complex. The delegation of power from top to
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middle levels and increased autonomy of academic units required deans to adopt a more
business-like and entrepreneurial behavior. However, this “double-role position” of Russian
deans (Zagirova, 2017, p. 20) as both academics and managers simultaneously has resulted in
an excessive workload and a decline in work quality, as incumbents struggle to fully attend to
all aspects of their multifaceted job.

Given the transformation of Russian higher education institutions into competitive
business entities, the status of the dean as a faculty member has become irrelevant and
inappropriate. Denisova-Schmidt (2020) explains this situation through the crisis of the
academic profession in Russian universities. This crisis derives from the overwhelming
control of senior administrators, excessive paperwork and administrative workloads, heavy
teaching loads with restrictions on academic freedom, and diminishing funding and
incentives (Denisova-Schmidt, 2020). Consequently, a dean with a heavy teaching load can
only perform some of the required and expected administrative-managerial tasks. Given these
existing circumstances, contemporary Russian deans rely primarily on their “enthusiasm”
rather than favorable working conditions to perform their direct administrative and
organizational functions for which they were initially recruited (Reznik, 2007, p. 55).
Academic Deanship in Kazakhstan

Compared to the studies on Russian deans, there has been limited empirical research
on academic deanship in Kazakhstan. The available information regarding Kazakhstani deans
is primarily derived from state regulations, institutional job descriptions, and research on
academic staff in Kazakhstan.

Before 2019, the qualifications and selection criteria for deans were regulated by the
Typical Qualification Requirements of Academic Staff and People Equated to Them (with
amendments as of 2018) (MoES, 2009a). This uniform regulatory framework provided

detailed guidance on staffing regulations for both public and private universities, outlining
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the structure of academic structural units and job descriptions for senior administrators
(rectors and vice-rectors), middle academic managers (academic deans, vice-deans, and
department chairs), and faculty members (professors and associate professors).

It is important to mention that the amendments (as of 2019) made to the Typical
Qualification Requirements of Academic Staff and People Equated to Them allowed
universities to develop their own staffing policies and procedures (MoES, 2009b). Institutions
of higher education are now responsible for creating their own qualification characteristics of
academic staff to determine the qualification requirements and selection criteria for university
administrators, middle academic managers, and academic staff.

Given that public universities in Kazakhstan were in the process of shifting toward the
status of non-profit joint-stock companies (NJSC) and were updating their institutional
bylaws and regulations, it was essential to analyze academic deanship in those institutions
that had undergone restructuring and had newly developed qualification requirements and
selection criteria for deans available on the Internet. As a result, four public universities were
found with NJSC status and newly adopted staffing regulations to scrutinize the functions and
responsibilities of deans in Kazakhstani public universities. These institutions were Atyrau
University named after Dosmukhamedov, Atyrau Oil and Gas University, Toraighyrov
University, and Yessenov University.

The analysis showed that academic deans in these institutions deal with a wide array
of academic and managerial tasks and duties, including teaching activities (Atyrau Oil and
Gas University, 2020; Atyrau University, 2021; Toraighyrov University, 2020; Yessenov
University, 2019). For example, one of the managerial functions of academic deans is to
maintain external communication with employers, businesses, and alumni (See Table 4).
Table 4

Examples of Typical Duties and Responsibilities of Academic Deans in Kazakhstan
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Teaching activities

Academic activities

Managerial activities

- To conduct lectures
on disciplines;

- To supervise the
students’ theses;

- To engage
undergraduate and graduate
students in the social life;

- To foster the
students’ research activities
(grant proposals,
publications, and projects);
- To develop
methodological aids and
write textbooks and books;
- To attend
professional development
programs regularly;

- To develop elective
courses, syllabi, academic

plans, and program courses.

- To coordinate the work of
academic and scientific units
(e.g., textbooks, publications);

- To control the learning
process (the students’ transfer,
admission to exams, final exams
and vivas; class and exam
scheduling;

- To approve the students’
individual study plans, the
theses’ themes and awarding
scholarships;

- To manage the
employees’ work; the admission
committees and state attestation
committees;
- To organize and conduct
sittings of the Academic Council;
interdepartmental meetings,
seminars, scientific and
methodological meetings and
conferences;
- To ensure the
interdisciplinary scientific-
methodological collaboration
among faculty;

- To introduce innovative
technologies in teaching and
learning.

- To plan the
School’s development
strategy;
- To maintain the
interaction with state
authorities, businesses, and
industry;
- To analyze the
market of the educational
services and the labor
market;
- To maintain
communication with
alumni;
- To develop and
maintain quality assurance
procedures;
- To ensure and
control the employability
of the School graduates;
- To organize and
coordinate effective
staffing policies;

- To develop the
staff schedules;
- To strengthen the
material-technical base of
the School.

Note. (Atyrau Oil and Gas University, 2020; Atyrau University, 2021; Toraighyrov

University, 2020; Yessenov University, 2019)

The position of a dean in higher education institutions in Kazakhstan is highly

competitive. Typically, the selection process involves choosing candidates from a pool of

qualified and experienced senior faculty members. Once selected, the dean enters into a labor

contract with a rector for a five-year term, with a maximum of two terms in office.
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Regarding the academic dean’s management and leadership skills, the incumbent
must either provide a certificate of completion of a professional development program in
education management or have prior work experience as a manager in academic institutions
(Atyrau Oil and Gas University, 2020; Atyrau University, 2021; Nazarbayev University
Graduate School of Education [NUGSE], 2018; Toraighyrov University, 2020; Yessenov
University, 2019).

Deans are also expected to engage in teaching activities and deliver lectures. The
maximum annual teaching load for faculty members is set at 680 academic hours per year
(MoES, 2021). Moreover, deans actively participate in research. For instance, academic
deans at Karaganda State Technical University are classified as scientific and pedagogical
staff members, indicating that university deans are involved in both research and academic
activities (2018). The engagement of academic deans, along with faculty, in research and
scholarship significantly influences the competitiveness and performance of Kazakhstani
universities in terms of producing research outputs, generating, and disseminating knowledge
(Jonbekova et al., 2020; Kuzhabekova & Ruby, 2018).

Deans operate within a pivotal organizational level by leading from the middle. They
connect central university leadership with department chairs to ensure effective operations
and adherence to the overall academic vision of the institution within their schools. This
suggests that while vice-rectors typically concentrate on the institution’s broader authority,
vision, finances, and long-term planning, deans specialize within their respective schools.
They ensure faculty goals align with the institution’s mission, creating a link between senior
administration and operational cores, such as departments and faculty.

Deans play a crucial role in fostering a productive and cohesive academic
environment. Their responsibilities encompass managing multiple departments, recruiting

faculty, supporting student success, overseeing graduate employment, setting strategic
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objectives, allocating resources, and shaping academic programs. This also includes fostering
research and innovation, accrediting programs, and analyzing educational and labor markets.
Ultimately, they ensure the progress and quality of academic programs within their schools.

Vice-deans, whose numbers vary from institution to institution depending on the
student enrollment and institutional size, provide support to the work of deans. For instance, a
vice-dean for academic affairs oversees methodological work, student attendance, class
scheduling, and faculty workload. Apart from administrative duties, vice-deans also engage
in teaching activities and student theses supervision.

Finally, department chairs lead individual academic departments. Their
responsibilities involve managing department faculty, overseeing the curriculum, and
handling day-to-day operations. They also prepare proposals to plan funding for department
faculty and student travels, as well as capital repairs for departmental facilities like
classrooms and labs. Deans gather these applications from all school departments to be
approved by senior administrators. This process aligns with the centralized funding allocation
system in Kazakhstani public universities.

Given the dean’s complex and multifaceted job, they often struggle to find sufficient
time to manage schools effectively. This is evident when comparing faculty workloads in
Kazakhstan to those in the USA. In 2007, the average teaching load for faculty in Kazakhstan
ranged from 800 to 900 contact hours per year (or 20-26 class contact hours per week),
compared to 180-240 hours in the United States (Kuzhabekova & Ruby, 2018; OECD-World
Bank, 2007; Rumyantseva & Caboni, 2012). More importantly, this situation persists until the
present time, with the recommended teaching workload comprising 680 academic hours per
year.

Table 4 above provides an overview of the typical duties and responsibilities of

academic deans in Kazakhstan, indicating a variety of their daily operations. This highlights
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the dean’s pivotal role in organizing and coordinating the work of academic schools. To be an
effective academic dean, an incumbent is expected to fulfill multiple roles, ranging from a
lecturer and researcher to a coordinator, negotiator, human resources manager, accountant, or
economist, and market analyst. These diverse roles are driven by the need for senior
university administrators to have “a combination of a high professional level of the
managerial staff with strong executive leadership” (Tarakanov, 2009). Notably, the continued
engagement of deans in teaching and research activities while in administrative positions
raises questions. As Birnbaum (1988) argues, faculty and administrators have different roles,
encountering and being influenced by different aspects of the environment, and have different
backgrounds and areas of responsibility. Therefore, there is a growing need for deans in
Kazakhstan to shift from the role of scholar-deans into the role of school administrators.
Nevertheless, academic deans remain anchored to teaching, research, and administrative
activities to comply with state educational standards and other regulatory requirements
(Jonbekova et al., 2020; Rumyantseva & Caboni, 2012; Sarinzhipov et al., 2012).
NPM and Academic Deanship in Different Education Systems

To explore Kazakhstani academic deanship in a wider context, it is vital to have a
broader perspective on the phenomenon of academic deanship. Therefore, it makes sense to
consider academic deanship beyond the Kazakhstani education system and the post-Soviet
context. For this purpose, Australia, the Netherlands, and the USA are selected to explore the
neoliberal reforms and their impact on academic deanship to compare them with the dean’s
jobs in Russia and Kazakhstan. The reference to these countries demonstrates the
geographical, historical, and cultural differences in the three countries to illustrate the
changes in the dean’s role and indicate any differences or similarities between the post-Soviet

and Western higher education systems.
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The overarching trend toward NPM began with the reforms propagated in the UK and
the United States to accelerate economic development through the central role of knowledge
and innovation (De Boer et al., 2007; Schulze-Cleven & Olson, 2017; Slaughter et al., 2004).
In line with this trend, higher education and research progressively reached the top of the
governmental agendas at the national and regional levels worldwide (Bleiklie et al., 2011; De
Boer & File, 2009). The changing environment of higher education institutions, with severe
public budget cuts, has led to the emergence of market-sensitive, business-like organizations
that have become more aggressive in their pursuit of diverse forms of income (Weerts et al.,
2014). As a result, the organizational identity and university governance of institutions have
changed considerably in an attempt to gain greater fiscal autonomy from the states (Clark,
1998; Weerts et al., 2014). Therefore, universities, under great pressures from societal and
economic demands and accountability, have been characterized by marketization,
privatization, managerialism, the increased role of stakeholders and the diminished collegial
role of academics (Ferlie et al., 2008; Morphew & Hartley, 2006; Tolofari, 2005). These
transformations fundamentally changed the identity of universities called as the enterprise
university (Marginson & Considine, 2000) or the entrepreneurial university (Clark,

1998). More importantly, these changes have occurred as an overarching trend in both
developed and developing countries (Steiner-Khamsi, 2006).
Academic Deanship in Australia, the Netherlands, and the USA

The rise of neoliberalism had a global impact due to the political and economic
pressures that emphasized the development of academic capitalism (Schulze-Cleven &
Olson, 2017; Slaughter et al., 2004; Slaughter & Leslie, 1999). The latter developed on the
premise of declining government support and developing market relations and market-like
behaviors of universities (McClure & Teitelbaum, 2016). The effect of neoliberalism was

explicitly evident in the subsequent education policy reforms worldwide, for instance, in the
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United States, Canada, Australia, England, Austria, Germany, and the Netherlands since the
1980s (Boyko & Jones, 2010; De Boer & File, 2009; Lavigne, 2019; Meek, Goedegebuure,
Santiago, et al., 2010; G. Scott et al., 2008). As a result of those reforms, higher education
institutions were deregulated and forced to identify and capitalize upon new revenue flows
and extend the managers’ capacities to leverage institutional resources to generate new
sources of income. Consequently, the dean’s managerial functions increased, leading to the
evolution of deans from ““chief academic officers to chief executive officers” at the school
level (Wolverton et al., 2001, p. 28). For this reason, the dean’s primary functions and roles
were reconsidered and enriched with new characteristics that are more pertinent to
professional managers (Arntzen, 2016). As a result, academic deans transformed from mid-
level academic managers or “scholar-deans” (Wolverton et al., 2001, p. 24) into “manager-

academics” (Deem & Brehony, 2005, p. 2017).

Australia. Australia is a quintessential example of the marketization and
internationalization of higher education. This is because of the rapid increase in student
numbers that accelerated throughout the 1980s and 1990s (Harman, 2002; Marginson &
Considine, 2000; Meek, Goedegebuure, & De Boer, 2010; Meek, Goedegebuure, Santiago, et
al., 2010). Australian higher education, as elsewhere, has experienced a substantial shift
toward a managerial approach to running universities that was deliberately encouraged by
government policies. New managerialism required universities to adopt market-like behavior,
orienting at the greater performance and effectiveness of higher education institutions. The
latter required the “professionalization of university administration and administrators”
(Meek, Goedegebuure, & De Boer, 2010, p. 41). The strong management of university
operations turned vice-chancellors into chief executive officers and councils became boards
of governors. At the same time, the traditionally elected position of academic deans evolved

into a formally appointed job that became an integral part of institutional line management
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(Harman, 2002). New Australian academic deans replaced traditional methods of collegial
decision-making (Harman, 2002; Marginson & Considine, 2000; Meek, Goedegebuure,
Santiago, et al., 2010; G. Scott et al., 2008). They became heavily involved in administration
and committee works that marked the increase in the range and demands of the dean’s
managerial functions and duties. The new governance model manifested the need for “a new
generation” of deans whose roles have become more critical and more challenging than ever
in organizational performance than the roles of university top managers (De Boer &
Goedegebuure, 2009, p. 349). Meanwhile, deans remained academics with superior
qualifications and impressive research achievements (Harman, 2002).

As a result of the professionalization of academic deanship, job incumbents are often
unprepared for their jobs; they are traditionally referred to as teachers and scholars first and
administrators second (Wilkes et al., 2015). However, if professional managers have
substantial managerial expertise, it turns out that they are not experienced “in dealing with
academic issues for which professional managers are not trained” (Harman, 2002, p. 55).
Therefore, to be a dean, an incumbent must have both disciplinary expertise and management
knowledge. This means that academic deanship implies constant maneuvering in the
workplace (G. Scott et al., 2008):

... so busy to comply with bureaucratic and reporting procedures that do not

demonstrably add value to achieving the core purposes of their roles; so occupied by

dealing with complaints arising from faulty systems or miscommunication; so
involved in responding to unexpected events or attending meetings that are poorly
formulated, chaired, or which have no outcome; that they have little time left to lead

or to think and operate strategically. (p. xiv)
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Unsurprisingly, Australian deans describe their job as one of the most complex
academic jobs for which successors need to be trained and prepared accordingly (G. Scott et
al., 2008).

The review of Australian academic deanship development exemplifies that changes in
the national higher education system indispensably affect middle academic managers, namely
deans. Thus, the dean’s position, roles, and responsibilities evolve into a more comprehensive
and complex position in academia, requiring an incumbent to develop not only disciplinary
expertise but also professional management skills and competencies to succeed in their work.

The Netherlands. Dutch higher education governance and management have
changed considerably over the last couple of decades. The dramatic changes are characterized
by moving away from tight state control and regulation of higher education toward a less
restrictive state supervisory model (De Boer et al., 2007, 2010; Meek, Goedegebuure, & De
Boer, 2010). The shift to new managerialism in higher education professionalized the jobs of
university administrators. In 1997, the Dutch Law on University Governance pushed radical
changes in the collegiate structure of management (De Weert, 2001). It transformed academic
deanship from a limited-term and elected position to a model in which a dean is expected to
be a professional manager with budgetary and staffing responsibilities (De Weert, 2001). The
span of control of academic deans has expanded considerably and now includes the following
duties and responsibilities (De Boer & Goedegebuure, 2009):

e Strategic management, including participation in setting institutional strategies and
responsibility for faculty strategies;

e Operational management, including resource allocation and support services;

e Human resource management, including performance evaluations;

e Academic management, including overseeing teaching and research programs and the

faculty’s relationship with students;
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e External stakeholder relationship management. (p. 352)

The abovementioned functions in the dean’s job force an incumbent to be
knowledgeable about administrative and academic issues simultaneously. In other words,
Dutch deans must already have tangible administrative experience, such as fundraising skills,
which have become a prerequisite for the dean’s job. In contrast, academic and research
records alone are not sufficient to perform a decanal job successfully. Unsurprisingly, Dutch
academic deanship has evolved into a “more demanding, more senior, more strategic, more
complex and more managerial job” within academia (De Boer & Goedegebuure, 2009, p.
347).

A review of academic deanship in the Netherlands demonstrates that incumbents must
handle increasing managerial duties and responsibilities. These new functions emphasize the
complexity of the job, requiring the Dutch academic deans to be competent in a professional
management domain. For this reason, they increasingly deal with strategic planning, goal-
setting, budgeting and fundraising, human resource management, and communication

management with alumni, employers, sponsors, and businesses.

The USA. Wolverton et al. (2001) assert that neoliberal reforms in the United States
had a considerable impact on academic deanship:

Over the past 30-40 years, as universities grew in size and complexity, the deanship

became decidedly more managerial. Presidents began shifting external duties, such as

alumni relations and fundraising, in part to deans. Academic deans, although still

charged with the intellectual leadership of their colleges, were also expected to be

fiscal experts, fundraisers, politicians, and diplomats. (p. 15)

The dean’s evolution from scholar-deans to managers underscores the paradigm shift
in the incumbent’s qualifications and competencies (Deem & Brehony, 2005; Gmelch et al.,

2012; Gmelch & Buller, 2015). If previously deans were required to have excellent
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scholarship and academic records; now they are more expected to be competent and skillful
in professional management and leadership.

It should be noted that the multitude of the dean’s duties and responsibilities may
cause various challenges for the incumbent. First, they feel disconnected from both faculty
and senior administration. This is because the dean’s research achievements become less
valuable as they refer to administrators, not scholars (Gmelch et al., 2012). At the same time,
deans do not have the substantial autonomy that they used to have being faculty members,
being accountable to senior administrators (Bisbee, 2007). This creates the dean’s unique
position between the organization’s strategic apex and operating core, making incumbents
feel isolated working in two different domains attempting to be competent administrators on
the one hand and protecting the academic autonomy of faculty members on the other hand
(De Boer et al., 2010; Gmelch & Miskin, 1995).

Given the complexity of academic deanship, deans need a set of new skills,
knowledge, and experience, for which they are not always prepared. This happens because
academic deans are most likely trained as scholars, researchers, and lecturers to pursue
scholarship and academic endeavors, rather than professional management (Arntzen, 2016;
Cleverley-Thompson, 2016; White, 2014). However, due to severe public budget cuts in the
education sector, academic managers must be experienced in fundraising campaigns,
generating new income resources, and commercialization (Cleverley-Thompson, 2016;
Hodson, 2010; Mercer, 1997). Layne (2010) suggests that academic deans may have prior
experience in leadership roles in the education sector but usually have little formal training.
Therefore, the rapidly changing higher education environment requires modifications in the
dean’s qualifications and experience. Consequently, modern deans often find their jobs too
challenging to perform successfully because of the lack of professional development

programs and training for novice deans (Ahmad et al., 2020; Coll et al., 2019; Gmelch, 2000;
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Wepner et al., 2015). As a result, deans are prone to job-related stress, fatigue, dissatisfaction,
emotional burnout, and job underperformance (Bako, 2014; Coll et al., 2019).

Setting higher demands on the dean’s background, qualifications, and experience
underscores the need to prepare novice deans for the job. Without such preparation, an
incumbent perceives increasing effort-reward imbalance, over-commitment, and occupational
burnout (Bako, 2014; Coll et al., 2019; Montez & Wolverton, 2000). These perceptions are
unsurprising because academic deanship is characterized by the “inherent difficulties of the
job in trying to fulfill varied and often conflicting demands” (O’Connor, 2008, p. 41). More
specifically, Rosser (2004, p. 317) compares academic deans as “the unsung professionals of
the academy — unsung because their contributions to the academic enterprise are rarely
recognized.”

It should be noted that underestimating the essence of academic deanship is a serious
issue. The dean’s roles go far beyond the roles of a lecturer, a scholar, or a manager. In fact,
the dean’s functions include a variety of everyday roles, such as a chief administrative
officer, chief academic officer, chief development officer, chief communication officer, chief
adjudicator of differences, chief morale officer, principal steward, lead mentor, and master of
ceremonies (Krahenbuhl, 2004). As such, the dean’s job has become one of the most
contested academic jobs that requires to “swivel without appearing dizzy, schizophrenic, or
‘two-faced,” employing a facilitative leadership style while working with faculty in the
academic core and a more traditional line-authoritative style with the administrative
core” (Gmelch, 2000, pp 2-3).

The abovementioned suggests that academic deans need specific guidelines to
navigate them in the increasingly complex academic position (Bray, 2012). For this reason,
academic deanship requires greater attention from university administrators who can provide

their mid-level managers with appropriate support, such as professional development
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programs and training to prevent “the dean stress” (Boyko & Jones, 2010; Meek,
Goedegebuure, Santiago, et al., 2010). This support is vital for deans, who are subject to
enormous responsibilities, little positional power, insufficient resources, and limited authority
(Gallos, 2002). Otherwise, the dean’s struggles and effort-reward imbalance may become
costly to universities (Coll et al., 2019).
The Dilemma of Academic Deanship

The previous sections on academic deanship in the post-Soviet and Western education
systems demonstrate relatively similar pathways toward the liberalization of higher education
and the changing nature of academic deanship. However, these countries have both
similarities and differences due to their varied geopolitical, cultural, and systemic settings.

One of the evident similarities among the education systems is that academic deanship
is evolving into a complex and multifaceted managerial position that responds to considerable
internal (institutional) and external (environmental) challenges. Along with the complexity of
the dean’s job, there is considerable uncertainty about finding the right balance between
diverse campus groups and other constituents. Similarly, juggling academic and
administrative responsibilities and the constant search for the right balance can negatively
affect an individual’s emotional and psychological well-being (Coll et al., 2019; Gmelch,
2003; Pepper & Giles, 2015; Sarros et al., 1998). If traditional deanship was clear and
straightforward, today’s academic deanship is characterized by the ambiguity associated with
being “between a rock and a hard place” (Meek, Goedegebuure, & De Boer, 2010; Meek,
Goedegebuure, Santiago, et al., 2010; G. Scott et al., 2008). According to Arntzen (2016), the
dean’s duties and responsibilities have recently expanded considerably:

Being exclusively staff, student and curricula oriented to include a multifaceted array

of activities, such as budgeting and fundraising, personnel and environment

management, program oversight, and external public relations. As a result of legal and
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organizational changes, the position of deans was ‘enriched’ with administrative

duties. (p. 2070)

The fast-changing institutional landscape underscores the need for deans to develop
managerial skills in areas such as budgeting, fundraising, faculty and student morale,
classroom facilities, and resource acquisition — all within a single position (Arntzen, 2016;
Sensing, 2003; Wepner et al., 2015). This has accelerated the search for deans with
substantial managerial expertise and experience. In addition, the considerable expansion of
the dean’s functions has allowed universities to select outstanding professional managers to
achieve their strategic goals.

Another similarity between the post-Soviet and Western academic deanship is that
traditionally, deans in both systems previously held senior faculty positions (Arntzen, 2016;
Gmelch et al., 2012). Moreover, they often had limited managerial experience and leadership
training to ensure effective job performance (Ahmad et al., 2020; Bray, 2012; Layne, 2010;
Meek, Goedegebuure, & De Boer, 2010). Nevertheless, Western universities have made
efforts to recruit professional managers or academics with substantial professional
management experience (Franken et al., 2015; Gmelch & Buller, 2015; Krahenbuhl, 2004; G.
Scott et al., 2008; Wepner et al., 2015).

As for differences, a notable difference between Western and the post-Soviet
academic deanship lies in hiring strategies and practices. In the post-Soviet education
systems, selection and recruitment are primarily based on internal hiring, including academic
inbreeding (Alipova et al., 2018; Altbach et al., 2015; Gorelova & Yudkevich, 2015; Horta &
Yudkevich, 2016). Academic deans in Russian universities are selected from a pool of the
most qualified senior faculty members with exceptional academic and research records. The
recruitment of university employees often occurs through job rotations, where academic or

administrative staff move from one position to another if they qualify for the job (Kuznetsov,
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2009; Zagirova, 2017). This practice means that academic deans who have been in faculty
positions for a long time may not have sufficient managerial experience if they have not
served as vice-deans or department chairs with minimal administrative experience.

According to Rodionov et al. (2016) and Yudkevich and Kuzminov (2021), despite
the introduced changes in the selection procedures allowing external candidates, universities
in Russia still prefer traditional recruitment from within institutions. This suggests that
academic deans in the post-Soviet educational contexts may lack professional management
skills and competencies to address the demands and expectations of the changing higher
education environment.

Furthermore, academic deans in Russian and Kazakhstani universities, classified as
faculty members, are expected to fulfill their mandatory teaching workload (Reznik, 2007;
Zagirova, 2017). Thus, academic deans are expected to perform academic, research, and
administrative roles simultaneously within a single dean’s position. Consequently, this
signals that academic deans in the post-Soviet higher education systems are likely to
encounter difficulties in coping with their newly emerging managerial roles and functions.

The distinct cultural norms between the post-Soviet and Western educational systems
contribute to differences in the development of academic deanship in various organizational
settings. These differences are rooted in centralized control, uniform regulatory provisions,
and bureaucratic burdens within the post-Soviet higher education systems (Hartley et al.,
2016; Jonbekova et al., 2020; Kuraev, 2016; Oleksiyenko, 2021; Rumyantseva & Caboni,
2012; Yembergenova et al., 2021). Tight state control leads to top-down or hierarchical
relationships and decision-making in higher education institutions, thereby limiting the
executive authority and power of academic deans, who often become dependent on senior

university administration and their decisions.
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Despite similarities in the evolving roles of academic deans, transitioning from
academic managers to entrepreneurs (Cleverley-Thompson, 2016), it is evident that the
increasing demands placed on deans create a significant pressure. While attempting to
navigate the power dynamics among multiple campus groups, academic deans are often
confronted with situations of power imbalances and conflicting roles intersect. Given the
nature of the dean’s profession, an incumbent’s effectiveness depends on their ability to find
a right balance and establish effective communication with diverse campus stakeholders,
including boards of trustees, senior administrators, faculty, students, and employers — all of
whom evaluate their work. This supports the argument of Bray (2008, p. 718) that the failure
to communicate effectively with key stakeholders, such as faculty, can result in “strong
sanctions against the dean.”

It should be noted that deans often face challenging decisions and emotional issues
related to faculty evaluations, promotions, tenure, and salaries (Coll et al., 2019; Feltner &
Goodsell, 1972; Gmelch et al., 2012). If a faculty member or department chair is dissatisfied
with the dean’s decision, it can lead to strained relationships. Similar situations arise
concerning the budget allocations and curriculum reforms within academic units. Frequently,
deans must defend their decisions against the departmental choices to meet the needs and
expectations of the school. Therefore, academic deans must be prepared for the ambiguities
of their roles, regardless of their country of origin. The evolving institutional environment
requires academic deans to develop a new set of skills, competencies, and executive powers,
addressing the changing demands and expectations of diverse internal and external
stakeholders.

Summary
The Literature review chapter has introduced the development of higher education in

Kazakhstan after the dissolution of the Soviet Union to the present, tracking how neoliberal
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reforms have impacted the national higher education system in Kazakhstan. The review has
presented state bylaws and empirical studies on Russian academic deanship to explore this
phenomenon in the post-independence period. Next, the review has scrutinized Kazakhstani
academic deanship based on the state and institutional bylaws and regulations. This
examination helped determine the development of the decanal position by reviewing the state
policies and selected dean’s job descriptions to identify what qualifications, functions, duties,
and responsibilities are placed on job incumbents. Finally, the review demonstrated that
neoliberalism has significantly influenced middle academic management, resulting in the
changing character of academic deanship. This change has shifted the role from primarily
focusing on academic issues to encompassing more administrative and managerial duties and
responsibilities.

Likewise, the reference countries such as Australia, the Netherlands, and the USA
have exemplified the changing nature of the dean’s role due to neoliberal reforms in their
respective public sectors. The review of academic deanship in Western countries underscores
new criteria for dean selection, as well as qualifications and competencies required.
Academic deans in the USA, the Netherlands, and Australia are expected to possess expertise
in their disciplines, along with skills in fundraising, strategic planning, and effective
communication management with multiple stakeholders.

Furthermore, the final section of this chapter has identified both similarities and
differences in academic deanship between the post-Soviet and Western educational settings.
The comparison emphasizes the complexity and diversity of contemporary academic

deanship, irrespective of differences in higher education systems.
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Chapter 3
Theoretical Frameworks

This chapter introduces two dominant theoretical frameworks that will guide the
research inquiry of the present study. The first theory is Mintzberg’s executive behavioral
theory, which will explore the changing nature of academic deanship in public universities of
Kazakhstan and their ability to exercise managerial roles. The second theory is role conflict
and ambiguity theory. It is selected to grasp the changing nature of modern academic
deanship in Kazakhstani public universities. This theory will illuminate the deans’ potential
challenges and complexities in performing their jobs successfully. Finally, the two theories
are integrated into one conceptual framework to facilitate the research inquiry process and
navigate the use of the theoretical frameworks in exploring academic deanship in
Kazakhstani public universities.
Role Theory

To understand the complexity of the dean’s role in the transforming academic
environment of Kazakhstan, it is helpful to refer to role theory. Role theory examines human
behavior in terms of how the behavior is shaped by the demands and rules of others, the
sanctions, and by individuals’ own understanding and conception of what their behavior
should be (Biddle, 2013; Biddle & Thomas, 1979; Kahn et al., 1964; Sarbin & Allen, 1968).
The essence of the theory lies in one of the most critical features of social life - behavior
patterns or roles. A role refers to a set of predictable and dependable activities that define the
individual’s potential behavior (Kahn et al., 1964). People behave in ways that are different
depending on their respective social identities and situations.

Three stages can be identified in the development of role theory. The first stage took
place at the end of the 19th century and the beginning of the 20th century and was a

“precursive stage” (Biddle, 2013, p. 10). This includes the preliminary work of early
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scientists, such as Cooley (1902), who gave a stimulus for theory development. The second
stage took place in the 1930s, when various role concepts were conceptualized. During the
1930s and later, the works of Mead (1934), Moreno (1934), and Linton (1936) were
influential. They started applying the concepts of role theory in discussing diverse social
events. The third stage in the history of role theory started in the 1950s. This stage is
characterized by extensive empirical research using role concepts in social science
disciplines. Most of the studies conducted at that stage were concerned with practical
organizational problems rather than with fundamental propositions in role theory (Biddle &
Thomas, 1979, 1979; Kahn et al., 1964; Sarbin & Allen, 1968). Currently, role theory is
widely used in various disciplines, such as international relations or marketing (Kozlenkova
et al., 2015; Thies & Breuning, 2012). The theory serves as the foundation for developing
role theory applied in different organizations.

The present study employs role theory in organizational settings to focus on how
individuals accept and enact an array of roles in preplanned, task-oriented, and hierarchical
social systems (Biddle, 2013). Scott and Davis (2007) characterize organizations as rational,
natural, and open systems, which demonstrate collectivities oriented toward pursuing specific
goals and exhibiting relatively formalized social structures. This definition of organizations
also applies to higher education institutions. They are specific organizations characterized by
teaching and research activities, but are also actively transforming into organizations using
nonacademic models (Musselin, 2006; Schulze-Cleven & Olson, 2017; Slaughter et al.,
2004).

Role theory incorporates a specific language, the central terms and concepts of which
are illustrated in Figure 2 below:

Figure 2

Typical Role Set of Academic Deans in University
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Figure 2 exemplifies a role set that refers to an organizational setting where a group of
individuals has various relationships due to their positions, roles, and statuses at the higher
education institution. In particular, Figure 2 illustrates a role set of academic deanship. This
role set shows interrelations and communication flows between academic deans and their
multiple stakeholders, representing superiors (boards of trustees and university leadership),
colleagues (vice-deans, department chairs, and faculty members), customers (students,
employers, businesses, and industries) and benefactors (sponsors and donors).

In Figure 2, the role set represents relationships and interactions of academic deans
with their multiple stakeholders. Academic deans are situated in the center of these complex
relationships. Therefore, they are classified as focal persons located amidst networks of
power relations, whereas the dean’s stakeholders refer to role senders. Role senders refer to a
group of individuals who address their role expectations, role pressures, and demands to a
focal person. As the title suggests, role expectations refer to the role senders’ prescriptions
and proscriptions toward the focal person’s behavior (Kahn et al., 1964). Meanwhile, a focal

person serves as a receiver of the role senders’ demands and expectations. Role pressures are
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defined as “the numerous acts that make up the process of role sending influence attempts,
directed toward the focal person and intended to conform to the expectations of the role
senders. They may come from formal and informal sources; they may be legitimate or not,
punitive or benevolent, subtle and indirect or direct or blatant” (Kahn et al., 1964, p. 6). As
such, a focal person reacts to external stimuli (role pressures and role expectations) following
their job duties and responsibilities. This is known as a role force, which is the focal person’s
source of motivation for role-taking (job performance) (Kahn et al., 1964) (See Figure 2).
The use of role theory is essential for this study as it connects with Mintzberg’s
executive roles theory. The theory serves as the foundation to examine the dean’s roles,
functions, and relationships from the perspective of their interactions and communication
with their diverse role senders (Arntzen, 2016; Balik¢i, 2020; Muma et al., 2006). Dean’s role
senders include but are not limited to boards of trustees, senior administrators, faculty,
students, and employers. According to the role-senders’ functions and goals, they have
different role pressures and role expectations vis-a-vis deans. This means that behaviors and
roles of academic deans vary depending on role senders, their demands, and expectations. In
this regard, Mintzberg’s classification of the manager’s behavior becomes helpful. This
theory examines executive behaviors of all managers in all types of organizations being
applicable to academic institutions. Minztberg’s executive behavior theory helps examine the
dean’s job and roles based on different aspects of their professional duties and
responsibilities. For instance, the dean’s daily interactions are not limited to university
administrators, faculty, and students. In addition, deans seek partnerships and collaboration
with the labor market, businesses and industries, sponsors, and alumni. This is why any
manager’s work is characterized by varied interpersonal relationships, constant information

exchange and processing, transfer, and decision-making roles (Mintzberg, 1989). In other
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words, Minztberg’s theory can bring new perspectives and nuances to the dean’s
relationships with different university internal and external stakeholders.

Role theory is also beneficial for the theory of role conflict and role ambiguity. It
may add depth to the dean’s relationships with diverse university constituents by determining
the quality of those relationships. The theory detects weaknesses and strengths in the
incumbent’s job performance. For this reason, the theory of role conflict and ambiguity can
add new insights into the dean’s executive behavior. In other words, this theory is helpful in
understanding the dean’s experiences and perceptions of their jobs working with diverse
stakeholders. Consequently, it can detect potential challenges that academic deans may
encounter in their daily operations. Challenges in the workplace may become “detrimental to
a manager’s performance and satisfaction because they produce job-related tensions and
dissatisfaction in individuals” (Mech, 1997, p. 284). Mech (1997) indicates that “low
productivity, poor quality work, excessive turnover, and difficult employee relations are
organizational symptoms” of role conflict and role ambiguity (p. 284).

In this way, role theory smoothly interconnects two theories — executive behavioral
theory and role conflict and ambiguity theory — and benefits from their strengths. The theory
helps examine academic deanship in Kazakhstan from the perspectives of the dean’s
individual perceptions and experiences in relation to their emerging managerial roles.
Furthermore, the use of the theory of role conflict and role ambiguity may help understand
the dean’s ability or, in contrast, their inability to meet the varied demands, interests, and
expectations of their multiple constituents.

Executive Behavioral Theory

Given the complexity of academic deanship described in the previous section, the

dean’s job demonstrates that an incumbent engages in different interactions within and

outside the organization for which they are working (Yukl, 1989). In the context of
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Kazakhstan, these interactions require a dean to be aware of information flows regarding
orders and decrees from state authorities, boards of trustees, rectors, and vice-rectors to
applications and other documents from faculty, students, and employers. As such, a
substantial amount of documentation has to be processed to make a range of decisions, for
example, changes in the curriculum, renewing accreditation of academic programs, and
amendments to the strategic plans. This endless circuit of the dean’s tasks and functions can

(13

be understood using Henry Mintzberg’s “theory of what managers do” or executive
behavioral theory (Mintzberg, 1973, 1989). Mintzberg observed the everyday activities of
executive officers from five different organizations: a consulting company, a faculty, a
technology company, a purchase items manufacturer, and a health center for one week. He
classified the behaviors and developed ten roles of a manager emanating from the
individual’s formal authority and status. These ten roles fall into three clusters of role
categories: interpersonal relationships (Figurehead, Liaison, and Leader); information
exchange (Monitor, Disseminator, and Spokesperson); and decisional roles (Entrepreneur,
Disturbance handler, Resource allocator, and Negotiator) (See Figure 3):

Figure 3
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Note. Adapted from (Mintzberg, 1973, 1989)

Even though the study on the manager’s work was conducted in the USA in the
1970s, Mintzberg’s data collection instrument and role categories have been replicated and
validated across different international contexts and fields (Kumar, 2015; Kurke & Aldrich,
1983; Shapira & Dunbar, 1980; Tengblad, 2006). Mintzberg’s work is a classic work on the
behavior of managers. Kurke and Aldrich (1983) confirmed Mintzberg’s results by
replicating his data collection procedures and coding. The researchers (Kurke & Aldrich,
1983, p. 977) conclude that they got “an amazing degree of similarity in managerial behavior
across all nine organizations” (Mintzberg’s five organizations and Kurke and Aldrich’s four
organizations). Before that replication study, Shapira and Dunbar (1980) applied an in-basket
technique or a simulation of the chief executive’s managerial behavior on the first day in
office. The researchers sought to identify whether MBA students and managers select
Mintzberg’s managerial roles and how they classify them. The results showed that all ten
roles were present in the chief executive’s behavior. However, Shapira and Dunbar (1980)
found it is more practical to abandon interpersonal roles and leave only information
processing and decisional roles. This is because informational and decisional role clusters
fully encompass the executive behavior of an individual who does not work in isolation but
with people and the environment. Furthermore, Tengbald (2006) conducted a comparative
study on Swedish top managers’ behavior and found both differences and similarities with
Mintzberg’s work on “The Nature of Managerial Work™ (1973). He argues that most of
Mintzberg’s propositions work, but managerial practices develop over time and are context-
related. For instance, Mintzberg’s study was on American managers in the 1970s, whereas
Tengbald (2006) researched the behavior of Swedish chief executive officers in the 2000s.
The differences include a more extensive workload of managers, a greater emphasis on

information exchange, and less preoccupation with administrative work (Tengblad, 2006).
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However, the difference in the manager’s workload between Mintzberg’s study and
Tengblad’s study exemplifies the tendency of the manager’s work to become more intensive
and complex across the world (Hassard et al., 2009). Furthermore, a recent study on the
management roles of assistant principals in Turkish schools showed that they perform mainly
bureaucratic roles pertaining to interpersonal and information exchange roles (Balikgi, 2020).
At the same time, school principals are authorized with executive authority and status that
legitimizes them to perform decisional roles, such as leadership, supervision, and evaluation.
Therefore, assistant principals comply and implement more administrative (bureaucratic) job
functions. For this reason, Saah et al. (2020) argued that the exercise of managerial roles
depends on the extent of the legitimization of executive behavior or the extent of the
implementation of the managerial roles. In other words, the differences in managerial roles
may result from the variety of leadership and corporate culture models, organizational
structures, the extent of legitimization, and even the geographical dispersion of companies
(Tengblad, 2006). As for the similarities in managerial roles, Tengblad (2006) argues that
older management practices are always combined with new working practices that explain
management as a much more complex and paradoxical phenomenon making complex
organizations function.

Although the study on the manager’s work was used mainly in organizations other
than academia, there are advocates of Mintzberg’s theory in institutions of higher education
that increasingly adopt a more corporate culture and business-like behavior (Anderson et al.,
2002; Balikci, 2020; Mech, 1997; Muma et al., 2006; Saah et al., 2020). For example, Mech
(1997) applied Mintzberg’s typology to the roles of chief academic officers (CAOS) in
American public and private universities. He found that employing Mintzberg’s typology of
managerial roles is helpful in the selection, development, and retention of CAOs. This is

because “the misunderstanding about the managerial nature of this position can result in poor
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managerial performance, unnecessary turnover, and wasted institutional resources” (Mech,
1997, p. 283). Therefore, the more candidates and hiring committees know about the
managerial nature of the academic leadership position, the better the possible fit between
candidates and the behaviors needed to perform successfully in the job. In addition, the more
CAOs know about their jobs, the more sensitive they can be to the needs of their
organizations. Next, Muma et al. (2006) applied Mintzberg’s theory to measure the
administrative activities of physician assistant (PA) department chairpersons in American
universities and determine the framework’s applicability in an academic setting. The
researchers found that despite the multiple roles that might describe the functions of PA
department chairpersons and faculty, the comparison of new functions with Mintzberg’s
model matches each role defined in the model. Muma et al. (2006) conclude that academic
leaders mainly adopt and implement managerial roles. They are the most important
executives who influence the sustainable development and growth of HEIs worldwide. The
more recent study with the use of Minztberg’s managerial roles in academia was undertaken
by Saah et al. (2020). They used the theory to study academic leaders and heads of units on
three campuses of the North-West University in South Africa (Saah et al., 2020). They
determined that all three managerial roles work well in academic leadership and management
settings but with a different degree of implementation. The most prominent managerial roles
appeared to be interpersonal (leadership and liaison) and informational (information
exchange and dissemination). In contrast, the decisional roles of academic leaders are the
weakest roles of campus leaders (Saah et al., 2020). These empirical studies justify the
universal nature of Mintzberg’s executive behavioral theory that can be applied not only in
the corporate world, but also in academia.

The close relation of Mintzberg’s theory to the managerial character of academic

deanship is apparent from various studies. For instance, Arntzten (2016) identified the



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 60

professionalization of the decanal job, which signifies that the dean’s roles and functions
have become “more and more management oriented” (p. 2074). This underscores the need for
changes in the dean’s recruitment criteria, their provision with better supplementary
education, and other incentives. In addition, Cleverly-Thompson (2016) found that modern
academic deans are expected to raise funds, diversify sources of income, and collaborate with
sponsors and employers, which become a part of their job responsibilities. However, she
noted that a set of conditions must be met to develop the dean’s entrepreneurial behavior.
They are the incumbent’s autonomy, control, and accountability in managing the school
budget, incentives or rewards for increasing revenue, clear job expectations regarding
revenue-generating activities, and reduced administrative loads (Cleverley-Thompson, 2016).
This suggests that HEIs need to assess their expectations and opportunities, the incumbent’s
span of control and authority, and independence that support or, on the contrary, hinder their
ability to realize entrepreneurial activities. For this reason, Lee and Hoyle (2002) assert that a
successful dean must excel in all core functions, such as management, academic leadership,
and professional leadership. These expectations and demands from modern deans require
them to be “whole package” administrators (Erwin, 2000). This is also reflected in the study
on leadership competencies of medical school deans in Uganda (Kyamanywa & Redding,
2021). Kyamanywa and Redding (2021) found that successful deanship encompasses
personality, education and training, and organizational management competencies. In other
words, the selection, recruitment, development, and assessment of academic deans should be
based on the candidate’s prominent academic records, scholarship, and leadership
competencies that go far beyond exceptional academic training and qualifications. Thus, an
incumbent must possess personality-related competencies, such as humility, trustworthiness,
confidence, diplomacy, patience, maturity, and empathy, and organizational competencies,

such as people management, work ethics, financial and resources management,
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communication and collaboration, strategic management and change management along with
professional disciplinary knowledge and research skills (Kyamanywa & Redding, 2021).

Given this professionalization of academic deanship, Arntzten (2016) claims that this
position gives “little credit to the dean’s academic career” because it is difficult for deans to
combine their main administrative jobs with teaching and research (p. 2074). This means that
the dean’s previous teaching and research achievements and experiences are not necessarily
important for their successful job performance (Arntzen, 2016). In other words, the dean’s
traditional roles as lecturers and scholars have been weakened at the expense of the growing
entrepreneurial behavior. This proves that “the time of amateur administration [academic
deanship] is over” (Gmelch, 2000, p. 69), implying that the dean’s job is much bigger than
exclusive academic work. This job also entails expertise in academic leadership and
management, which underscores the complexity of contemporary academic deanship, where
an incumbent performs a variety of roles as faculty leaders, scholars, student advisors,
disciplinarians, admission officers, bookkeepers, personnel managers, and fundraisers (Boyko
& Jones, 2010; Krahenbuhl, 2004; Lavigne, 2019). Given that, Mintzberg’s model of
executive behavior is a universal theoretical framework that becomes applicable in academic
settings. In addition, the theory may highlight the changing nature of academic deanship in
Kazakhstani public universities to help redefine and strengthen the decanal job.

Mintzberg’s executive roles are grouped into three role clusters: interpersonal
relations, information exchange and processing, and decision-making:
Interpersonal Roles

The manager’s everyday work involves channeling communication networks with
employees and other stakeholders. Through these interactions, the manager can achieve
organizational goals. For instance, deans participate in official ceremonies, such as the

weekly meetings with senior administrators, graduation ceremonies, social or other events
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meeting with colleagues from other universities, labor market representatives, and state
authorities. These are examples of how a manager is engaged in interpersonal relationships
within and outside the organization. The first role that a manager holds is symbolically
represented by the Figurehead role. This role allows a manager to act on behalf of the
organization (an academic unit) in all matters of their formal status. The next role that a
manager plays is the Liaison role. In this role, the incumbent needs to network effectively by
building and maintaining mutually beneficial relationships with all stakeholders, facilitating
communications, and coordinating activities among academic and administrative staff and
students. Finally, the Leader role refers to the relationships between leaders and subordinates.
In a formal organization, such as a university, a leader executes through the powers delegated
by the university administration, and the provisions about the dean’s office, etc. (Mintzberg,
1973). As a leader, the person’s role is to motivate, inspire, empower, and lead the
subordinates toward the organizational goals. Moreover, the role refers to staff support, such
as supporting employees in their professional development or faculty consultations about the
tenure track system.
Informational Roles

The interpersonal roles of managers place them in a unigue position to access
information from various sources and types of data, such as orders, plans, strategies,
briefings, annual or semiannual reports, income reports, and other information reception and
transmission sources across the institution and beyond. A manager receives, exchanges, or
transmits information to react, such as to make decisions or take necessary actions and
initiatives. The manager’s maintenance of contacts within and outside the organization allows
them to serve as the unit’s “nerve center” (Mintzberg, 1973, p. 66). The first of the
informational roles taken by a manager is as the Monitor. This is not a passive receiver and

collector of information. Instead, a manager seeks information from various sources to detect
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changes, identify problems and opportunities, build up knowledge about their milieu, and
finally to make decisions (Mintzberg, 1973, p. 67). The received information can be
categorized into internal operations (the progress of organizational operations), external
events (data concerning customers, the market, services, products the organization produces,
competitors, and changes in suppliers), analyses and reports, trends and ideas, as well as
internal and external pressures that the information may impose on a manager. The second is
the Disseminator role, in which a manager receives external information, transmits it into the
organization, and then distributes it among subordinates. Next, the Spokesperson role
involves disseminating the organization’s data into its external environment. Finally, as a
formal authority, the manager speaks on behalf of the organization. The individual has the
information to do so through lobbying for their organization and serving as its public
relations head. The role requires academic deans to inform several groups of people, such as
boards of trustees, senior university administrators, faculty, students, and employers.
Decisional Roles

The final set of managerial activities involves strategic decision-making. This is the
most crucial part of the manager’s role and is the one that justifies the job incumbent’s
appointment. The manager’s position as an executive, their formal status, and access to
information authorizes a job incumbent with decision-making authority and power, which
may meaningfully affect organizational performance and its sustainable growth. The
decisional roles describe a manager’s responsibility to use the information they gain to
develop business strategies and make strategic decisions. In the Entrepreneur role, the
manager behaves like the “initiator and designer of much of the change in the organization”
(Mintzberg, 1973, p. 78). Entrepreneurial work starts with scanning the organization for
strengths, weaknesses, opportunities, and threats that must be considered before decision-

making. The Disturbance handler role deals with unexpected situations in change
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implementation that are beyond the manager’s control. This role is synonymous with conflict
management. When the problem occurs during change implementation, it should be
addressed by a manager. The problems encompass conflicts between the task groups, such as
the subordinates, contractors, and others, to enact the change. The disturbance may comprise
three situations (Mintzberg, 1973):

e Conflicts between the subordinates because of the resource demands, personality

clashes, or overlap of specialties;

e Exposure difficulties between one organization/unit and another;

e Resource losses or threats.

The role of the Resource allocator is one of the significant strategic roles of a
manager. To make strategic decisions, it is essential to distribute financial and non-financial
resources accordingly (money, time, material and equipment, human resources, and
reputation). The manager can allocate resources in a variety of ways — by scheduling their
own time, assigning work to subordinates, implementing change that will involve new
facilities, approving budgets, and hiring a new staff member (Mintzberg, 1973). This role
involves very complex choice-making behavior. The Negotiator role is the final role in the
manager’s decision-making. It refers to negotiating with other organizations, structural units,
and people. This role underlies the manager’s function to communicate with different
stakeholders and negotiate on the issues and matters that are beneficial for the manager’s
organization, unit, or people.

Given the changing nature of academic deanship toward entrepreneurial activities,
Mintzberg’s model of executive behavior is vital to use in this study. The model can
scrutinize the dean’s roles, duties, and responsibilities applying its ten specific roles to
address different aspects of the school administrator’s job. In other words, the theory helps

determine the roles that contemporary academic deans play in public universities in
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Kazakhstan, given the ongoing institutional restructuring. The changes emphasize the need
for deans to be competent academic leaders and managers whose previous teaching and
research records are no longer important. For this reason, Mintzberg’s managerial roles
theory is helpful in analyzing the deans’ roles and determining their weaknesses and
strengths.

Role Conflict and Ambiguity Theory

This section explains the theory of role conflict and role ambiguity that, apart from
Mintzberg’s managerial roles, allows researchers to evaluate and interpret the productivity
and performance of organizations and understand the relationships of employees and groups
within the organizations (Bedeian & Armenakis, 1981; Kahn et al., 1964; Rizzo et al., 1970).
Kahn et al. (1964) believe that “conflict and ambiguity are among the major characteristics of
our society, and we are marked by them” in social lives (p. 3). For this reason, empirical
research devoted to organizational performance and efficiency and human behavior are
almost exclusively devoted to role conflict and role ambiguity (Bedeian & Armenakis, 1981,
Kahn et al., 1964; Rizzo et al., 1970).

Organizational performance is often dependent on employees and the theory of role
conflict and role ambiguity can provide valuable information about both employee
underperformance with their work-related stress or, in contrast, incumbent’s effectiveness
and efficiency. The theory evaluates the quality of the employees’ performance, from being
reluctant and inert actors unsuccessfully tasked with managing change or being the
institution’s strategic assets that make significant contributions to reconciling strategic
aspirations with operational requirements (Birnbaum, 1988; Gatenby et al., 2015). The
quality of job performance, implying effectiveness and productivity, is conveyed by role
conformity and role consensus, whereas low job commitment and job dissatisfaction are

characterized by role conflict and role ambiguity (Kahn et al., 1964; Rizzo et al., 1970).



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 66

Understanding key factors that contribute to and impede successful organizational
performance helps organizations and administrators increase employee performance and
minimize stress (Clark, 1998; Shattock, 2010). Therefore, the essence of role conflict and role
ambiguity theory lies in the understanding that organizational productivity improves as
employees are aware of the role expectations, role pressures, and demands of their employers
and customers and can meet them (Biddle, 2013; Rizzo et al., 1970).

The central point of role consensus and role conformity implies an alignment between
role senders’ expectations and focal persons’ abilities to meet those expectations and
demands (Kahn et al., 1964). Role consensus denotes a certain degree of agreement of a focal
person with their roles, duties, and responsibilities. As such, a job incumbent is aware of what
they should do and, more importantly, how to do it with sufficient resources, such as time,
finances, and people (Biddle, 2013). Furthermore, role conformity implies compliance with
the accepted pattern of behavior through norms, beliefs, and preferences (Bedeian &
Armenakis, 1981; Biddle, 1986, 2013). In role conformity, a job incumbent complies with the
expectations and rules of the job and the role sender’s requirements until these rules, needs,
and expectations satisfy the incumbent. Under these conditions, organizations can function
smoothly. In contrast, when employees understand that they cannot fully accomplish all role
expectations, role pressures, and demands of role senders, their behaviors are characterized
by role conflicts and ambiguities (Kahn et al., 1964; Rizzo et al., 1970). In addition, the
theory of role conflict and role ambiguity is helpful not only in evaluating the quality of the
employee’s job performance. It may measure the employees’ job satisfaction level and
predict employee retention in organizations (Buller, 2007; Gmelch, 2000; Gmelch & Buller,
2015; Wolverton et al., 2002). Thus, the theory considers different factors, such as workload,
time pressures, lack of job meaningfulness, low work autonomy, external disturbances (such

as noise and overcrowding), and toxic work systems as potential triggers that may hamper
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organizational productivity and the individual’s effectiveness (Abbas et al., 2012; Nyanga et
al., 2012; Yousefi & Abdullah, 2019).

The theory of role conflict and role ambiguity consists of two main concepts:
Role Conflict

This subsection introduces the notion of role conflict. It refers to a stressor that
influences organizational performance and individual productivity. Kahn et al. (1964) define
role conflict as the simultaneous occurrence of two or more sets of pressures where
compliance with one would make it more difficult or render impossible compliance with the
other. According to Rizzo et al. (1970, p. 155), role conflict emerges in situations with “the
conflicting organizational expectations and demands in the form of incompatible policies,
requests, standards.” Therefore, the dimensions like congruence-incongruence or
compatibility-incompatibility in the role requirements describe contradictions that cause role
conflict. In addition, congruency or compatibility is judged relative to a set of standards and
norms regulating job performance (Rizzo et al., 1970). Biddle (2013) explains role conflict as
a situation when opposing expectations appear concurrently, affecting the person’s behavior
and emotions. Therefore, employee job satisfaction contributes to better performance and
productivity of organizations (Bako, 2014; Yousefi & Abdullah, 2019). In contrast, the
symptoms of individual dissatisfaction, anxiety, and fatigue signal to organizations and
administrators about role conflict that leads to low job commitment (Bako, 2014).

Role conflict is characterized by the degree to which expectations of a role of an
individual are incompatible or incongruent with the values, abilities, and expertise of the role
incumbent (Rai, 2016). Therefore, Kahn et al. (1964) single out four types of role conflict:

e Intrasender conflict. It implies incompatible prescriptions and proscriptions from a

single role sender;

¢ Intersender conflict. It refers to opposing pressures from different role senders;
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e Inter-role conflict, which means that the role pressures associated with membership
in one group conflict with the pressures stemming from membership in other
groups;

e Person-role conflict. It occurs when role requirements appear to violate the
individual’s moral values. (pp. 19-20)

These types add more depth to understanding the roots of the incumbent’s tensions
and states of strains to perform the job effectively, which organizations and administrators
should strive to identify and reflect in the measures and mechanisms addressed to better
organizational performance and employee job satisfaction.

Role Ambiguity

Similar to role conflict, role ambiguity is another stressor that predicts job-induced
tensions and stress. It refers to the degree to which job incumbents have sufficient
information to perform their jobs effectively (Wolverton et al., 1999). In other words, role
ambiguity develops when an individual is unclear about the expectations of others and the
extent of uncertainty associated with one’s performance (Rai, 2016). Thus, the triggers of
role ambiguity are incomplete or inconsistent job specifications and inadequate work
requirements or conditions for effective job (Biddle & Thomas, 1979; Nyanga et al., 2012).
Role ambiguity appears when an incumbent knows about their roles and what they are, but
they do not always know how to exercise their roles effectively because of certain limitations
(Abbas et al., 2012; Nyanga et al., 2012; Yousefi & Abdullah, 2019).

Role ambiguity is characterized by two types of objective and subjective role
ambiguities (Ilgen & Hollenbeck, 1991; Kahn et al., 1964). Objective role ambiguity is
characterized by the situation in which an incumbent (a focal person) lacks a clear focus on
the scope of job responsibilities and what they are supposed to do as part of their job. In this

type of role ambiguity, individuals know about their role and what it is, but do not always
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know how to do it more effectively. Subjective role ambiguity occurs when an incumbent
experiences a lack of structure in their roles and behavior. Consequently, they are uncertain
which role behavior is appropriate and also cannot foresee how other members of their role
set will behave (Sarbin & Allen, 1968).

Biddle (1986) singles out three sources of role ambiguity:

e Role overload connotes many role expectations and pressures faced by an

incumbent;

e Role discontinuity means that an individual must perform a sequence of

disintegrated roles in one position;

¢ Role malintegration occurs when the expected roles of the focal person do not fit

well. (p. 83)

It is noteworthy that role ambiguity is inevitable in complex organizations that
continuously change in response to their environment (Davis et al., 2016; Gmelch & Buller,
2015; Wepner et al., 2015). This is why it is almost impossible to remove all role stressors in
complex organizations, including higher education institutions (Schulze-Cleven & Olson,
2017). Nevertheless, organizations and administrators must strive to minimize role
ambiguity. This is because role ambiguity may deepen uncertainty about the expectations that
employees (focal persons) are required to meet first, as it is sometimes challenging to
distinguish between legitimate role senders and other role senders (for instance, in the case of
the university administration and academic staff) (Ilgen & Hollenbeck, 1991). To prevent role
ambiguity, the organizational norms and standards must be clear, consistent, and
straightforward to provide the necessary guidance and instructions in role requirements. This
can be achieved by timely and properly revised job descriptions that inform job duties and
functions. In addition, formal trainings, succession plans, and socialization strategies also

prepare employees for new role requirements (Rohr, 2016; Terjesen, 2022).
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Applicability of Role Conflict and Ambiguity Theory

Role conflict and ambiguity theory is paramount in human service organizations
where the raw materials are human beings (Rai, 2016). The essence of the theory lies in
illuminating the causal relationships in work-related relationships and role perceptions
(Bedeian & Armenakis, 1981). The theory identifies the antecedences and consequences of
job-induced tensions that can help organizations and administrators determine and eliminate
factors resulting in job dissatisfaction and low organizational performance. This suggests that
the theory can be an appropriate tool to explore academic deanship in the changing higher
education landscape of Kazakhstan.

According to Rosser (2004, p. 2), academic deans are situated in “the center of
controversy, conflict, and debate.” Furthermore, Franken et al. (2015) describe academic
deanship as a highly complex phenomenon characterized by negotiation amidst networks of
professional and power relations. For instance, despite the reforms addressed to modernizing
higher education in Kazakhstan, this system still preserves cultural aspects and norms
pertaining to the Soviet era. Therefore, university administration in the post-Soviet higher
education systems is traditionally very influential due to the long-established centralized
university governance structure (Froumin & Smolentseva, 2014; Hartley et al., 2016;
Yergebekov & Temirbekova, 2012). This means that Kazakhstani deans work in highly
hierarchical organizational settings, acting in a way framed by their job descriptions,
regulations, and expectations of administrators, faculty, students, and other stakeholders. This
makes the dean’s position predominantly weaker than the central role of senior university
administrators and faculty members enjoying their positional power and academic freedom
(Rumyantseva & Caboni, 2012; Sagintayeva, 2014).

Furthermore, given the rapidly changing national higher education landscape, it is

likely that academic deans are confronted by new demands and expectations that require
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better performance and efficiency through changes in curriculum design, research grant
applications, publications in peer-reviewed journals, etc. High-performance expectations
increase the complexity and ambiguity of the dean’s job performance (Davis et al., 2016;
Meek, Goedegebuure, & De Boer, 2010; Wepner et al., 2015). For instance, Sarros, Gmelch,
and Tanewski (1998) reported that Australian academic deans are likely to experience role
conflict and role ambiguity, especially during higher education restructuring when they are
uncertain about their level of positional authority and power. For instance, if some deans had
little power in one university, other deans in different universities had considerable executive
power and authority. This is why the issues concerning the dean’s position, their power, and
responsibilities have important implications for the incumbent’s satisfaction and
organizational performance (Sarros et al., 1998).

In the recent study, Coll et al. (2019) surveyed academic deans, who were members of
the Council of Academic Deans from Research Education Institutions (CADREI). This
Council is an assembly of deans of education from research and land grant institutions
(doctoral granting) in North America, the purpose of which is to prepare education personnel
in all phases of leadership development and the discussion and formulation of plans, policies,
and programs to make the Council member institutions more effective in their work. Coll et
al. (2019) found that contemporary academic deans are prone to role conflict and role
ambiguity because of effort-reward imbalances, hardships, over-commitment, and emotional
exhaustion in the workplace. These issues derive from a variety of challenges that deans
encounter, such as financial constraints, the lack of administrative support from the provost
office, the lack of time and energy to focus on promoting a new vision for academic
disciplines, a work-life imbalance, internal conflicts, and change resistance of colleagues and
faculty members (Coll et al., 2019). Therefore, the more complex and competitive the

environment in which current universities operate, the greater the potential for the deans’
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increased stress levels. Moreover, the dean’s role stress depends mainly on their ability to
perform contradictory roles vis-a-vis each stakeholder since senior administrators, faculty,
students, and employers seek different goals. For instance, while university administrators are
more concerned with the overall interests of the university, academic deans are more
concerned with the well-being of academic units, their academic staff, students, or academic
programs (Birnbaum, 1988). Given these obstacles, deans sometimes become unable to lead
positive changes. This develops a dilemma for deans who turn out to be “sandwiched
between competing expectations of central administration and departmental staff” (Pepper &
Giles, 2015, p. 46). Deans have to engage in complex power relations in which they act
multiple roles at once, being subordinate to those in more senior leadership and management
roles, an equal among middle leaders holding comparable positions and superior regarding
those they are assigned to lead (Lapp & Carr, 2006). For this reason, the dean’s behavior is
attributed to “walking a delicate administrative tightrope within a university, where they hold
legitimate authority, but within their school, such direct power can rarely be exercised
because of their functions as a disciplinary expert, who happens to be carrying out
administrative tasks, among other disciplinary experts” (Wolverton et al., 1999, p. 81). Thus,
the dean’s administrative-managerial role becomes unrecognized but attributed to serving as
a buffer from the university’s intrusion and usurpation of the faculty’s professional autonomy
(Montez et al., 2003; Wolverton et al., 1999).

Given the abovementioned, the greater the dean’s stress, anxiety, and job
dissatisfaction, the greater their role conflict and role ambiguity due to conflicting or overly
high expectations and demands (Wolverton et al., 1999). It is challenging for a dean to
perform a variety of roles, simultaneously addressing a group of individuals and prioritizing
stakeholders, communications, and their behavior, but the dean’s job presupposes the ability

to be flexible and independent to juggle multiple teaching activities, research projects, and
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administrative-managerial duties as a school administrator. As a result of the dean’s stress, it
is likely that job incumbents may seek to quit their jobs. For instance, Gmelch and Miskin
(2011) have estimated that one in five academic deans and department chairs in the US leave
their positions each year. The primary causal culprits for abandoning administrative jobs in
academia are the incumbent’s high stress and low job satisfaction (Coll et al., 2019; T. Morris
& Laipple, 2015; Wolverton et al., 1999).

To prevent role conflict and role ambiguity, deans need support to find common
ground between different interests, expectations, and demands from role senders (Montez &
Wolverton, 2000). For this reason, it is essential to create mechanisms to support academic
deans by helping them find a proper balance among different aspects of their jobs, i.e., the
value systems, administrative careers, and emotional well-being. Therefore, understanding
what brings role conflict and role ambiguity in academic deanship in Kazakhstan and
learning to minimize them are critical to any university and administrator striving to survive
under the pressures of higher education transformations (Wolverton et al., 1999).
Conceptual Framework to Analyze Academic Deanship in Kazakhstan

Using the executive behavioral theory and the role conflict and ambiguity theory in
one study may seem overwhelming to navigate throughout the research inquiry. Therefore,
the following integrated conceptual framework is created to illustrate how two theories can
be combined to capitalize on each of them and examine academic deanship in public
universities of Kazakhstan (See Figure 4):

Figure 4
Integrated Conceptual Framework to Analyze Academic Deanship in Kazakhstani Public

Universities
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Figure 4 represents two layers of theoretical frameworks employed in the present
study. The first layer considers the interaction of role senders (state authorities, senior
university administrators, faculty members, students, and employers) and focal persons
(academic deans). The interaction between university stakeholders and academic deans is
represented by the multiple roles that deans play in response to their constituents’ demands,
expectations, and pressures (role senders). For instance, academic deans subordinate to
university administrators and serve as leaders, managers, and colleagues to other faculty
members in the academic school. Figure 4 illustrates that role senders have different role
expectations and impose various role pressures on a focal person, for instance, in meeting
tight deadlines or submitting reports to state authorities. In turn, a focal person uses their
knowledge, experience, and intuition to react to the role sender’s demands by their role force
(based on the extent of their legitimization to respond and behave). These interrelations
between role senders and a focal person are scrutinized with the help of Mintzberg’s
executive behavioral theory to understand the strengths and weaknesses of managerial roles

that academic deans can exercise dealing with diverse university constituents and situations.
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Furthermore, the role conflict and ambiguity theory underscores the quality of the
interactions of an academic dean with these diverse constituents, namely how academic deans
respond based on their level of legitimate authority and power and how they react and behave
towards the university constituent’s multiple and varied pressures and expectations. In
addition, this theoretical framework is valuable in identifying the challenges that are relevant
to the role set of academic deans in public universities of Kazakhstan. Thus, the integrated
conceptual framework enables the researcher to comprehensively address the study’s research
questions.

Summary

This chapter has introduced two major theories of the study derived from the
fundamental role theory. The first theory is executive behavioral theory, which has been
selected to scrutinize the newly emerging managerial roles of academic deans in public
universities in Kazakhstan. This theory helps display how and to what extent academic deans
can exercise their functional duties as school administrators in Kazakhstani universities,
highlighting the extent of the dean’s executive behavior at public universities in Kazakhstan.
In contrast to the first theory, role conflict and ambiguity theory is chosen to examine
individual experiences and perceptions of academic deans about their jobs, roles, duties, and
responsibilities. This will help understand what challenges and pressures academic deans
encounter in their daily operations, working with diverse university superiors and constituents
and balancing academic and administrative-organizational functions. The two theories have
been integrated into one conceptual framework to facilitate the research inquiry process in

exploring contemporary academic deanship in Kazakhstani public universities.
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Chapter 4
Methodology

The Methodology chapter introduces the data collection and analysis tools and
procedures to investigate the role of academic deans in the transforming higher education
landscape of Kazakhstan. The chapter begins with reviewing social constructivism as my
philosophical assumption that comprises the ontological, epistemological, and
methodological stances in conducting the present study. Furthermore, I explain my
positionality as a researcher to clarify the insider-outsider positions in approaching the
research inquiry. The following section describes the selection of participants, sampling
strategies, and the choice of research sites. The following sections discuss the data collection
tools, such as semi-structured in-depth interviews and document analysis, used to develop a
robust approach to exploring Kazakhstani academic deanship. Then I explain how I
conducted a pilot study to test my interview protocol and refine interview questions before
formal data collection. Next, | describe the procedures undertaken in approaching research
sites and participants identified as elite interviewees. This is followed by a section describing
the step-by-step strategy | adopted to ensure rigorous and systematic qualitative data analysis.
The chapter ends with issues of trustworthiness and a discussion of research ethics in data
collection, analysis, and reporting findings about academic deans at public universities in
Kazakhstan.
Research Paradigm

This section reviews the research paradigm, which is the researcher’s fundamental
belief system in approaching a research inquiry (Guba & Lincoln, 1994). The research
paradigm acts as a philosophical lens to describe the researcher’s ‘worldview’ that informs
the meaning and interpretation of research data (Mackenzie & Knipe, 2006). Similarly, Willis

et al. (2007) define a research paradigm as a comprehensive belief system or framework that
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guides research and practice in the field. Moreover, the research paradigm explicitly
determines the researcher’s ontological, epistemological, methodological, and axiological
assumptions in their study. Therefore, the research paradigm is essential for a researcher, as it
is deeply connected to what is studied, how it is studied, and how the research findings
should be interpreted (Denzin & Lincoln, 2000; Khatri, 2020; Kivunja & Kuyini, 2017).

To identify my paradigm, it is essential to review my study’s objectives and research
questions (Corbin & Strauss, 2008). The goal of my study is to explore academic deanship in
Kazakhstani public universities. The research questions seek to understand the dean’s
experiences and perceptions of their role in the Kazakhstani rapidly changing higher
education system to determine whether the nature of academic deanship has changed over
time and how. In addition, I sought to determine what managerial roles deans play and how
they work with multiple university stakeholders. Given these study goals and considering the
limited research on deanship in Kazakhstan, | decided to choose a social constructivist theory
to frame my research inquiry. The essence of this theory lies in the ability of researchers to
examine academic deanship in Kazakhstan from multiple perspectives. Thus, it rejects a
single social reality that exists independently of others. In contrast, this theory creates a space
for new perspectives and insights into the phenomenon under study, such as academic
deanship in Kazakhstan. For this reason, the epistemological beliefs of constructivists are
based on subjective and multiple realities that are created rather than discovered (Rehman &
Alharthi, 2016).

To design my research study, | had to assume that complex social reality is
apprehensible in the form of the individual’s subjective and experientially developed
interpretations of the world in which we live and work (Rubin & Rubin, 2011). Based on this
ontological assumption, social reality is alterable due to constant reconstructions of social

reality and the individual’s changing interpretations. For this reason, to explore academic
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deanship in Kazakhstan, I had to acknowledge “multiple, apprehendable, and equally valid
realities” of the research participants who know their job based on their individual
experiences, interpretations, and perceptions (Kivunja & Kuyini, 2017; Ponterotto, 2005;
Schwandt, 1994). Thus, my ontological approach was based on various apprehendable and
equally valid realities of academic deans (Schwandt, 1994).

Social constructivism builds upon the interdependence of social reality and subjective
interpretations in knowledge generation. Therefore, my epistemological stance was based on
the individuals’ co-construction of social realities, including the researcher’s reality (Baxter
& Jack, 2008). To gather data, | had to organize a series of transactions between the
researcher and the research participants. |, as a researcher, recognized subjectivism in the
dean’s varied, individual, and experiential interpretations of their jobs (Guba & Lincoln,
1994). For this reason, to generate knowledge on Kazakhstani deanship, | had to collect data
through the lens of the participants’ individual perspectives on their social reality (academic
deanship) and their interpretations of it (Taylor et al., 2015). Therefore, my goal in data
collection was to recruit participants with diverse perspectives, unique views, attitudes, and
experiences about Kazakhstani academic deanship (Creswell, 2014).

Framing my study in social constructivism helped me choose an appropriate method
to collect data. To collect extensive data in the social constructivist stance, it is essential to be
mindful of the central role of close interaction and collaboration between the research
participant and the researcher, where the former tells their stories (Miller & Crabtree, 1999;
Ponterotto, 2005). Therefore, to develop an interactive researcher-participant dialogue, it is
natural to choose interviews. They help obtain rich, deep, and relevant data to uncover the
participants’ multiple hidden realities and capture the multiplicity and complexity of

academic deanship in Kazakhstani public universities (Krauss, 2005).
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Positionality of the Researcher

Researcher positionality is an integral part of qualitative research. It “reflects the
position the researcher has chosen to adopt within a given research study” (Savin-Baden &
Howell-Major, 2013, p. 71). Positionality encompasses the researcher’s philosophical,
personal, and theoretical beliefs and perspectives through which a researcher approaches a
research inquiry.

To identify positionality, researchers should follow a three-step process. First, they
need to locate themselves in relation to the subject by acknowledging personal positions that
have the potential to influence the research (Savin-Baden & Howell-Major, 2013). Second,
researchers should identify themselves regarding the participants, meaning each researcher
considers how they view themselves and how others view them. Finally, researchers should
position themselves in relation to the research context and process, acknowledging that
research will necessarily be influenced by the research context (Savin-Baden & Howell-
Major, 2013).

To determine my positionality, | began with self-reflexivity, which implies reflecting
on one’s preconceptions and considering how they might affect my research process
(Holmes, 2020; Sultana, 2007). A reflexive approach helped me reduce my biases and
subjectivity by acknowledging my positions to the phenomenon under study and achieving
“empathetic neutrality” by considering alternative perspectives and multiple individual
experiences (Holmes, 2020, p. 4).

First, | positioned myself as both an insider and an outsider of academic deanship in
public universities in Kazakhstan. My insider position derives from my work experience in
the higher education system of Kazakhstan. Although I did not work as a faculty member, |
was an administrator in the position of a senior manager of the International Cooperation

Office. My institution, Astana Medical University, underwent a transition to a non-profit
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joint-stock company (NJSC) and is categorized as a public university. Therefore, I am
familiar with how NJSC and public universities function and are governed. In addition, 1
worked closely with senior university administrators (rector and vice-rectors), academic
deans, vice-deans, department chairs, academic staff, and domestic and international students.
| was involved in the admission of international students and the selection of students for
academic exchange and mobility programs. These functions involved regular meetings,
negotiations, and collaboration with the dean’s offices. Therefore, to minimize my biases, [
selected research sites located in different regions of Kazakhstan and differed by their types
(national and state universities).

Next, | acknowledged my outsider position in recruiting academic deans for
individual interviews. Despite working closely with the dean’s offices and deans, that work
was limited. Our collaboration concerned international students, i.e., their registration with
the migration authorities, study permit extensions, or coordination of student exchange and
mobility programs. It should be noted that academic deans are in charge of academic,
methodological, research, and social affairs. In addition, they work with faculty and students.
Thus, the dean’s work and duties encompass a variety of tasks with which I am unfamiliar.
Therefore, to reduce my subjectivity related to the participants, | recruited as many research
participants as possible from different academic disciplines and with long or short work
experiences in the dean’s role. In addition, | was genuinely interested in understanding
contemporary academic deanship and the participants’ experiences and perceptions of their
roles. Self-awareness of subjectivity and curiosity helped me build a constructive dialogue
with respondents and collect data with an open mind.

It should be noted that it is impossible to avoid all biases (Shah, 2019). Therefore, it is
critical for a qualitative researcher to identify other researcher biases that may stem from data

collection, analysis, and interpretation resulting in biased and inaccurate research findings.
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Shah (2019) categorizes researcher biases into three types, such as confirmation bias, when a
researcher interprets the data to support their hypotheses or intentionally omits data that does
not favor research hypotheses. In addition, a question-order bias may influence responses to
the subsequent questions. This bias occurs when participants compare and judge subsequent
questions based on their response to the first question. The third type of a researcher bias
associates with leading questions and wording biases that lead participants in the direction of
probable outcomes. These researcher biases result in inaccurate responses. In order to avoid
them, it was important for me to address these pitfalls in advance. For this reason, to avoid
confirmation bias, | reviewed and analyzed all the data collected, constantly re-evaluating
impressions and responses to ensure that | was keeping my pre-existing assumptions in
check. Next, to prevent a question-order bias, | had to consider this bias when constructing
the order of the interview questions. For this reason, | conducted a study pilot to test my
interview questions. The study pilot is discussed in detail in the next section of this
Methodology chapter. My approach to avoid a question-order bias was based on asking
general questions before moving to specific questions related to the dean’s managerial roles
and challenges in the workplace. In addition, to avoid leading questions and wording bias, |
had to be careful with words that could introduce a potential bias (i.e., questions about the
dean’s role conflict and role ambiguity). | also had to avoid leading questions that could
prompt the participants to respond in favor of a particular assumption.

The aforementioned measures, including self-reflexivity and awareness of potential
researcher biases, helped me establish my position in the study and reduce my subjectivity
and preconceptions as a researcher. Furthermore, they enabled me to conduct this research

ethically and obtain more balanced and objective outcomes (Sultana, 2007).
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Participant Selection

Participant selection is an important component of a qualitative research inquiry. In
this study, | followed a systematic sampling strategy. First, | determined the study population
or a sample universe by setting inclusion and exclusion criteria (Robinson, 2014). The
essence of these criteria is to determine specific attributes to ensure a homogeneous sample
universe. Sample universe homogeneity is achieved using various parameters, such as
demographic homogeneity. It refers to the research participant’s status, position, age, and
gender characteristics (Luborsky & Rubinstein, 1995; Robinson, 2014). In this study, | used
only the inclusion criteria to determine the specific attributes of my study population:

1. Currently holding an academic deanship or acting deanship position;

2. Employed full-time in Kazakhstani national and regional (state) universities.

Due to the exploratory nature of my study, | attempted to achieve a proportionate
number of male and female academic deans and acting deans recruited at different research
sites and in different regions of Kazakhstan. This is called geographical diversity when a
researcher tries to “reach a sample population in geographically diverse locations” (Berg,
2001, p. 82).

After delineating my study population, I had to decide on my sample size. The
national lockdown due to the COVID-19 pandemic forced all Kazakhstani institutions of
higher education to shift to online mode of operations. That circumstance affected my initial
plans to visit research sites and recruit research participants in person so that I could organize
and conduct in-person interviews. Therefore, | had to adapt to the situation being more
flexible in recruiting participants. The researcher’s flexibility in data collection is essential
since, according to Robinson (2014), “Collecting in-depth data leads to challenges that are
never entirely predictable at the outset of a project [author emphasis]” (p. 31). Given that

data collection is “an unpredictable business” (Robinson, 2014, p. 31), | decided to determine
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a provisional sample size that may be increased or decreased during the process of data
gathering. For this reason, at the initial stage, | planned to have approximately 20 research
participants.

Once a sample universe and sample size were determined, | began the process of
selecting an appropriate sampling strategy. To determine a sampling strategy, it was
important to understand that the key informants of this study are academic deans and acting
deans from public universities in Kazakhstan. This type of research participants qualify as a
single source of data because they have a first-hand knowledge and experience about
academic deanship in Kazakhstani public universities (Gentles et al., 2015). For this reason, I
decided to use a purposeful sampling, which is specifically applicable to qualitative research
(Gentles et al., 2015; Patton, 2015). This recruitment approach refers to a non-probabilistic
purposeful sampling, which assumes that only individuals have unique, different or important
perspectives on the phenomenon under study due to their specific experience and knowledge
about a group or (sub)culture to which they belong (Berg, 2001; Mack et al., 2005; Robinson,
2014). In addition, the decision for using purposeful sampling was based on the inclusion
criteria with predetermined characteristics of a sample population. Thus, the essence of
purposeful sampling lies in the anticipated richness and relevance of the information that
participants can provide regarding the study’s objectives (Yin, 2011). Patton (2015) describes
purposeful sampling as follows:

The logic and power of purposeful sampling lie in selecting information-rich cases for

in-depth study. Information-rich cases are those from which one can learn a great deal

about issues of central importance to the purpose of the inquiry...Studying

information-rich cases yields insights and in-depth understanding (p. 264).

After deciding on a sampling strategy, | started selecting research sites. It is

noteworthy that Kazakhstani higher education has many types of universities based on their
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forms of ownership and legal-organizational forms of management. For this reason, at that
stage | had to determine what type of universities | would select to gather data. Based on
Sagintayeva et al. (2018), Kazakhstani universities divide into national (10 HEISs),
international (1 university), autonomous (1 university), state (regional) universities (32
HEISs), joint-stock companies (17 HEIs), and private universities (55 HEIs). Given this
typology of universities, | decided to select national and state universities (public
universities) in Kazakhstan. More specifically, | decided to select those universities that have
undergone a transformation from state-owned enterprises into non-profit joint-stock
companies (NJSC) with 100% state participation in the authorized capital. The essence of the
reorganization was to change the nature of institutional management to expand the
universities’ financial and managerial autonomy, which would allow institutions to directly
enter into contracts with businesses and attract investments from different sources (Akinfieva,
2022; Lichanova, 2021; Primeminister, 2020). In other words, the institutional restructuring
served as an initial platform for public universities to gain independence in financial and
management issues. | assumed that the ongoing changes in public universities of Kazakhstan
will indispensably affect academic deanship. This is because the changes in the status quo of
how institutions and academic schools function will be reflected in the dean’s offices. As
such, these changes could reveal new perspectives and insights into academic deanship, the
dean’s job, their roles, and functions.

As of August 2019, 27 public universities became non-profit joint-stock companies
(Informburo, 2019). Therefore, | decided to select eleven reorganized public universities out
of 27 that were located in different regions of Kazakhstan (See Table 5).

Table 5

Types of the Research Sites and their Regional Distribution
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No. Region in Public Number of selected Total number of
Kazakhstan university type research sites research sites in the
region
1 Center National 1 3
State 2
2 South National 3 4
State 1
3 North State 2 2
4 East State 1 1
5 West State 1 1
In total: 11 research sites

Table 5 shows that seven state and four national universities from five regions were
selected for data collection. In addition, Table 5 indicates that the majority of the selected
research sites are located in southern and central Kazakhstan, namely Astana (the capital
city), Almaty, and Shymkent. These cities are densely populated cities in Kazakhstan with a
population of over one million citizens. | assumed that selecting research sites in these
locations would provide me with relevant research sites and research participants that qualify
for my study compared to other regions in Kazakhstan. Therefore, | selected one or two
public universities for data collection in the north, west, and east.

It is worth noting that apart from selecting a study sample and determining research
sites, there are important milestones, such as getting access to the research sites and
participants to collect data. This stage involved contacting the selected research sites and
negotiating with gatekeepers of public universities to obtain official research permits to
access research sites and participants (Vuban & Eta, 2019). Research permits are necessary
not only because they authorize the presence of researchers on the premises of research sites
for the purpose of recruiting volunteering participants and collecting data (Vuban & Eta,
2019). In addition, they provide researchers with formal allowances or prior approval from a
specific organization or institution (usually a gatekeeper) to directly approach potential
respondents and collect data (Kristensen & Ravn, 2015). For this reason, | had to plan my

access to research sites accordingly. For this purpose, | followed the step-by-step procedures:
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First, | needed to establish legitimacy to collect data from research participants.
Therefore, | started searching for contact information on the selected research sites on their
websites to find up-to-date contact emails and telephone numbers. Then | prepared official
letters addressed to each rector of institutions because they qualify as gatekeepers of
institutions who grant formal permissions to access universities and participants (See
Appendix B and Appendix C). In my official letter to rectors, | briefly introduced myself as a
researcher, my study goals, the potential risks of the study, and a brief overview of the
themes of the interview questions to give a general idea to university administrators and
potential participants. In addition, | stated that participation in the interviews was voluntary,
clearly specifying that research participants are free to withdraw from the study at any time
without penalty. Finally, | attached an official letterhead from the Dean of Nazarbayev
University Graduate School of Education (NUGSE) addressed to the rectors of the selected
institutions. The purpose of the letter was to support and facilitate my data collection. It
legitimated my requests to rectors to obtain access to research participants at the institutional
levels. As a result, I managed to obtain research permits from seven out of eleven public
universities to recruit study participants and interview them (See Table 6).

Table 6
Number of the Research Permits based on the Types of Universities and Regions in

Kazakhstan
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Region in Public Number of Total number of Number of
Kazakhstan university requests to research sites in research
type research sites the region permits
Center National 1 3 1
State 2 2
North State 2 2 -
East State 1 1 1
West State 1 1 -
South National 3 4 3
State 1 -
In total: 11 research sites 7 research permits

It is important to note that senior university administrators did not participate in the
selection or recruitment of research participants in this study. My single purpose in
addressing rectors of institutions was to respect a formal administrative protocol and follow a
university code of ethics in obtaining research permits from the heads of institutions that
legitimized my interactions with academic deans to recruit them for individual interviews.

Second, once a research permit was granted, | started contacting potential participants
whose contact details were available on the websites by email or phone. That stage was
critical for me as it worked as ice-breaking between participants and me. This was my first
communication with future participants, which could influence establishing a rapport and
trust between the interviewees and me as the researcher. Therefore, in my first contact with
participants, | introduced myself and explained the study’s aims, its risks, the rights of
participants, and the voluntary nature of the study. | provided participants with detailed
explanations of how the confidentiality of data and interviewees would be protected. In
addition, | attached two informed consent forms in the Kazakh and Russian languages so that
participants could read the necessary information about the research again (See Appendix B).
In other words, my goal was to provide participants with all information about the interview
that could help them reach an informed, consensual decision to participate in the study. My

goal was to convince participants that their input would be valuable and meaningful for this
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study. As soon as research participants agreed to an interview, we negotiated convenient
dates and time slots for conducting interviews.
Data Collection

This section of the Methodology chapter explains the data collection procedures of
this study. In doing so, it is crucial to review the different methodologies scholars have
applied to explore these phenomena before examining the roles of academic deans in
Kazakhstani public universities from the perspective of their managerial responsibilities
(executive behavioral theory) and the challenges they face (role conflict and ambiguity
theory),

Predominantly, previous studies on managerial roles, role conflicts, and role
ambiguities among academic staff have leaned towards quantitative or mixed methods.
Researchers like Mech (1997), Anderson et al. (2002), and Jackson (2004) employed surveys
to measure academic leaders’ managerial roles based on Mintzberg’s executive behavioral
theory. For instance, Mech (1997) used a questionnaire to delve into the perceptions of chief
academic officers regarding their job roles and associated managerial requirements.
Similarly, Muma et al. (2006) utilized mixed methods to determine administrative activities
among physician assistant department chairpersons, comparing them against Mintzberg’s
managerial role model. Recent studies, like Saah et al. (2020), also used descriptive surveys
to present factors influencing academic leaders’ adherence to managerial roles at North-\West
University in South Africa.

Regarding studies on role conflict and role ambiguity in organizations, initially Kahn
et al. (1964) used mixed methods involving written questionnaires, interviews, an personality
tests to explore job stress and its associated elements (role conflict, role ambiguity, and role
overload). In addition, Rizzo et al. (1970) developed a fundamental questionnaire used in

subsequent studies to measure role conflict and role ambiguity. For instance, Wolverton et al.
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(1999) used this questionnaire to examine academic deanship and establish a baseline of
information about American deans, their perceptions of role conflict and ambiguity, the
responsibilities associated with their position, perceptions of job-related stress, and other
factors. Similarly, Rai (2016) used the same questionnaire to explore how organizational
justice, formalization, and commitment minimize role conflict and role ambiguity among
long-term-care staff.

Contrary to the prevalent use of quantitative methods in studying managerial roles and
role conflict and ambiguity, | have opted to employ qualitative data collection methods. The
rationale for choosing a qualitative research design is based on the researchers’ opportunity to
step beyond the known and enter into the world of participants, to see the world from their
perspective, and, in doing so, make discoveries that will contribute to the development of
empirical knowledge (Corbin & Strauss, 2008). In other words, qualitative research helps
researchers understand complex social phenomena, such as human behavior, by capturing the
complexity and richness of these social phenomena that cannot be adequately captured
through quantitative research methods. Qualitative research allows researchers to get at the
inner experience of participants, determine how meanings are formed through and in culture
and discover rather than test variables (Corbin & Strauss, 2008).

In addition, the choice of qualitative research stems from the absence of empirical
studies on Kazakhstani deans, suggesting potential benefits in utilizing qualitative
approaches. Given that academic deans are engaged in multifaceted social roles and
interactions, uncovering individual’s subjective experiences and perspectives through
qualitative methods seems appropriate. This approach may offer valuable insights into
academic deanship in Kazakhstani public universities. Hammarberg et al. (2016) assert that a
qualitative study is used to answer questions about experience, meaning, and perspective,

most often from the standpoint of the participant. Thus, this approach allows researchers to



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 90

reveal the personal experiences and perspectives of individuals, which can provide valuable
insights into the phenomenon under study, specifically academic deanship in Kazakhstani
public universities.

Qualitative research provides a range of tools for data collection. They include small-
group discussions, structured interviews, or in-depth interviews to investigate beliefs,
attitudes, and concepts of normative behavior or understand a condition, experience, or event
from a personal perspective. In addition, this research uses analysis of texts and documents,
such as government reports, media articles, websites, or diaries, to learn about distributed or
private knowledge (Taylor et al., 2015). Given the wide array of data collection tools
available in qualitative research, this research design is advantageous for capturing the
complexity of academic deanship in Kazakhstani public universities.

Before selecting appropriate data collection tools, it is worth noting that the proven
Role Conflict and Role Ambiguity Questionnaire (Rizzo et al., 1970) could be adapted into
interview questions to examine Kazakhstani deans’ role conflict and ambiguity. Similarly,
Mintzberg’s ten managerial roles can serve as a basis for developing interview questions to
gain insights into the dean’s roles as academic administrators within public universities in
Kazakhstan. Table 7 below presents the research questions of this study and introduces the
selected data collection methods (See Table 7):

Table 7

Types of the Selected Research Methods

No. Research Questions Research Comments
Methods
1 How do academic deans Semi- Research Question 1 seeks to uncover
describe their decanal work structured in-  academic deanship in Kazakhstani public
in Kazakhstani public depth universities compared to the reviewed
universities? interviews, academic deanship in Russia, the
document Netherlands, Australia, and the USA.
analysis. This would help determine the

similarities and differences in decanal
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jobs in Kazakhstan and other education
systems.

In what way do they think ~ Semi- Given the ongoing higher education
the decanal position has structured in-  reforms in Kazakhstan (for instance,
changed over time? depth academic freedom and financial
interviews, autonomy, the shift toward non-profit
document joint-stock companies, and university-
analysis. industry collaboration), Research
Question 2 aims to understand what
changes academic deans have
experienced over time, referring to their
status, duties and responsibilities.
How do academic deans Semi- Research Question 3 seeks to understand
perceive and experience structured in-  whether the nature of academic deanship
their managerial roles depth in Kazakhstan shifted toward more
(interpersonal, information  interviews, managerial activities. Therefore,
exchange, and decisional)?  document Mintzberg’s executive behavioral theory
analysis. is used to determine the capacity of
deans to exercise these roles. The essence
of this question is to reveal which roles
are most present in the deans’ role
repertoire. Therefore, the responses may
show which dean’s roles are the strongest
or the weakest ones. Finally, the
researcher can identify the obstacles that
impede the dean’s executive behavior in
Kazakhstan.
How do academic deans Semi- Research Question 4 intends to
perceive role conflict and structured in-  determine whether academic deans are
role ambiguity in their job ~ depth fully equipped to perform their roles
as they work with diverse interviews, effectively. For instance, whether an
constituents (senior document incumbent has sufficient executive power
administrators, faculty, analysis. and authority to run academic units.

students, and external
stakeholders)?

Moreover, this question aims to
determine what obstacles impede the
dean’s job performance. The
interviewees’ responses to this question
would reveal the causes that predict role
conflict and role ambiguity among deans
in public universities in Kazakhstan.




THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 92

According to Table 7, | selected two research methods to address the four research
questions of the study. They are semi-structured in-depth interviews and document analysis.
By combining document analysis and in-depth interviews, | aimed to strengthen my data
collection strategy and add multiple perspectives (governmental, organizational, and
individual) on the decanal position in Kazakhstani public universities. The research methods
are reviewed in detail in the following subsections:

Semi-Structured In-Depth Interviews

In my study, | decided to use in-depth interviews. Their essence lies in the ability to
illuminate the connections and relationships that an interviewee sees between particular
events, phenomena, and beliefs to depict a complete picture of what happened to whom and
why (Boyce & Neale, 2006; Edwards & Holland, 2019; Mack et al., 2005). These interviews
are helpful when a researcher seeks to obtain detailed information about the individual’s
thoughts, experiences, and behaviors or needs to explore new issues succinctly. For this
reason, in in-depth interviews, the interviewee serves as an expert, whereas the interviewer is
considered a student (Mack et al., 2005). Using in-depth interviews, | could interview
respondents in a nondirective way “with little or no direction from the interviewer, and
participants are encouraged to relate their experiences, to describe whatever events seem
significant to them, to provide their definitions of their situations, and to reveal their opinions
and attitudes” (Franken et al., 2015, p. 196). Therefore, in-depth interviews helped me elicit a
vivid picture of the participant’s life experiences, knowledge, and perceptions about
academic deanship with different nuances (Jamshed, 2014; McGrath et al., 2019; A. Morris,
2015).

There are three major categories of interviews: structured (formal or standardized)
interviews, unstructured (unstandardized, informal, or non-directive) interviews, and semi-

structured interviews (Creswell, 2014; Frankfort-Nachmias et al., 2015; Stuckey, 2013).
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Reviewing these types of qualitative interviews, | decided that structured and unstructured
interviews are not convenient for my study. For instance, even though structured interviews
are designed to elicit the subjects’ thoughts, opinions, and attitudes about the phenomenon
under study, they use a set of predetermined questions. This means that a researcher follows a
specific set of questions in a certain order with a limited number of response categories for
interviewees (Denzin, 2008; Edwards & Holland, 2019). In contrast to the rigidity of
structured interviews, unstructured interviews do not follow a predetermined questionnaire.
Instead, they operate naturally, assuming that they do not know all the necessary questions in
advance. Consequently, a researcher cannot fully determine a list of interview questions. In
this type of interview, a researcher must develop and generate questions, and follow-up
probes appropriate to the given situation and the central purpose of the study directly during
the interview (Edwards & Holland, 2019; Mack et al., 2005; A. Morris, 2015). Therefore, this
type of interview is often called a narrative interview that is based on the stories, events, or
actions from the perspective of the participant’s experience and perceptions (Stuckey, 2013).
Given that review of structured and unstructured interviews, | decided that semi-structured
interviews are more beneficial for my study, combining the strengths of both types of
interviews.

In semi-structured interviews, a researcher asks questions in a systematic and
consistent order, but interviewees are free to probe far beyond the answers to the prepared
and standardized questions (DiCicco-Bloom & Crabtree, 2006; Edwards & Holland, 2019;
Mack et al., 2005; A. Morris, 2015). In other words, a researcher sets the outline for the
topics covered, but the interviewee’s responses determine the interview flow (DiCicco-
Bloom & Crabtree, 2006; Edwards & Holland, 2019). Moreover, semi-structured interviews

guide with open-ended questions to provide a clear set of instructions for interviewers and
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ensure reliable and comparable qualitative data (Denzin, 2008; DiCicco-Bloom & Crabtree,
2006; Edwards & Holland, 2019; Stuckey, 2013) (See Appendix A).

Next, before announcing the national lockdown due to COVID-19, I planned to visit
research sites and recruit participants for in-person interviews. However, my data collection
period from April to December 2020 coincided with the global pandemic, followed by the
national lockdown and universities’ online mode of operations. Therefore, I had to adjust to
the circumstances and collect data using information and communications technologies (ICT)
(Archibald et al., 2019; Khan, 2022). Instead of conducting semi-structured in-depth
interviews in person, I chose to conduct voice-only interviews using WhatsApp and Zoom
applications (Archibald et al., 2019; Khan, 2022). This is because, according to Mack et
al. (2005), although in-depth interviews typically take the form of face-to-face interactions
between an interviewer and a research participant, online or telephone interviews can also
qualify as in-depth interviews. Therefore, | conducted audio interviews via WhatsApp and
Zoom applications because of their meaningful advantages. First, they are accessible due to
their user-friendly interface and widespread use, not requiring any specialized knowledge or
preparation to use them (Archibald et al., 2019; Khan, 2022). Second, conducting interviews
via WhatsApp or Zoom applications was the personal preference of the research participants.

Despite the advantages of audio interviews, it should be noted that their limitation lies
in the researcher’s inability to see the participants’ visual expressions. They lack the “face-to-
face nonverbal cues that researchers use to pace their interviews and to determine the
direction to move in” (Berg, 2001, p. 83). However, because of the safety measures for both
the research participants and me as a researcher, the most effective way to conduct interviews
was via WhatsApp and Zoom platforms during the national lockdown in Kazakhstan

(Archibald et al., 2019; Khan, 2022).
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Once | recruited research participants, | started planning and organizing interviews.
The interview dates depended on the individual schedules of academic deans. Before the
interview, | asked each participant to consent to take part in the study and be audio recorded
both orally and in a written form (See Appendix B). Fifteen participants consented to take
part in voice-only interviews and be recorded. In addition, they were asked to sign consent
forms and send them to me via email or WhatsApp.

My approach to interviewing participants was based on asking questions in a neutral
manner, listening attentively to participants’ responses, and asking follow-up questions and
probes based on those responses without leading participants according to any preconceived
notions or encouraging them to provide particular answers by expressing approval or
disapproval of what they say (Mack et al., 2005). This allowed participants to gain comfort in
talking, which influenced the natural flow of voice-only interviews. The interviews with
participants were perceived as a conversation or a dialogue that unfolded smoothly and
gradually (DiCicco-Bloom & Crabtree, 2006).

To guarantee effective interviews, | had to be prepared for each interview. For
instance, before the interviews, | checked the Internet connection and readiness of the
recorder for work. | read my questions before interviews to ensure a smooth conversation
flow with participants. In addition, 30 minutes before the interview, I sent emails to the
participants to remind them about the scheduled interviews and check their availability.
Furthermore, | maintained time management with interviewees respecting their limited time
available for the interview and their busyness (Harvey, 2011; Morse, 2018; Richards, 1996;
K. E. Smith, 2006). Finally, I think that my curiosity in investigating academic deanship
helped me establish trust with participants. Being a student-researcher, | was an outsider for
deans who felt safe and confident in answering the interview questions. For instance, there

were situations during the recorded interviews when participants asked me to pause the
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recording, as they did not want to record private information. In those situations, | pressed the
pause button of the recorder and did not record the conversation until the research participant
permitted me to continue the interview audio recording (Brinkmann & Kvale, 2018; Edwards
& Holland, 2019; McGrath et al., 2019). As a result, | recruited and interviewed 15
participants, who preferred to be interviewed in Russian (See Table 8).

Table 8

Number of the Recruited Research Participants

Number of the recruited

participants
Research  Research  Research  Research Research  Research  Research
site 1 site 2 site 3 site 4 site 5 site 6 site 7
2 deans 2 deans 4 deans 1 dean 3 deans 2 deans 1 dean
Total number: 15 academic deans

Despite interviewing 15 deans compared to my initial plans to have 20 participants, |
reached data saturation with this sample size. This happened when | was continuously
collecting the same stories, themes, issues, and topics told by the interviewees (Boyce &
Neale, 2006). This reflected the experience of other studies. For instance, in the research
study of women involving reproductive health care in Africa, Guest et al. (2006) found that
their data saturation had occurred at a very early stage. Of the thirty-six codes developed in
the study, thirty-four were developed from the first six interviews, and thirty-five codes were
developed after the twelfth interview. Guest et al. (2006) conclude that for studies with a high
level of homogeneity among the population, “a sample of six interviews may [be] sufficient
to enable the development of meaningful themes and useful interpretations” (p. 78). The data
saturation emerges from the continuously emerging patterns and themes from the researcher’s

time-intensive interviews for one or two hours and even more hours, depending on the
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interviewee. Therefore, despite my relatively small sample size, the fact that | recruited
participants based on the predetermined inclusion criteria and employed semi-structured in-
depth interviews helped me reach data saturation. | collected rich data about academic
deanship in Kazakhstani public universities, signaling to me that my research sample
sufficed. Moreover, Crouch and McKenzie (2006), Mason (2010), and Robinson (2014) state
that it is a norm to have a small sample size in qualitative studies when researchers are
concerned with the meanings of the phenomenon under study and not with generalized
hypothesis statements.

Overall, the interviews with research participants lasted for 1-1.5 hours. After
conducting the interviews, | sent a message of gratitude to my participants. | thanked the
interviewees for taking the time and making valuable contributions to the research. Finally, |
sent the transcribed interviews for the participants’ revision if they expressed their
willingness to be acquainted with their responses before the data analysis and reporting. This
procedure is called member checking, which will be discussed in detail in the
Trustworthiness section.

Document Analysis

In this subsection, | explain the rationale for using document analysis to support my
exploratory study on academic deanship. | decided to include document analysis as another
research method of my study because it helps systematically review or evaluate publicly
available documents (both printed and electronic) related to Kazakhstani academic deanship
to form a general understanding of the decanal position in Kazakhstani public universities. In
my study, | specifically reviewed state programs, bylaws, and regulations on higher education
institutions, strategic goals in education and science, organization and structure of
universities, academic units, institutional bylaws on selection and recruitment of the dean’s

office staff, and the norms in teaching workloads (See Table 9).
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Table 9

List of State Policies and Bylaws Related to Academic Deanship in Kazakhstani Universities

Governmental documents

Title of the Document

Comment

- Concept of Kazakhstan to become
the top 30 most developed countries in the
world;

- State Program for Innovative-
Industrial Development for 2015-2019;

- Nation’s Plan of 100 Steps of Five
Institutional Reforms;

- State Program of Education and
Science Development for 2016-2019;

- Typical Qualification Requirements
of Pedagogical Workers and Persons
Equated to Them;

- List of Positions of Pedagogical
Workers and Persons Equated to Them;

- List of Job Titles related to the
Faculty, Teaching Support Staff,
Administrative Staff, and Service Staff;

- Law on the Changes and
Amendments in the Legislative Acts of RK
to Expand Academic and Managerial
Autonomy of HEISs;

- About Determining the
Recommended Annual Teaching Workload

Decree of the President of the
Republic of Kazakhstan (RK) No. 732
on 17 January 2014

Decree of the President of RK No. 874
on 1 August 2014

Program of the President of RK on 20
May 2015

Decree of the President of RK No.
2015 on 1 March 2016

Order of the MOES No. 338 on 13 July
2009) (with amendments as of 2018
and 2019)

Government of RK No. 77 on 30
January 2008

Order of the MoES No. 374 on 7
August 2009

Law of RK No. 171-VI on 4 July 2018

Order of the MoES No. 122 on 25
March 2021

and the Minimum Salary of Academic Staff
in HEIs.

In addition, | used and analyzed available institutional documents, which included
organizational charters, strategic goals, operational plans, annual and semi-annual reports,
and provisions of academic units, dean’s offices, academic staff, and deans’ job descriptions.
It should be noted, however, that institutional documents are often restricted and not available
on websites. Therefore, | negotiated access to electronic versions of institutional documents
and bylaws with the academic deans on an individual basis. In general, 1 used the following

internal documents for document analysis:



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 99

1. Strategic Plan for University Development for 2014-2019 (e.g., University 1);
2. Operational Plan of University for 2019-2020, annual and semi-annual reports
(e.g., University 1);

3. University Charters (e.g., Universities 1, 3, and 5);

4. Provisions on the Dean’s Office (University 3);
5. Job descriptions of academic deans (Universities 1 and 3);
6. Qualification Requirements for Academic Staff (Universities 1, 3, and 6).

The rationale for using document analysis in my study was the understanding that
documents could provide me with background information and context of academic deanship
in Kazakhstan, help me formulate additional questions to research participants, obtain
supplementary data, get a means of tracking a change dynamics in the development of
Kazakhstani deanship, and verify my findings from other data sources (Bowen, 2009).
Therefore, reviewing and evaluating state policies, regulations, and internal institutional
bylaws allowed me to elicit meaning, understand, and develop theoretical and empirical
knowledge to specify the dean’s functions and responsibilities in Kazakhstani public
universities (Bowen, 2009; Corbin & Strauss, 2008).

Another rationale for employing document analysis was explained by its combination
with other qualitative research methods as a means of triangulation, which is “the
combination of methodologies in the study of the same phenomenon” (Denzin, 1970, p. 291).
In a qualitative study, a researcher is expected to draw upon at least two sources of evidence
to seek convergence and corroboration through the use of different data sources and methods
(Bowen, 2009).

Pilot Study
To conduct successful in-depth interviews, a researcher needs skills and experience in

communicating with research participants to establish trust between an interviewer and an
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interviewee to promote a constructive dialogue. Therefore, collecting the most detailed and
rich data requires some practice from novice researchers (Turner, 2010). For this reason, it is
useful for researchers to conduct pilots with volunteers who meet the criteria for selecting
research participants (Majid et al., 2017). The pilot study is the researcher’s final attempt to
verify their interview protocols, learn to elicit in-depth information from respondents, and
determine whether there are flaws, limitations, or other weaknesses in the interview design
(Brinkmann & Kvale, 2018; Edwards & Holland, 2019; A. Morris, 2015). Therefore, the
essence of pilot studies is to ensure the relevance of the field questions, identify limitations
within the interview design, and check the logistics of the field inquiry to manage to do
necessary modifications in the data collection process (Yin, 2011).

Given that my study had an exploratory nature, the decision to test the interview
protocol was appropriate to provide me with clear and accurate questions before my formal
data collection. Moreover, the pilot study was helpful for me as a novice researcher to gain
necessary confidence and practice in conducting interviews. Consequently, | conducted a
pilot with a volunteer academic dean who fully met the selection criteria for the study’s
research participants. This allowed me to test my data collection instrument in a real-life
setting, get valuable insights into recruiting research participants and select the most
appropriate data collection strategies. Piloting the interview protocol helped me not only test
questions, but also to revise and refine them as they were based on the research questions and
theoretical frameworks of the study.

| developed more effective interview techniques by using open-ended questions,
which invite research participants to unfold their answers in detail (Majid et al., 2017). In
addition, | started the interview with factual questions before opinion questions, using
prompts or the so-called ‘grand-tour” questions (Boyce & Neale, 2006; Jiménez & Orozco,

2021). For instance, “Tell me, please, how you became an academic dean?” In addition, the
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questions about the dean’s potential managerial roles were based on prompts using a 5-point
Likert scale to determine the participant’s degree of agreement or disagreement with the
managerial roles and reveal their strengths and intensity (Joshi et al., 2015). For instance,
“How would you rate yourself as a dean in the Figurehead role in performing legal, social,
and ceremonial roles from 1 — very low, 2 — low, 3 — average, 4 — high, to 5- very high?” (See
Appendix A).

The rationale for using prompts is that they are helpful “to generate the most critical
types of information researchers wish to learn from interview respondents, such as the
salience of events, attributes, and experiences, structure of what is normal, perceptions of
cause and effect, and behaviors, experience, and views related to sensitive topics” (Jiménez &
Orozco, 2021, p. 507). Using prompts, the respondent takes the position of an expert, making
the interview a more inductive data-gathering instrument (Jiménez & Orozco, 2021). As a
result, it is likely that the respondent will offer new and unanticipated findings.

Another takeaway from the pilot interview was that an interviewee needed some
probes to be more specific about the terminology or some peculiarities of their jobs (Boyce &
Neale, 2006). This helps researchers follow up with more specific prompts to get the
respondent to discuss in more detail what the respondent has defined as salient (Jiménez &
Orozco, 2021) (See Appendix A). Therefore, I had to ask questions such as “Would you give
me an example?” or “Could you elaborate on that, please?” As such, the pilot gave me useful
insights and practice in preparing the final data collection instrument (See Appendix A). |
understood that | need to avoid yes/no and leading questions, using formal body language,
keeping personal opinions in check, and including short and straightforward follow-ups to
allow respondents to go deeper in their interpretations. This helped me revise and polish my

interview protocol.
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Individual Interviews with Elites

The elite status of research participants stipulates that there are “individuals or groups
who ostensibly have closer proximity to power or particular professional expertise”
(Lancaster, 2017, p. 93). This status suggests that accessing elites may become challenging
for researchers. Unsurprisingly, Morse (2018) considers accessing elites as “a mixture of
prestige, craft, and luck™ (p. 279).

In my study, academic deans possess executive authority and power instilled in their
position at Kazakhstani universities. They preside over academic schools, units, and divisions
and oversee vice-deans, department chairs, academic and administrative staff, and students.
This means that academic deans meet the definition of elite participants in this study.
Consequently, I must recognize the participants’ exclusive status in their recruitment and
interviews. For instance, the participants’ authority may limit my access to them or may
reveal the deans’ dominance and guidance in interviews (e.g., avoiding answering the
questions) (Harvey, 2011; Lancaster, 2017; Richards, 1996; K. E. Smith, 2006; Welch et al.,
2002). Moreover, centralized control and top-down management in Kazakhstani public
universities could also affect my in-depth interviews with elite research participants (Froumin
& Smolentseva, 2014; Hartley et al., 2016; Rumyantseva & Caboni, 2012; Sagintayeva et al.,
2017; Smolentseva et al., 2018).

However, being aware that there are always power differences between the researcher
and research participants, | considered potential challenges and obstacles that may arise
before, during, and after interviewing elite participants to tackle them effectively and timely
(DeCarlo, 2018; Harvey, 2011; Richards, 1996).

Preparation. | had to be well-prepared and organized for the interviews. Therefore,
before the formal interview, | tested my interview protocol to ensure | had appropriate and

accurate questions on academic deanship in Kazakhstani public universities.
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Power imbalances in my study are related to academic deans whose authority and
status can dominate over students, including me — the student-researcher. In addition, Morse
(2018) and Welch et al. (2002) distinguish additional factors referring to power imbalances.
They are the gender differences between male and female research participants and the
degree of openness the researcher can expect from elite research participants. To address
those issues, it was essential to establish rapport and trust with the participants before and
during in-depth interviews, be respectful to research participants, plan interviews according
to the participants’ schedules, answer their questions, and be grateful for their valuable
contribution to my study (DeCarlo, 2018). In actual fact, | found power imbalances between
academic deans and me as a doctoral student advantageous. As an outsider, | was not in
relation with the interviewees as a student to an academic dean. | was open to their individual
and subjective experiences and attitudes about the position—my purpose as the interviewer
was to facilitate conversations with an interviewee. | used positive engagement techniques
such as active listening, asking thoughtful questions, and knowing when to stay silent and let
the interviewee talk freely to express my interest and engagement in the dialogue (Brinkmann
& Kvale, 2018; Kvale, 2006). Therefore, the research participants with an elite status felt
free, safe, and confident sharing with me their experiences, attitudes, and perceptions about
academic deanship in public universities of Kazakhstan.

Researcher-respondent relationship. The essential element in building a productive
relationship in elite interviews is to show respect to the research participants, their time, and
individual stories to help them feel comfortable. Moreover, respect for the participant
provided a solid foundation for rapport, that is, a sense of connection between the researcher
and the participants. Therefore, to establish rapport with the interviewees, | needed to build
trust and show respect for them. In this regard, my interest in exploring academic deanship in

Kazakhstan, my respectful attitude toward the research participants, and my readiness and
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flexibility to adjust to the busy schedules of academic deans were valued by the participants
who tried to find time slots for the interviews in their working schedules.

Time management. | had to be mindful of time management and balance open-ended
and close-ended (clarifying) questions to give interviewees the flexibility and freedom to
think and reflect on their answers. In addition, being aware of the participants’ busyness, |
was always prepared for the interviews (i.e., the charged batteries of the recorder, rehearsing
the interview questions, diagnosing an Internet connection, and maintaining time
management).

Pitfalls. In case of difficulties, | needed to be patient and respectful to reschedule the
interview for another day and time. In a nutshell, the interviews and interviewees varied.
Therefore, it was important not to let a difficult interview hamper my confidence and attitude
in subsequent interviews (DeCarlo, 2018; Richards, 1996).

Elaborating on the potential challenges in interviewing elites helped me approach
academic deans and interview them effectively. They allowed me to gain confidence as an
early-career researcher to deal with the privileged status of the research participants. | was
prepared to handle different situations, for instance, staying in control over the interview flow
when the interview was off-topic. | maintained control over all interviews and successfully
led the conversation flows with the research participants (DeCarlo, 2018).

Data Analysis

In this section of the Methodology, | explain my data analysis strategies and
techniques. | conducted data analysis in accordance with the five steps outlined by Yin
(2011): raw data compiling, data disassembling and reassembling, interpreting the data, and
concluding.

At the beginning of the data analysis stage, | had to compile all collected data into

files. My data comprised open sources of state policies (national educational programs, state
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decrees, and strategies), institutional documents (provisions on the dean’s offices, the dean’s
job descriptions, and qualification requirements for academic staff in universities that were
accessible on websites or shared by the research participants), audio recordings of interviews,
transcribed interviews, backup files on Google Drive with interview recordings and
transcripts, and analytic memos with my reflections on data analysis.

After organizing the raw data, | began verbatim transcribing. Transcribing is one of
the most time-consuming aspects of qualitative research (Bailey, 2008; Boyce & Neale, 2006;
Mezmir, 2020). For instance, my in-depth interviews with the research participants lasted 1-
1.5 hours. Just a one-hour recording could take four to six hours to transcribe depending on
the interviewee’s articulation, rate of speech production type, and quality of the recording
(i.e., background noise as telephone calls, visitors, etc.) (Bailey, 2008; Mezmir, 2020; Sutton
& Austin, 2015). In addition, transcribing is not a straightforward technical procedure.
Instead, it involves judgments about the level of detail to choose (e.g., omitting non-verbal
dimensions of interaction), data interpretations, and data representation (Bailey, 2008).
Moreover, transcribing takes time because of the careful observation of data through
repetitive listening to the audio files, which is an integral part of qualitative data analysis.
Transcribing refers to a preparatory stage of the raw data for further meticulous data analysis
and interpretation. Consequently, | transcribed 15 interviews verbatim. Furthermore, I
decided to transcribe the interview recordings myself. This was a great opportunity to become
acquainted with the participants’ responses to the questions. Subsequently, I reviewed all the
collected research materials, constantly reading and rereading transcripts, listening to audio
recordings, and my analytic memos to understand the meaning of the data and facilitate
further data reduction (disassembling and reassembling) (Mezmir, 2020; Yin, 2011).

Before proceeding to data reduction, | was aware that one of the challenges in

qualitative data analysis is dealing with the open-ended nature of data (Castleberry & Nolen,
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2018). As such, to analyze “thick data,” I had to choose an appropriate method to code data to
make it more readable and comprehensible (Berg, 2001; Ponterotto, 2005). For this reason, |
decided to create theoretical considerations for the pre-coding stage:

1. Inductive and deductive coding approaches. They help determine a framework for
generating codes (Mezmir, 2020). The combination of the two coding methods is the most
commonly used approach, often referred to as a blended approach (Graebner et al., 2012) or
abduction (Alvesson & Karreman, 2007). Both coding methods have their strengths and
weaknesses. Abduction can use the benefits of both approaches to strengthen data analysis,
allowing me to code data and generate new categories from the data while staying attuned to
existing theories (Linneberg & Korsgaard, 2019). Hence, abduction encourages a flexible
theoretical framework and a flexible approach to the empirical framework, which manifests
in a combination of inductive and deductive coding (Linneberg & Korsgaard, 2019).

2. Coding at the semantic and latent levels. Coding at the semantic level implies to
code data that stay close to the content of the research participants’ responses (phrases and
words) that generate semantic codes or descriptive codes. On the other hand, latent or
interpretative codes refer to coding that goes beyond the participant’s responses and the
content of the interview transcripts. They interpret the meanings of the data and look for
underlying ideas and concepts that are not on the surface of the data. Researchers must
uncover and interpret latent codes themselves (Clarke & Braun, 2013; Maguire & Delahunt,
2017).

3. Thematic analysis. | used this data analysis to systematically identify, organize, and
create data patterns by focusing on meanings across the data set (Clarke & Braun, 2013). In
doing rigorous thematic coding, | decided to employ a manual method of qualitative data
coding. This choice depends on the size of the study, time availability, and the inclination and

expertise of the researcher (Basit, 2003). Moreover, computer-assisted qualitative data
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analysis software does not do the analysis for the researcher, whose responsibility is to create
categories and codes, as well as decide what to retrieve and collate (Basit, 2003). In other
words, coding is an intellectual exercise in both qualitative and quantitative data analysis
methods. It requires thinking, deliberation, generating codes, and rejecting and replacing
them with others that are more illuminating and better explain the phenomenon under the
study (Basit, 2003).

For initial coding, | followed the recommendations of Linneberg and Korsgaard
(2019). They suggest simple color-coding with markers may suffice in smaller projects with
limited data. One color for each code would be sufficient to use hard copies of the transcripts
or Microsoft Word or Excel documents for copy-and-paste pieces of transcripts into new
Word or Excel documents. In particular, I used a two-column Microsoft Word document for
the coding process. The left column had the written interview transcript, and the right column
was blank for identifying patterns and themes in the text. At the beginning of each Microsoft
Word document, | had the research questions to read before starting coding. | highlighted
everything that was relevant or potentially interesting in relation to specific research
questions using colors. I also used open coding without pre-set codes to develop and modify
the codes, as | worked through the coding cycles. As such, | coded various phrases and words
about the decanal job functions and responsibilities, the respondents’ opinions and
experiences of academic deanship, the changes they observed, and the challenges that
academic deans encounter in one color. When all data in the first transcript was coded, |
repeated reviewing the first codes to identify the relevance of the codes to the data in the first
transcript. As | progressed in reviewing the coded data, | modified the existing codes using
different colors, trying to reveal similarities among codes and marking them with one color,
establishing differences among codes with other colors. The coding process of the first

transcript ended when all data in the transcript was coded, and the data relevant to each code
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was collated (Castleberry & Nolen, 2018; Clarke & Braun, 2013). | repeated the
abovementioned coding cycles with the rest of the interview transcripts. Then | reread the
coded transcripts to determine themes and categories among codes. The iterative process of
code reviewing allowed me to notice the appearance of the same codes repeatedly, which
signaled to me the emerging patterns in the coded data. The patterns in the data helped me
have a more condensed overview of the main points and common meanings that were
recurring throughout the data set. The iterative examination of the coded data in the data set
helped determine categories identifying coherent similarities and dissimilarities in the coded
data and patterns. I put the emerging patterns in the second column of the Microsoft Word
document to collate the patterns with the coded data.

During the second and third coding cycles, | started observing new themes from
patterns that | reorganized into more distinct themes. Hence, the initial themes were
predominately descriptive, characterizing some aspects of the patterns in the data relevant to
the research questions (Clarke & Braun, 2013; Maguire & Delahunt, 2017). In the third
coding cycle, I again reviewed and clustered all codes relating to the themes to explore the
relationship among themes in terms of their correspondence to the coded data and the entire
data set. This process is called quality checking to ensure that the themes correspond to the
coded data (Clarke & Braun, 2013). | reviewed the preliminary themes and considered
whether the data, in fact, supported each theme and whether the themes work in the context
of the entire data set (within a single interview transcript and across the rest of the interview
transcripts). | reviewed those themes again to achieve their coherence and distinction from
each other. At that stage, | could modify the constructed themes and create new subthemes
that included all relevant codes to answer the research questions. For example, | had several
codes that related to the selection and recruitment of deans, their status, and functions that

refer to the dean’s teaching and administrative functions. I grouped those codes into a broader
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theme called “The characteristics of the academic dean’s job.” I then created subthemes, such
as “The recruitment of academic deans” and “The dean’s duties and responsibilities,” etc.

Reviewing the themes and subthemes, | aimed to obtain consistency throughout the
data set. However, if the theme did not correspond to the coded data, | had to either discard
the code or relocate it to another theme. At that stage, | refined the themes by modifying
them, combining the overlapping themes into one theme, and eliminating themes that did not
capture anything meaningful about the collected data. In addition, | added subthemes to the
themes that better captured the meanings of what the respondents were saying. At the end of
the third cycle, the codes were organized into more condensed themes that were more
specific and relevant to the posed research questions.

The iterative process of reviewing codes and themes and their refinement helped me
write analytic memos during data analysis. They included my reflections, ideas, and thoughts
during data collection and analysis on the decanal job, the interviewees, and their different
experiences of academic deanship. In addition, the analytic memos helped me organize and
structure the data coding process, making it systematic and rigorous. According to Linneberg
and Korsgaard (2019), analytic memos are an excellent tool for qualitative researchers to help
materialize ongoing reflections serving as a log that can inform subsequent data collection
and lead to richer explanations in the data analysis.

As a result of four coding cycles, | determined the final themes and subthemes that
were robust and consistent throughout the data set. The list of themes and subthemes is
illustrated in Table 10 below (See Table 10):

Table 10

List of Themes and Subthemes
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No Research Question

Theme

Subtheme

1  How do academic deans
describe their job in
Kazakhstani public
universities?

Career trajectories in
academic deanship (AD)

Skills and competencies
for effective AD

- Internal hiring;
- Academic inbreeding;
- External hiring.

2 Inwhat way do academic
deans think their position
has changed over time?

Changes in AD

No changes in AD

- Dean’s status upgrade;
- Impact of COVID-19 on
AD.

- Top-down management in
public universities;

- Dean’s restricted authorities
and autonomy

3 How do academic deans
perceive and experience
their managerial roles

(interpersonal, information
exchange, and decisional)?

Roles of academic deans

Self-perception of AD

- Dean’s exclusive
informational and
interpersonal roles;

4 How do deans perceive the
role conflict and ambiguity

in their job as they work
with diverse constituents
(senior administrators,
faculty, students, and
external stakeholders)?

Role conflict stressors

Role ambiguity stressors

- Dean’s administrator-
faculty job;

- Work-life imbalances.

- Internal inconsistencies in
AD;

- External inconsistencies in
AD.

The demographic data (age, gender, work experience in the dean’s position, and

academic discipline) of the study included additional information about the research

participants and the characteristics of the dean’s offices. The themes of Research Question 1

characterized academic deanship from the beginning, for instance, what strategies universities

employed to recruit academic deans and what previous posts deans had before they were

appointed as deans. The themes of Research Question 2 illuminated the changes in academic

deanship and the dean’s perceptions of those changes. In addition, Research Question 2

included the theme of what changes academic deans would like to have in their jobs. | also
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included categories of the COVID-19 pandemic, as data collection coincided with the
national lockdown. In other words, COVID-19 was an additional trigger that affected
academic deanship, the dean’s roles, and functions. As for Research Question 3, it aimed to
record any shifts (related to Research Question 2) in the dean’s job toward growing
managerial duties and responsibilities. Moreover, in the case of the administrative nature of
deanship, the data provided insights into how deans perceive themselves and their roles and
how power dynamics in public universities impact academic deanship in Kazakhstan.
Furthermore, the themes from Research Question 4 identified the organizational stressors that
influence the stress and anxiety of academic deans, resulting in role conflict and role
ambiguity due to inconsistencies in their workplaces.
Trustworthiness

For any research inquiry, it is essential to meet the criteria that acknowledge the
quality of the research. | ensured the trustworthiness of in-depth qualitative interviews by
addressing the issues of credibility (validity), dependability (reliability), transferability (or
generalization), and confirmability (Anney, 2014; Lincoln & Guba, 1986; Schwandt et al.,
2007).

To ensure credibility, | employed techniques proposed by Lincoln and Guba (1986, p.
77), such as cross-checking (triangulation) and member checking. | used member checking to
minimize my bias in interpreting the interviewees’ responses by sending the interview
transcripts to participants so that they could evaluate my recording of their responses to the
interview questions. If they identified any misreporting, they were encouraged to suggest
changes (Schwandt et al., 2007). | used data triangulation (cross-checking) as a validation
strategy to test the convergence of the collected data from a variety of sources (Carter, 2014).
Data triangulation often refers to the use of multiple research methods, at least two methods,

about the same phenomenon across time, space, or different people (Anney, 2014; Carter,
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2014). In my study, | recruited as many research participants as possible who qualify as
novice and experienced deans from national and state universities located in different regions
of Kazakhstan over a period of nine months (April-December 2020). As a result, | could
corroborate my findings across data sets, which were not an artifact of a single method, a
single source, or a single investigator’s bias (Patton, 2015).

To ensure both the dependability and confirmability of my study (Anney, 2014;
Carcary, 2009; Lincoln & Guba, 1986), | can provide readers with an audit trail with a
detailed research process in terms of data collection, analysis, and interpretation (Bowen,
2009). The audit trail is necessary to show readers that data and interpretations of the findings
are not figments of the inquirer’s imagination, but are clearly derived from the data (Tobin &
Begley, 2004).

Furthermore, transferability refers to the generalizability of an inquiry (Nowell et al.,
2017; Tobin & Begley, 2004). Thick descriptive data show my informed decisions about the
generalizability of the findings to their specific contexts (Lincoln & Guba, 1986). The use of
purposeful sampling added to the transferability of the study since the sampling strategy
allowed me to focus on the key informants who are knowledgeable sources about academic
deanship in Kazakhstani public universities (Anney, 2014).

Ethical Issues

According to Denscombe (2014), “Research ethics is not an option — it is a
fundamental feature of all good research, even for small-scale research projects” (p. 306). To
address the ethical considerations in my study’s data collection, analysis, and interpretation,
my first principle as the researcher was to do no harm to the research participants.

In the data collection stage, it was essential for me to explain to potential respondents
their rights to privacy and freedom (Cohen et al., 2013; Sieber & Tolich, 2013). To do so,

while recruiting participants, | explained to them that the study was voluntary, and the
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participants had to decide themselves to take part in the research or not, including the
possibility of withdrawing from the study at any time with no penalty to the participants. To
recruit research participants, I sent informed consent forms in invitation emails to potential
research participants. That way, they could read and familiarize themselves with the purpose
of the study on academic deanship, the study’s benefits and risks, and the procedures that the
researcher would take to ensure the confidentiality of the participant’s responses (See
Appendix B).

My study examined the relationships between academic deans and university
superiors and constituents that could raise potentially sensitive issues for academic deans to
discuss with a researcher. Therefore, to conduct research ethically, it was essential to
determine the potential risks for the research participants before data collection. As such, 1
determined one risk associated with academic deans — the infrastructural
vulnerability (Sieber & Tolich, 2013, p. 16). This type of vulnerability is peculiar to my
research as it involves participants who are key informants about the phenomenon of
academic deanship in Kazakhstan, being both subordinates to superiors (boards of trustees,
rectors, and vice-rectors) and leaders to constituents (faculty and students). Such a position of
deans revealed their vulnerability in discussing their relationships with colleagues. To address
that risk, | had to guarantee the confidentiality of the participants. Therefore, during and after
the voice-only interviews via WhatsApp and Zoom, | did my best to ensure the
confidentiality of participants to other people (Cohen et al., 2013). For that purpose, | used
member checking to allow participants to review their responses in the interview transcripts
to avoid the researcher’s bias and data misinterpretation and the option to revise or delete any
remarks they had made with which they were uncomfortable. In addition, I assigned
pseudonyms and code numbers to universities, types of academic deans, and respondents

(See Table 11).
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Table 11

Code Numbers Assigned to the Research Sites and Participants

Number of Number of the research sites
research University University  University University  University  University
participants 1 2 3 4 5 nt

Participant 1 X

Participant 2 X

Participant 3 X

Participant 4 X

Participant 5 X

Participant n X

| ensured confidentiality by informing participants that data was confidential and
would only be shared between me (the researcher) and the members of my advisory
committee, whose names and contact details they could see in the informed consent forms
(See Appendix B) and invitation email letters to recruit deans for interviews (See Appendix
D). Furthermore, 1 ensured that the transcripts that I would use for data analysis did not
contain any identifiers. For example, | deleted the names, titles of the institutions, names of
senior administrators, regions, and other means of identification from the interview
transcripts (Cohen et al., 2013). Moreover, | paid particular attention to data reporting, so that
direct quotes from research participants did not have identifiable information about the
research participants, the research sites, other people, or any other details that might
compromise confidentiality. In addition, to guarantee the safety and privacy of all data
generated from the data collection and analysis, | filed and organized them on a personal
computer with a password. Then, | created two backup folders with all data collection and
analysis information on my hard drive disc and on Google Drive, access to which was

granted only to the advisory committee members.

! The total number of research sites and research participants.
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Summary

In the Methodology chapter, I have introduced my philosophical position from the
social constructivist standpoint to explore academic deanship in Kazakhstani public
universities. My role as the researcher in social constructivism was to rely on the research
participants’ stories, their experiences, perceptions, and attitudes to build knowledge about
academic deanship in Kazakhstan. I have acknowledged my insider-outsider positions in the
research, which helped me reduce my subjectivity and biases that might influence the
research inquiry process.

In my study, | decided to select public universities (both national and state
universities) which underwent reorganization in Kazakhstan. As for sampling strategies, |
chose to employ purposeful sampling to collect data directly from academic deans who
qualify as single sources of knowledge.

Given that my study was exploratory, | employed qualitative research using semi-
structured in-depth interviews and document analysis to strengthen my data collection
instrument, which I decided to test with one volunteer dean who met my predetermined
criteria for recruiting research participants. In addition, the pilot study allowed me to revise
and refine the interview questions.

At the formal data collection stage, | had to be aware of the power imbalances
between me, the researcher, and the academic deans who refer to elite research participants.
To prevent these power imbalances, | followed a strategy that ensured effective data
collection, from accessing the research sites to interviewing elite research participants. In the
following sections, | introduced my data analysis considerations and the use of thematic
analysis to obtain usable data for interpreting and reporting. Furthermore, the chapter
discussed the trustworthiness of my research findings based on the validity and reliability

criteria in the data collection and analysis procedures. Finally, the chapter concluded by
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addressing the ethical considerations in conducting research on academic deanship in public

universities in Kazakhstan.
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Chapter 5
Research Findings
This chapter introduces the most significant findings of the present study. The first
section presents the demographic data of the research participants to understand their
background information regarding the region they represented, the participants’ age, gender,
and work experience in the decanal position. Next, the following section describes the
common trajectories leading to the dean’s job and the skills and competencies incumbents
need to effectively perform their work (Research Question 1). Furthermore, the section
highlights the changes the research participants perceived and experienced in the decanal
position (Research Question 2). To answer Research Question 3, the findings present the
participants’ perceptions and experiences of their managerial roles based on H. Mintzberg’s
executive behavioral theory. Finally, the section explains the challenges that academic deans
encounter as they work with diverse constituents (senior administrators, faculty, students, and
external stakeholders) that may cause the dean’s role conflict and role ambiguity (Research
Question 4).
Description of the Research Participants
The research participants of this study represent a diverse group of academic deans.
For this reason, it is essential to briefly introduce the participants’ demographic
characteristics, such as age, gender, work experience in the dean’s role, and present their
disciplinary expertise. This provides additional information about academic deans in
Kazakhstani public universities (See Table 12).
Table 12

Demographic Characteristics of the Research Participants
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Research  Participant Position Gender  Age Work Discipline
site number range  experience as cluster
a dean (yrs)
1 Participant 1 Dean Male 46-50 10 yrsand over Technical
Sc.
Participant 2  Dean Male 41-45  2-4yrs Technical
Sc.
2 Participant 3 Acting Male 46-50  Under 2 yrs Humanities
dean
Participant 4  Acting Male 41-45  Under 2 yrs Natural Sc.
dean
3 Participant 5  Acting Female 46-50  Under 2 yrs Technical
dean Sc.
Participant 6  Acting Female 41-45  Under 2 yrs Social Sc.
dean
Participant 7 Dean Female 41-45 2-4yrs Social Sc.
Participant 8  Acting Male 40and 2-4yrs Technical
dean under Sc.
4 Participant 9  Acting Female 40and 2-4yrs Technical
dean under Sc.
5 Participant Dean Male 41-45  Under 2 yrs Technical
10 Sc.
Participant Dean Female 41-45 2-4yrs Social Sc.
11
Participant Dean Female 41-45  Under 2 yrs Technical
12 Sc.
6 Participant Dean Female 46-50 5-9yrs Physical Sc.
13
Participant Dean Male 46-50 5-9yrs Natural Sc.
14
7 Participant Dean Female 50and Under 2 yrs Life Sc.
15 over

The data were collected from April to December 2020 during the COVID-19
pandemic. Therefore, | conducted in-depth interviews using WhatsApp and Zoom voice-only
calls. All interviews were audio-recorded on the recorder. In total, | interviewed 15 research

participants from four national and three state universities (See Table 12).
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The age range of the research participants varied from the youngest 38 to the oldest 56
years old. Similarly, the work experience in the position varied from a minimum of six
months to a maximum of 21 years in the dean’s role. In addition, 47% of the research
participants were Candidates of Sciences (Participants 5, 6, 7, 9, 10, 11, and 12) who
graduated from the aspirantura programs?. Five research participants had the highest
academic qualifications as Doctors of Sciences (Participants 1, 3, 13, 14, and 15). Next,
Participants 4 and 8 held PhD degrees, and Participant 2 had a Master of Science degree. The
participants’ gender distribution consisted of seven male and eight female academic deans.
Moreover, the participants represented diverse disciplinary expertise in the Humanities, the
Social sciences, the Natural sciences, the Technical sciences, etc. (See Table 12).

At the time of data collection, six research participants worked as acting academic
deans (specifically Participants 3, 4, 5, 6, 8, and 9). The other research participants held
official decanal positions appointed by rectors of the institutions (See Table 12). The practice
of acting academic deanship is a common hiring phenomenon for novice deans who have a
probation period before becoming official academic deans. After the probation, the university
announces a contest for the vacant dean’s position. Eligible candidates apply for the job by
submitting their applications with supporting documents, such as degree certificates, a list of
publications, etc. Department chairs approve the selected candidates at the school academic
councils. Subsequently, a rector of the institution signs a job contract with a newly appointed

dean.

2 Aspirantura belongs to a double-cycle system referring to a lower doctorate in the post-Soviet
countries. It is an intermediate level to train pedagogical and research staff before the formal doctoral studies.
Kazakhstani universities stopped admitting to aspirantura programs, when in 2010, Kazakhstan officially joined
the Bologna Declaration and shifted to a three-cycle higher education system (Mouraviev, 2012; Yergebekov &

Temirbekova, 2012).
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However, the temporary position of an acting dean depends not only on the provision
of a formal contest. This may also depend on the institution involved. Some universities
immediately appoint academic deans without any probation periods (Universities 1, 5, 6, and
7). For instance, Participant 10 was chosen as a dean six months earlier (See Table 12).
However, Universities 2, 3, and 4 first appoint acting deans, organize the formal contest, and
then they appoint deans. Nevertheless, Participant 5 pointed out that she did not feel any
tangible differences between acting and formal dean’s duties and responsibilities. Being an
acting dean, Participant 5 asserted that her colleagues, such as senior administrators, faculty
members, and administrative staff, treated her like a formal dean. Therefore, based on
Participant 5, the only difference between acting deanship and deanship is the “formal
organization of the contest for the dean’s position.”

Instead of acting deanship, research participants 10, 11, and 12 had fixed job contracts
for a minimum of one year. The job contract prolongation for the next term of office depends
on the dean’s performance. Academic deans have to demonstrate goal attainment and the
ability to lead academic and administrative staff and students and be in contact with
employers during the term. Then, the rector decides whether to prolong the contract or not.
The fixed term of office serves as another type of probation to demonstrate the incumbent’s
effectiveness and efficiency. The duration of probation for novice deans varies from
institution to institution. For instance, the maximum term for acting deanship is two years
(i.e., Participant 9 from University 4). In contrast, the minimum duration was ten months for
Participants 5 and 6 from University 3 (See Table 12). Given the lack of a meaningful
difference between acting deans and formal deans, they are addressed as academic deans,

deans, or research participants throughout the present study.
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The Deans’ Experiences of Their Roles

This section introduces the data collected to answer Research Question 1, which
sought to understand the participants’ experiences in their roles as academic deans in
Kazakhstani public universities. It describes the individual experiences of incumbents in the
dean’s position. The findings indicate two distinct trajectories to academic deanship that
involve internal and external recruitment of individuals. More specifically, hiring from within
is the most common recruitment practice among public universities, allowing them to select
employees who are already familiar with the university’s structure, colleagues, and
organizational culture. This approach enables novice deans to quickly adapt to their job
responsibilities and receive necessary support and assistance from colleagues. On the other
hand, external recruitment is also presented in institutional hiring practices. This type of
recruitment is also observed in institutional hiring practices. In this case, senior
administrators purposefully invite external candidates and offer them the dean’s position. It is
worth noting that both insider and outsider academic deans recognize the importance of self-

education, which is critical for their effective job performance.

Pathways to the Academic Dean’s Position

The pathway to academic deanship involves internal and external recruitment
strategies. The most common trajectory to deanship is hiring from within higher education
institutions. The majority of the research participants (87%) were affiliated with their current
workplaces as the institutions’ graduates or current employees. They make up 13 out of 15
research participants (Participants 1, 3, 4, 5, 6, 7, 8, 9, 10, 11, 12, 14, and 15), further referred
to as insider deans (See Figure 5).
Figure 5

Internal and External Recruitment of Academic Deans in Kazakhstani Public Universities
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In contrast, only 13% of the participants (namely Participants 2 and 13) entered the
decanal position from another higher education institution (Participant 13) or nonacademic
sector (Participant 2). These two research participants are referred to as outsider deans (See
Figure 5).

Internal Recruitment. Figure 5 explicitly shows that internal recruitment dominates
over external recruitment. More specifically, internal recruitment comprises two routes to the
academic deanship. The first route is when universities deliberately select their own
graduates of one of their academic programs (usually aspirantura or PhD programs). This
type of hiring practice is commonly referred to as academic inbreeding, and individuals hired
through this approach are often called ‘pure inbred academics’ or ‘homegrown academics’
(Altbach et al., 2015; Horta, 2022). Specifically, six research participants (Participants 1, 4, 5,
9, 12, and 14) refer to these homegrown deans because of their affiliation with the employer’s
aspirantura programs (See Figure 5).

The second route to academic deanship in Kazakhstan emphasizes the importance of
social ties in the selection of university employees (Altbach et al., 2015; Horta, 2022). In this

recruitment, public universities use a job rotation mechanism to promote employees (insiders)
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by moving them from one position to another within the organization (Kuznetsov, 2009). In
this case, these individuals are commonly known as ‘mobile academics’ because they started
their careers at other universities (Altbach et al., 2015). Seven research participants
(Participants 3, 6, 7, 8, 10, 11, and 15) belong to this category of mobile academic deans. For
instance, Participant 11 is categorized as an insider dean because she joined University 5 to
work as a senior lecturer from another academic institution before the selection as a dean.
Furthermore, before academic deanship, the majority of research participants had
managerial experience, working mainly in senior academic positions. For instance, ten
participants worked as department chairs before becoming deans. As for Participant 8, he
worked as a vice-dean before his appointment (Table 13).
Table 13

Administrative Work Experience of Academic Deans

Participant Insider deans Outsider Administrative
number Own Non-graduates deans work experience
graduates

Participant 1 X
Participant 2 X
Participant 3 X X
Participant 4 X X
Participant 5 X X
Participant 6 X X
Participant 7 X X
Participant 8 X X
Participant 9 X
Participant 10 X X
Participant 11 X X
Participant 12 X X
Participant 13 X X
Participant 14 X
Participant 15 X X

Table 13 indicates that previous work experience in senior academic and

administrative positions may suggest further promotions. However, four participants, namely
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Participants 1, 2, 9, and 14, did not have previous administrative work experience, i.e., as
department chairs. For instance, Participant 1 was immediately appointed as a dean after
completing his aspirantura. Participant 9 had received two job offers for the department chair
position but declined them due to family circumstances and a personal belief that “not
everyone can be a manager” (Participant 9). In another case, Participant 2 was offered a
dean’s job because of his significant applied experience in the industry and production
sectors. Finally, Participant 14 was selected for the dean’s position due to his excellent
interpersonal and professional skills and competencies.

Advantages of Internal Recruitment of Deans. Recruitment from within institutions
helps universities cultivate their academic leaders and managers, who are promoted because
of their exceptional academic records and work experience in the institution (Horta &
Yudkevich, 2016). Moreover, they are familiar with internal institutional structures, power
relations, organizational culture, and behavior. This makes an insider a preferable candidate
for the dean’s administrative job. Finally, they know the institutional mentality and culture
that are not learned but acquired throughout the years of working in the institution.
Participant 3 claimed:

I have been working in academia for 20 years. Therefore, | know the university

structure, colleagues, senior administrators, students, and even the university

mentality.

Participant 4 interpreted this “university mentality” as follows:

I know my colleagues and School. All of these things help me in my job. If | were

appointed as a dean at another university, | would have troubles because | do not

know the institution’s “internal kitchen and its traditions. I would undoubtedly have

hardships as a dean there.
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Moreover, novice deans, as insiders, tend to adapt to new job responsibilities and
duties more quickly (Participants 1, 3, 4, 5, 8, 9, 14, and 15). For instance, Participant 14
claimed that his “knowledge of the home School, its people, and colleagues helped him adapt
to a new position.” As for Participant 9, she admitted that:

It was easy for me to adapt [to deanship]. I know my faculty’s names and patronymic

names. | know when they started working at this university and from which institution

they came. Moreover, | know faculty members who lecture only core disciplines to
prepare graduates for the labor market, and | know faculty who teach basic
disciplines.

Thus, prior knowledge of the university, its structure, units, and, more importantly,
colleagues serves as a prerequisite for the successful socialization of novice deans, even
though a dean might have limited or no prior managerial experience. For this reason,
Participant 9 claimed that the colleagues’ support gives her “the wings” to work better and
harder. This suggests that university affiliation helps novice deans adapt smoothly to their
new administrative roles, duties, and responsibilities.

Furthermore, insider deans can access additional support from colleagues in various
situations. For instance, Participant 4 had an informal Council of Aksakals based on Kazakh
traditions to respect the wisdom and experience of older people in the community called
aksakals. Aksakal is translated from Kazakh into English as ‘ak’ (white) and ‘sakal’ (beard),
meaning a wise man. The aksakals can support novice deans in learning decision-making and
problem solving concerning issues related to remuneration, rewarding faculty and students,
and other financial matters. For instance, the Council of Aksakals of Participant 4 consisted
of the most reputable and authoritative professors and academics representing diverse
scientific directions and disciplines taught in the academic school. The meetings of aksakals

helped Participant 4 make decisions on sensitive issues regarding the selection of candidates



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 126

for any rewards, such as medals, gratitude certificates from the Minister of Education and
Science, and other monetary rewards. More specifically, when collegial decisions involve
reputable representatives of the school, there are no questions or doubts raised about the
fairness and transparency of the decisions made collegially:

When the representatives of all scientific directions [of the School] sit in my office

and discuss the candidates for reward, these decisions satisfy faculty members.

Everyone in the School knows about a limited number of candidates and our collegial

decision-making. (Participant 4)

Although academic schools have collegial decision-making bodies such as councils,
they may not include all representatives of the disciplines taught at schools. There are cases
in which one department in the academic school has more than one discipline. Moreover,
informal meetings are easier to organize, gather people, and make decisions without
following rigid bureaucratic protocols.

Another advantage of the incumbent’s insider background is the support they can
receive from their colleagues in the form of mentorship. These mentors could be former
thesis advisors in the dean’s aspirantura programs or former deans of the schools who
continue to work at the university. For example, Participant 9 consulted with her former
thesis advisor, whereas Participants 7 and 11 received support from their former deans.
Participant 11 claimed that the informal mentor’s support was important to her. She became
more confident in managing her School, academic staff, and students. Moreover, she earned
self-confidence as an administrator and perceived the recognition of colleagues and senior
administrators. This is why the dean’s insider background means being privileged with the
support of experienced colleagues. Thus, prior knowledge of the university, its organizational
structure and units, schools, and, more importantly, people is critical for deans, especially at

the very beginning of their professional journey.
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External Hiring. There were two outsider deans in this study who had no previous
affiliation with the institution before accepting their roles as deans. Participants 2 and 13
received job offers from university administrators to fulfill specific tasks in which their
expertise was more beneficial and valuable. For instance, Participant 2 was invited by a rector
to set up a new knowledge transfer office. Following the successful completion of the project,
the central administration offered Participant 2 the dean’s job as the former dean had retired.
Similarly, Participant 13 was recruited from another university due to her extensive work
experience in top management positions within the academic sector. Participant 13 played a
key role in launching and managing a brand new academic school within a university that has
already established a strong reputation as a higher education institution in the region.

In essence, external hiring is deemed appropriate by senior university administrators.
Based on the background of Participants 2 and 13 (outsider deans), their work experience,
skills, and expert knowledge in specific areas play a crucial role in the administrator’s
decisions regarding whom to offer a job.

Given that outsider deans are not knowledgeable as their colleagues (insider deans)
about the organizational culture, mentality, and behaviors, the socialization and adaptation of
novice deans to the workplace become essential. Based on the examples of two outsider
deans in this study, their adaptation varied. For example, Participant 2 encountered
difficulties when attempting to introduce changes, facing resistance from the long-standing
academic staff, whom he referred to as “the old-timers.” These academics had been working
in the same university departments for 20-30 years. In addition, Participant 2 faced
challenges with certain senior university administrators who displayed “Soviet authoritarian
leadership style.” They overreacted to his initiatives and ideas for improvements, perceiving

them as criticism. The background of Participant 2, coming from the industry and production
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sectors, may explain the hardships he encountered. He was initially unaware of the unspoken
rules and power dynamics within the academic environment.

On the other hand, it is likely that a novice dean may not encounter similar hardships
if they have the opportunity to set up a new academic school and recruit a new team for
positions such as vice-deans, department chairs, faculty, and other administrative employees,
as exemplified by Participant 13. In the case of Participant 13, she personally selected
employees and built her team of qualified professionals. Therefore, the new academic and
administrative staff were all newcomers, just like Participant 13. Her prior work experience,
reputation, and official mandate to establish a new academic school helped her adapt to the
dean’s role and its responsibilities.

The Essence of Learning in Academic Deanship

Academic deanship is a complex and multifaceted job that consists of various
situations in which an incumbent must respond promptly and accurately. For this reason, 14
research participants recognized self-education as a key to their successful job performance
(Participants 2, 3, 4,5, 6, 7, 8,9, 10, 11, 12, 13, 14, and 15). This means that the more deans
work, the more they understand that their work experience in teaching and research does not
suffice for successful academic deanship. A dean needs a toolbox with diverse skills and
competencies to tackle them. Therefore, novice deans need to learn new skills and
knowledge, such as decision-making, communication, leadership, problem solving, and
conflict management. Moreover, the participants emphasized the urgency to learn constantly
to develop strong interpersonal skills to communicate and interact with diverse constituents
and get along well with state authorities, senior university administration, faculty members,
students, and employers. Participant 8 described his self-learning as his “non-standard

approach” to manage his academic unit:
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In my daily work, | have to use non-standard approaches, read the literature, be
flexible, and not take things personally. If a person enters my office with a negative
attitude, it is useless to argue with them. This can lead to serious consequences. So |
say, “Ok. We will talk after the meeting, and so on.” Then, the person calms down,
and we can talk constructively. Therefore, you have to feel the state of the person.
Participant 8 explained this approach in detail:

To understand interpersonal relationships in the workplace, | read additional literature

on psychology, such as S. Freud. Moreover, | read the business literature to determine

how to be a leader. This literature helps me understand the different relationships
between people.

Learning specialized literature helped Participant 8 develop empathy to sense other
people’s emotions, prevent conflicts, and maintain constructive dialogues with employees.
Participant 14 also asserted that a modern dean must find an individual approach to everyone
in different situations to smooth out acute conflicts, deliver the information to others, and
make reasonable decisions to earn credibility with colleagues. However, to develop and
harness effective communication skills, a dean must be knowledgeable about the psychology
of management (Participant 13). As a consequence, the dean’s good communication skills
help incumbents build teams, promote teamwork, and organize the work of departments to
establish a positive working climate (Participants 1, 4, 5, 7, 8, 9, 11, 12, 13, 14, and 15). For
this reason, learning communication and team-building skills becomes critical because the
dean’s job requires strong management and leadership skills. Participant 1 claimed, “A dean
ought to be a leader in everything since everything in the School depends on them.”
Participant 13 complemented, “To be an academic dean means to be both a formal and

informal leader.”
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In addition, Participants 4, 6, 10, and 13 acknowledged the importance of conflict
management and resolution skills. Given the dean’s superior position in the school, they act
as judges and arbiters, responsible for resolving disputes inside the academic unit:

The dean’s job is depersonalized. My role as a dean is to ensure objective judgment

and assessment of work quality. | never take the side of either a student or a faculty

member. | have to be objective in many situations. (Participant 10)

Summary of Deans’ Experiences of their Roles

The key findings of Research Question 1 suggest that the gender distribution of deans
in public universities of Kazakhstan is almost balanced, with seven male and eight female
deans based on the demographic data of participants. Their age range of academic deans
shows that they are mostly middle-aged professionals, around 40-56 years old, holding the
highest academic credentials such as Candidates of Sciences, Doctor of Sciences, and PhD.
Only one participant had a Master’s degree in sciences. Notably, the data on work experience
as deans varied from several months to a maximum of 21 years.

Regarding the recruitment of deans, internal recruitment is the most common practice,
with 87% of the deans in the study being hired from within their institutions. This includes
insider deans who are either graduates or non-graduates of the universities they serve. These
deans are familiar with the university structure, colleagues, and organizational culture,
enabling them to quickly adapt to their new roles. They also benefit from additional support
and assistance from their colleagues. On the other hand, external recruitment is less common
and typically used by senior university administrators. They select external candidates with
exceptional skills and knowledge to offer them decanal positions.

It is worth noting that regardless of the recruitment pathway, the study found that both

insider and outsider academic deans recognize the importance of self-education. Self-learning
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is crucial for deans to develop new skills, knowledge, and competencies necessary to
effectively perform their complex work.
Changes in Decanal Work in Kazakhstan

This section introduces the major findings related to Research Question 2, which
aimed at identifying the participants’ experiences and perceptions of the changes in academic
deanship. The research participants noted that their dean’s status was changed. If they were
traditionally referred to as faculty members, they are now categorized as administrative-
managerial staff members. As a result, the dean’s mandatory teaching workload was also
redefined, enabling deans with teaching waivers to enjoy greater freedom and flexibility in
their work. Despite these positive changes in academic deanship, the participants recognized
a number of limitations that significantly reduce their effectiveness and efficiency.
Changes in Academic Deanship

Collecting data in the recently reorganized non-profit joint-stock companies (NJSC)
helped identify significant changes that have affected academic deanship. These changes
primarily relate to the status of academic deans at public universities, their mandatory

teaching responsibilities, and their autonomy in managing individual workloads.

Dean’s Status and Teaching in the Dean’s Role. One of the significant changes in
academic deanship relates to the job incumbent’s status. According to the Approval of the
List of Job Titles of Employees related to Administrative Personnel (2015), academic deans
are now classified as administrative staff. In addition, recent amendments in the Typical
Qualification Requirements of Pedagogical Workers and Persons Equated to Them (2009)
have granted universities staffing autonomy, allowing them to independently regulate their
staffing policies and procedures following the Labor Code of Kazakhstan. Consequently,
public universities have been enabled to strengthen the role and status of academic deans (See

Table 14).
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Table 14
Workload of Academic Deans in Kazakhstani Public Universities
Research  Participant Academic dean’s Teaching  Teaching Research
site number status waiver load & social
Administrator Faculty service
University  Participant 1 X X
1 Participant 2 X X
University  Participant 3 X X
2 Participant 4 X X X
University  Participant 5 X X X
3 Participant 6 X X X
Participant 7 X X X
Participant 8 X X X
University  Participant 9 X X X
4
University  Participant 10 X X X
5 Participant 11 X X
Participant 12 X X X
University  Participant 13 X X X X
6 Participant 14 X X X
University  Participant 15 X X X
7

Table 14 shows that seven research participants (specifically, Participants 9, 10, 11,

12, 13, 14, and 15) from Universities 4, 5, 6, and 7 refer to deans with an administrator’s

status. The essence of this status is that traditionally, deans were categorized as faculty

members who were expected and required to teach. However, now deans-administrators have

received a teaching waiver, which gives incumbents more freedom and flexibility to organize

their daily routines independently. For instance, although Participants 9, 13, and 14 were

exempted from mandatory teaching, they decided to continue lecturing students. On the other

hand, Participants 5, 10, 12, and 15 decided to deal with graduate student advising and

research work instead of teaching (See Table 14). As for Participant 11, she decided to focus

solely on her administrative functions.
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Furthermore, Table 14 illustrates that despite the staffing autonomy of universities,
not all research participants were privileged by the administrator’s status. For example, four
participants from Universities 1 and 2 are still categorized as faculty members with
compulsory teaching responsibilities. However, as an exception, Participant 1 was exempted
from teaching:

We [academic deans] were told to focus on administrative duties. Before that, deans

were busy with teaching responsibilities, and we could not fully oversee academic

schools. Therefore, | was given a teaching waiver.

Notably, Participant 1 did not have a formal teaching waiver fixed in his Job
Description. This means that he is still formally categorized as a faculty member:

Since the 2019-2020 academic year, my dean’s position relates more to the

administrative staff. | do not teach anymore. | perform only administrative functions.

However, | do not say that I have the status of an administrative-managerial staff. We

[academic deans] were just allowed not to teach. In addition, I also supervise the

master’s and doctoral students and their theses. (Participant 1)

In University 3, four academic deans (Participants 5, 6, 7, and 8) refer to academic
staff with teaching waivers. Nevertheless, Participants 6, 7, and 8 preferred to lecture
students, except Participant 5, who decided to deal with graduate student advising.

The findings regarding deans who are exempted from teaching but continue to teach
indicate that deans also work part-time. According to Article 1 of the Labor Code of
Kazakhstan, full-time employees are eligible to work part-time either within their current
workplaces or outside their organizations. Therefore, full-time academic deans who are
willing to take on a teaching load can work part-time. It is important to note that if a full-time
employee works based on a standard 1 pay rate, a part-time employee works based on a

maximum 0.5 pay rate and a minimum 0.25 pay rate. This is achieved by concluding separate
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labor contracts for both full-time and part-time jobs with the employer (senior university
administrators).

Regarding the volume of the teaching load of part-time academic deans, it is
established based on the state norms and regulations. According to Decree No. 122 on the
Recommended Teaching Load and Minimum Salary of Academic Staff at Kazakhstani HEIs
issued on 25 March 2021 (MoES, 2021), the recommended teaching load for academic staff
is not more than 680 academic hours (equivalent to 1 pay rate). Therefore, academic deans
who choose to work part-time have a reduced teaching load compared to other academic staff
due to their prevailing administrative functions and responsibilities. For instance, the average
teaching load of academic deans at Atyrau Oil and Gas University is 400 academic hours
(See Table 15).

Table 15
Teaching Load of Academic and Administrative Staff at Atyrau Oil and Gas University for

the 2021-2022 academic year

Rank of academic and Teaching, not less than
administrative staff hours
Professor All departments 550
“Physical Culture and 450

Sport,” “Pedagogy,”
“Social-Humanitarian

Disciplines”
Associate Professor All departments 600
“Physical Culture and 500

Sport,” “Pedagogy,”
“Social-Humanitarian

Disciplines”
Senior Lecturer All departments 650
Lecturer “Physical Culture and 550

Sport,” “Pedagogy,”

“Social-Humanitarian

Disciplines”
Academic Dean 400
Vice-Dean 500
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Department Chair 400

Note. (Atyrau Oil and Gas University, 2021)

Specifically, the average teaching load of academic deans may vary depending on
academic institutions. For instance, based on the Provisions on Planning and Calculating of
Working Time Budget of Academic Staff at Toraighyrov University, the average teaching
load of academic deans is 360 academic hours (Toraighyrov University, 2022).

It should be noted that based on Table 15, the average teaching load of academic
deans does not significantly differ from the teaching load of professors at Atyrau Oil and Gas
University. This indicates that academic deans must balance their engagement with teaching,
research, and administrative tasks, striving to function effectively as both academics and
administrators (See Table 14). For instance, Participant 7 admitted that she is working as a
Professor in the Department based on a 0.5 pay rate. This means she is expected to handle
multiple responsibilities, including lecturing students, writing research articles, applying for
grants, and participating in designing a new master’s program. However, in order to handle
all tasks, Participant 7 can only dedicate 50 per cent of her time to administrative duties, with
the remaining 50 per cent allocated to research and teaching.

In addition, the findings indicate that academic deans who have administrative
responsibilities also actively engage in teaching and scholarly work that demonstrates their
continued interest in academic careers. For example, 12 out of 15 research participants
(Participants 2, 3, 4, 6, 7, 8,9, 10, 12, 13, 14, and 15) emphasized the significance of teaching
in their roles as deans. Specifically, this importance was expressed by both deans with the
administrator’s status and deans who are categorized as faculty members. They claimed that
teaching helps them stay well-informed about faculty responsibilities and aware of the
requirements for designing academic programs to assess the quality of training and learning

in their schools.
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It is worth noting that academic deans are expected to support their faculty by
mentoring junior faculty members on the tenure track, helping them succeed in meeting the
requirements for tenure, and providing all school faculty with the necessary guidance,
resources, and advocacy. In addition, by teaching, deans can connect with students, assisting
them in learning and obtaining high-quality training that corresponds to international
standards and the labor market’s needs (Participants 6, 7, 8, 9, 10, 12, 13, 14, and 15). Thus,
teaching is an integral part in the dean’s work because it allows an incumbent to better
perform their responsibilities:

A dean must be someone who has worked as a faculty member or department chair

before deanship. The incumbent has to go through all steps of the academic career to

understand the job peculiarities and know what to demand from the employees and
faculty members. If a dean does not understand the School’s internal processes, it will

be difficult for them to perform this job. (Participant 13)

Participant 9 explained the importance of her engagement in teaching activities. First,
this experience provides her with valuable insights into the internal operations of the
academic unit, which allows Participant 9 to establish reasonable expectations for academic
staff. Second, she noted that understanding the essence of syllabus design, lesson execution,
and student evaluation enables her to offer meaningful support to less experienced faculty
members. Finally, Participant 9 was convinced that administrative and managerial functions
in academia must not exclude teaching responsibilities. Similarly, Participant 14 emphasized
the following:

If 1 do not lecture and teach students, as a dean, then I will not know the level of the

students’ knowledge who are studying at our university, how they are prepared, or not

prepared in secondary schools. Since | teach doctoral students, | can determine their

preparation level and how they were trained in previous courses.



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 137

Furthermore, eight research participants affirmed the need for research work in the
dean’s position (Participants 1, 2, 3, 4, 12, 13, 14, and 15). For example, Participant 13
claimed, “A dean must carry out research, have periodical publications, obtain a scientific
degree, and participate in research projects not to lag behind the research endeavors in the
taught disciplines.” The dean’s requirement to conduct research implies their responsibility to
develop this aspect as well:

I have no obligation to carry out research. However, we have rankings and tough

competition. Therefore, I must do research, write grant proposals, and so on. In other

words, it is crucial to keep moving forward. In addition, I must involve each School

department in research production. This means that an academic dean must be a

scholar. Indeed, it is challenging to oversee the School and carry out research.

Anyway, an academic dean must conduct research, hold a degree, have publications

from time to time, and participate in research projects. (Participant 13)

The abovementioned suggests that there are different motives for deans with teaching
waivers to continue lecturing students. First, to perform the dean’s role successfully, it is
essential for the incumbent to act as a role model for faculty and students, demonstrating
skillful leadership while overseeing diverse internal processes within the academic units, such
as teaching and learning, research, and administrative-organizational activities. Second, since
current deans were previously senior faculty members, they strongly associate themselves
with academic identities and careers. For example, Participant 13 highlighted that she took on
a minimum teaching load (0.25 pay rate) not to lose her teaching competencies. As for
Participant 6, she enjoys working with students and, despite her teaching waiver, she opted
for a 0.5 pay rate to have the opportunity to continue teaching students.

These findings on the dean’s status and teaching waiver exemplify that, on the one

hand, there is a significant step forward in reconsidering the dean’s role from a faculty
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member to an administrator without mandatory teaching. On the other hand, the
administrative aspect of academic deanship closely relates to teaching and research work.
Therefore, despite having a teaching waiver, deans-administrators find it necessary to lecture
to “connect” with faculty and students, enabling them to perform their jobs more effectively.
Apart from this connection, a teaching waiver gives current deans more freedom to plan and
adjust their busy work schedules:

| decided not to teach because of my previous teaching experience. The educational

process takes a lot of time, such as preparing lecture materials, monitoring the timely

delivery of work, developing materials for knowledge control, and much more. As a

dean, I already have many tasks and assignments to be done. (Participant 12)

However, mandatory teaching does not necessarily stimulate deans to fulfill their
functions better, especially when it relates to deans who are categorized as faculty members.
This is because teaching responsibility is a part of their dean’s role. These deans, as faculty
members, become extremely busy being expected to manage teaching, research, and
administrative work all at once. They are involved in designing academic programs, carrying
out research, publishing articles, supporting faculty and students, designing curriculum,
developing academic programs, and assessing the quality of teaching and learning.
Unsurprisingly, academic deans often feel pulled in different directions as they struggle to
balance teaching, research, and administrative activities.
Limitations in the Dean’s Job

This section presents a set of limitations that the research participants identified in
their dean’s roles. These limitations include top-down management and hierarchical
relationships with senior university administrators, unnecessary bureaucratic burdens, and the

deans’ restricted authority to behave as school administrators. In addition, this section
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describes the impact of the COVID-19 pandemic on academic deans since the data collection

coincided with the national lockdown.

Top-Down Management. One of the obstacles the research participants emphasized
in their jobs pertains to the existing top-down management in universities and hierarchical
relationships between senior university administrators and academic deans. These power
imbalances over three decades were developed because of the centralized university
governance system, resulting in academic deanship with little power and authority as school
administrators. Six research participants (Participants 2, 5, 8, 10, 13, and 14) noted
hierarchical relationships in their universities, including the senior administrator’s
micromanagement of the dean’s offices. Participant 14 explained:

The deans’ relations with senior administrators are based on a system of strict vertical

interactions. If something should be done, it must be done. Our country has a strict

vertical management system that implies obedience to authority. If an administrator
says to do something, it must be done without any objections. If a decision has been
made at the top level, we [academic deans] cannot ignore it and must realize the
decision. Therefore, it is not always feasible to perform our jobs effectively.

These “vertical interactions” encompass more than just communication between deans
and university administrators. In fact, they also involve interactions between universities and
the Ministry of Education and Science, which sets the regulatory frameworks that all
universities must adhere to. The authority and expertise of the Ministry in policy-making are
unquestioned. Therefore, state regulations can impede the work of universities and dean’s
offices, which have to navigate through complex and ambiguous norms and standards.

Participant 13 shared a situation that involved the adoption of a new state standard on
a particular major. The state standard provided detailed instructions on how the elective

component should be developed, including specific disciplines and schedules to be followed.
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It is important to note that each university has the right to individually design their own
electives. However, due to the limitations and restrictions imposed by the standard,
Participant 13 and her colleagues sent an official letter to the Ministry, requesting corrections
to the standard. Unfortunately, their requested changes were not implemented, which meant
that Participant 13 and her colleagues had to find a way to design the elective in accordance
with the approved standard.

This situation with the Ministry exemplifies the potential ambiguities and
shortcomings of existing standards and norms, highlighting the importance of good law-
making to eliminate any equivocality. Despite universities striving to operate within the
boundaries of the law, the presence of potential discrepancies, ambiguities, or outdated
regulations puts significant pressure on universities, including deans like Participant 13.
Consequently, dealing with policy ambiguities and discrepancies becomes a burdensome task
for academic institutions, emphasizing the importance of clear, updated, and well-considered
law-making to minimize discrepancies and allow institutions to focus on their core
responsibilities.

For this reason, Participant 2 compared his communication with university authorities
to top-down interactions similar to the Soviet era:

Unfortunately, at the level of university management or state agency, there are

primarily people of the Soviet mindset. Wherever such people exist, it is impossible to

speak of any initiatives. For example, if | raise some issue, it might be perceived as |
am against the university administration. These people work based on an outdated
system that does not affect institutional development. In contrast, it limits institutions
in many issues. For example, when | want to initiate improvements, the answer is no.

My initiatives are perceived as a criticism.



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 141

This is why top-down relations in universities do not support the dean’s ideas and
plans, compromising positive changes. As a result, subordinates in such vertical relations do
not propose initiatives and improvements. Instead, they comply with the senior
administrator’s decisions. Participant 2 explained that the established vertical relations
developed the fear of disagreement with the administration:

Unfortunately, we have administrators who have been working since the Soviet times.

If any faculty or mid-level manager speaks against superiors, the person will be

prosecuted and punished. This is how the old Soviet system works. If you resist the

university leadership, it means you ‘go against the tide.” Thus, anyone can be accused
of something and fired at any moment. This is an authoritarian management style.

This is why the top-down management of public universities does not assume the
dean’s executive authority. Moreover, if there are weaknesses in the administrator’s
decisions, deans have no power to influence those decisions. For instance, Participant 1
underwent a downsizing of vice-deans due to the newly established Department for Student
Affairs (DSA), which took half of the dean’s office’s functions on student matters (i.e., the
stipends, references, and other student-related issues). Given the ‘decreased’ workload of the
dean’s offices, the administration reduced the number of vice-deans:

The university administration reduced the number of my vice-deans with the creation

of DSA. They think that one vice-dean in the dean’s office suffices because a dean has

a teaching waiver. However, we resent it because we need at least one more vice-dean

on academic or research matters. Nevertheless, our administration says that we must

cope with one vice-dean. | used to have four vice-deans, but now | have only one
vice-dean, one secretary, and me in the dean’s office.

It is noteworthy that Participant 1 managed one of the largest schools at the university.

It comprised about 3500 students, whom he could oversee with the help of four vice-deans.
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Nevertheless, Participant 1 had to accept the university administration’s decision. In total, six
research participants expressed their frustration with the lack of vice-deans (Participants 1, 5,
6, 7, 8, and 14). Moreover, Participant 8 claimed that one vice-dean is “categorically
insufficient” to manage his School effectively. It is worth noting that Participant 8 had only
600 students in the School. He asserted that the essence of vice-deans is to oversee specific
areas in academic, methodological, social, and research domains to support academic deans
and the dean’s offices:

It would be much better if there were vice-deans dealing with their areas of

responsibility. We [deans] do not always have sufficient time to cover everything. We

can assign tasks to our faculty members, but they do not implement all of the tasks,
because they [tasks] are voluntary and unpaid. If vice-deans were responsible for their
particular functions, the work of the dean’s offices would become more productive.

(Participant 7)

Furthermore, deans at University 3 (Participants 5, 6, 7, and 8) experienced the
dissolution of the departments. This restructuring replaced department chairs with academic
program heads (APH) to improve the quality of the taught programs. Consequently,
restructuring improved the quality of educational programs but negatively influenced
managing people inside academic units:

It is difficult for me without department chairs. In the past, a dean worked with 3-4

department chairs to distribute them assignments. Now | have to work with each of

the 10-15 academic program heads. Indeed, they improved the quality of our

academic programs, but in terms of managing teams, it became worse. (Participant 8)

Participant 6 addressed this issue as follows:

| think the dissolution of the departments and the removal of the department chair’s

position were not the right decisions. Department chairs used to organize faculty and
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their work. They were leaders who supervised faculty members. More specifically,

deans lost somebody on whom they could lean in their work.

It should be noted that Participant 6 does not have a vice-dean because the primary
focus of her academic unit is to teach basic disciplines, such as Physical Training, Kazakh
language, History of Kazakhstan, and others. However, her colleagues (Participants 5, 7, and
8) have one vice-dean each due to their schools teaching core disciplines and preparing
students for the labor market.

The introduction of academic program heads overlooked the essence of the traditional
function of department chairs. However, based on Participant 5, the idea behind APH was not
only to improve the quality of the taught programs but also to transfer all functions of
traditional department chairs to APHs. However, the inconsistencies in designing and
evaluating a new job with clear duties and functions resulted in the APH’s “unconfirmed
status” in dealing with faculty management (Participant 5).

In the top-down university governance system in Kazakhstan, academic deans hold
little power and authority to behave as school administrators. As a result, their main role has
become to provide formal control over the academic unit, faculty members, and students
(Participant 1).

Restrictions of the Dean’s Authority. Given the strict control over academic deans
and their offices, it is not surprising that the dean’s decision-making is dramatically limited:

There is very little that depends on a dean. | must work not on my own initiatives but

on requests, orders, and goals set outside my office. There is not much | can do under

such circumstances. (Participant 14)

Participant 5 doubted that the current academic deans have any of the dean’s authority

and powers to make decisions:



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 144

At present, deans have no status as it was before. Now a dean is someone in between a
faculty and an administrator. However, academic deans need more independence in
decision-making and finances. For instance, | decided that our School will not have an
intake for a particular major or we will open a new major this year... What I mean by
the dean’s independence is that senior administrators do not question my decisions as

a dean.

In total, eight academic deans (Participants 2, 5, 6, 7, 8, 10, 13, and 14) acknowledged
the weaknesses of their administrator’s status and recognized their vulnerable positions:

| would enable academic deans with more management levers referring to not waiting

for the administrators’ approvals and permissions, but the ability of deans to take

decisions independently. Deans need more freedom to manage their

schools. (Participant 6)

In addition, Participant 14 commented on this issue as follows:

Many minor issues could be resolved at the dean’s level. However, we have to resolve

them at the level of the Vice-Rector for Academic Affairs. | think these minor issues

the Vice-Rector could transfer to deans. The simplest issues, such as the sick leave of

a student or the student’s failure to submit a course paper on time, must be solved at

the Vice-Rector level. This is because academic deans do not have access to the

computer-based student database to prevent corruption risks.

The limited decision-making of academic deans also concerns financial matters.
School funding is centralized and controlled by vice-rectors or directors who oversee
finances. However, the participants from all seven universities (Participants 2, 4,5, 6, 7, 8, 9,
10, 14, and 15) disagreed with centralized decision-making on school funding because it

leads to a ‘one-size-fits-all’ approach in managing diverse academic schools. This approach
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to funding allocation fails to address the unique needs and challenges of each particular
academic school:

All finances should be in the hands of the deans. This means the administration

spends money only with the agreement of academic deans. For instance, my office

was given ten notebooks for the academic year. However, it is clear that what | need
are file folders instead of notebooks! Therefore, academic schools need funding, so

we [deans] decide what to buy and what quantity. (Participant 4)

However, the dean’s efforts to request separate funding from the administration did
not reveal significant shifts in the situation:

I would like to encourage students or faculty for their outstanding achievements...

But I cannot do that because our School does not have its own funding. I have already

discussed this question with the administration to give us [academic deans] minimum

funding with mandatory control to allow Schools to decide what to buy and who to
award and encourage. Academic deans stay closer to department chairs, faculty

members, and students. (Participant 10)

More specifically, academic deans are also restricted from attending meetings where
school funding is discussed and allocated:

We [academic deans] would like to be better represented in the allocation of funds at

the highest level — at the level of the Supervisory Board. Unfortunately, we [deans]

are not represented in such top-level meetings. (Participant 10)

The role of the dean’s office in the school funding process is to create an annual
financial school budget for the upcoming year. This task involves collecting applications and
proposals from department chairs within the school, who provide justifications for necessary
capital repairs in laboratories and classrooms. The school budget primarily focuses on three

key components: expenditures on faculty (including professional development and training
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courses), students (involving participation in events like Olympiads, contests, and
internships), and equipment for laboratories. With this budget, the necessary expenses for
equipping laboratories and purchasing teaching aids and materials are adequately covered.
However, equipment, materials, and services procurement occurs through the state system,
which prioritizes the lowest prices for services and goods. This, in turn, can often result in
poor quality of these services and goods (Participant 12). Academic deans are responsible to
prepare funding allocation requests for the trips of students or faculty members, which then
must undergo approval or disapproval by university administrators.

Notably, academic deans can sometimes maneuver within this rigid funding allocation
system. For instance, Participant 12 noted that she can reallocate funding from one line item
to another if they are similar in terms of the subject of the expense, such as trips to attend
conferences. Therefore, if there are no funds available to organize the student’s trip, but there
is funding allocated for faculty trips, Participant 12 reassigns the funding initially earmarked
for faculty to cover the students’ needs.

Despite the limitations in the dean’s role, they bear full accountability for any issues
related to their academic schools. For example, Participant 2 highlighted that when an
emergency happens to a student, the first person questioned is the dean regarding why the
student’s safety was not ensured, even though such responsibility is not specified in the
dean’s job descriptions. Participant 5 explained this full responsibility of the dean’s office as
follows:

The Dean’s Job Descriptions clearly indicate the duties, but in fact, the incumbent

must do everything! They are responsible for absolutely everything! There is a recent

example of a graduation ceremony. In general, the dean’s offices organize the

graduation ceremony, whereas the Office Registrar is in charge of the graduates’
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degree certificates. This year, it turned out that the Office Registrar left the entire

graduation ceremony on us [the dean’s office].

Based on the aforementioned, despite academic deans in Kazakhstani public
universities operate with limited authority and powers, they must comply with centralized
decision-making and funding, which hinders their effective job performance. For this reason,
more autonomy could make the dean’s work “almost ideal,” as noted by Participant 5.

Bureaucracy in the Dean’s Job. The limitations in the work of the deans and the
dean’s offices discussed above (top-down management, centralized school funding, and the
dean’s restricted authority) create unfavorable working conditions, when bureaucratic
burdens characterize the deans’ work. Participant 6 noted that the dean’s limited decision-
making makes them waste time waiting for the administrators’ approvals and permissions:

The speed of decision-making does not always depend on me as a dean of the School.

There are always higher-level ‘vertical structures’ that may slow down the speed of

decision-making. (Participant 13)

Likewise, Participants 6 and 10 were disappointed because of “the long process of the
administrator’s approvals.” Moreover, paperwork is another obstacle that complicates the
dean’s work. Four research participants (Participants 5, 6, 8, 10, 13, and14) complained about
the increased number of administrative departments that put immense pressure on the dean’s
offices requiring various reports and papers:

To my mind, academic schools must be free from the policy of paperwork. A large

amount of A4 papers are wasted on various reports, self-evaluations, etc. | wish the

reporting load was reduced and replaced to make people’s work more productive...

(Participant 14)

Another concern related to the administrative departments is that irrespective of their

existence, the dean’s offices have to do the entire job themselves:
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We have many administrative departments. They all want something from the dean’s
offices, but they work like extras! |1 would like them to do their jobs. In my previous
job, the Internship Department was responsible for signing internship contracts. At
this university, | have to sign internship contracts in the accountant’s office. Then I
have to distribute copies of the contract to students, the Internship Department, etc. |
do everything myself. At the end of the year, they required a report on the number of
employed graduates. However, this is their job to work on graduate employment! Our
job is to train students. (Participant 8)
Similarly, Participant 6 questioned the need for structural units at the university if
deans do the entire work themselves:
The dean is responsible for the entire school, and for me, that responsibility is too
much. I do not think that a dean should be responsible for everything. The dean has
many incidental functions, such as job interviews for faculty positions. I think the
Human Resources Department should do this. If you look at the dean’s functions, it
seems that all of them refer to the dean’s job. However, when you start working, you
ask yourself why we need all those structural units if a dean is in charge of the
personnel potential development, personnel reserve list, etc.
These real-life examples of the research participants demonstrate that the dean’s
offices and academic deans are stuck in the extensive responsibilities and duties coupled with

bureaucratic burdens.

COVID-19 and Its Impact on Academic Deanship. The data collection for this
study coincided with the COVID-19 pandemic in Kazakhstan, highlighting the crucial role
played by academic deans during this disruptive time for higher education institutions.

The pandemic emphasized the importance of academic deans, who had to quickly

reformat themselves to adjust to new environmental requirements and challenges. They
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efficiently organized and coordinated the transition from traditional learning (face-to-face
lectures, workshops, etc.) to distance learning, applying new technologies and knowledge
(Coll & Ruch, 2021). In addition, they managed final qualification examinations, supervised
graduate students’ theses, facilitated the professional development of faculty members to
enable online lectures, organized meetings with students and administrators, and provided
career guidance for school leavers in the city and region. Moreover, deans had to cancel
activities and events in a matter of weeks to shift any communication with the administration,
faculty, and students to technology-facilitated communication, which also required time for
learning and adaptation.

It is important to note that often academic deans had no experience or needed skills to
guide actions, such as moving to a remote learning mode, sending students off campus, and
closing dorms and campus facilities, such as libraries and gyms (Participants 4 and 6). As a
result, the pandemic underscored the critical role of deans in problem solving and crisis
management, where they had to make decisions regarding new policies, health and safety
protocols, provide guidance on online teaching methodologies, and address technical
challenges faced by faculty and students. Consequently, deans worked closely with university
administrators, faculty, administrative staff, and students to mitigate the impact of the
pandemic on academic operations, ensuring that everyone had the necessary resources (such
as equipment, computers, and the Internet connection) and support to continue teaching and
learning remotely. For instance, Participant 4 negotiated with akims (mayors) of the regions
to secure the Internet access for undergraduate students living in rural areas. Participant 6
encountered a situation where a faculty member, who was a sole provider for her family, did
not have a computer at home for work. In response, Participant 6 requested university
administrators to allow the faculty member to borrow a university laptop and also raised

funds to cover the Internet expenses.
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Furthermore, the pandemic presented additional challenges for deans, including a lack
of planning and time management in their work:
My work starts at 8 am. | have to check the emails and messages on WhatsApp.
Moreover, | have numerous calls and discussions regarding various issues. | have 3-4
Zoom video conferences per day. | work until almost midnight. (Participant 2)
Participant 5 expressed her frustration with the excessive number of daily meetings:
The endless meetings take a lot of time. You can be informed that there will be a
meeting in an hour and be sure it will last for one hour. However, the worst thing is
that it may not have anything constructive to discuss and decide. Currently, we have
an increasing number of pointless meetings. Moreover, nobody can manage their
time.
The research participants noted that meetings were often arranged spontaneously
without sufficient preparation, questioning their effectiveness:
Our meetings are scheduled spontaneously. They lack efficiency because before
discussing and solving an issue, a dean must be acquainted with it and prepare for the
meeting with the administration. What we have is that administrators ask us
[academic deans] questions, but you do not know the issue in detail. As a result, the
meeting ends with the dean’s tasks to do this and that and report the results tomorrow
in the meeting. In other words, these meetings do not make any sense. (Participant 5)
Participant 6 also highlighted that the COVID-19 pandemic placed significant burdens
on academic deans, resulting in their overwork to address a wide range of issues.
These real-life examples demonstrate the profound impact of the COVID-19
pandemic on academic deans and their offices. The pandemic not only emphasized the

pivotal role of academic deans in mobilizing resources, coordinating activities, managing
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personnel, and solving problems but also imposed irregular working hours and extreme
busyness, ultimately affecting their emotional well-being and personal lives.
Summary of the Changes in Decanal Work

The key findings from Research Question 2 indicate that the introduced changes in
academic deanship resulted in deans being categorized as administrative-managerial staff
with teaching waivers. This allowed them to be free from mandatory teaching and research
responsibilities to focus on administrative tasks. However, the findings also suggest that
despite the dean’s administrator status and teaching waivers, they still prefer to engage in
lecturing students to ensure teaching and learning quality and support and guide their faculty
members. This finding suggests that deans still associate their professional identities with
academic careers.

It is important to note that despite the dean’s status upgrade, there are specific
obstacles that continue to impede the effectiveness and efficiency of academic deans in
Kazakhstani public universities. These obstacles include top-down university governance and
centralized funding, which limit the dean’s authority to behave as school leaders.
Consequently, despite academic deans in Kazakhstan refer to administrators, they hold little
power to realize their potential in the administrative position.

Furthermore, the COVID-19 pandemic had a significant impact on deans and their
offices. It emphasized the pivotal role that deans play in responding to and adapting to
disruptive changes by mobilizing resources and coordinating personnel. However, the
pandemic also put additional pressures on deans, leading to their regular overwork.
Managerial Roles of Academic Deans

This section of the Findings chapter introduces the dean’s experiences and
perceptions of their managerial roles in public universities in Kazakhstan to answer Research

Question 3. The section presents the findings aligned with Henry Mintzberg’s ten executive
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roles related to interpersonal relations, information exchange and processing, and decision-
making capacity. Finally, the section characterizes the perceptions of current academic deans
of their roles as school administrators.
Managerial Roles of Academic Deans in Kazakhstani Public Universities

To identify the managerial roles of academic deans in public universities of
Kazakhstan, I created the interview protocol with prompts on Mintzberg’s executive roles
based on a 5-point Likert scale to determine the interviewees’ degree of agreement or
disagreement with their roles. The research participants specified their responses using a
scale from 1 (very low) to 5 (very high), which allowed me to explore the extent of
respondents’ managerial roles, their strengths, and the intensity of those roles (See Appendix
A). The executive behavior ranking of academic deans at Kazakhstani public universities is
illustrated in Table 16 below (See Table 16):
Table 16

Managerial Roles of Academic Deans in Kazakhstani Public Universities based on Mintzberg

Role category Roles Very Low Average High Very
low (2) (3) 4) high
(1) (5)
1.Figurehead 1 1 2 3 8
Interpersonal 2.Leader - 1 - 3 11
3.Liaison - 2 1 6 6
4.Monitor - - 1 2 12
Informational 5.Disseminator - - 1 1 13
6.Spokeperson - 1 2 3 9
7.Entrepreneur 1 1 1 6 6
8.Disturbance 2 2 1 4 6
Decisional handler
9.Resource allocator 1 3 7 2 2
10.Negotiator 1 2 1 1 10

Table 16 shows that the research participants perform all ten managerial roles related
to interpersonal relations, information exchange and processing, and decision-making.

However, it is important to highlight that the participants’ ranking of their individual
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executive behavior, based on a scale, differed from their own interpretations of these roles.
As a result, the variations were identified between the participants’ ranking scores and their
perceptions and experiences of the managerial roles. Considering this, the following
subsections will analyze each category of managerial roles separately to evaluate the

strengths and weaknesses of the dean’s executive behavior.

Interpersonal Roles. The role of an academic dean is a public position that involves
interactions with multiple and diverse stakeholders both within and outside the institution. In
this study, eight participants confirmed their Figurehead role and rated it as “very high” (See
Table 16). In addition, three other participants rated this role as “high.” This Figurehead role
is essential for deans as they act on behalf of the academic school and carry out various social
and ceremonial responsibilities. They include welcoming new first-year students, delivering
speeches at graduation ceremonies, hosting delegations and visitors, as well as organizing and
coordinating social activities and events. However, it is important to mention that this role
does not grant “legal authority” (Participant 7). Participant 7 acknowledged her role as a
Figurehead in organizing and coordinating different social events to promote her academic
school and university within the public community. Nevertheless, when it comes to matters
of legal authority, such as signing memorandums of understanding with another school, that
responsibility falls to university leadership, who is authorized to sign legal documents, not
the dean. For this reason, four participants (namely Participants 2, 3, 4, and 14) rated their
Figurehead role as ranging from very low to average, indicating that they have little
influence in their dean’s position. In this case, it is worth noting that Participant 10 rated his
Figurehead role as “high.” However, he interpreted his experience of this role as being akin
to “a wedding general.” This interpretation of the role suggests that Participant 10 relates
himself to a dummy person, who is recruited only to represent the academic school, having

imaginary authority, and playing no significant role in any matter. This response from
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Participant 10 highlights the importance of considering not only the participant’s ranking of
the role but also their individual interpretations of it.

In terms of the role of the Leader, 11 research participants marked it as “very high.”
Participants 1, 2, 3, 8, 10, 11, 13, and 14 understand their leadership roles as taking
responsibility for actions and decisions at the levels of their academic schools, faculty
members, and students. This is why Participants 1 and 2 asserted that they are “leaders in
everything,” Participant 3 claimed that he is “a leader all year round,” and Participant 13 said
that she is “an everyday leader.” Participant 10 described the dean’s leadership role as “to
advocate the interests of the School being always on the cutting edge,” being responsible for
“everything,” and being accountable for the outcomes and consequences. Participant 14
explained his role as follows:

In the workplace, | use collegial discussions and decision-making. However,

eventually, I make decisions; therefore, | take full responsibility for decisions. In

addition, when there is no agreement among my colleagues, | again decide how to
solve the problem. I instruct my colleagues on what to do and how.

In addition, the dean’s leadership role is understood as being a role model for faculty
and employees:

A dean must exemplify how to work and in what direction to move forward. The

incumbent must bring people together to build teamwork and convince a person or a

group of people to accomplish assignments. This quality [leadership] develops

gradually, becoming vital to the team. (Participant 13)

The participants’ responses indicate that academic deans interpret their leadership role
as providing guidance and support for the team and the university. They also focus on

managing the performance and responsibilities of everyone in the group, being good
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communicators, motivators for teamwork. In addition, they set personal examples for faculty
members, employees, and students, becoming a source of inspiration for them.

Twelve participants marked the Liaison role as “very high” and “high” (See Table
16). The dean’s representative position denotes acting on behalf of the school to develop and
maintain communication with internal (senior administrators, faculty members,
administrative units, and students) and external stakeholders (employers, alumni, etc.).
However, academic deans do not do this job alone. This role is jointly shared with other
academic and administrative departments. For instance, advisors and vice-deans on academic
and social affairs oversee students’ learning progress and maintain communication with
students and their parents. Deans may engage in the process when vice-deans cannot solve
the conflict between a student and faculty at their level of responsibility (Participant 13).
Furthermore, if there is a problem with international students, then the dean’s offices
cooperate with the International Office (Participant 1). Similarly, communication with the
state authorities occurs through a buffer body. For instance, deans submit the required data to
the Research Department, which collects all school reports, aggregates them, and sends a
single report to the Ministry of Education and Science (Participant 3). In addition, deans
liaise with businesses and industries to manage and maintain communication with alumni,
employers, donors, and sponsors (Participants 1, 2, 8, 10, 13, 14, and 15). Thus, the dean’s

position stipulates interpersonal relations within and outside universities.

Informational Roles. Thirteen participants marked their role as Disseminators of
information as “very high” (See Table 16). This role implies that deans receive all
information, such as assignments from the administration, decrees, reports, meeting minutes,
and others, to analyze them and communicate potentially useful information to their faculty
members, administrative staff, and students. If there is an assignment, then deans familiarize

themselves with it, its complexity and volume, the deadlines, and the resources needed to
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delegate the task to employees (vice-deans, department chairs, and faculty) to ensure the
timely accomplishment of the assignment. In the Disseminator role, deans may share their
experiences and knowledge with less experienced faculty members to organize teaching and
learning processes to assess the student’s academic progress. As such, they may also serve as
mentors for junior faculty members.

Furthermore, the role of the Monitor is critical. Twelve respondents marked this role
as “very high.” This role is essential in analyzing the effectiveness of the school’s
performance in teaching, learning, research, and social activities (See Table 16). Participant 1
asserted that control is critical in his job, as deans must control all internal processes. For
instance, deans control the provision of lectures and their quality. In parallel, academic deans
check the punctuality of lecturers and oversee the students’ attendance (Participants 7 and 9).
Moreover, Participant 14 acknowledged, “There is no School without analytical work.”
Therefore, Participants 4, 8, 10, 11, 13, 14, and 15 emphasized the importance of analyzing
internal and external processes within and outside their institutions, conducting
benchmarking to learn from the best practices in comparing universities, schools,
departments, and academic programs.

The final role in the informational role cluster is the Spokesperson role. Nine study
participants emphasized the importance of this role by rating it as “very high,” while three
other participants marked it as “high.” The importance of the Spokesperson role lies in the
dean’s accountability to represent and speak on behalf of their academic schools. They are
responsible to transmit information about their schools and universities, as well as their goals
to public communities outside the institution. In addition, academic deans hold weekly
meetings with the Vice-Rector for Academic Affairs or the First Vice-Rector to keep them
updated on school matters. Furthermore, once a year, they report the progress and

achievements of their academic units during the annual meetings of the Institutional



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 157

Academic Council. During these meetings, they present reports to university administrators,
faculty members, and other university employees to inform them about the performance of

the academic unit.

Decisional Roles. Despite ten study participants indicated the Negotiator role as
“very high,” this role cluster presents a contradictory picture about the dean’s managerial
roles in Kazakhstani public universities.

Academic deans perform this role when they engage with employers or sponsors to
explore potential partnerships that can be mutually beneficial. These partnerships may
involve co-advising student theses, organizing student internships, or creating graduate
employment opportunities. As Participant 15 noted, negotiations become an “integral part of
the job” for deans. Ten respondents confirmed that the Negotiator role is valuable in
managing schools as it allows them to be directly involved in significant negotiations within
the team, at the school level, and with external stakeholders such as businesses and industries.
However, it is important to highlight that the responses from the participants indicate that the
extent to which the Negotiator role is exercised can vary depending on the specific situation.
The scope of this role depends on what issues need to be negotiated and the parties involved.
For instance, certain aspects of the dean’s participation in high-stakes meetings, such as
funding allocation for the school, may not be negotiable due to centralized funding. As a
result, funding is allocated equally to all schools, regardless of their size, specific needs, and
individual peculiarities. Therefore, the dean’s role as the Negotiator is situational, despite ten
participants marking it as “very high.” In other words, the extent of the dean’s Negotiator
role is more focused on functions related to the day-to-day operations, such as discussing the
organization of internships for students or employment opportunities for graduates

(Participants 8 and 10).
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Ten participants emphasized the importance of the Disturbance handler role in their
work (See Table 16). Typically, deans exercise this role to address conflicts that arise
between faculty and students or among faculty members. Conflicts are a common
phenomenon in large teams, such as academic units, and as a result, deans often serve as
arbiters to resolve such conflicts among employees. However, it is essential to note that the
dean’s Disturbance handler role has a much broader meaning and scope beyond merely
managing interpersonal relations and resolving conflicts within teams. According to
Tovmasyan (2017), when a team faces an unexpected roadblock, it is the team leader’s
responsibility to take charge, plan an action plan, and engage the necessary personnel to
address and solve the problem. These roadblocks may relate to critical issues, such as a lack
of resources — both material and nonmaterial — that can influence the functioning of academic
units, departments, research centers, or laboratories. In addition, challenges may relate to the
need for human resources, time pressures, and other concerns. Therefore, it is unsurprising
that Participant 10 mentioned. “Where the matters involve finances, | stay out of it.” This
reaction by academic deans to financial constraints does not characterize them as effective
Disturbance handlers, indicating that this dean’s role also becomes situational when dealing
with high-stakes issues.

Next, 12 out of 15 research participants emphasized the importance of their
Entrepreneur role. The dean’s entrepreneurship can be observed in various examples, such as
utilizing 3D printing to design academic programs (Participant 1), conducting market analysis
to identify unique selling points for launching business projects (Participant 7), or performing
competitive benchmarking to learn from best practices (Participant 13). In addition, other
deans associate their entrepreneurial role with fostering communication and collaboration
with businesses and industries. In essence, the participants highlighted the critical role of

their entrepreneurial behavior. However, to realize these ‘entrepreneurial’ initiatives,
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academic deans need to secure funding to invest in business projects. It should be noted that
not all deans have access to this initial funding base, except for those whose academic
schools were selected for public financing within the SPI1D-2 program (as noted by
Participant 1). This program funded the development of laboratories, equipment purchases,
and the establishment of business incubators. Moreover, the centralized funding and
bureaucracy limit the dean’s ability to address problems in a timely manner, generate new
ideas, and effectively lead projects and initiatives to tangible results (Participants 2 and 11).
As a result, as Participant 3 pointed out, “The commercialization of services [at the school
level] has become a painful issue with the transition to NJSC.”

Given the situational character of the Negotiator, Disturbance handler, and
Entrepreneur roles, the Resource allocator role is the least presented role in the dean’s role
repertoire. Seven research participants rated this role at an average level, while four
participants considered it “low” and “very low” (See Table 16). These responses suggest that
the dean’s ability to make decisions about finances is considerably limited. The dean’s role in
creating the school budget is restricted to forming an annual budget by collecting applications
from department chairs for equipment purchases and capital repairs. The school budget is
based on the state procurement services (Participants 8, 10, and 14). This finding is thought-
provoking because the reorganization into NJSC was supposed to grant universities financial
autonomy to foster their innovativeness and entrepreneurship.

However, currently, financial and budgetary issues are still centrally determined. For
instance, academic deans may recommend or propose rewards for their academic staff or
students, but senior administrators have the authority to approve them. Similarly, the school
budget may include provisions for academic staff travel, but it is the Vice-Rector for
Academic Affairs who authorizes the expenditures on travel funding for faculty or students

(Participants 13 and 15). In this case, the dean’s role is to justify the request for a professional
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development program (Participants 6 and 13). Nevertheless, the final decision rests with the
university administration (Participants 6, 10, and 13).

Academic deans perform Figurehead, Leader, and Liaison roles to effectively manage
and maintain diverse relations with internal and external stakeholders. They provide
leadership to faculty, administrative staff, and students, taking full responsibility for the
performance of their schools. In addition, deans actively monitor industry-related information
and ensure its effective transmission to their teams, staying responsive to the changing
environment. They act as Spokespersons to represent their academic units and take
accountability for the performance and achievements of faculty members and students.
However, the dean’s decisional roles are subject to limitations. The roles of Negotiator and
Disturbance handler are situation-specific, primarily associated with resolving conflicts
within teams or conducting negotiations with employees or businesses and industries.
However, when it comes to negotiating with senior university administrators for separate
funding, this role weakens. Furthermore, the Resource allocator role received ratings ranging
from “very low” to “average” among all participants due to the constraints imposed by
centralized funding. This limitation in the dean’s resource allocation role negatively affects
their entrepreneurship and innovativeness, which weaken not only the incumbent’s decision-
making roles but also their executive behavior.

Self-perception of Academic Deans

Understanding the essential skills, experience, and competencies required for
successful academic deanship is crucial to comprehending how the research participants
perceive themselves as deans and experience academic deanship in Kazakhstani public
universities. In doing so, the study’s findings revealed two different patterns in how deans
describe their roles. Six deans expressed concerns about the weaknesses of their positions,

often finding themselves in a relatively mediocre position within the administrative hierarchy.



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 161

This is unexpected, as academic deans are supposed to hold a prominent administrative
status. However, a closer examination of the dean’s functions, duties, and responsibilities,
coupled with their limited executive authority, indicates the passive and weaker roles that
deans occupy. The participants shared similar perceptions of their roles as deans. For
instance, Participant 10 portrayed himself as “a wedding general” with “ghostly powers,”
comparing himself to a dummy person recruited for the dean’s position only for
representation, possessing imaginary authority and playing no substantial role in any matters.
Participant 1 described his position as a dual role, functioning both as a dean and a faculty
member simultaneously. Similarly, Participant 5 expressed uncertainty about the decanal
role, positioning herself as “someone in between a faculty member and an administrator.” On
the other hand, Participant 6 provided a more straightforward characterization of her dean’s
role, seeing herself as “an implementer” of someone else’s decisions, initiatives, and goals.
This attribution of the dean’s role to an implementer suggests the job incumbent’s weaker
position in Kazakhstani public universities.

Furthermore, university leaders grant authority to the deans, which is why they
primarily handle organizational and coordination functions to ensure the school’s smooth
day-to-day operation. They maintain communication with internal and external stakeholders,
including academic and administrative staff, students, parents, and employers. Deans delegate
tasks, manage deadlines and progress, organize work processes, and oversee them, all while
collecting data and analyzing strategies. The discrepancy between the dean’s formal status
and their limited decision-making capacity and authority underscores the participants’
concerns regarding the uncertainty surrounding academic deanship in Kazakhstani public
universities.

Another perspective on the academic dean’s role relates to the dean’s image as a

martyr or a sacrifice:
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Only selfless people become academic deans in our country. | think this is true for all
universities in Kazakhstan. | have talked to many other deans, and unfortunately, the
Kazakhstani dean is the first person to fall on the grenade. (Participant 6)

According to Participant 6, the sacrifice or martyrdom of academic deans lies in the
dean’s “too heavy responsibility for the entire school.” Participant 2 affirmed that his
responsibility goes far beyond the duties described in his Job Description. In addition,
Participant 15 claimed that inconsistencies in the dean’s duties and responsibilities make a
dean a sacrifice:

Considering how much moral, physical, and time resources and expenses academic

deanship requires, I think deans deserve a much higher salary and much more

attention. The work of the entire university depends on the dean’s functions. They
supervise the research activities of faculty and departments, oversee social work and
organizational moments, and control the teaching and learning processes. Academic
deans are key actors in all institutional activities.

In other words, the academic dean’s efforts in performing their duties are neither
acknowledged nor supported by higher salaries, better working conditions, executive
authority, or even recognition from administrators. This observation applies not only to state
universities but also to national universities. Consequently, academic deans in public
universities perceive themselves more as implementers than executives.

Summary of the Managerial Roles of Academic Deans

The results of Research Question 3 indicate that the executive behavior of academic
deans in Kazakhstani public universities is context-related and remains partial. The authority
and powers of the deans mainly revolve around interpersonal and informational roles, while
their decision-making ability is significantly limited. Although deans can perform the roles

concerning entrepreneurship, disturbance handling, and negotiations, their resource allocation
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role is restricted, preventing them from making decisions on financial matters. Furthermore,
the dean’s negotiation role weakens when interacting with senior university administrators.
Consequently, the dean’s decision-making authority becomes situational, depending on the
specific issues and actors involved in decision-making.

The limited decision-making of deans can be attributed to the existing top-down
university management system, characterized by hierarchical relationships between deans and
senior administrators, centralized decision-making and funding. These factors can explain the
limited executive authority and positional autonomy of deans as school administrators.

Role Conflict and Role Ambiguity of Academic Deans

This section of the Findings chapter strives to explain in detail the challenges and
obstacles that academic deans in Kazakhstani public universities encounter as they work with
multiple internal and external stakeholders represented by university leadership, faculty
members, students, and labor market representatives, which cause the dean’s role conflict and
role ambiguity.

Role Conflict and Role Ambiguity of Academic Deans in Kazakhstan

In higher education institutions, academic deans play a crucial role by providing a
vital link between the central administration and academic departments, and vice versa. This
role makes deans function as both “extensions of the presidency” and “extensions of the
academic staff” (Arntzen, 2016, p. 2071). In addition, the dean’s role extends to alumni,
employers, donors, and sponsors, placing them in a complex network of communications.
However, with this multifaceted role comes a vulnerability for academic deans due to
existing power imbalances. This suggests that deans must learn to navigate diverse
communication networks where they serve as both subordinates to their superiors and as

leaders to their employees to effectively manage their roles and responsibilities.
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While stress is a common phenomenon when trying to meet various job expectations
and demands, the study findings indicate that current academic deans experience significant
job-related stress. This research suggests that academic deans feel less stressed when
interacting with faculty, students, and engage in collaborative partnerships with businesses
and industries. However, the findings also highlight that deans face higher levels of stress and
frustration when dealing with state authorities and senior university administrators, mainly
due to top-down relationships. In other words, academic deans experience job-related stress
that varies based on their interactions with internal and external stakeholders. The study
revealed that 12 academic deans from public universities in Kazakhstan are exposed to role
stress, excluding Participants 9, 13, and 15. More importantly, these participants’ stress is
specifically attributed to role stressors, such as role conflict and role ambiguity (See Table
16):

Role Ambiguity. Role ambiguity triggers job dissatisfaction among deans. It is
primarily caused by inherited inconsistencies in the organization of work conditions at public
universities in Kazakhstan. The discrepancies in the dean’s job can be characterized by two
levels of bureaucracy. They are internal bureaucracy (within institutional bureaucracy that
exists in each institutional process to correspond to state policies and regulations) and
external bureaucracy (related to the state authorities and policy-makers, such as the Ministry
of Education and Science that issue decrees and norms). State policies and institutional
bylaws regulate the daily operations of the deans’ offices and academic deans, respectively
(Terjesen, 2022).

Internal Inconsistencies in the Dean’s Job. The dean’s internal stress roots in the
growing requirements for their work. They are in charge of various duties, such as quality
assurance management, staff management, graduate employment, providing students with

internships at workplaces, and attracting businesses for mutually beneficial collaboration.
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Participant 13 acknowledged that a dean has become like “a chief executive officer of the
academic school” because of the growing managerial functions, duties, and responsibilities.
However, the entrepreneurial approach in performing the dean’s job is limited by the existing
power dynamics and centralized decision-making in which university leaders retain control
and supervision over academic schools and dean’s offices (Participants 1, 2, 5, 6, 7, 14, and
15). This is why deans have minimal authority and independence in performing the job for
which they were recruited:

Currently, a dean is like the top manager of a large company. Deans must have many

competencies, 100% of which they just do not have. We [the deans] are now working

by trial and error. (Participant 6)

The dean’s restricted authority is a result of the excesses in anti-corruption measures
and mechanisms, which strengthened centralized control and top-down management in
Kazakhstani universities:

The modern dean is not the same dean like 5-10 years ago. Many of the dean’s

functions were removed because they contained potential corruption risks. For

instance, the dean’s completion of the student’s information card was risky because
the card included all students’ personal data. In addition, deans could approve the
student retaking of the courses. However, all these functions have been centralized.

(Participant 10)

Participants 10 and 14 consider these restrictions pointless because they concerned all
issues, including minor functions. For instance, the students’ sick leaves or failures to submit
course papers on time have to be resolved at the level of the Vice-Rector for Academic
Affairs, who authorizes the access to the computer-based student database (Participant 14).

Furthermore, deans are restricted from accessing Supervisory Board meetings.

However, Participant 10 did not see the point of limiting deans in attending such meetings:
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Perhaps our [deans] nonattendance [of the Supervisory Board’s meetings] reduces
corruption risks, but to my mind, if the finances are under the control of all
accountants, economists, etc., it would be possible to give us financial autonomy. We
[deans] cannot spend money uncontrollably. So why not? After all, I need [finances]
only to motivate my faculty members and students.

The restrictions in the dean’s job do not support and promote the entrepreneurial
development and behavior within academic schools. Instead, such limitations on the dean’s
potential opportunistic behavior foster inertia and complacency among job incumbents:

Now, I can confidently say that | understand the system [centralized decision-making

and control] in which I am currently working. | know where it is worth seeking

challenges and where it is not. (Participant 2)

That is, highly centralized university governance demotivates the dean’s proactivity
and innovativeness to work more productively setting up new projects and realizing ideas
(Participants 1, 2, 5, 6, 13, and 14). Participant 14 admitted, “It is not always feasible to
perform the role of a dean effectively,” suggesting that deans often lack the necessary
resources and powers to realize their responsibilities. Moreover, the participants shared the
opinion that despite university leadership employing centralized decision-making, they
cannot guarantee the progress of their academic schools either:

University leaders sit at the top [of the organizational structure]. They do not see the

real things that we [academic deans] know about schools staying closer to faculty,

department chairs, and students. (Participant 10)

However, the dean’s lack of authority does not diminish their overarching
responsibility for the entire school, faculty, and students (Participants 2, 14, and 15). For
instance, Participant 5 asserted that her Job Descriptions determine the dean’s functions in a

way that she has to do “absolutely everything:”
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The dean’s job has expanded considerably compared to existing normative acts and
documents prescribing the position. Nowadays, the dean’s job has too broad tasks. For
instance, in the Job Descriptions, there are 8-9 large functions and responsibilities.
However, there are even more tasks behind these 8-9 functions. As such, one function
contains multiple sub-functions. (Participant 15)

The growing expectations and demands from the dean’s administrative-organizational
functions require deans to perform multiple duties. However, the existing top-down
university governance and centralized decision-making impede the incumbent’s capacity to
grow into a competent academic manager and leader.

External Inconsistencies in the Dean’s Job. The external inconsistencies that
provoke the dean’s role ambiguity in Kazakhstani universities relate to the “inherited system
of vertical management” (Participant 13). The system of rigid state regulation symbolizes the
power and authority that require deans to comply with it even though they might be
contradictory.

The research participants asserted that sometimes ministerial decrees are not always
accurately planned and designed, “taking much time and energy” of universities to deal with
discrepancies in the regulations (Participant 13). Besides the equivocal bylaws, the
inadequacies in the dean’s job refer to the standards, such as the standardized systems of
student enrollment and state educational grant allocation. All school leavers take the Unified
National Test (UNT), which assesses their knowledge based on five disciplines. After taking
UNT, an applicant receives the certificate with the UNT scores, which makes an applicant
eligible to participate in the state educational grants contest. The applicant chooses a
maximum of four majors in university or four universities according to the Rules for the
Award of an Educational Grant to Pay for Higher or Postgraduate Education with the Award

of “Bachelor” or “Master” Degrees (2008). However, the state grant is allocated to only one
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major and university. Often, the first major and university are the most desired choices for
applicants. Therefore, if an applicant does not win a state grant on the desired major or
university, or does not want to study a particular major even with a grant, the student’s
academic performance drops (Participant 1). In addition, it may happen that the students’
parents do not permit their children to study in another city (Participant 1). These cases of
standardized state regulations and rules lead to low student enrollment, low student
attendance, and poor academic performance (Participants 1, 2, 6, and 7):

We have students who are not very motivated to study. They came to the university to

study for the sake of a degree certificate or a state grant. They study without any

desire to learn. Therefore, they miss the classes. (Participant 1)

Furthermore, academic deans encounter the problem of uncontrollable growth of
students at one university, whereas another university experiences a decline in student
enrollment (Participants 1, 5, 7, 8, and 14). This issue relates to universities located in the
central cities of Kazakhstan and state (regional) universities located in the peripheries,
creating imbalances in student enrollment rates:

The problem with the dean’s job is the lack of control over the student population.

The educational system is organized in a way that 50,000 state grants might be

allocated to one undergraduate program per year. Theoretically, these 50,000 students

with their grants, may come to one university. Can you imagine what will happen at

the university? (Participant 14)

Participant 14 exemplified the situation of public universities whose existing
infrastructure cannot accommaodate the constantly growing number of students because of the
limited resources and facilities.

Moreover, given the growing student population, public universities cannot raise the

cost of education (Participants 13):
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Price dumping impedes our competition in the education market. Schools that position
themselves as a provider of quality education and training in the market are confused
about how to provide cheap, but quality education.

This is why Participant 5 expressed her desire to have more clarity from the Ministry
of Education and Science:

The only thing that | would like to have in my job is more consistency and clarity.

Specifically, this consistency does not depend on us [the universities]. This depends

on the Ministry! The Ministry does not know what they want. For example, during the

pandemic, we were told that there was even a decree that universities do not need to
submit reports to the Ministry. After some time, it turned out that the ministerial
decree was about hard copies of reports. Therefore, we had to submit an electronic
report. Then the Ministry informed universities to organize creative admission exams
online. However, then, we were instructed to conduct creative admission exams
offline. This means the Ministry itself cannot decide what it needs, but universities
suffer.

The aforementioned external inadequacies are rooted in the unsystematic policies and
inconsistent regulations that misguide universities and the dean’s offices, whose day-to-day
operations depend on ministerial standards, norms, and decrees. The dean’s work is based on
complying with the state policies and regulations. Therefore, the Ministry has to provide
universities with clear guidelines and instructions, leaving no room for misinterpretation to

allow the dean’s offices and deans to perform their work more effectively and efficiently.
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Role Conflict. Kazakhstani academic deans suffer from role conflict due to pre-
existing ambiguities in their jobs. Role conflict emerges because of the incongruent and
sometimes incompatible demands and expectations placed on academic deans. These
incompatibilities in the dean’s job are divided into two types of role conflict:

Intra-Role Conflict. This conflict is caused by a lack of agreement in determining the
dean’s role, status, and the degree of executive authority. A well-developed job does not
confuse an incumbent, and it does not limit their effectiveness and efficiency. In other words,
it is critical to conduct a thorough job analysis and clear design of its duties and
responsibilities in order to ensure role clarity (Rohr, 2016). This role clarity is essential for
achieving successful job performance.

Role clarity is characterized by straightforward instructions regarding the job
incumbent’s duties, responsibilities, rights, and authority (intra-role). Participant 8 explained
the importance of his role and status as follows:

My first instrument to manage staff and influence them is my position as a dean and

my status as the first administrator. The position and status obligate employees to

subordinate.

Therefore, the weight of the dean’s status and role is vital for managing and leading
employees. According to Table 16, eight academic deans at Universities 1, 2, and 3
categorize as faculty members based on their Job Descriptions (See Table 16). In contrast,
seven deans from Universities 4, 5, 6, and 7 are referred to as school administrators. The
positions of the two groups of deans are identical. They hold a position of academic deans at
universities. However, the dean’s status in the two groups differ. For instance, the dean’s
faculty status implies a mandatory teaching workload. Their jobs presuppose a combination
of administrative work and teaching. Deans who are classified as administrative-managerial

staff members take advantage of their teaching waivers. These teaching waivers allow deans
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to regulate their individual workloads by deciding whether or not to take on an additional
teaching load. Unsurprisingly, the research participants from Universities 1, 2, and 3 noted
their uncertainty about their roles as deans:

An academic dean refers to a faculty member, not an administrator. That is, | must

work as both a dean and a faculty member. (Participant 1)

Such an attitude toward the dean’s position is not surprising. Participant 1 admitted
that he was “too busy with teaching” that he could not pay greater attention to his
administrative duties. Therefore, his teaching workload was replaced with doctoral
supervision. This replacement helped him cope with performing two roles as a supervisor of
graduate students and an administrator. It seems that teaching duties take much time and
energy to prepare for classes, conduct lectures, assess the students’ papers, etc., and deans
cannot effectively balance teaching and administrative responsibilities. Therefore, if deans
engage in teaching and administration at the same time, it may adversely affect their job as
school administrators. In addition, such combinations in the dean’s single role lead to
confusion. Participant 5 characterizes herself as “someone who is in between a faculty and an
administrator.” This controversy in determining the dean’s exact role and functions weakens
the incumbent’s job performance. Moreover, deans feel stressed and dissatisfied, holding

administrator’s role without executive powers to perform this role (Participant 14).

Interrole Conflict. In addition, the study results suggest that academic deans in
Kazakhstani public universities are prone to work-to-family conflict (WTFC). This denotes
any tension when work responsibilities interfere with family and familial obligations. The
research participants from Universities 2, 3, 5, and 7 (Participants 4, 5, 6, 8, 11, 12, and 15)
acknowledged their exposure to WTFC:

It would be a lie if | say that my job does not influence my private life and family.

Organizing and carrying out different events require time and energy. My family feels
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it and feels my busyness. | spend a lot of time on phone calls and negotiations with

people in the evenings after work. Indeed, this strains my family. However, | knew

what awaited me and what emotional pressures the position had. (Participant 15)

Participant 6 claimed that “a woman-dean is a hero of the workforce because she has
to work on two fronts: work and family.” Apparently, academic deanship affects the familial
responsibilities of both female and male deans:

My Job Descriptions and the real dean’s job differ. According to my job contract, I

work as a dean from 9 am to 3 pm. However, after that time, students or faculty

members come to my office for personal conversations. Therefore, if my work ends, it
does not mean it ends. In addition, the classes are conducted in two shifts: at 8 am in
the morning and in the evening until 8 pm. Sometimes my master’s students have
classes at 6 pm. This means that | work from 8 am to 6 pm. Therefore, I am working

10 hours per day. In reality, the work is my “home,” not my family and home.

(Participant 4)

Furthermore, the dean’s responsibility for every aspect of the academic unit’s
lifecycle (academic-methodological work, research, and social activities) may cause the
incumbent’s tensions and busyness:

As an academic dean, my primary task is not only education, but also research. | am

in charge of the Schools’ potential development in all spheres. | have to spend time on

research not only on weekdays but also in my free time. Sometimes, | meet with my
project team on Saturdays because | am the principal investigator of the research

projects. | take responsibility for the project’s success. (Participant 12)

Thus, the dean’s involvement in administrative functions and combining them with

teaching and research responsibilities may cause the dean’s role stress. This stress affects not
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only academic deans and their job performance, but also it may affect their personal lives,
influencing families and the incumbent’s physical and emotional well-being (Gmelch, 2003).
Summary of Role Conflict and Role Ambiguity of Academic Deans

The responses of the research participants regarding Research Question 4 indicate that
deans at public universities in Kazakhstan experience significant job-related stress. The main
stressors identified were role ambiguity and role conflict. Role ambiguity is caused by both
internal and external inconsistencies at the ministerial and institutional levels. External
inconsistencies result from inconsistent policies and regulations of the Ministry of Education
and Science, which overburden academic deans and their offices. Their operations are
entirely dependent on complying with state policies, standards, and norms. On the other hand,
internal inconsistencies arise from centralized decision-making and excessive anti-corruption
measures in public universities. These factors minimize the role and authority of academic
deans as administrators, being subject to the excessive supervision and control by senior
administrators. Consequently, deans feel themselves deprived of their key roles, leading to
complacency, formalism, and inertia in their workplace.

Furthermore, academic deans also face role conflict, which arises from a lack of
agreement on the status, roles, functions, and responsibilities of the dean. This conflict forces
deans to juggle multiple roles as academics, researchers, and administrators within a single
dean’s position, suggesting that the essence of academic deanship in public universities in
Kazakhstan is not clearly determined. As a result, the incumbents are prone to experiencing
job-related stress, which is evident in the participants’ perceptions of their weak and
powerless positions as school administrators.

Summary
This chapter has presented the significant findings on academic deanship at public

universities in Kazakhstan. Research Question 1 indicates that academic deans are primarily
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recruited from within institutions. This hiring strategy prevails over external recruitment,
which occurs in cases when university administrators seek professionals with specific
knowledge and experience that their current employees lack. Furthermore, both insider and
outsider deans acknowledged the importance of self-education in academic deanship to gain
new skills and knowledge for successful job performance.

According to Research Question 2, the main changes in academic deanship are
associated with the dean’s status upgrade to an administrator with a teaching waiver. This
redefined academic deans from traditional faculty members to administrative-managerial
staff members. However, not all universities have reconsidered the dean’s status and role.
Therefore, other research participants continue to categorize as academic staff with
mandatory teaching responsibilities. Nevertheless, both deans-administrators and deans as
faculty members hold little authority to decide on matters directly related to their units due to
the centralized decision-making and top-down relationships within public universities in
Kazakhstan.

Based on Mintzberg’s executive behavioral theory, academic deans in public
universities in Kazakhstan can perform managerial roles. However, this ability to exercise
managerial roles is contingent on situations. In other words, the dean’s managerial roles are
mainly focused on interpersonal and informational roles, whereas their decision-making
authority is largely limited (Research Question 3). The limitations in the dean’s decision-
making roles pertains to issues related to finances. Consequently, deans struggle to solve
issues, make decisions, and realize successfully initiatives, despite their formal
administrator’s role.

According to Research Question 4, the dean’s restrictions derive from preexisting
ambiguities and inconsistencies in the highly centralized governance system of universities,

where final decisions belong to central administration, and deans are required to comply with
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them. This explains the dean’s limited authority and decision-making capacity. Consequently,
they are exposed to job-related stress and frustration triggered by role ambiguity, caused by
the highly centralized university governance and inconsistent ministerial policies and norms.
These limitations result in the dean’s role ambiguity and role conflict. The deans’ role
ambiguity stems from institutional (internal) and external (governmental) inconsistencies that
create obstacles in the deans’ work. As for role conflict, academic deans experience it due to
the uncertainty of their roles, being expected to implement administrative, teaching, and
research functions simultaneously, with minimal decision-making capacity and little

positional power to effectively perform the work.
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Chapter 6
Discussion
The Discussion chapter aims to analyze and interpret the major findings of the study
within the context of previous research on academic deanship. This chapter is structured into
four main sections. The first two sections discuss the key findings of the present study. The
first section highlights the influence of the highly centralized governance system in public
universities in Kazakhstan on academic deans, who serve as school administrators. This
centralized university governance system relies on structured processes and norms, including
top-down decision-making and the recognition of authority by fostering hierarchical
relationships among university stakeholders. This concentration of power in the hands of a
small group of stakeholders, such as senior university administrators, weakens the role of
mid-level academic managers, such as deans. The phenomenon of a centralized university
governance structure highlights the lack of grassroots or bottom-up leadership within
Kazakhstani public universities thereby diminishing the role of academic deans.
The second section of the Discussion chapter focuses on the discrepancies associated
with contemporary academic deanship in Kazakhstani public universities. These
discrepancies stem from the absence of grassroots leadership, where academic deans have

limited authority and autonomy to manage their units on the one hand, while bearing full
accountability for the performance and progress of these units on the other hand. Moreover,

academic deans are required to engage in roles such as lecturers, scholars, and role models
within their single dean’s role. This discrepancy in the complexity of the dean’s
responsibilities and functions makes them susceptible to role stress, which was identified by
the theory of role conflict and role ambiguity. The latter is evident based on the research
participants’ perceptions and experiences of their own roles, emphasizing the lack of clarity

about the dean’s role in Kazakhstani public universities.
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Furthermore, the remaining two sections of this chapter present practical and
theoretical implications of this study. The practical implications emphasize the importance of
fostering distributed leadership within public universities in Kazakhstan. This is critical due
to the identified weaknesses in mid-level management, specifically, in academic deanship.
Therefore, these implications suggest that if deans in Kazakhstani public universities are
facing challenges in their administrator’s roles, it is likely that other mid-level managers
(such as vice-deans and department chairs) are also experiencing similar issues due to
centralized funding allocation and limited decision-making authority. Consequently, the
practical implications suggest that senior university administrators reconsider the roles of
mid-level academic managers across all organizational levels. Strengthening their roles could
potentially lead to greater contributions to institutional performance and progress.

The theoretical implications of the study discuss the applicability of Mintzberg’s
executive behavioral theory and role conflict and ambiguity theory to academic deanship in
Kazakhstan. According to Minztberg’s theory, Kazakhstani deans cannot fully attribute to
school administrator’s role due to their limited decision-making powers and autonomy. For
this reason, the theory characterizes deans as primarily engaged in information exchange and
processing activities and interpersonal relationships with stakeholders. Moreover, it was
found that the theory is better suited for organizations operating in decentralized systems.
Therefore, Mintzberg’s theory does not seem applicable for organizations that are influenced
by centralized decision-making, rigid control, and top-down hierarchical relationships among
stakeholders affecting the managerial roles and behavior of individuals.

Regarding the theory of role conflict and role ambiguity, it demonstrated its
applicability in exploring academic deanship in Kazakhstan, including its specific higher
education governance system. The theory underscored the causal relationships between the

dean’s limited autonomy and authority and the existing centralized university governance
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system, resulting in role conflict and role ambiguity for the job incumbents. Finally, the
chapter concludes with a brief summary of the Discussion chapter.
The Lack of Grassroots Leadership in Kazakhstani Public Universities

This section argues that the highly centralized university governance system
established in Kazakhstan has significantly reduced the role of deans as mid-level academic
leaders and managers. The system recognizes the authority of senior administrators and
centralizes decision-making by promoting top-down hierarchical relationships among
university stakeholders (Davis et al., 2016; Terjesen, 2022). As a result, this governance
system has shaped the organizational structure of university leaders and other employees,
emphasizing that all authority and powers in Kazakhstani public universities are concentrated
in the hands of a small group of individuals — senior administrators. Consequently, mid-level
academic managers, such as deans, find themselves in weaker positions within the university
structure.

The study’s findings highlight the limitations of the dean’s role, primarily stemming
from their dependence on top-down communication with senior administrators and
centralized decision-making processes, including funding allocation system. This is because
the system of centralized university governance is based on bureaucracy and paperwork,
requiring all university employees to follow structured administrative processes and adhere to
established norms, protocols, and procedures to ensure consistent organizational functioning
(Participants 5, 6, 8, 10, 13, and 14). Consequently, the functions of academic deans tend to
align more with bureaucratic roles than managerial ones within public universities in
Kazakhstan (Balikci, 2020; Mintzberg, 1989). This is why contemporary deans in Kazakhstan
resemble more administrative bureaucrats rather than competent middle academic managers

and leaders (Fitzgerald, 2009; Terjesen, 2022).
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In addition, due to the excesses in top-down decision-making, the dean’s authority in
matters with minimal corruption risk was also considerably restricted (Participants 10 and
14). For instance, the decisions related to school funding are centralized. Therefore,
Participant 10 is limited in deciding whom to incentivize to retain the most qualified faculty
members or encourage the students’ excellence in sports or academics. Moreover, minor
issues such as student sick leaves or late submission of course papers require authorization
from the Vice-Rector for Academic Affairs due to the dean’s restricted access to student
databases containing their personal data (Participant 10). Consequently, as noted by
Participant 13, “The speed of decision-making does not depend on a dean” because of
“higher-level ‘vertical structures,” which slow down decision-making” (Participant 13). This
is why Participants 6 and 13 noted that, due to the dean’s limited decision-making, they have
to wait for “the administrators’ approvals and permissions” to take initiatives and actions. As
a result, the effectiveness of deans is dependent on the decisions made by senior
administrators. This means that, in addition to centralized decision-making, dean’s offices
and deans, in particular, encounter micromanagement, when they are subject to external
supervision and excessive control (Participants 1, 2, 5, 6, 10, and 14).

It is important to note that the centralized university governance tends to lead to a
‘one-size-fits-all’ approach to different academic schools. This approach standardizes
schools, which vary not only in terms of their size or taught disciplines but also in terms of
their mission, target audience, and strategic goals. In other words, centralized decision-
making hinders the competitiveness and performance of academic schools.

Participant 2 compared the behavior of public universities in Kazakhstan similar to
the Soviet “authoritarian management style,” with university leadership applying the Soviet
mindset. In such conditions, any attempt by Participant 2 to introduce innovations would be

qualified criticism of university leaders that may result in punitive actions, including
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dismissal. Thus, any critique directed at the established system is equivalent to “being against
the university administration” (Participant 2). This is why he is convinced that “Wherever
such people [with the Soviet mindset] exist, it is impossible to speak of any initiatives”
because this “outdated system” hampers the development of higher education institutions
(Participant 2). This underscores the dean’s limited capacity to introduce and promote
innovations, as they are unable to question, and more specifically, oppose the decisions made
at the top level. For instance, Participants 5, 6, 7, and 8 from University 3 were compelled to
manage faculty due to restructuring oversights. This restructuring aimed to upgrade the
department chair functions to create a new position of an academic program head (APHS),
which contained the traditional responsibilities of department chairs with a greater focus on
the quality of taught academic programs. However, in designing APHSs, the function on
managing faculty members who teach high-quality programs was overlooked, and thus, not
specified in the job descriptions of APHs. Consequently, deans, who are in charge of the
overall performance of academic units, obtained additional responsibilities.

Similarly, despite deans recognizing the need for more vice-deans to maintain better
control over the departments, faculty members, and students, Participants 1, 6, 8, and 14 did
not question the decision of university leadership to downsize vice-deans. Consequently,
Participant 8, who had about 600 students, claimed that one vice-dean is “categorically
insufficient” for his school. At the same time, Participant 1, who used to have four vice-
deans, had to run the school with a total number of 3500 students with the help of a single
vice-dean. These examples justify the words of Participant 14, who acknowledged, “It is not
always feasible for deans to perform their work effectively” due to the “obedience to
authority,” which does not tolerate objections (Participant 14).

These insights from contemporary academic deanship in Kazakhstan highlight the

existing centralized university governance system, which is unable adequately address the
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unique needs of academic schools and provide them with tailored support. Participants 4 and
10 emphasized that university leadership does “not see the real things” happening in
academic schools, which deans, being “closer to faculty, department chairs, and students,”
know better. In other words, deans understand better how to address the problems of their
units, departments, faculty members, and students. However, while they may know what
needs to be done and, more importantly, how to do it, deans lack the necessary resources to
introduce them (Biddle, 1986, 2013).

This finding underscores the underdeveloped nature of grassroots leadership (or
bottom-up leadership) in public universities in Kazakhstan. This can explain the weaknesses
of contemporary academic deanship due to the highly centralized governance system. This
system has developed “trained incapacity” (Davis et al., 2016, p. 1491) among academic
deans, who operate in accordance with the norm-following behavior, complying with
accepted patterns of organizational behavior, established standards, culture, and beliefs. This
behavior of academic deans poses the risk of fostering the individual’s complacency, inertia,
formalism, and resistance to change (Davis et al., 2016; Terjesen, 2022). Participant 2
acknowledged that, understanding the system in which he operates; he knows where he can
“seek challenges” and “where he cannot™ in his role as a dean.

The existing university governance system in Kazakhstan, characterized by
centralized decision-making and funding, poses a significant challenge to developing
competent academic deans. This argument resonates with Mintzberg’s executive behavioral
theory, which emphasizes that without appropriate decision-making authority and powers, an
individual is limited to exercising interpersonal and informational roles that do not align with
the behavior of executives (Balikci, 2020).

The inconsistency in the authority granted to deans in Kazakhstani public universities

can be explained by Tengblad (2006) and Saah et al. (2020). They understand the practice of
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management as context-specific and influenced by factors such as the organization’s
management style, leadership culture, and its structure. They determine a degree of
legitimization of managerial roles. This variation in managerial behavior corresponds to
Mintzberg’s executive behavioral theory, which highlights the limited decision-making
responsibilities of Kazakhstani academic deans, as they work within a highly centralized
governance system. This characterizes academic deanship in Kazakhstan as a complex and
paradoxical phenomenon,which is based on rigid control, centralized decision-making and
funding, recognition of central authority, bureaucracy, and hierarchical relationships among
stakeholders (Hartley et al., 2016; Smolentseva et al., 2018; Yembergenova et al., 2021).

To promote grassroots leadership in Kazakhstani public universities, it is essential to
empower academic deans with greater authority and resources. The core principle of this
leadership approach is that leadership exists at all levels within organizations and requires the
delegation of authority. Senior administrators play a crucial role in this process by sharing
their authority, thereby establishing a system of distributed or shared leadership (Kezar et al.,
2006; Kezar & Lester, 2009; Terjesen, 2022). This approach goes beyond the roles of
university presidents and provosts and encourages less formalized and less hierarchical
leadership (Kezar, 2012). Participant 6 emphasized the need for deans to have “more
management levers,” underlining their limited influence in managing their academic units.
Strengthening academic deanship through grassroots leadership can facilitate horizontal
communication, promote coordinated teamwork, and foster trust among senior administrators
and deans in Kazakhstan (Cleverley-Thompson, 2016; De Boer & Goedegebuure, 2009;
Wepner et al., 2015). Consequently, this can remove existing hierarchical relationships and
enhance decision-making efficiency. Participant 5 also acknowledged this, stating that more
autonomy in her job would make it “almost ideal,” enabling her to manage resources, recruit

professionals to build teams of experts, take initiatives, negotiate deals, and establish
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partnerships. Therefore, if Kazakhstani deans continue to operate within the centralized
governance system, they will remain to be “ill-defined ‘middle’ academic administrators,”
who are mere “spectators in the campus power games” (Dill, 1980, p. 273).

In conclusion, this section has shed light on the detrimental effects of the highly
centralized university governance system on academic deanship in Kazakhstan. This system
emphasizes centralized decision-making and funding allocation within universities, resulting
in a top-down hierarchical structure and excessive micromanagement of dean’s offices.
Consequently, this diminishes the authority and autonomy of academic deans while
reinforcing the single authority of university leadership. These findings align with
Mintzberg’s theory of executive behavior, suggesting that current roles of deans are primarily
focused on bureaucratic tasks, such as interpersonal relationships and information processing
activities, rather than managerial responsibilities. These bureaucratic roles stem from the
limited autonomy and decision-making capacity of deans and the excessive control over
funding allocation processes. Thus, this section argues that the highly centralized governance
system serves as a significant barrier to empowering academic deans and developing them
into competent mid-level academic leaders and managers within Kazakhstani public
universities.

The Discrepancies in Academic Deans in Kazakhstani Public Universities

This section argues that contemporary academic deanship in Kazakhstani public
universities is prone to contradictions due to the lack of grassroots leadership, as discussed in
the previous section. The discrepancies in the dean’s role are twofold: on the one hand, they
have limited authority as administrators, and on the other hand, they are held fully
accountable for the performance of academic units. Despite their limited control over
centralized decision-making in Kazakhstani public universities, deans must navigate these

challenges. Furthermore, the discrepancy of academic deanship is associated with the
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incumbent’s involvement in multiple roles, including those of lecturers, scholars, and role
models, all within a single dean’s position. Consequently, these contradictions render the
dean’s role equivocal and dual, serving as a main source of role conflict and role ambiguity
among academic deans in Kazakhstan.

Regarding the dean’s authority as a mid-level administrator, it may vary depending on
the specific context and the actors involved. The extent of the dean’s authority is considered
sufficient in situations where they interact with subordinates, such as faculty members or
students, and external stakeholders like the labor market representatives. Deans are
independent in negotiating collaborations, discussing agreements, facilitating graduate
employment, and organizing student internships or co-advising. A notable example
highlighting the effectiveness of the dean’s authority in addressing critical situations occurred
during the transition to distance learning due to the COVID-19 pandemic. This transition
showcased the dean’s ability to effectively handle the technical challenges faced by students
and faculty members (Participants 4 and 6). For instance, Participant 4 played a pivotal role
in negotiating with akims (mayors) to ensure the Internet access for undergraduate students
residing in rural areas. In this case, Participant 4 acted on behalf of the entire academic
school, engaging in high-level negotiations with representatives of the local government in
Kazakhstan.

However, the majority of the findings emphasize that the dean’s authority in decision-
making and problem solving lacks clear-cut boundaries. For instance, deans engage in
discussions and negotiations for mutually beneficial collaborations with industries and
businesses. Still, when these negotiations necessitate legally binding documents, deans step
aside (Participant 13). This is because senior university administrators are only authorized to
sign such documents, including a memorandum of understanding between two academic

schools (Participant 13).
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The dean’s limited authority in decision-making is also evident in financial matters.
Due to centralized funding in Kazakhstani public universities, which is based on line item
budgeting, deans have to maneuver to access it. Participant 12 acknowledged that she could
reallocate funds from one line item to another only if they serve a similar purpose of
expenditure. Therefore, if there are no funds available to organize the students’ trip, but there
is funding allocated for faculty trips, Participant 12 can redirect the funds initially designated
for faculty to cover the students’ needs. Notably, the rigid funding allocation system makes
deans prefer to “staying out from any matters involving finances” (Participant 10). This
points out that the dean’s managerial role is highly dependent on the context of the matter and
actors involved in the situation. This is why the application of Mintzberg’s executive
behavioral theory to explore managerial roles of deans indicated that the incumbent’s
managerial activities are situational and constrained primarily to interpersonal relationships
and information processing activities, which limit their decision-making authority.

Furthermore, despite the fact that the dean’s performance is highly context-bound,
they bear full accountability for the performance and achievements of their schools,
departments, faculty members, and students. This remains true regardless of their little or no
influence on centrally made decisions (Participants 2, 4, 14, and 15). Participant 2 admitted
that he is in charge of responsibilities not specified in his job descriptions. Consequently, in
the event of an emergency involving his students, Participant 2 would be held accountable for
these students and their safety. As expected, Participant 5 acknowledged that she is
responsible for “absolutely everything,” and Participant 6 complained that this encompassing
responsibility for the entire school feels “too heavy,” especially considering the incumbent’s
limited opportunities to influence decisions made by senior administrators and contribute

their input to the organization’s performance.
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In addition, the dean’s overarching responsibility adds to another inconsistency in
their role. The findings indicate that the dean’s administrative responsibilities are intertwined
with teaching and research functions. Specifically, deans with administrative status and
teaching waivers (Participants 2, 5, 6, 7, 8, 9, 10, 12, 13, 14, and 15) emphasized the
significance of these functions in their position. It should be noted that this study did not
intentionally examine the reasons behind the dean’s engagement with teaching and research
activities. There may be multiple reasons, but it is likely that, due to their “absolute
responsibility” for the entire school, academic deans are also expected to take on teaching
and research roles.

The participants acknowledged that engaging in teaching activities helps them stay
updated on new requirements and standards necessary for designing innovative academic
programs (Participants 6, 7, 8, 9, 10, 12, 13, 14, and 15). Consequently, teaching enables
deans to maintain control over and evaluate the quality of instruction and training provided
by their faculty, ensuring that students obtain a high-quality education. Specifically,
Participant 9 mentioned that she chose to work part-time as a lecturer to establish reasonable
expectations and demands for academic staff. Furthermore, Participants 2, 9, 10, 13, and 14
emphasized that teaching also allows them to mentor junior faculty members and foster their
career development, helping them meet the requirements for tenure.

Since deans have previously worked as senior faculty members, they are inclined to
perform teaching responsibilities, as noted by Participant 6, 9, and 13. For instance,
Participant 6 enjoys lecturing and working closely with students. Consequently, she decided
to choose a maximum teaching load (0.5 rate). On the other hand, Participant 13 emphasized
the importance of maintaining her competencies as a lecturer, opting for a minimum teaching

load (0.25 rate).
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Other motivations driving deans to engage in teaching may arise from a sense of
freedom and satisfaction that academic deans can experience. This freedom allows deans to
decide what to teach and how to teach without the same level of intrusions they encounter in
their administrative positions. Moreover, deans may opt for part-time teaching as an
opportunity to supplement their income.

Similarly, the participants also highlighted the importance of conducting research
within their dean’s role, as noted by Participants 1, 2, 3, 4, 12, 13, 14, and 15. Although
Participants 12 and 13 pointed out that research is not mandatory, they still found themselves
compelled to engage in research activities due to “rankings and tough competition” in the
educational market (Participant 13). Consequently, Participant 13 is required to “carry out
research, have periodical publications, obtain a scientific degree, and participate in research
projects not to lag behind the research endeavors in the taught disciplines,” while Participant
12 must develop a research cluster within her school by pursuing research funding and
projects to involve academic staff in knowledge generation and dissemination.

The aforementioned responsibilities of deans, as outlined by Participant 15, position
contemporary deans as “key actors in all institutional activities and processes.” They are
responsible for overseeing various facets, including supervising faculty and departmental
research activities, managing social work and organizational aspects, and ensuring the
effectiveness of teaching and learning processes (Participant 15). This underscores the
significant role that academic deans play as valuable assets within Kazakhstani public
universities. However, despite the complexity and multifaceted nature of their roles, deans
often lack the sufficient level of authority and autonomy. For these reasons, the identified
inconsistencies in the dean’s position characterize academic deanship in Kazakhstan as
situational with varying underlying contexts and nuances, largely influenced by the

centralized university governance system. More specifically, these contradictions in academic



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 188

deanship are expected to accumulate due to the rapidly changing university environment,
which does not align well with the existing situational leadership of deans. Unsurprisingly,
these inconsistencies and responsibilities make the dean’s work prone to role conflict and role
ambiguity, as the dean’s authority and autonomy, essential for their effective job
performance, are often limited, restricted, or withheld (Nyanga et al., 2012).

The situation regarding the contradictions in contemporary academic deanship in
Kazakhstan invites a comparison with the crisis in the academic profession specified by
Denisova-Schmidt (2020). The scholar argued that the academic profession in Russia is under
threat because of the overwhelming control of senior administrators, excessive paperwork
and administrative workloads, heavy teaching loads with restrictions on academic freedom,
and diminishing funding and incentives in Russian universities (Denisova-Schmidt, 2020).
The findings from the present study also point to a crisis of academic deanship in
Kazakhstan. Therefore, failing to address the discrepancies in the dean’s role could
exacerbate the critical situation, leading to an individual’s work alienation. The latter occurs
when job incumbents lack a sense of ownership in their work (Vanderstukken & Caniéls,
2021). This work alienation among deans in Kazakhstan is already evident when considering
the participants’ individual perceptions of their roles. For example, Participant 1 recognized
that he is a dean who “must work as both a dean and a faculty member.” Participant 5
expressed her uncertainty with her role as being “someone in between a faculty member and
an administrator.” Other participants characterized themselves as mere implementers, as they
have limited authority and freedom within the highly centralized university governance
system. Consequently, Participant 10 compared himself to “a wedding general” with “ghostly
powers,” feeling like a dummy person recruited for an imaginary mid-level administrative

role that lacks authority in any meaningful matter. As a result, contemporary deans often
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resemble the “puppets on strings pulled in different directions” (Montez et al., 2003, p. 254),
rather than being seen as effective school administrators.

The discrepancies identified in the roles of deans emphasize the lack of clarity
regarding their positional autonomy and authority of deans in Kazakhstan. These issues
hamper the incumbent’s self-identity as administrators, which in turn affects their level of job
satisfaction and emotional well-being (Yousefi & Abdullah, 2019). This suggests that the
absence of role clarity poses a risk factor that can lead to role conflict and role ambiguity,
detrimental to both individuals (employees) and organizations (employers) (Rai, 2016).
Therefore, role clarity is essential for an individual’s self-efficacy, leading to higher work
engagement and lower role stress (Bandura et al., 1999). Therefore, the ability of an
incumbent to perform their jobs in accordance with the job requirements, utilizing their
knowledge, experience, skills, and having the necessary authority and powers, are important
attributes in any profession (Rohr, 2016). Conversely, the violation of professional autonomy
and authority can lead to the incumbent’s “deprofessionalization,” when they feel
discouraged and demotivated to work effectively and efficiently (Roberts & Donahue, 2000,
p. 367).

To ensure role clarity, it is important to achieve coherence and consistency in the
dean’s job descriptions, institutional bylaws, and standards. These documents should instruct
and guide deans regarding the extent of their executive behavior and available resources.
Such measures can enhance the incumbent’s self-efficacy (Nyanga et al., 2012; Yousefi &
Abdullah, 2019). As a result, it will improve an individual’s job commitment and
performance (Bryman, 2007; Harris & Jones, 2017; Wepner et al., 2015). The failure to
define the dean’s roles, functions, responsibilities, resources, and the level of their authority
in Kazakhstani public universities poses the risk of producing a generation of

“disempowered” (Davis et al., 2016) school administrators in Kazakhstan.
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In summary, this section has identified the contradictions surrounding the role of
academic deans in Kazakhstani public universities. These contradictions stem from the highly
centralized university governance structure, which results in inconsistencies in the dean’s
responsibilities as school administrators. This highlights the complexity of mid-level
academic management in Kazakhstani universities on an example of deans, whose level of
authority and powers can vary depending on the actors involved and the specific issues they
are dealing with. Despite these challenges and limitations in the authority and autonomy of
deans, they remain accountable for the performance and achievements of their respective
academic units. Furthermore, deans are often expected to balance their administrative
functions with teaching and research responsibilities. Consequently, academic deans in public
universities in Kazakhstan are susceptible to role ambiguity and role conflict in the
workplace.

Given these intricacies in academic deanship, the study’s findings emphasize the
importance of introducing consistency and clarity in the dean’s role. This entails providing
deans in public universities in Kazakhstan with well-defined job descriptions, a clear outline
of their authority and powers within the university structure, and ensuring that they have the
necessary resources to effectively carry out their professional duties.

The Implications for Practice

This section discusses the practical implications for public universities in Kazakhstan.
They aim to strengthen the role of academic deans as mid-level university managers. To
achieve this, it is important to introduce a distributed leadership mechanism, which
emphasizes that university administrators delegate an appropriate level of their authority,
powers, and positional autonomy to academic deans. This measure will strengthen academic
deanship in Kazakhstan and enable deans to fully perform their administrative-managerial

functions as school administrators.
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Distributed Leadership as a Means to Empower Deans in Kazakhstan

The findings of this study characterize public universities in Kazakhstan as
institutions with highly centralized governance systems that rely on rigid control, top-down
decision-making, and centralized funding allocation. This hierarchical structure in
universities acknowledges the single authority of senior administrators that limit the authority
and autonomy of mid-level academic managers, such as deans. As expected, the recent status
upgrade of academic deans had minimal effects, not corresponding to the authority that they
should have as school administrators because the change did not address the university
governance system. As a result, despite deans formally refer to administrators who deal with
managerial tasks and functions, they continue to operate within a highly centralized
governance system, when they have little or no influence on centrally made decisions.

Based on the aforementioned, the implication from this study emphasizes the
importance of strengthening academic deanship in public universities in Kazakhstan. To
achieve this, it is essential to devolve authority from senior administrators to deans. This is
known as distributed leadership, which involves sharing leadership responsibilities and
authority with others in organizations (Kezar, 2012; Kezar & Holcombe, 2017). Specifically,
in the context of public universities in Kazakhstan, senior administrators should delegate
appropriate authority and positional autonomy to deans to empower them to fulfill their
administrative roles and duties effectively.

In this regard, university administrators should understand that authority devolution is
a key to foster academic deans, who could contribute significantly to organizational
performance and progress even more than top managers. This is because deans maintain
multiple communication networks with internal and external university stakeholders and
manage key operations of academic schools, departments, faculty members, and students

(Currie & Procter, 2005; Gatenby et al., 2015). Therefore, the failure to devolve authorities
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from university leadership to deans will continue the dean’s alienation from the work for
which they were hired (Vanderstukken & Caniéls, 2021).

Given this, distributed leadership can serve as a critical tool to strengthen academic
deanship to develop their potential as competent leaders and managers (Kezar, 2012; Kezar &
Holcombe, 2017). Birnbaum (1992), Davis et al. (2016), and Gatenby et al. (2015) believe
that organizational success relies on the collective efforts of all higher education levels. This
means distributed leadership acknowledges the importance of leaders throughout the
organization, recognizing their considerable expertise and valuing individual contributions to
organizational performance (Kezar & Holcombe, 2017). This is because distributed
leadership values and accepts the existence of multiple perspectives and solutions to
problems (Kezar & Holcombe, 2017; Terjesen, 2022). Distributed leadership suggests that
the best practices in decision-making are done for “the good of the organizations and its
members, and not to help managers save their reputations from damage” (Terjesen, 2022, p.
126). Therefore, passing decisions to individuals who are more knowledgeable about the
subject of decision-making is a good practice. This is an important aspect of distributed
leadership because university administrators cannot oversee every detail of academic schools,
dean’s offices, administrative departments, structural units, faculty members, and students.
Deans, with their expertise and responsibility for overseeing and maintaining the smooth
functioning of academic schools, have a better understanding of the needs and expectations of
their units (Boyko & Jones, 2010; Gmelch et al., 2012; Lavigne, 2019).

Furthermore, distributed leadership is helpful in eliminating the dean’s disengagement
from the job, who operate through the command and control mechanisms, requiring deans to
comply with the norm-following behavior (Chaharbaghi, 2007; Davis et al., 2016; Floyd,

2016; Harris & Jones, 2017). For this reason, distributed leadership can serve as a powerful
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tool to enhance the current vulnerable position of deans and enable them to become active
“initiators and designers of much of the change in the organization” (Mintzberg, 1973, p. 78).

The aforementioned suggests that the distributed leadership style is beneficial in
minimizing centralized decision-making and top-down control, fostering collaborative
relationships and teamwork in organizations. It recognizes bottom-up leadership of mid-level
academic managers and their authority, leveraging management at all levels of the
organization (Davis et al., 2016; Gatenby et al., 2015). Therefore, by developing this
leadership model, it can meaningfully reduce administrative burdens and bureaucracy in the
dean’s daily operations by allowing them to focus on their work (Currie & Procter, 2005;
Terjesen, 2022). This makes distributed leadership a valuable tool to not only strengthen
academic deanship and foster leadership capacity among deans but also to improve the
performance of public universities in Kazakhstan.

The Implications of the Limited Dean’s Role on Other Mid-Level Academic Managers
Despite the study findings highlighted the underdeveloped nature of academic
deanship in Kazakhstani public universities, these findings can be also extended to other mid-

level academic managers. For example, leadership and management roles of vice-deans
(associate deans) and department chairs. This is because as previous section suggested the
lack of grassroots leadership concerns not only deans but also their colleagues such as vice-
deans and department chairs. Therefore, if deans experience limited decision-making and
restricted positional autonomy due to centralized decision-making and funding allocation, the
same is likely to be experienced by vice-deans and department chairs. Notably, there is little
knowledge about the roles of vice-deans and department chairs in Kazakhstan. Therefore, if
deans function within a highly centralized university governance system, it means that vice-

deans and department chairs also suffer from the same limitations in their jobs.
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Given the lack of empirical studies on the roles of vice-deans and department chairs in
Kazakhstan and relying on the findings on deans in public universities, there is a pressing
need for senior executive administrators to re-evaluate their mid-level managers (Zagirova,
2017). According to Preston and Floyd (2016), the role of associate deans in UK universities
is largely undefined and under-researched to meet the growing demands to this position. As a
result, associate deans whose roles entail providing support to deans, actually lack the
necessary administrative support and leadership development training to fulfill their duties
(Preston & Floyd, 2016; White, 2014). Similar to the roles of associate deans in the UK, the
role of department chairs in the USA is also little researched (Gardner & Ward, 2018;
Gmelch & Miskin, 2011; Wolverton et al., 2005). Nonetheless, Gardner and Ward (2018)
emphasize that the role of chairs matters even though they describe their job as “thankless,
stressful, and, in some instances, minimally compensated” (p. 59). The essence of the
department chair’s role lies in interpreting the university mission to departments and their
department faculty to lead changes, engaging in recruitment of quality faculty and their
retention, as well as influencing their productivity and job satisfaction. Despite this, similar to
deans in Kazakhstan and associate deans in the UK, department chairs in the USA do not
receive adequate support, training, or preparation to become successful department leaders
(Gardner & Ward, 2018; Wolverton et al., 2005). In addition, based on Wolverton et al.
(2005), department chairs lack adequate compensation trying to fulfill the tasks of
administrators, remaining faculty members and continuing research. This adds to “a unique
aspect to the department chair position” (Wolverton et al., 2005, p. 229). Moreover, this
indicates that incumbents do not possess the necessary skill sets, i.e., conflict management
and resolution and counselling skills to perform their roles effectively. Unsurprisingly,
department chairs also have little power to act as mid-level managers lacking clarity about

their roles (Wolverton et al., 2005). As a result, chairs are also pertinent to role conflict and
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role ambiguity learning their jobs by trial and error without the real powers to influence their
departments. Consequnetly, department chairs similar to Kazakhstani deans feel frustrated
finding themselves caught between conflicting interests of faculty and administration being
unclear which party to serve and where to turn for advice (Wolverton et al., 2005).

The aforementioned suggests that since the ongoing higher education reforms in
Kazakhstan address institutional efficiency to streamline operations and demonstrate
measurable outcomes, senior university administrators in Kazakhstan must reconsider the
roles of mid-level academic managers across all levels of organizational structure to
strengthen their academic deans, vice-deans, and department chairs. However, again this step
requires transformations at senior leadership level, which must decentralize the existing
university governance system, which restricts positional autonomy and authority, as well as
productivity of schools, dean’s offices, departments, and other units.

Acknowledging the meaningful role of mid-level academic managers across
universities will establish trusted teamwork and collaboration among university stakeholders.
Consequently, sustainable modernization of higher education institutions in Kazakhstan
cannot proceed further without modernizing the entire organizational structure.

The Implications for Theories

This section focuses on the theoretical implications of this study by evaluating the
theoretical frameworks employed in this study to examine academic deanship in Kazakhstani
public universities. These theories are executive behavioral theory and role conflict and
ambiguity theory. Employing two theoretical frameworks was useful in this study, as it
allowed to examine the role of academic deans in the transforming higher education

landscape in Kazakhstan in-depth.
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Executive Behavioral Theory

Henry Mintzberg’s executive behavioral theory is an analytical framework originating
from the corporate business world. It was initially designed to address the managerial roles of
chief executives in decentralized systems. Therefore, this framework appears to be better
suited for organizations functioning within state-supervised systems, where the state oversees
them without tight control and regulation (Fielden, 2008; Saah et al., 2020). According to this
theory, executive behavior is composed of a combination of interpersonal, informational, and
decision-making roles (Balik¢i, 2020; Kumar, 2015; Mintzberg, 1973). If the incumbent’s
decision-making is limited or withheld, it compromises the essence of a manager’s executive
behavior. Thus, managerial behavior is achieved by leveraging professional communication
networks and necessary information to make critical decisions (Mintzberg, 1989).

Given the specificity of the Kazakhstani higher education system, characterized by a
highly centralized and opaque university governance structure, this poses a certain challenge
to the applicability of Mintzberg’s executive behavioral theory. Deans in Kazakhstan work
within an environment marked by rigid control, centralized decision-making, and hierarchical
relationships with university administrators.

Consequently, the theory can overlook important aspects and nuances relevant to
organizations with predominantly state-controlled systems, such as their cultural norms,
ideologies, and historical backgrounds. These factors contribute to the understanding of
complex management and leadership models in such organizations. Therefore, when applying
Mintzberg’s theory to the roles of academic deans in Kazakhstan, it portrays them as
bureaucrats preoccupied with administrative functions, encompassing interpersonal and
informational roles, and having limited decision-making authority (Balik¢i, 2020; Davis et

al., 2016; Tengblad, 2006). The theory lacks an elaboration on the rule-bound and context-
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dependent nature of leadership among individuals operating in a highly centralized
governance system.

In summary, Mintzberg’s theory of managerial roles does not adequately account for
the context of organizational settings and cultural aspects that play a crucial role in
characterizing an individual’s managerial behavior and roles. This suggests that the theory is
better suited for decentralized systems, which are less hierarchical and bureaucratic. Thus, it
may not be suitable for analyzing organizations influenced by centralized decision-making
practices and norms. This underscores the importance of tailoring the choice of using
executive behavioral theory to the specific context and backgrounds of organizations. These
considerations will provide a more concise understanding of an individual’s executive
behavior and roles.

Role Conflict and Ambiguity Theory

The theory of role conflict and role ambiguity is a comprehensive analytical tool for
exploring social roles within various organizational settings (Rai, 2016). The core principle of
this theory lies in analyzing a focal person’s behavior in relation to the organization (referred
to as role set) and their multiple stakeholders within and outside the organization (referred to
as role senders). This theory allowed me to analyze the role of academic deans (focal
persons) from different perspectives at the individual level (their perceptions and experiences
regarding the dean’s role), interpersonal level (the dean’s relationships with their internal and
external stakeholders, such as university administrators, department chairs, faculty members,
employers, and students), and finally at the institutional level (public universities in
Kazakhstan). This provided me with new insights and perspectives about the role of academic
deans in the changing higher education landscape in Kazakhstan.

The theory emphasizes that an organization performs better when employees have a

clear understanding regarding their roles and responsibilities (role clarity). Employees should
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be well-informed about the expectations and demands of their employers and customers, and
more importantly, these employees should be well-equipped with the necessary authority and
resources to meet these expectations (Biddle, 2013; Rizzo et al., 1970). As such, the theory is
helpful in identifying job-induced tensions in organizations, helping administrators address
factors leading to staff underperformance, job dissatisfaction, or job turnover (Bedeian &
Armenakis, 1981).

This theory served as a universal tool, enabling me to identify both role ambiguity and
role conflict within academic deanship in Kazakhstan. Given the centralized university
governance system with hierarchical relationships between administrators and deans and rigid
control, deans are prone to experiencing role ambiguity. Role ambiguity among deans results
from internal inconsistencies stemming from the national higher education governance
system. Despite holding positions as school administrators responsible for managerial
functions, such as fundraising, budgeting, personnel management, strategic planning, and
goal setting, they have little or no control over their implementation. Moreover, despite their
limited decision-making authority and autonomy, they bear full accountability for their unit’s
performance and progress. Unsurprisingly, deans are subject to excessive control and
supervision, depending on the administrator’s decisions and approvals to take actions.

This role ambiguity of deans is further exacerbated by role conflict that deans also
experience. They are expected to perform multiple roles as both academics and
administrators within a single dean’s position. Given the lack of clarity about the dean’s
status in a university hierarchy and their full responsibility for the schools’ performance, they
engage in dual roles to provide high-quality education, knowledge production, and excellence
in administrative tasks. This “double-role position” of deans affects both their job
performance quality and emotional well-being, as they struggle to balance their complex,

controversial, and multifaceted work (Bako, 2014; Zagirova, 2017). This inevitably leads to
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job meaninglessness (Nyanga et al., 2012) when the incumbent’s input to organizational
progress is underestimated, causing an incumbent to lose a sense of ownership for their work,
which may result in work alienation (Coll et al., 2019; Vanderstukken & Caniéls, 2021).

The identified discrepancies in the dean’s work lead to role conflict and role
ambiguity. This indicates that the theory is a valuable tool for examining the roles of
individuals within organizations, providing a comprehensive and holistic understanding of
the phenomenon under study. Consequently, this theory is applicable for in-depth
investigation of the Kazakhstani higher education system.

Summary

The Discussion chapter has presented and interpreted the significant research findings
and introduced the implications for both practice and theory. The research has shed light that
public universities in Kazakhstan operate within a highly centralized governance system. This
results in top-down communication and interaction between university administrators and
academic deans. The concentration of power at the top level diminishes the authority and role
of deans within the organizational structure. Consequently, this underscores the
underdeveloped nature of grassroots leadership, which is characterized by less formalized and
less hierarchical leadership at all levels of the organization. The study has also highlighted
the prevalence of micromanagement, with the dean’s offices and deans being subjected to
excessive supervision and control by senior university administrators.

The second section of this chapter has argued that the combination of centralized
decision-making and the lack of grassroots leadership leads to inconsistencies and
discrepancies in the roles of academic deans. These tensions stem not only from their limited
authority as administrators but also from their accountability for the performance and

achievements of their designated academic units. Moreover, deans are also expected to
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balance administrative responsibilities with teaching and research activities, further
exacerbating role conflict and role ambiguity surrounding academic deans.

Given these findings, the practical implications of the study underscore the
importance of introducing distributed leadership in Kazakhstani public universities to
strengthen academic deanship, including vice-deans and department chairs. Sharing adequate
executive authority and autonomy with these mid-level academic managers and leaders will
empower them to take strategic actions and achieve targeted goals at school and departmental
levels. This, in turn, will reduce centralized decision-making and hierarchical relationships,
fostering grassroots leadership in public universities in Kazakhstan.

Regarding the theoretical implications, the research suggests that Minztberg’s
executive behavioral theory is more applicable for organizations operating in decentralized
systems. This theory characterizes the academic dean’s behavior in Kazakhstani public
universities as having limited decision-making authority, primarily dealing with interpersonal
and informational roles. Thus, the theory does not provide insights into the context behind the
organizations where individuals function under the pressure of rigid control and excessive
supervision by senior administrators, which restricts the development of their managerial
roles and behavior. Consequently, this implies that Minztberg’s executive behavioral theory
is not suitable for analyzing academic deans in Kazakhstan, who are influenced by a highly
centralized governance system.

In addition, role conflict and ambiguity theory has been found to be more applicable
for exploring academic deanship in Kazakhstan. This theory demonstrates that since dean’s
powers and autonomy are limited, they are prone to job-related stress due to the inability to
perform their work without adequate positional autonomy and authority and external
intrusions. Role stress is triggered by role conflict and ambiguity in the dean’s roles and the

inconsistencies they face. Therefore, this theory highlights the importance for organizations
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and administrators to provide employees with role clarity to prevent role conflicts and

ambiguities.
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Chapter 7
Conclusion

This final chapter marks the conclusion of the present study on the role of academic
deanship in Kazakhstani public universities. The chapter is divided into four main sections.
The first section consists of four subsections summarizing key research findings, each
organized around one of the four research questions posed at the beginning of this study.
Specifically, the first subsection summarizes the findings regarding how academic deans
experience their work in Kazakhstan (Research Question 1). The second subsection presents
the changes that deans have faced in their positions, roles, and functions (Research Question
2). The third subsection introduces the dean’s experiences of executive behavior, delving into
three role clusters: interpersonal relationships, information exchange and processing
activities, and decision-making capacity (Research Question 3). Finally, the fourth subsection
provides a summary of the findings related to how deans perceive role conflict and role
ambiguity in their multifaceted roles while working with diverse university stakeholders
(Research Question 4).

After summarizing the key research findings, the second section of the Conclusion
highlights the original contribution of this study to the knowledge about academic deans in
public universities in Kazakhstan within the post-Soviet higher education context. This study
contributes new knowledge about contemporary academic deanship in Kazakhstan,
addressing both individual and institutional (systemic) aspects of the job. It underscores the
challenges faced by deans who operate with limited executive authority and positional
autonomy in performing their duties. The study also sheds light on the centralized university
governance system in Kazakhstan, which serves as a significant barrier to empowering
academic deans. Consequently, this study calls for strengthening academic deanship by

reconsidering the relationships between university leadership and deans, emphasizing the
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need for distributed leadership, where senior administrators share their authority and powers
with mid-level academic managers.

Furthermore, the third section of this chapter presents the limitations of the study,
which were beyond the researcher’s control, such as the impact of the COVID-19 pandemic
on this research. In addition, this section outlines the delimitations of the study,
demonstrating how these identified limitations were addressed.

The final fourth section of the chapter introduces recommendations for further
research on academic deanship in Kazakhstan. These recommendations suggest including
private universities as research sites and involving multiple stakeholders of the deans to
enrich data collection and analysis with diverse perspectives and insights into the
phenomenon of academic deanship in Kazakhstan. Moreover, the recommendations are
directed at public universities in Kazakhstan, urging them to address issues of bureaucracy
and review institutional bylaws to prevent ambiguities in staff regulations and other
provisions. The recommendations also suggest organizing professional development for
novice academic deans to prepare them for the complexities of their role. Finally, the chapter
concludes with a short summary of this Conclusion chapter.

Summary of Key Research Findings

Dill (1980) describes academic deanship as an “unstable craft.” This is not
surprising, as academic deanship continually shapes and reshapes itself under the pressures,
expectations, and demands of governments, labor markets, and public communities.

Given the changing landscape of higher education in Kazakhstan, it was important
to examine academic deanship, which plays a critical role in channeling networks of
communication and information flows within and beyond the institution (Coll & Ruch, 2021,
Gatenby et al., 2015; Wepner et al., 2015; Zagirova, 2017). The success of the dean depends

on how they interpret what is required and determine what they can personally do to enhance
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organizational performance. It also relies on the actions and initiatives they undertake based
on their interpretations, as well as the support they can receive from faculty members and
senior administrators (Arntzen, 2016; Franken et al., 2015; Pepper & Giles, 2015). Therefore,
the role of the dean has become both influential and challenging at the same time, requiring a
closer examination of academic deanship in Kazakhstan.

Experiences of Academic Deans in Public Universities of Kazakhstan

The findings from Research Question 1 reveal that public universities in Kazakhstan
primarily rely on internal hiring strategies when recruiting deans. Specifically, they tend to
select academic deans from their existing pool of employees. Notably, these institutions
deliberately hire their own graduates who remain to work at the same university after
graduation. In addition, public universities in Kazakhstan employ a job rotation mechanism,
where employees are promoted and moved within the organization (Altbach et al., 2015). It
should be noted that public universities also consider external job applicants, but they tend to
select candidates with specific work experiences and competencies tailored to the vacant
positions.

The recruitment strategies employed by Kazakhstani public universities reflect their
intentional prioritization of social connections and relationships within the organization. This
aligns with the argument made by Godechot and Louvet (2008), which highlights that
academic inbreeding places a strong emphasis on personal relationships rather than
standardized evaluations of qualifications and individual skills. The emphasis on social ties
helps foster staff loyalty, commitment to their jobs, and a culture where employees adhere to
the university’s norms, values, and mission. Ultimately, this leads to the effective adaptation
of new employees who are already familiar with the university’s culture and practices,

resulting in a committed workforce, high morale, and low turnover (Wilkinson, 2020).
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However, despite the apparent benefits of academic inbreeding, it carries negative
consequences, as noted by various scholars (Godechot & Louvet, 2008; Horta, 2022; Horta &
Yudkevich, 2016). This practice can lead to staff immobility, strong attachment to alma
mater, and a reliance on institutional networks, which can hinder the ability of universities to
adapt and innovate (Altbach et al., 2015). In contrast to the study’s findings that emphasize
the advantages of internal hiring and academic inbreeding, existing empirical studies
underscore the disadvantages of this practice. First, recruiting exclusively from within
organizations limits universities in selecting qualified candidates by not considering a diverse
pool of job applicants. Second, academic inbreeding can hinder knowledge creation and
research performance by perpetuating institutionally accepted knowledge, potentially leading
to a skills gap among employees (Alipova & Lovakov, 2018; Horta, 2022; Horta &
Yudkevich, 2016).

Furthermore, academic inbreeding influences all aspects of university management,
organizational structure, and interpersonal communication. It can maintain the status quo,
foster organizational rigidity, and promote organizational cultures marked by mediocrity.
This effect extends to governance systems, leadership styles, and institutional structures
(Hermanowicz, 2013). Academic inbreeding can also impact communication channels,
creating power imbalances and hierarchical relationships within universities. Consequently, it
may result in traditional leadership and management styles that increase bureaucracy,
resistance to change, inflexibility, uniformity, and formalism within the organization (Horta,
2022; Terjesen, 2022).

In summary, public universities in Kazakhstan employ traditional internal
recruitment practices, including academic inbreeding, due to the importance they place on
close professional ties and personal relationships between employers and employees. This

approach is believed to benefit both the institutions and their staff, providing job
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commitment, better performance, reduced turnover, and effective adaptation to the
workplace. Nevertheless, it is important not to underestimate the disadvantages of academic
inbreeding, which often outweigh its initial advantages.

Changes in Academic Deanship in Kazakhstani Public Universities

The results of the study regarding Research Question 2 emphasize a significant shift
in the role of academic deans in public universities in Kazakhstan. If traditionally, deans had
teaching responsibilities alongside their administrative duties, which included strategic
planning and goal setting, budgeting and fundraising, personnel management, and
maintaining communication and partnerships, now deans acquired a status of administrative-
managerial staff of the university with a teaching waiver, granting them greater managerial
flexibility and autonomy.

It is important to note that not all public universities in Kazakhstan reconsidered the
role and status of deans. Therefore, there are academic deans who still retain their faculty
status despite taking on increased managerial functions and duties.

However, despite this shift in the status, the findings also underscore that deans face
challenges in exercising their authority and powers as administrators. These challenges stem
from centralized decision-making and funding processes, as well as top-down relationships
between senior university administrators and deans. These conditions limit the positional
autonomy and authority of deans, subjecting them to excessive control, external supervision,
and bureaucratic burdens. As a result, deans must seek administrative approval and
permission before addressing problems and taking action, even though they bear full
responsibility for the progress of their academic units, departments, faculty members, and
students.

The root of these limitations on deans lies in the highly centralized university

governance system inherited from the Soviet times (Ahn et al., 2018; Chekmareva et al.,
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2016; Sagintayeva et al., 2017). This system is characterized by rigid regulations and top-
down communication between superiors and subordinates (Hartley et al., 2016; Sagintayeva
& Kurakbayev, 2015). Consequently, most of the authority and power rest with the central
university administration. These institutional norms and practices affect contemporary
academic deanship in Kazakhstan, minimizing their role as school administrators.

In summary, the findings from Research Question 2 suggest that changes such as
upgrading the dean’s status and expanding their managerial functions cannot be fully
attributed to positive advancements in academic deanship in public universities in
Kazakhstan. This is because deans continue to operate within a highly centralized governance
system, restricting their administrative status, executive authority, and autonomy.
Managerial Roles of Academic Deans in Public Universities

The findings from Research Question 3 reveal that academic deans exhibit managerial
behavior in public universities in Kazakhstan. However, the extent to which managerial roles
are legitimized and their intensity in the dean’s behavior are rule-bound and context-related.
In the centralized university governance system within which deans operate, their behavior is
characterized as norm-following, depending on the stakeholders involved and the matters
they are handling.

Mintzberg’s theory highlights that deans in Kazakhstani public universities engage in
interpersonal relationships with both internal and external university stakeholders. They
actively participate in information exchange and processing activities. Regarding
interpersonal roles, deans, as representatives of their schools, maintain and control networks
of communication within and outside their institutions. They also fulfill ceremonial functions
on behalf of the entire academic unit (Figurehead role). In their role as Leaders, deans guide

and motivate their teams, including administrative staff, faculty members, and students, to
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achieve targeted goals. Moreover, deans are responsible for establishing external partnerships
and collaborations, exercising the Liaison role.

In terms of their informational roles, deans receive various types of information, such
as reports, protocols, orders, and decrees, which they must process, distribute, or assign tasks
to the appropriate executors. In this role, deans act as Disseminators, transmitting information
or distributing tasks and assignments to departments while overseeing their timely and proper
execution (Monitor role). In addition, deans analyze information about key competitors and
their products and services, which they use to remain competitive in the educational market.
In the role of Spokesperson, deans are accountable for their designated units to senior
university administrators and other stakeholders, reporting on the performance and progress
of their schools.

However, when it comes to decisional roles, the dean’s authority to exercise them is
not clearly defined. An individual’s decision-making capacity is a key aspect of Mintzberg’s
executive behavioral theory. The dean’s roles in entrepreneurship, disturbance handling,
resource allocation, and negotiation are situational. For instance, deans may negotiate with
faculty members, students, alumni, or labor market representatives regarding the content of
academic programs, internships, and graduate employment. However, this negotiation
competence of deans with senior administrators becomes limited due to their norm-following
behavior. Deans occupy a lower level in the organizational hierarchy and follow centrally
made decisions in the university. As a result, the dean’s entrepreneurial and resource
allocation roles are constrained. For instance, deans may plan innovations, offer initiatives, or
seek opportunities, but centralized funding and bureaucratic burdens in terms of the
administrator’s approvals and permissions hinder the timely realization of the dean’s plans
and ideas, which compromises the nature of entrepreneurial behavior. As for the Disturbance

handler role, it is primarily used by deans to resolve conflicts among academic staff and
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students. However, in fact, it is more than conflict management and resolution, as it is about
the ability of an individual to handle unexpected situations requiring critical thinking,
strategic decision-making, and creative problem-solving.

Executive behavioral theory suggests that deans primarily assume interpersonal and
informational roles, with limited involvement in decision-making (Brousseau et al., 2006;
Kumar, 2015; Shrestha et al., 2019). However, Saah et al. (2020), Balikc¢i (2020), Mech
(1997), and Muma et al. (2006) emphasize that the capacity to build social networks, utilize
information, and make decisions is crucial for managers in any organization. Therefore, the
dean’s limited decision-making authority and the lack of positional autonomy restrict their
ability to solve problems, initiate projects, and act based on their beliefs, knowledge, and
experience (Berdahl, 1990; Chekmareva et al., 2016; European University Association
[EUA], 2018; Raza, 2009). This makes academic deanship in Kazakhstani public universities
inflexible, rule-bound, and heavily dependent on university leadership, despite their position
and administrative status. Consequently, the dean’s behavior is characterized by formality,
hierarchical structures, uniformity, and administrative burdens. Nonetheless, according to De
Boer and Goedegebuure (2009), academic deans play a pivotal role in implementing plans
and goals, transforming them into tangible actions and outcomes. Thus, the decision-making
ability and autonomy of deans are critical to their roles.

The aforementioned factors in the dean’s behavior may signal their
underperformance due to the identified challenges. According to Kumar (2015) and
Mintzberg (1973, 1989), an individual’s ability to oversee budgeting, raise funds, and allocate
funding using entrepreneurial and managerial approaches determines their success as a
manager. Therefore, an individual’s decision-making capacity, along with interpersonal
communication skills and information processing activities, is a prerequisite for the

executive’s effective performance. In other words, without adequate authority and autonomy
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to make decisions, and take actions and initiatives, deans in Kazakhstan will continue to be
mere “spectators in the campus power games” (Dill, 1980, p. 273). This emphasizes the need
for empowering academic deans in Kazakhstan.
Role Conflict and Role Ambiguity of Academic Deans in Kazakhstan

Based on the findings from Research Question 4, Kazakhstani deans experience both
role conflict and role ambiguity. Role ambiguity is primarily caused by systemic
inconsistencies within the environment in which deans operate. They function in a highly
centralized university governance system that restricts individual authority and autonomy,
concentrating these powers in the hands of senior administrators. This centralized structure in
public universities serves as a source for role ambiguity among academic deans in public
universities in Kazakhstan. In terms of role conflict, it arises from the extensive demands and
expectations placed on deans. They are accountable for the performance of their designated
academic units, departments, faculty members, and students. However, deans have little or no
influence on centrally made decisions, which limits their ability to perform their work
effectively. Moreover, deans are also engaged in dual roles performing teaching and research
activities to provide the high quality of academic programs offered at the university. They are
also required to involve their academic staff in knowledge generation and dissemination
processes. This makes deans balance multiple responsibilities, including overseeing unit
functioning, monitoring faculty quality, and supporting academic staff and students, all
within their dean’s role. Furthermore, the findings indicate that the dean’s job descriptions
are not clearly defined. This lack of clarity in the incumbent’s responsibilities puts them
under pressure, leading to inconsistent demands and expectations from their roles.

Based on these findings, academic deans in public universities in Kazakhstan are
prone to work-related stress stemming from both role conflict and role ambiguity. Such

stressors can occur in any workplace when an individual’s roles, status, and authority are



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 211

constrained or withheld (Nyanga et al., 2012). As expected, the findings highlight that these
stressors have detrimental effects not only on the dean’s job performance but also on their
emotional well-being and even their personal lives. This suggests a critical need for role
clarity among academic deans in Kazakhstan. Role clarity informs the incumbent’s status,
delineating their duties and responsibilities, and specifying the degree of their positional
authority and autonomy in a workplace (Rai, 2016). Moreover, role clarity can serve as a
foundation for an individual’s self-efficacy, fostering their higher work engagement and
reducing role stress (Bandura et al., 1999). Consequently, role clarity is a valuable tool to
enhance the self-efficacy and confidence of individuals, removing barriers that can hinder job
performance and job satisfaction (Gmelch, 2000; Harris & Jones, 2017; Wepner et al., 2015).
The Contribution to the Knowledge about Academic Deanship in Kazakhstan

The purpose of this study was to examine the role of academic deanship in public
universities in Kazakhstan. This study aimed to understand the role of mid-level academic
managers, specifically deans, in the post-Soviet higher education system. It explored the
experiences, perceptions, and managerial roles of deans, as well as the challenges they may
encounter in the changing landscape of the national higher education system.

The significance of the original empirical study was to draw close attention to
contemporary academic deanship in Kazakhstani public universities at both the individual
and institutional (systemic) levels. At the individual level, the study scrutinized academic
deanship and the role incumbents play in institutions of higher education in Kazakhstan. This
study revealed that deans increasingly deal with managerial tasks to foster entrepreneurial
development of their academic units. For this reason, the dean’s status was redefined from
mere faculty members to administrators without teaching responsibilities. Deans are expected

to engage in strategic planning and goal setting, budgeting and fundraising, personnel
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management, and maintaining communication and partnerships with alumni and businesses
(Cleverley-Thompson, 2016).

Nevertheless, despite the upgrade in the dean’s status and their involvement in
managerial activities, it was found that their role lacks the necessary decision-making powers
and autonomy to effectively perform the work. This inconsistency in the dean’s role can be
attributed to systemic issues existing within the higher education system in Kazakhstan.
Academic deans operate in an environment characterized by a highly centralized university
governance system inherited from the Soviet times (Froumin & Smolentseva, 2014;
Sagintayeva et al., 2017; Smolentseva et al., 2018). Consequently, this system functions on a
basis of top-down decision-making, strict control, centralized funding allocation,
bureaucracy, and hierarchical relationships between university leadership and other
employees, including deans. This poses a risk to deans, as their administrative authority is
often withheld. This limitation hinders the dean’s ability to contribute significantly to
organizational performance and progress. Thus, this study highlights the systemic
inconsistencies that lie in a highly centralized university governance system, which expects
deans to excel in their work but without empowering them with essential authority, powers,
and autonomy. As expected, deans feel confused and stressed, as they continue to bear full
accountability for the performance of their academic units, departments, faculty members,
and students.

It should be noted that these discrepancies in the dean’s work point to the fact that all
authority in public universities in Kazakhstan is concentrated in senior university
administrators. This characterizes the organizational structure of universities as hierarchical,
consisting of senior administrators and other employees. This, in turn, signals the absence of
mid-level academic management or grassroots leadership in public universities in

Kazakhstan, which explains the limited executive authority and autonomy of deans.
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However, it is also important to note that university leadership cannot provide comprehensive
supervision and control over academic schools because deans have a better understanding of
academic units and their challenges. This is why it is critical to foster mid-level academic
managers and cultivate their leadership capacity. For this reason, another contribution of the
study is to emphasize the importance of fostering bottom-up leadership, which can empower
academic deans with the necessary authority and resources. This aligns with the argument of
Gmelch (2000) that “The time of amateur administration [academic deanship] is over” (p.
69). In doing so, it requires greater commitment from university administrators to reconsider
their relationships with deans as mid-level academic managers, delegating them authorities
and nurturing their decision-making capacities and positional autonomy.

Given the aforementioned, the original contribution of this study lies in developing a
new understanding of the role of contemporary academic deanship in public universities in
Kazakhstan. It sheds light on the current experiences of deans in their roles and the
challenges they face. Therefore, this study calls for strengthening academic deanship by
introducing distributed leadership in universities. This approach entails senior administrators
sharing their authorities and powers with deans to enhance organizational performance
(Kezar & Holcombe, 2017). Consequently, this will allow senior administrators to capitalize
on academic deans as valuable administrative assets.

Limitations of the Study

In this study, I have identified and acknowledge the following limitations that were
outside of my control as the researcher:
The COVID-19 Pandemic

Data collection for this study took place from April to December 2020, which
coincided with the national lockdown imposed due to the global COVID-19 pandemic. As a

result, there were limitations and challenges in conducting this research.
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It should be noted that instead of visiting research sites, negotiating my access to
research sites with gatekeepers of organizations (rectors) to obtain research permits, and
conducting individual face-to-face interviews with deans, | had to modify my recruitment
strategies. Therefore, due to the social distance and online mode of operations of universities
in Kazakhstan, | had to adapt to the conditions of the COVID-19 pandemic in order to adjust
my data collection instruments, revise approaches to accessing research sites, and recruit
participants for interviews. For these reasons, | used information and communication
technologies (ICTs). First, I had to find the email addresses and phone numbers of the
institutions in order to contact the research sites and negotiate my access to them. However,
the corporate email addresses of academic deans were not updated and posted on institutional
websites in a timely manner to contact them. Second, due to the unstable epidemiological
situation in the state, | decided to use WhatsApp and Zoom applications because of their user-
friendly features, simplicity, and accessibility (Archibald et al., 2019; Edwards & Holland,
2019; Khan, 2022). These applications served as my primary means of communication with
the research participants, allowing me to organize audio calls and conduct interviews.

In summary, the data collection process took place during a particularly hectic time
for the universities and academic deans. The latter were busy with organizing distance
learning, final exams, graduation ceremonies, student admissions, and similar activities.
Therefore, a significant amount of time was spent in obtaining research permits, recruiting
potential research participants by finding their current phone numbers and email addresses,
organizing interview schedules, and conducting interviews with them.

Self-Reported Data

The research participants in this study were acting deans and academic deans from

public universities of Kazakhstan. They provided self-reported data about their experiences,

perceptions, and attitudes in their roles as academic deans. It is important to note that this
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study did not consider the perspectives of other key stakeholders of the dean’s roles, such as
vice-rectors, vice-deans, department chairs, faculty members, or students. These individuals
may have different expectations and demands from academic deans. However, for this study,
it was particularly important to gather self-reported data as a starting point in exploring the
phenomenon of academic deanship in Kazakhstani public universities. Therefore, | focused
exclusively on academic deans as the primary sources of data.

Moreover, collecting self-reported data aligned with my epistemiological approach to
understand the roles, functions, and responsibilities of academic deans as perceived by the
deans themselves. Consequently, I relied on the participants’ own interpretations of academic
deanship, recognizing the subjectivity in their diverse experiences, unique individual
perspectives, attitudes, and perceptions of the dean’s roles in Kazakhstani public universities
(Creswell, 2014; Guba & Lincoln, 1994; Taylor et al., 2015).

Furthermore, 1 made efforts to recruit research participants from diverse national and
regional universities in Kazakhstan. This approach allowed me to reach data saturation,
capturing both similar and dissimilar patterns in the dean’s individual experiences and
perceptions of their roles. As a result, the participants provided valuable information about
their behaviors, attitudes, experiences, and perceptions regarding their work, in parallel
emphasizing the needs, demands, and expectations of their multiple internal and external
stakeholders.

Generalizability

Qualitative research often faces limitations regarding its ability to generalize the
study’s results to a larger population due to the use of small samples and non-random (non-
probability) sampling strategies (Boyce & Neale, 2006).

To address this limitation in my study, it should be noted that the primary goal was to

explore individual perceptions and experiences about academic deanship and the dean’s roles
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in public universities in Kazakhstan (B. Smith, 2018). Therefore, while my findings may not
be directly generalizable to the entire population, they hold theoretical generalizability or
transferability. This means that the study’s results can be applied to other cases, situations,
and contexts (B. Smith, 2018).

To achieve transferability, | used purposeful sampling to obtain a comprehensive and
representative sample from the population, focusing on academic deans serving as experts
about the phenomenon under study (Anney, 2014). Next, to minimize my researcher bias in a
sample population selection, | established the inclusion criteria for the participants with
predetermined characteristics. Potential participants were required to meet the following
criteria: to be currently employed full-time as acting deans or academic deans, representing
various age groups and gender balances, and spanning different academic disciplines. In
addition, they were recruited from various national and regional universities (public
universities) in Kazakhstan (Boyce & Neale, 2006; Edwards & Holland, 2019; A. Morris,
2015). As a result, I interviewed 15 deans from seven public universities located in the north,
south, east, and center of Kazakhstan. This geographical diversity of the participants also
contributed to the transferability of the results to other academic deans in public universities
in Kazakhstan, suggesting that the challenges encountered by deans are common across both
national and state universities in Kazakhstan (Andrade, 2021).

Guest et al. (2006. p. 78) argue that studies with a high level of homogeneity among
the population can yield meaningful themes and useful interpretations, reaching data
saturation, even with a relatively small sample size. Therefore, despite the small sample size,
this sample homogeneity allowed attaining data saturation, where the same stories, themes,
issues, and topics continuously emerged from the interviewees. This signaled that | had

obtained both a sufficient sample size and data saturation (Boyce & Neale, 2006).
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These techniques allowed me to ensure the transferability of my study’s results,
encompassing multiple aspects of academic deanship in Kazakhstani public universities.
Delimitations of the Study

Considering the study boundaries mentioned in the previous section, | have identified
the following delimitations:

Academic Deans in Public Universities of Kazakhstan

Given the ongoing higher education reforms in Kazakhstan, this study aimed to
provide better understanding about the role of academic deans in Kazakhstani public
universities during organizational restructuring. The study explored the experiences and
perceptions of contemporary deans regarding their work and the observed changes over time.
In addition, this study sought to determine the capacity of deans to fulfill their newly
emerging management and leadership roles within the context of ongoing decentralization
reforms in Kazakhstan. Moreover, this study aimed to identify and explain the challenges
faced by contemporary deans in managing academic schools. As a result, this study
represents the first exploratory empirical research that aimed to conceptualize the work of
deans and determine their roles in the changing landscape of higher education in
Kazakhstan.

The Choice of Public Universities in Kazakhstan

In this study, | have specifically selected national and regional (state) universities in
Kazakhstan. The rationale behind this selection is the ongoing institutional restructuring,
which moves these institutions toward autonomous operations. This restructuring
encompasses areas such as finances, staffing, academic issues, and management. For
example, one notable reorganization has been the transformation of these universities into
non-profit joint-stock companies (NJSCs).The goal is to equip these institutions with the

necessary authority and flexibility to compete for resources and foster entrepreneurship.
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It is important to emphasize that such institutional restructuring has a direct impact on
the dean’s offices within these universities. Specifically, it influences the roles and
responsibilities of academic deans. Consequently, deans are likely to face pressures and
tensions as they adapt to changing expectations and demands from various stakeholders.
They are responsible for managing operational tasks, including planning, organizing, and
coordinating renewed academic and research agendas.

Credibility of the Research

To meet the study’s quality criteria, | recognized the importance of gathering
extensive data from different sources. To achieve this, | employed a data triangulation
technique to ensure the reliability of the information. This approach involved cross-
referencing data from at least two research methods: document analysis and semi-structured
in-depth interviews. The two methods explored the role of academic deans in Kazakhstani
public universities from different perspectives and dimensions, such as time, space, and the
individuals involved (Anney, 2014; Carter, 2014).

Given the unstable sanitary-epidemiological situation in Kazakhstan, | made efforts to
recruit as many eligible research participants as possible. | established predetermined criteria
to ensure sample homogeneity and geographical diversity across research sites. These criteria
included two types of public universities, different locations, and specific characteristics for
recruiting participants (i.e., they work full-time as acting deans and academic deans with
varying levels of experience, representing diverse age groups and academic disciplines).

Although I initially planned for data collection to take two or a maximum of three
months, the process of interviewing the deans extended over nine months, from April to
December 2020. This extended timeframe proved beneficial, allowing me to gain insights
into the dean’s roles across different aspects of their operations, including student enrollment,

exam sessions, graduation, and more. These unique conditions enabled me to identify
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common behavioral patterns and distinctive traits in the roles of deans, offering me a deeper
understanding of their responsibilities and a more comprehensive perspective on the
challenges faced by Kazakhstani deans. It also provided an opportunity to evaluate the
diverse relationships that deans establish with both internal and external stakeholders.
Consequently, | could corroborate my findings across multiple data sets, ensuring that my
conclusions were not influenced by the limitations of a single research method, data source,
or researcher bias (Patton, 2015).
Recommendations

This section offers several recommendations for researchers to further explore
Kazakhstani academic deanship considering it may offer new insights and perspectives. For
this reason, it is recommendaed for researchers along with public universities to consider
private universities, include multiple internal and external stakeholders of deans, and employ
quantitative research methods. The inclusion of private institutions, different role senders of
deans, and the use of different research methods will contribute to a more comprehensive
understanding of academic deanship in Kazakhstan.
Recommendations for Further Research

This exploratory empirical research has highlighted the critical role of academic
deanship in the changing landscape of higher education in Kazakhstan. However, this study
has only scratched the surface of contemporary academic deanship. Therefore, it is highly
recommended to continue researching Kazakhstani deans, considering their increasing
significance as influential change agents (Balogun, 2003; Wisniewski, 1998).

While this study exclusively focused on the roles, experiences, and perceptions of
deans in Kazakhstani public universities, it is recommended that future studies broaden their
scope by encompassing deans from private universities. This will provide new perspectives

and insights into mid-level academic management in Kazakhstan.
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It is also recommended to include multiple role senders of the dean including internal
stakeholders — such as university administrators (e.g., vice-rectors), vice-deans, department
chairs, faculty members, and students. The inclusion of these actors in the research will add
more depth and clarity to the phenomenon of academic deanship in Kazakhstan because the
essence of the dean’s role consists of engaging in a variety of complex interpersonal
relationships and networks of communication flows.

Moreover, employing quantitative or mixed methods to explore academic deanship in
Kazakhstan is recommended. For example, survey questionnaires are commonly used in
social sciences to gather quantifiable data from a large number of people simultaneously
(Stockemer et al., 2019). They are more cost-effective saving time in data gathering and
analysis compared to semi-structured in-depth interviews.

Following these recommendations will enable researchers to fully explore the
phenomenon of Kazakhstani academic deanship. This approach will allow collecting rich and
relevant data on the dean’s roles, gaining valuable insights into this mid-level academic
management position. Therefore, future researchers are encouraged to expand the scope of
their research on academic deanship, ensuring a comprehensive, all-rounded, and holistic
understanding without a one-sided perspective focused only on the academic dean as the
central figure in Kazakhstani deanship.

Recommendations for Public Universities in Kazakhstan

These recommendations include suggestions for senior administrators of
Kazakhstani universities. Following these recommendations has the potential to enhance
organizational performance and functionality by reviewing institutional bylaws to improve
regulatory provisions and norms, providing clear guidelines for the smooth functioning of
academic schools, dean’s offices, departments, and other units, as well as minimizing

bureaucracy and reducing administrative burdens. In addition, it is advised to prepare novice
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academic deans in Kazakhstan for their increasingly complex and multifaceted work. This
could be achieved through professional development and mentorship programs. These
measures can help strengthening academic deanship in Kazakhstan by promoting grassroots
leadership and future authority devolution from senior administrators to mid-level academic
managers, such as deans.

The Quality of Institutional Bylaws. Institutional bylaws are essential documents
that outline the rules and regulations governing the operation and management of an
organization (Hampton, n.d.). They establish the framework for decision-making by defining
the authority and powers of various entities within the institution (Terjesen, 2022). Therefore,
well-formulated bylaws provide clarity, promote fairness, and ensure the smooth functioning
of the organization.

The results of the study indicated that not all deans interviewed have a clear
understanding of their roles, status, level of authority, and duties. Moreover, they noted that
they are responsible “for absolutely everything” (e.g., Participants 2, 3, 7, and 16). This
indicates that the dean’s functions and tasks lack clear-cut responsibilities, being broad.
Consequently, academic deans often face complexities and ambiguities in their work, leading
to their stress and anxiety.

In addition, the public universities reviewed do not fully use the benefits provided by
the Typical Qualification Requirements of Academic Staff and People Equated to Them (with
amendments as of 2019) (MoES, 2009b). This document allows universities autonomy in
staffing policies and regulations. As a result, deans in Universities 1 and 2 continue to be
classified as faculty members, balancing both academic and administrative responsibilities. In
contrast, deans with an administrator’s status have more flexibility and freedom in organizing
their daily operations. Dean-administrators can decide freely on combining their

administrative functions with teaching, conducting research, or advising graduate students.
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This suggests that the dean’s administrator status is more beneficial because it enables deans
to decide on their own how to effectively organize time.

Moreover, when reviewing the available job decsriptions of deans, it was found that
the incumbents have the right to “make suggestions to university administrators for
improving the academic school’s activities” (Toraighyrov University, 2020, p. 17). They
have also the right to appeal against orders, decrees, and other organizational and
administrative acts of the university administration in the established order (Toraighyrov
University, 2020, p. 18). However, the dean’s responses regarding their disagreement with
reducing the number of vice-deans, inconsistencies in the job descriptions of academic
program heads, and the lack of support to incentivize students and faculty members for
achievements show that these dean’s rights are often overlooked. These real-life examples
indicate that considerable staff regulations may contain inconsistencies that do not clearly
instruct on an incumbent’s functions, rights, and responsibilities.

For this reason, it is highly recommended that universities and administrators review
their staff regulations and other provisions on dean’s offices, departments, and structural
units. This will help better address the abovementioned issues and effectively incorporate
them into the organizational structure, governance, staff qualifications, and functions. Rohr
(2016) argues that well-written and regularly updated regulations help prevent
misunderstandings in the workplace by focusing staff on their intended goals and facilitating
their successful achievement. Therefore, job analysis, development, and review are vital for
administrators to accurately capture the essence of each position and each department
(Hampton, n.d.; Rohr, 2016). Clearly formulated functions, duties, and rights outlined in job
descriptions guide an individual in keeping their jobs running smoothly, clarifying obscure

guestions, and saving significant time and deliberation (Rohr, 2016).
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It is worth noting that the quality of bylaws contributes to role clarity and enables
individuals to perform their duties more effectively. Inconsistent bylaws only lead to
confusions and hinder organizational performance and employees’ self-efficacy (Bako, 2014;
Nyanga et al., 2012). Therefore, providing the quality of institutional regulations, including
their formulation, content consistency, and regular review, ensures that current employees
and job seekers are well-informed and qualified for the positions (Rohr, 2016).

In summary, clear and consistent bylaws create a win-win situation for university
administrators and their employees. First, university administrators can significantly reduce
role ambiguity and provide clear expectations for incumbents (Nyanga et al., 2012; Yousefi
& Abdullah, 2019). Second, reviewing institutional bylaws and clearly determining the roles
of university staff can strengthen the dean’s current weak position in the institutional
structure. This ensures that all levels of management in institutions have the necessary
information and resources to perform their duties, allowing them to control effectively
organizational processes and govern the functioning of structural units and subunits.

Reduction of Bureaucratic Burdens. The study’s findings highlight that academic
deans are key actors of universities in Kazakhstan. They are in charge of internal operations
serving as front-line workers dealing with a variety of roles and functions simultaneously,
while administrative units of universities (e.g., office registrar, international cooperation
office) serve as back-line workers, who provide supporting functions by organizing and
facilitating the work of dean’s offices, faculty members, and students (Andrews et al., 2017).
However, based on the participants’ responses, they and their offices are often distracted by
excessive reporting and paperwork from administrative units and departments, and
unnecessary delays. This situation is unacceptable for contemporary universities that are
striving to become entrepreneurial because it hampers productivity, innovativeness,

proactivity, and freedom of academic institutions. In addition, it creates administrative
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pressures on the dean’s offices signaling the bureaucratization of the institution (Terjesen,
2022). Therefore, the quality of internal processes and intradepartmental communication can
serve as an indicator of achieving better individual and organizational performance. For this
reason, it is recommended for universities and administrators to minimize power disparities,
top-down relationships, and excessive paperwork within the organizations. This can be
achieved by implementing anti-bureaucracy policies and adopting strategies and mechanisms
that promote innovation at all levels of the organization (Terjesen, 2022). As a result,
horizontal relationships and improved communication channels will be fostered among
university staff, schools, departments, and units.

Professional Development of Novice Deans. Given that a typical dean in a
Kazakhstani university usually comes from a senior faculty position due to internal
recruitment practices, it becomes evident that deans are most likely trained as scholars,
researchers, and lecturers rather than professional managers (Floyd, 2016; T. Morris &
Laipple, 2015; Nadeem & Garvey, 2020). Consequently, they are primarily recruited for their
outstanding scholarship and disciplinary expertise rather than their managerial experience.

Traditionally, deans were mainly expected to be knowledgeable about academic-
related matters such as academic program design, curriculum development, and research
efforts. However, the expectations for deans have changed. Nowadays, they are increasingly
tasked with strategic planning, personnel management, fundraising, and external
communication management (Cleverley-Thompson, 2016; Davis et al., 2016; Lavigne, 2019).
These skills are critical for deans to effectively identify and address challenges, introduce
innovations, and achieve the targeted goals (Shrestha et al., 2019). These competencies
enable deans to improve the functioning of academic schools and offer fresh perspectives

rather than relying on outdated practices and experience (Franken et al., 2015).
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The lack of sufficient knowledge and experience in professional management among
deans in Kazakhstan suggests a shortage of qualified individuals who can effectively navigate
the complexities of the dean’s work. The lack of adequate preparation for deanship often
leads to a trial-and-error learning process, which is costly, time-consuming, and inefficient
for both the institutions and academic deans (Wepner et al., 2015). Therefore, it is
recommended that Kazakhstani public universities invest in the professional skills and
competencies of their mid-level academic managers by providing professional training and
mentorship programs to retain the most talented and outstanding professionals (T. Morris &
Laipple, 2015). Consequently, university administrators should prioritize the professional
development of middle academic managers by offering programs and courses focused on
strategic planning, leadership, delegation of authority, organizational and team-building
skills, communication and networking skills, problem-solving, decision-making, and conflict
resolution (Arntzen, 2016; Cleverley-Thompson, 2016; Lavigne, 2019; Pepper & Giles,
2015). These skills and competencies can equip deans with the specialized knowledge
necessary to navigate the complexities and ambiguities of their work (Birnbaum, 1992;
Floyd, 2016; Nadeem & Garvey, 2020).

Without adequate professional development, novice deans may continue to comply
with bureaucratic processes and power imbalances, remaining ‘disempowered’ middle
academic managers in Kazakhstani public universities (Davis et al., 2016). Therefore,
supporting academic deans requires collaborative efforts and coordinated actions among
university leaders, human resources, and other units. This approach will strengthen academic
deanship and recognize deans as competent academic leaders and managers, underscoring the

importance of investing in their professional growth and success.
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Summary

This concluding chapter provides a brief summary of the findings regarding academic
deanship in Kazakhstani public universities. The study revealed that, based on Research
Question 1, academic deans in Kazakhstan are predominantly recruited from within
institutions. This internal hiring, including academic inbreeding, seems to be beneficial for
both universities and deans. Universities receive a committed workforce, and deans quickly
adapt to the workplace and receive support from their colleagues. According to Research
Question 2, the dean’s role has shifted from that of a traditional faculty member to that of an
administrator. However, this shift does not equip deans with sufficient executive authority
and positional autonomy because they continue to operate within a highly centralized
governance system with all authority concentrated in the hands of senior university
administrators. Therefore, deans face obstacles to effectively perform their duties. Regarding
Research Question 3, the managerial roles of deans are rule-bound and context-dependent,
which is explained by the environment in which they function. Centralized decision-making
and limited positional autonomy restrict the dean’s decisional roles. Therefore, they
exclusively deal with interpersonal relationships and information processing and exchange
activities. Finally, Research Question 4 revealed that academic deans in Kazakhstan are prone
to role conflict and role ambiguity due to the increasing demands and expectations placed
upon them having limited resources to meet these expectations. Role ambiguity arises from
the centralized environment in which deans function, and their full accountability for the
performance of the schools. As for role conflict, the dean’s status as a school administrator
does not correspond with their limited executive behavior. In addition, they engage in
multiple roles, including teaching and research responsibilities, all within a single dean’s

position, which also adds pressure to their role.
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Furthermore, the second section introduced the original contribution of this study to
the knowledge about academic deans in public universities in Kazakhstan within the post-
Soviet higher education context. This study contributes to the understanding of contemporary
academic deanship in Kazakhstan, addressing both individual and institutional (systemic)
aspects of this role. It underscores the challenges faced by deans who operate with limited
authority and autonomy in performing their duties. Consequently, this study draws attention
to strengthening academic deanship by reconsidering the relationships between university
leadership and deans, emphasizing the need for establishing distributed leadership in public
universities in Kazakhstan.

The third section of this chapter presents the limitations and delimitations of the
study. The limitations include the impact of the COVID-19 pandemic on research strategies,
self-reported data, and the lack of generalizability of study findings to a larger population.
The delimitations acknowledge that this study is the first attempt to examine academic
deanship in Kazakhstan. It conducted interviews with 15 research participants from seven
national and regional universities (public universities) located in five regions of Kazakhstan.

Finally, the chapter ends with recommendations for future researchers and public
universities of Kazakhstan. It suggests considering private universities and multiple role
senders of the dean, as well as employing quantitative research methods to develop a more
holistic and comprehensive understanding of deanship within the changing landscape of
higher education in Kazakhstan. It also recommends reviewing institutional bylaws,
providing staff with clearer instructions and guidelines and reducing bureaucracy. Finally,
given the ability of deans to serve as effective change agents, the further recommendations
highlight the need for preparing novice deans for their complex and multifacetted roles. For

this reason, university administrators are also encouraged to support academic deans with
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specialized development programs and training to enhance their knowledge and competencies

in the areas of professional management.
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Appendices
Appendix A 1. Interview Protocol (in English)
Part 1. Demographic data about the participant.

Date:

Position (Acting Dean or Dean):
Gender:

Academic degree:

Year of birth:

Family status:

Part 11. Main questions.

1. Tell me about how you became a dean?
- What are the responsibilities of your position?
2. How would you characterize the job of a dean?
3. Did your perceptions of the dean’s position change before you became a dean and now? In
what ways?
- In your opinion, is there a difference between the job you are doing now and the
Dean's job description? Give an example.
4. Have you taken any courses in educational management?
- In your opinion, do you apply the knowledge acquired in the course in your work? In
what cases?
5. How do you prioritize your diverse work?
6. In your opinion, do you have sufficient authority to perform the duties of a dean?
- Do you have enough resources (time, finances, personnel, etc.) to do your job?
7. As a dean, you have to work with various stakeholders (MoES, boards of
trustees/supervisory boards, university administration, faculty, students, and employers). Tell
me how you interact with these groups?
- Which of these groups takes up more of your time and why?
- How do you cope with this?
8. What difficulties do you face in your work? Give an example.
- How do you solve them?
9. What do you do in case of conflict in the academic unit and why?
- Do you have any support in solving conflict situations (e.g., instructions)?
10. What do you like or dislike about your job?
11. In your opinion, are you susceptible to stress in the workplace?
- What is its cause and how do you cope with it?
12. What would you change about the dean’s job, duties, and functions if you could do it?
- Why?

Part I1l. Managerial roles

Table A 1. The questionnaire to determine the academic dean’s managerial roles based on H.
Mintzberg

Task: Rate your answers to the questions below from 1 to 5:
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No Questions Rate the role from 1to 5
Very | Low | Average | High | Very
low | (2) (3) (4) | high
1) (5)
Interpersonal roles
1 | How would you rate yourself as a dean in the

Figurehead role in performing ceremonial,
social, and legal functions?

(Example, signing memoranda, receiving and
escorting delegations, participating in events,
etc.)?

How would you rate yourself as the Leader?
(Example, motivating the team, supporting
their professional development and training,
making them more effective in assigning
tasks, orders, recruiting, etc.?)

How would you rate yourself as the Liaison,
i.e., networking, maintaining contacts and
correspondence with partners, employers, etc.
for the development of the faculty as a whole?

Informational roles

How would you rate yourself as the Monitor,
i.e., tracking information regarding the state
of the labor market, educational services in
the profile of the department to identify new
opportunities, trends, etc.?

How would you rate yourself as the
Disseminator of information, i.e., analyzing
information, communicating information (e-
mails, instructions, decrees, government
programs, meeting minutes, etc.) to other
faculty and/or university employees?

How would you rate yourself as the
Spokesperson, i.e. communicating
information (plans, goals, reports, results,
etc.) about your university/faculty to external
stakeholders (employers, business, industry,
and government agencies)?

Decisional roles

How would you rate yourself as the
Entrepreneur to analyze the labor market
and the educational market for new
partnerships, trends in science and learning,
and the development of new educational
services?

How would you rate yourself as the
Disturbance handler in managing the
academic unit due to conflicts and problems?

How would you rate yourself in the role of
the Resource allocator to
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departments/faculty members (budget
allocation, awards, etc.)?

10 | How would you rate yourself as the
Negotiator with government agencies,
university administration, colleagues, faculty,
students, and employers acting on behalf of
the department and/or university?
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Appendix A 2. Interview Protocol (in Kazakh)
I 6eu1im. KaTbicymibLiIapabiH AeMOrpadusiblK aKNapaThbl.

Kyni:

Jlaya3pIMbl (IeKaH HEMECE JIEKaH M.a.):
JKBIHBICHI:

FrumeiMu mopeskeci:

TyFraH XKbUIBL:

OTback! xaraaibL:

Il 6ea1im. Herisri cypaxkrap.

1. Kanait nexan 60JFaHBIHBI3 Typajbl alThITT OepiHi3MIi?
- Minjgertepiy Kanman?
2. @akynbTeT AEKaHBIHBIH )KYMBICHIH KaJlall cCUMaTTal eaiHiz?
3. Jlexan OoyrranFa JCHIH KOHE Ka3ip JeKaH KbI3MET1 TypaJibl OMIapbIHBI3 ©3Tepi Me?
Kanaitmra?
- CizmiH OMBIHBI3IIA, KA3IPT1 aTKAPHITI )KATKAH )KYMBICBIHBI3 O€H JIEKaHHBIH
Jaya3bIMbIK HYCKaybIHa albIpMalIblUIbIKTap Oap Ma? Mbicai KenTipiHi3.
4. ARTBHIHBI3IIBL, OUTIM Oepyie MEHEKMEHT KypcTapblHaH oTTiHI3 Oe?
- Kypcra anran Ou1iMiHI3 OC€H JaFAbLIapbIHBI3/IBI )KYMBICHIHBI3A KoJimaHacki3 6a? Kanmait
Kargannapaa?
5. Ci3 e3iHI3A1H 9pTYPJIi )KYMBICHIHBI3Fa Kajlaii 0achIMJIBIK Oepeci3?
6. Ci311H OMBIHBI3IIA, TEKAH/IBIK KBI3METT1 aTKapyFa OKUIETTUTIK JKETKLTIKTI Me?
- JKyYMBICBIHBI3IBI OPBIHAY YIIIIH PECYPCTaphIHBI3 (YaKbIT, KapiKbl, KaJIp skoHE T.0.)
KETKUTIKTI Me?
7. Hexan perinae Ci3 optypii mypieni tapantapmet (bxEM, kamkopibuiap/6akpliay
KEHECTepl, YHUBEPCUTET OaCIIBIIBIFbL, OKBITYLIBLIAP KYPaMbl, CTYIACHTTEP JKOHE KYMBIC
Oepyiirisiep) >KyMbIC iCTeyiHI3 kKepek. OCbl TonTapMeH Kajlail opeKeTTECETIHI3 1 CuTaTTan
Oepeciz 6a?
- Ocbl TonTapapiH Kaiicbichl Ci3/11H dKYMBIC YaKbITBIHBI3IBI KOOIPEK anabl )KoHe
Here?
8. JKyMbICBIHBI3Ia KaH/1all KUBIHJIBIKTApMEH Ke3ireciz? MpIca KenTipiHi3Ii.
- Ci3 onmappl Kajai memieciz?
9. @akynpTeTTe KaHXKall TybIH/IaFaH JKaFAai1a He ICTeiCi3 )KoHe HeTIKTeH?
- Ciz e sxaHXaJ Il JKarIainapapl menryae Kanaai na 0ip kongay 6ap ma (MbIC.
HycKaynap)?
10. )KyMbIChIHBI3 A HE YHANIBI )KOHE HE YHaMai b1 ?
11. Ci3ain ofibigpi3ma, Ci3 xKYMbBIC OPHBIHA KYH3eiCKe YIIbIpaichI3 6a?
- Onby ce0ebi Hene sxoHe Ci3 Kyl3enicke Kanail Kapchl TYpachi3?
12. MyMKiHIIK OoJica AeKaHHBIH )KYMBICBIHA, MIHAETTEPIH IE KoHE (PYHKIUSTApbIHIA HEH]
e3repTep eIiHi3.
- Here?

11 6e1im. BackapymibLIbIK peJiaep

Kecrte A 2. MunuOepr OoiibiHIIa QaKyIbTeT JeKaHAAPBIHBIH 0aCKApYIIBUIBIK KbI3METTEPIH
aHBIKTayFa apHaJFaH cayajHaMma.
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Tanceipma: TeMeHnzeri cypakTapra KayanTapbIHbI3AbI 1-1eH 5-Kke neifin OaranaHbI3.

272

Ne

Cypakrap

1-nen 5-ke nmeiiin 0arajaHbI3

OTe
TOMEH

)

Toemen

2)

Oprawma

3)

Korapbl
(4)

OTe
JKOFapbI

()

Tyara

apaJibIK

peJep

CanraHarThl, SJIEYyMETTIK TIEH
3aHJIBI pOJIIepC O31HI3I1
(daxkyabTeT KeTekIici peTiHae
Kajail Oaranaiicel3 )koHEe Here?
Ci3aiH Ky3bIpETIHI3 HEfle
alKbIHIATa bl ?

(MbIcainbl, MeMOpaHIyMIaapra KoJl
KO0, JIeJeranusiapp! KaObuiaay
YKOHE OJIapFa epi Kypy, ic-
iapajgapra KaTblcy xkoHe T.0.)?

O31ui3ai 1-nen 10-ra neiiig
Kemoacubl peTiHIC Kanai
Oarajalicel3 JXxoHe Here?

(MpIcaitbl, YKBIMIIBI BIHTAJIAHIBIPY,
OJIAPJIBIH KOCiOU TaMybl MEH
OKYybIHa KOJIJIay KOpCeETY,
TarcbIpMaiap/ibl, OYUpPBIKTApIbI
0oy, )KYMBICKa KaObLI1ay JKOHE
T.0. TMHIMJIUTITIH apTTHIPY?)

Kanmel ¢pakynbTeTT1 JaMBITY YIIIiH,
Ci3 e3iHi3/11 OailJIaHBIC OPHATYIIbI
peTiHe Kanai 6aragaicei3, SFHU
CEepIKTECTEPMEH, KYMBIC
OepylriiepMeH koHe T.0. OalIaHbIC
OpHaTy, XaT aJIMacy >KeHiHJe?

AKNapaTTbIK peJiiep

Ci3 e3iHi3/11 0aKbLJIAY bl PETIHAC
KaJyiaii Oarayiap eiHi3, MbICaJIbl,
¢dakynbreT nmpoduiinaeri eHoek
HaPBIFBIHBIH JKal-KYH1 KaTBICTBI
aKmaparThl KaJiaranay, »xaHa
MYMKIHIIKTEP/1, TCHICHIUSIIAPAbI
aHBIKTay?

AKnapart TapaTyulbl peTiHjie
©31HI3/11 KaJail OarallaiiChl3, SFHU
aKnapaTThl Tajjaay, 6epiiren
aKnapaTThl (JEKTPOHBIK XaTTap,
HYCKaynap, KayJsliap,
MeMJIEKETTIK Oarapiaamanap,
OTBIPBIC XaTTaMmasapsl kKoHe T.0.)
(bakynbTeT KoHe/HeEMece
YHHUBEPCUTET KbI3METKEpIIepiHe
Tapary?
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Ci3 e3iHi3/1 HmIeleH peTiHae Kanai
Oaranaice3, srau. Ci3miyg
YHHUBEPCUTETIHI3/OKBITYIIBLIAP
KYpaMBblI Typajibl aKknapaTThl
(>xocmapnap, Makcarrap, ecenrep,
HOTHKEIIEp KOHE T.0.) ChIPTKbI
MYIUIeTi TapanTtapra ()KYMbIC
Oepymiinep, Ou3Hec exiaepi, cana
KOHE MEMIIEKETTIK opraHjaap)
Tapary?

HlemniM Ka0bLIAA

peoJepi

XaHa cepikTecTik MyMKIHIIKTEPI,
FBUIBIM MEH OUTIMIET
TEeHJICHIIUIIAp, COHAAN-aK KaHa
Ou1iM O6epy KbI3SMETTEPIH 1aMBITY
YIIiH €eHOEK HapbhIFbl MEH OLTIM
Oepy KbI3METTep1 HapbIFbIH TaJ1ay
YIIiH ©31H13/11 KdcinKep peTiHae
Kayiai Oaramnaiicers?

C13 e31H131 PaKyabTETT1
0ackapyaarsl KAKTBIFBICTAP MeH
MaceJieJiepi peTTeylli peTiHae
KaJiaii Oaranaices?

Kadenpanap/dakynsrer
KbI3METKepIiepi (O10HKETTIK
KapaKaTThl 0011y, CHIAIBIKAKbLIAp
KoHe T.0.) apackiHaa GaKyIbTETTIH
pecypcTapabl 06Jyli peTiHae
O31HI3/11 Kaail OaramaiceI3?

10

dakyabTeT JKoHE/HEMeCce
YHHBEPCUTET aTbIHAH OPEKET CTETIH
MEMJICKETTIK OpraHIapMeH,
YHHBEPCUTET OACIIBLIBIFBIMEH,
OpINTEeCTEPMEH, OKBITYIIBLIAPMEH,
CTY/ICHTTEPMEH JKOHE KYMBIC
OepylIiiepMeH KeJriccos3
JKyprizyuiici petinae e3iHi3 i
KaJiaii Oaranaice3?
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Appendix A 3. Interview Protocol (in Russian)
Yacrs |. lemorpaguyeckue JaHHbIE YYACTHHKA.

MHara:

[To3umus (u.0. 1eKaHa WM JIeKaH):
[Ton:

HayuHnas crenens:

I'on poxnenus:

CemMeliHblii cTaTyc:

Yacrtp |l. OcHOBHBIE BONIPOCHI.

1. Pacckaxute 0 TOM, Kak BEI ctanu gexanom?

- Kakue o0s3anHOCTH BXOAAT B Bamu pyHkimun?

2. Kak 0w Bel oxapakrepu3oBaiiu padoTy aekaHa gakyibrera’?

3. M3menumuck u Bamm npecTaBieHus 0 JOHKHOCTH JIeKaHa J0 TOro Kak Bel cranm
nexkanoM u ceituac? Kakum obpazom?

- [lo Bamemy MHEHUIO, €CTh JIU pa3Iudusi MeXIy Toi paboToit uto Bel nemnaere
ceriuac u JlomkHOCTHOM MHCTpYKIMEnN nekana? [IpuBeaure nmpumep.

4. Cxaxute Bbl mpoxoauiy Kypchl MEHEKMEHTa B 00pa30BaHuu?

- Brl mpumensieTe 3HaHUS U HaBBIKH, [TOJIy4€HHBIE HA Kypce B cBoeil paboTte? B kakux
ciaydasx?

. Kax BpI paccraBnsiere mpuoputeTsl B Bameit MHoroo6pasHoii padore?

6. ITo Bamemy MHEHUIO, TOCTATOYHO JIU y Bac moJTHOMOYMIA BRIMIOJTHATE 00sI3aHHOCTH
nekana?

- JloctaTouno nmu y Bac pecypcoB (Bpemsi, (GMHAHCHI, IEPCOHAN | T.1I.), YTOOBI
BBITIOJTHATE CBOIO paboTy?

7. B kauecTBe nekana, Bam npuxoautbcest paboTaTh ¢ pa3iMuHbIMU 3aHHTEPECOBAHHBIMU
croponamu (MOH, noneuntenbckuii / HabMrOIaTEILHBIN COBETHI, PYKOBOJICTBO BY3a,
[TIC, cTynenTsl, u pabotomartenu). Pacckaxkure, kak Bbl B3auMoeiicTByeTe ¢ S TUMU
rpymnmnamu?

- K10 13 aTux rpynn 3anumaet 6obiie Bamero pabouyero BpeMeHu u nouemy?
- Kak BrI cipaBisierecs?

8. C kakumu TpyaHOCTSIMH BaMm nmpuxoauThes cTalkuBaThes B cBoeid pabote? [IpuBeaure

puMep.

- Kak Bo1 ux pemaere?
9. Kak Bel moctynaere B cnyyae KOHQIUKTA Ha (aKyabTeTe U ouemy?
Ectp mu y Bac kakas-nu6o nojziep:xkka B pelieHud KOHMINKTHBIX CUTYaIHi
(uHCTpYKLIMK)?

10. YUro Bam HpaBUThCS WM HE HpAaBUTCS B paboTe?

11. Ha Bam B3ransia, moaBep:keHsl iu Bl cTpeccy Ha paboueMm mecte?
- B yem ero npuunHa u kak Bel ciipaBisieTecs co crpeccom?

12. Yro Obl Bbl m3MeHMM B paboTe, 003aHHOCTAX M PYHKIUAX AeKaHa, eciau Obl Bbl Morim.
- [Touemy?

(621

Yacts |11. YnpaBiaenueckue posn

Taoauna A 3. OnpocHUK /11 ONpeieTIeHHs YIIPaBJIEHYECKUX PoJiei TekaHaMu (haKkyIbTeTOB
no MunuOepry.
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Ne

Bonpocsl

Ouenute or 1 10 5

OueHnn
HU3KHH

€))

Huszknii

2)

Cpennmnii

3)

Bricokuit

(4)

Ouenn
BBICOKHI

()

MeKIHYHOCTHBIE POJI

Hackonbko Bel ObI onieHAIH
ce0s B KauecTBe
pykoBoauTes pakyabTera
BBITIOJTHSISL IIEPEMOHHUAIIBHEIE,
COIMAIbHBIC U MTPABOBHIE
pouin u noyemy? B uem
NposABJISItOTCS Bamm
TTOJTHOMOYHs?

(ITpumep, moanucanue
MEMOpPaHIyMOB, IPUEM U
COIPOBOXKACHUE JIETeranuu,
y4acTHE B MEPOTIPUATHSIX U
T.1.7)

Hackoapko Bb1 ObI o1ieHMIH
ce0s B kauecTBe jguaepa ot 1
10 10 u mouemy?

(ITpumep, MOTHBHpPOBaHKE
KOJUIEKTHUBA, OKa3aHUe
MOAJIEP’KKH B X
npohecCHoHATBPHOM
pa3BUTUU U OOyYECHHH, B
MOBBIIIEHUHU UX

3¢ hexTUBHOCTH TTPU
pacnpeeneHuu 3aaad,
pacrnopshKeHHi, mpu noadope
repcoHana u T.7.7)

Hackoapko Bel Ob1 orieHMIIN
ce0s B KauecTBE CBSA3YIOIIET0
3B€HA, T.C., HaJJaJKUBaHUE
CBs3€ll, KOHTAaKTOB, BEJACHHUE
MEePENUCKU C TapTHEPaMHU,
paboToaTeNsIMU U T.J1. JUIS
pasButus akynprera B
enom?

HNudpopmannoHHbie poiu

Hackonbpko Bul ObI onieHmIm
ce0s1 B KauecTBe
Ha0roaaTeN s, Halpumep,
oTclexXuBaHue nHpopmanuu
KacaTeJIbHO COCTOSIHUS PbIHKA
TpyAa, 00pa3oBaTEIbHBIX
YCIYT 10 NPOQUITIO
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(dakynbTeTa AJis BBISBICHUS
HOBBIX BO3MOJKHOCTEH,
TPEHJOB U T.J1.7

Hackonpko Bol 061 o1ieHUIIM
ce0s B KauecTBe
pacnpocTpaHuTeIs
uHopManuu, T.€. aHAIU3
nHpOpMaIKH, TIeperava
nHpopManuu, (.IUCHMA,
WHCTPYKIINH, YKa3bl,
roCyJIapCTBEHHBIC
MPOTPaMMBI, TPOTOKOJIBI
coOpaHMii U T.Z1.) IpYTUM
COTpYZIHUKaM (aKyIbTeTa
W/ yHUBepcuTera’?

Hackonsko Bel ObI onieHUIN
ceOs B KaUuecTBE opaTopa, T.c.
nepenava nHdopmauu
(TUTaHBI, TIETH, OTYETHI,
pe3ynbTaThl U T.71.) 0 Bamem
yHUBeEpcUuTeTe/(hakynbpTeTe
BHEIITHUM 3aWHTEPECOBAHHBIM
cTopoHaM (paboTomaressm,
MpEeACTaBUTENSIM OM3HEca,
MIPOU3BOJICTBA U
TOCY/IapCTBCHHBIM OpraHam)?

Poau, cBsiz

aHHbIE C NPUHATHEM pelleHH i

Hackonsko Bel ObI onieHUIN
ce0s B KayecTBe
npeInpuHUMATEIst [T
aHaJM3a PhIHKA TPyAa U
pBhIHKa 00pa30BaTEIIbHBIX
YCIIYT Ha MPeIMET HOBBIX
BO3MOYKHOCTEH I
MapTHEPCTBA, TPCHJIOB B
HayKe U 00y4YeHUH, a TaKXKe
JUTs pa3pabOTKH HOBBIX
00pa3oBaTeNbHBIX yCIYT?

Hackoapxo Bel Ob1 orieHMIIN
ce0s B KauecTBe
yYCTpaHHTEJIsI IPo0JIeM 1
KOH()JIMKTOB B YIpPaBJICHUU
(baxkyabTeTOM HU3-3a
KOH(JIMKTOB U pobaem?

Hackoinbpko Bul ObI onieHmm
ce0s B poJin
pacnpeneuTesss pecypcoB
Ha (akyIbTeTa MEXKIY
nernapTameHTamMu/
COTpYIHHKaMU (daKylnbTeTa
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(pactipenenenue OrOKETHBIX
CpeJICTB, MPEMUH U T.1.)7

10

Hackonpko Bol Ob1 o1ieHUIM
ce0s B poJiu MeperoBopunKa
C TOCyIapCTBEHHBIMU
OpraHamu, pyKOBOJICTBOM
BYy3a, koyueramu, [1I1C,
CTY/ICHTaMH U
paboToaTensaMu IeHCTBYS OT
UMeHH (akyabTeTa u/mim
yHHUBEpcUTETa?
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Appendix B 1. Informed Consent Form (in English)

The Role of Academic Deanship in the
Transforming Higher Education Landscape of Kazakhstan

You are invited to take part in a study on the role of academic deans in public
universities in Kazakhstan. The purpose of the study is to explore the academic dean’s
functions and responsibilities, their interaction with multiple stakeholders (i.e., senior
administration, faculty members, students, employers, etc.), as well as the challenges
academic deans experience in their jobs.

Your participation in the study will consist of two parts: an interview for 50 minutes
with the researcher and a survey for 10 minutes. The potential risk associated with the
research is the discussion how academic deans work with various stakeholders (university
administration, faculty, students, and labor market).

If you have read this form and have decided to participate in this research, please
understand that your participation is voluntary. You have the right to withdraw your consent
or discontinue participation at any time without penalty. Moreover, you have the right to
refuse to answer particular questions. Your decision to participate or to refuse to participate
in any way will not affect your work at the university.

The expected results of this research are to understand the roles of academic deans in
higher education institutions of Kazakhstan that are undergoing reforms. This study has no
direct material benefit for you as a participant. The results of this research may be presented
or published for scientific or professional purposes.

If you have any questions, concerns or complaints about this research, its procedures,
risks and benefits, contact the researcher Altynay Mustafina via an email address
altynay.mustafina@nu.edu.kz. Also, you may contact the researcher’s main advisor Dr.
Darkhan Bilyalov via email address dbilyalov@nu.edu.kz. If you are not satisfied with how
this study is being conducted, or if you have any concerns, complaints, or general questions
about the research or your rights as a participant, please contact the NUGSE Research
Committee by writing an email to the NUGSE Research Committee at
gse_researchcommittee@nu.edu.kz.

Please sign this consent form if you agree to participate in this study.

* I have carefully read the information provided;

* I have been given full information regarding the purpose and procedures of the study;
* | understand how the data collected will be used, and that any confidential
information will be seen only by the researchers and will not be revealed to anyone else;
* ] understand that I am free to withdraw from the study at any time without giving a
reason;

* With full knowledge of all foregoing, I agree, of my own free will, to participate in this
study.

Signature: Date:

The extra copy of this signed and dated consent form is for you to keep.
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Appendix B 2. Informed Consent Form (in Kazakh)

Ka3akcTaHHBIH KbLI1JaM 03repill 0ThIPATHIH KOFapbI 0iniM Oepyneri
AeKAHJAAPBIHBIH PoJIi

Ci3 nexanmap/pIH peJliH aHBIKTayFa apHaJIFaH 3epTTeY/Ie KaThICyFa MaKbIPBLIBIT
OTBIPCHI3. MEeMJICKETTIK YHUBEPCUTETIH/IET1 JCeKaHHBIH (PYHKIHATIApEI MEH MIHJCTTEPI, alTyaH
TYpJTi MyLIesi TapantapMeH (YHUBEPCHTET OaCIIbUIBIFBL, MPO(ECccCOp-OKBITYIIBUIAP KYPaMbl,
CTYZEGHTTEP, )KYMBIC Oepymriiep xoHe T.0.) e3apa SpeKeTTeCy MEH JCKaHHBIH KYMBICHIH
OpBIHJIay OapBICHIHIA TYBIHIAFaH MACENICTIeP/Ii aHBIKTAIl OLUTY 3epTTeY IiH MAaKCAThI OOJIBIIT
TaObLIa/IbI.

Ci311iH KaThICYBIHBI3 €K1 Oes1iMHEH Typaabl: 50 MUHYTTBIK cyx0aT skoHe 10 MUHYTTBIK
cayajiHaMa. 3epTTeye AeKaHHBIH MY/l TapanTapMeH e3apa dpeKeTTecy e nanaa 6oaraH
KHUBIHABIKTAP/Ibl TAJIKbUIAY 3€PTTEY IIH KayIi O0JbII TaObLIa bl

Erep Ci3 ocel hopMaHbI OKBII MIBIFII 3€PTTEYre KaThICYFa IIENIM KaObu1laraH
6oJsicanbI3, onaa Ci3/iH KaThICYBIHBI3 €pIKT1 eKeHiH OuTiHi3. Ci3 3epTTeyre KaThICy/IaH Ke3-
KEJITeH yaKbITTa KoHE elIKaHai canaapcsi3 06ac Tapta anacki3. Ci3 Ke3-KelreH cypakTapra
xKayan 6epmeyre KYKbIFbIHBI3 0ap.

3epTTeyiH KYTUIETIH HOTHXKEC] peTiHae pedopManay yYCTiHe OOJIbIN KaTKaH
MEMJIEKETTIK >KOFapbl OKY OpPBIHJAPbI I€KaHIap/IbIH POJIiH aHbIKTan O011y. by 3eprreynig
KatbIcymibl perinae Cizre Tikenel MatepHanablK naiaacel koK. Ochl 3epTTey HOTHKENEpi
FBUIBIMU HEMece KociOu MaKcaTTap/ia YChIHBUTYBI HEMece JKapusiIaHybl MyMKIH OOJITBHIHBIH
xabapranmMsI3.

Erep syprizitin oTeIpFaH 3epTTey )KYMBICBIHBIH TIPOIIEC], KayIi MEH apThIKIIBLUIBIFBI
Typajibl CYparbIHbI3 HEMECE IIaFbIMBIHBI3 00Jica, AnThiHal MycTadriHaMeH 3JIeKTPOHIBIK
momTa apkeLibl altynay. mustafina@nu.edu.kz semece 3eprreyminiy 6ac menrepymrici Jp.
Jlapxan buisiiiosrien ainekTpoHsIK momta apKelisl dbilyalov@nu.edu.kz xabapiacysiHbi3ra
6onaznel. Erep GepinreH 3epTTey )KYMBICHIHBIH KYPri3iTyiMeH KaHaraTTaHOAacaHbI3 HEMecCe
CYpaKTapbIHbI3 O€H IIaFbIMAapbIHbI3 OoJica, Hazapbaer YHuBepcureti XKorapsl 6i1iM 6epy
MEKTeO1HIH 3epTTey KOMUTETIMEH IEKTPOHIBIK MOIITa apKbLIbI
gse_researchcommittee@nu.edu.kz xabapiaca anacois.

3epTTey JKYMBIChIHA KaThICyFa KeJICIMiHI3/I1 OepceHi3, Oepiared ¢popmara Ko
KOIOBIHBI3/IBI CYpaiMBbI3.

Men OepisireH (popMaMeH MYKHMSIT TAHBICTHIM;

MaraHn 3epTTey KYMBICHIHBIH MAKCAaThl Me€H OHBIH NMPOLeAypachl KalbIHAA
TOJBIK aKnapar oepiniii;

KvHakraaraH aKnapar neH KyInusi MdJIiMeTTepre TeK 3epTTeylliHiH o3iHe
KOJIZKETIM/Ii sKdHe MIJIIM 00JIaTHIHBIH TOJIBIK TYCiHEMiH;

MeH Ke3 KeJIreH yakbITTa elIKaHAal TYCIHIKTeMeci3 3epTTey sKyMbIChIHA
KATbICYy1aH 0ac TapTybIiMa 00/1aTHIHBIH TYCIHEMiH;

MeH :KoFapbl/ia aTAJbII 6TKEH aKNapaTThl CAHAJBI TYPAe KadbL1am, 0Cbl
3epTTey KYMbICHIHA KATHICYFa 03 KeJiciMiMi OepeMiH.

Koabr: Kymni:

Ocpl akmapaTTaHIBIPBUIFaH KeNICIMHIH KOIIipMeCciHe KyHI MEH KOJIbl KOMBLIBII, KOWBLIBIT,
3epTTeylli MEH KaThICylIbIFa Oepinyi THiC.


mailto:altynay.mustafina@nu.edu.kz
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Appendix B 3. Informed Consent Form (in Russian)

Posb nekanoB ¢akyabTeTa B ObICTPO MEHAKIIEMCH BbICIIEM 00Pa30BAHNH
Ka3zaxcrana

Bol npurinaiieHsl IpUHITH Y4acTHE B UCCIICIOBAHUH POJIH JIEKAHOB B
rocyaapcTBeHHbIX By3ax Kazaxcrana. Llenbro uccienoBanus ABisieTcsl U3y4uTh QYHKIUU U
00sI3aHHOCTH JICKAHOB, MX B3aMMO/ICHCTBHUE C PA3IMYHBIMH 3aHHTEPECOBAHHBIME CTOPOHAMM
(pyxoBOACTBO BY3a, IpoeccopcKo-MpenogaBaTeIbCKUii COCTaB, CTYI€HThI, padoTOIaTeNN U
T.J.), @ TAK)K€ IIPOOJIEMBI, C KOTOPBIMU J€KaHbl MOT'YT CTOJIKHYTBHCSI B CBOEM paboTe.

Bamie yuactue B uccienoBanuu Oy/1eT COCTOSITh M3 ABYX YacTei: HHTEPBBIO Ha S50
MUHYT C HCClIe[IoBaTeNeM U aHkeTupoBanue Ha 10 MuHyT. Bo3MOKHBIM pUCKOM JaHHOTO
HCCTIEIOBAHUS SIBIIAECTCS 00CYKICHUE BOBMOXKHBIX TPYIHOCTEHN B paboTe AeKaHa ¢
Pa3IMYHbIMU 3aUHTEPECOBAHHBIMU CTOPOHAMU (PYKOBOJICTBO BY3a, IPO(EccCopcKo-
MIpenojaBaTeNIbCKUM cocTaB QaKyabTeTa, CTyAeHTHI, padotonarenu). Ecau Bol mpounTas
JaHHYIO (JOpPMY PELIIIN PUHSTH y4acTUe B UCCIIEJOBAaHUM, TO 3HaiiTe Bame ydactue
SIBJISIETCSl JOOPOBOJILHBIM. BBl MOKeTe 0TKa3aThCsl OT y4acTHs B UCCIIEIOBAHUH B JIF000€E
BpeMsl 0TO3BaTh CBOE coryiacue 0e3 kakux-1mbo mocneacTBuid. Takke Bl nMeere nmpaBo He
OTBEYATh Ha KaKue-JIMOO BOTPOCHI.

OxugaemMbIM pe3yabTaTOM JAHHOTO MCCIICIOBAHUS SBIISIETCS ONPEACIICHNUE POJIN
JIeKaHOB B pehopMHpOBaHUHM BBICIIUX Y4eOHBIX 3aBenieHni Ka3zaxcrana. JlanHoe
HCCIIEIOBAaHUE HE UMEET NMPSMON MaTepUaIbHOM BBITOIBI /ISl Bac kak ydyacTHHKA.
Pe3ynbTathl uccneaoBaHus MOTYT OBITh MTPEICTaBICHBI WK OMYOJUKOBAaHbI B HAYYHBIX WU
poheCcCHOHANTBHBIX TIEIISIX.

Ecnu y Bac ects Bompochl, 3aMeyaHus UITU 5KajI00bl [0 MOBOAY JTaHHOTO
HCCIIeIOBaHUS, MPOLIETYPHl €ro MPOBEICHUS, PUCKOB U MPEUMYIIIECTB, TO Bl MoXxkeTe
CBsA3aThC ¢ AnThiHalh MyctaduHON 10 31IeKTpoHHOM moure altynay.mustafina@nu.edu.kz
WM C pyKOBOJUTENEM HccieaoBareis fokTopoM Japxanom BuiisioBbsIM 1O 3I€KTPOHHOM
moute dbilyalov@nu.edu.kz. Eciiu Bl He yA0BIETBOPEHBI IPOBEACHUEM JTaHHOTO
uccienoBanus, y Bac Bo3nukim kakue-inu0o npoOiemsl, 5kajao0bl WM BOMIPOCHL, TO Bl
MoxeTe cBs3aTrbes ¢ KomuteToMm uccnenoanuii Breiciieii kossl o6pazoBanus Hazapbaes
YHHBepCHUTETA 110 3JCKTPOHHOM moute gse_researchcommittee@nu.edu.kz.

[Toxanyiicta, HOAIUIINTE AaHHYIO GopMy, eciu Bl coriacHbel yuacTBOBaTh B
UCCIIEIOBAaHUM.

* 51 BHUMATEILHO U3YYHJI MPEICTABIEHHYI0 HH(OPMAIIUIO;

* MHe npe10cTABUIN MOJHYI0O HH()OPMAIUIO O LeJIsIX M MPoLeaype uccae10BaHusl;

* 5l nonnMmaro, kak OyayT MCIOJIb30BAaHbI COOPAHHBIE JAHHBIE, M YTO JAOCTYI K JII000i
KoHG}UIeHIIUATbHON HH(pOopManu OyAeT HMeTh TOJbLKO UCCIe10BATE b}

* 51 noHnMaro, 4TO BpaBe B JII000H MOMEHT 0TKA3aThCHA OT Y4acTUsl B JAHHOM
HccJIe0BAaHNN 0e3 00bsICHeHHs] IPUYHH;

* C noJIHBIM 0CO3HAHUEM BCEro BbIIICH3JI0KEHHOI0 51 COIJIACeH NPUHATH YYacTHe B
HCCJIeTOBAHUM 110 COOCTBEHHOM BOJIE.

Hoanuck: Hara:

Komms JaHHOTI'O I/IH(I)OpMI/IpOBaHHOFO corjiaacusa JOJIKHaA OBITh noAmnurcaHa ¢ YKa3aHnueM HOaThbl
" nnepeaaHa UCCICA0BATCIIIO U YIACTHUKY UCCIICIOBAaHUA


mailto:altynay.mustafina@nu.edu
mailto:dbilyalov@nu.edu.kz
mailto:dbilyalov@nu.edu.kz
mailto:gse_researchcommittee@nu.edu.kz
mailto:gse_researchcommittee@nu.edu.kz
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Appendix C 1. Sample Email Letter addressed to a Rector of Public University (in
English)

Dear Mr./Mrs. X,

My name is Altynay Mustafina. | am a third-year PhD student at Nazarbayev
University Graduate School of Education (NUGSE). | am writing to kindly request
permission to collect data for my doctoral research on academic deans in public universities
in Kazakhstan.

The topic of my doctoral thesis is “The Role of Academic Deanship in the
Transforming Higher Education Landscape of Kazakhstan.” In this study, | will examine how
higher education reforms in Kazakhstan affect the role of academic deans in public
universities.

My interest in this topic derives from the lack of empirical data on academic deanship
in Kazakhstan and its ability to contribute to the successful realization of institutional reforms
in universities. Participation in the interview is voluntary, and it will only take place on the
convenient date and time with research participants. I will conduct interviews with research
participants via telephone calls.

In the attachment, I am enclosing an official letter addressed to you from the NUGSE
dean, requesting your support for my doctoral research in your institution.

Yours sincerely,
Altynay Mustafina

Ph.D. Candidate

Nazarbayev University Graduate School of Education
Kabanbay Batyr Ave. 53

010000 Astana, Kazakhstan

E-mail:

Mobile phone:



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 282

Appendix C 2. Sample Email Letter addressed to a Rector of Public University (in

Kazakh)

KypmetTi ATl MeH OKecCiHiH aTbl!

MemniH ateiM AnteiHaii Mycrapuna. Men HazapbaeB YuuBepcuteti XKoraps! 6utiM
mekteOiniH (HY XKBBM) 3 kypc nokropanteiMbiH. Ciznen Ka3zakcranaarbl MEMIICKETTIK
YHUBEPCUTETTEPIET1 JeKaHAAPIBIH POJIi TYPAIbI JOKTOPJIBIK 3€PTTCY KYpPrizyre
YHUBEPCUTETIHI3/IC IEPEKTEP )KUHAYFa pyKcaT Oepy/li CypaMbIH.

MeHiH TOKTOPJIBIK JUCCEPTAIMSIMHBIH TaKbIpbIOb! «Ka3zakcTanaarsl T€3 e3repir
YKaTKaH >KOFapbl OUTIM OepyJeri IekaHaapasiH pesti». 3epTrey kyMbickiMaa Kazakcranaarbt
YKOFaphl OUTIM Oepy calachiHIarsl pedopMaapIbIH IeKaHIapbIH POIIIHE, OJap by
KbI3METTEp1 MEH MIHAETTEPIHE Kajlail ocep €TeTIHIH 3€PTTEriM Keledl.

MeHiH nexkaHmapra IereH KbI3bIFYIIBUIBIFBIM Ka3akcTan yHUBEPCUTETTEPIHIET
JEKaHap Typasibl SMITUPUKAIIBIK JEPEKTEPIIH KOKTBIFbIHA KoHE osapAbiH XKOO-1a
MHCTUTYIMOHAIIBIK ©3TepICTEP/Il COTT1 KY3€re achlpyra KaOUIeTTuliriHe 0aiIaHbICTHI.
Cyx06arTa Katbicy epikTi Typae xypriziieai. CoHbIMEH KaTap, 3epTTey KaThIC yIIbLIAPIbIH
KeNlicIMIMEH FaHa jKy3ere achIpbutanbl. KaTeicymsuiapmen cyx0aT TesneoH apKblIbI
KYPTi3eMiH.

Koceivmaga HY )KBBM nekansr Ci3fiiH YHUBEPCUTET OKIMIIUTITIHIH aThIHA PECMU
XaTBIH YKOJIJIAIl, MEHIH JOKTOPJIBIK AUCCEpTalUsIMa KOJIIay KOpCeTYiHI31 CypaiIbl.

Kypmernen,

AnTteiHailt Mycraduna

Ph.D. 6arnapiaMaHbIiH JOKTOPAHTHI

Hazap6aeB YuuBepcureti XKorapsl OutiM MeKTeO1
Kaban6aii 6aTeip nanr. 53

010000 Acrana, Kazakcran

On.momira:

Mo6.Ten.:
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Appendix C 3. Sample Email Letter addressed to a Rector of Public University (in
Russian)

YBakaemblii (-ast), Ums1 1 OT4ecTBO!

Mens 30ByT AnteiHait Mycraduna, TokTopaHT 3-ro Kypca Bricmiei mkoJibt
obpazoBanus HazapbaeB Yausepcurera (BILIO HY). S mumry Bam ¢ npocs0oii pazpemurs
MHE cOOp TaHHBIX JJISi MOETO JTIOKTOPCKOTO MCCIIEIOBAHUS O POJIH JEKAHOB B
rocynapctBeHHbIx BY3ax Kazaxcrana.

Temoii Moei TOKTOpCKO tuccepranuu sBisercst «Poiib 1ekaHoB B ObICTPO
MeHsmoleMcs BeiciieM oopasoBanuu Kasaxcrana». B nccnenoBanuu st xorena Obl U3Y4UTh,
Kak peopMbl B BeIciieM oOpa3oBaHuu KasaxcraHa BIMSIIOT Ha pOJib JIEKaHOB B
YHUBEPCUTETAX, HA UX QYHKIUH U 331a4H.

Moii uHTEpec K JilekaHaM 00yCIIOBJIEH OTCYTCTBHEM 3MITUPHUECKUX JTAHHBIX O
nexanax B BY3ax Kazaxcrana, mX cnocOOHOCTH YCHEIIHON peaau3aluu
MHCTUTYIMOHAJbHBIX U3MEHEHUI B YHUBEPCUTETAX. YYaCTUE B UHTEPBbIO SIBISETCS
JTO0OPOBOJIBHBIM M COCTOUTCS TOJIBKO C COTJIaCUsl yYaCTHUKOB HMccienoBanus. S Oyny
MIPOBOJUTH UHTEPBBIO C YIaCTHUKAMHU UCCIIEI0OBAaHUS TI0 TesedoHy.

Bo BroxxeHuw, s Hanpa,JIsio O(QUIHATBHOE TUCHMO, aJJPECOBAHHOE HAa UM
pykoBoacTBa BY3a ot nekana BIIIO HY ¢ npock6oii moaepxaTh MOIO JOKTOPCKYIO
auccepranuio B Bamem ynusepcurere.

C yBaxeHuem,

AnteiHait Mycraduna

JloktopanT mporpammsl Ph.D.

Bricmas mkosa o6pa3zoBanus HazapbaeB YHuBepcuteTa
IIp. Kabano6aii 6areipa 53

010000 Acrana, Kazaxcrau

On.noura:

Mo®0.Temn.:
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Appendix D 1. Sample Invitation Email Letter to Recruit Academic Deans (in English)
Dear Mr/ Mrs X,

My name is Altynay Mustafina, | am a third-year doctoral student at Nazarbayev
University Graduate School of Education (NUGSE). | am kindly asking you to participate in
my interview as part of my doctoral research on “The Role of Academic Deanship in the
Transforming Higher Education Landscape of Kazakhstan.”

The purpose of this research is to study academic deanship, understand how
institutional reforms in higher education affect the position and responsibilities of deans,
identify the challenges they face in the work, and explore their interactions with various
stakeholders (such as university administration, faculty, students, employers, etc.). In
addition, | seek to understand whether there are differences between the current duties and
functions of deans and those prescribed in their job descriptions.

If you are interested in participating in an interview, please email me, and I will
contact you to arrange a convenient date and time for the interview. The interview itself will
take place via phone or WhatsApp and will last approximately 50 minutes. | have attached a
letter from the Dean of NUGSE, and informed consent forms for your reference.

Sincerely,
Altynay Mustafina

Contact details:

E-mail: altynay.mustafina@nu.edu.kz
Tel.: +7 7713774752 (WatsApp)
Tel.: +7 7478520803

Contact information about the student’s advisors:
1st advisor: Darkhan Bilyalov, Assistant Professor, dbilyalov@nu.edu.kz
2nd advisor: Lynne Parmenter, Professor, lynne.parmenter@nu.edu.kz
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Appendix D 2. Sample Invitation Email Letter to Recruit Academic Deans (in Kazakh)

KypmetTi ATl MeH OKecCiHiH aTbI!

MewniH ateiM AnteiHaii Mycrapuna. Men HazapbaeB YuuBepcuteri XKoraps! 6u1iM
mekTebiniy (HY )KBBM) 3-kypc nokropanTeiMbiH. Ci3ni «Ka3akcTaHaarsl T€3 ©3repeTin
YKOFapbl OUTIM Oepyleri IeKaHaap IbIH POy TaKbIPHIOBIHIAFEI JOKTOPIIBIK 3EPTTLCY
meHOepinie cyx0aTKa KaTbICyFa MIaKbIPaMbIH.

3epTTeyaiH MaKcaThl JeKaHIAP/IbIH POIIIH aHBIKTAY, )KOFapbl OKY OPBIHIAPBIH/IAFbI
MHCTUTYLHOHAIABIK pedopMarap AeKaHHBIH KbI3MET1 MEH (PYHKIIMOHAIBIK MIHIETTEPI1HE
KaJiail acep eTeTiHiH, AeKaHHbIH KYMBICHIH/A KaH/1all KUbIHIIBUIBIKTApP TYbIH/IAWThIHBIH JKOHE
OHBIH JPTYPJIl MYIJIEN1 TapanTapMeH e3apa OpeKeTTeCyiH TYCiHy. /[ekaHHBIH My el
TapanTtap KaTapblHa YHUBEPCUTET OKIMIIUIIT, MPOPECCOPIIBIK-OKBITYIIBLIAP KYPaMbl,
CTYJIEHTTEP, MEH XYMbIC Oepymiiiep skataabl. COHBIMEH KaTap, 3epTTEY/AIH MaKCaThl
JeKaHHBIH aFbIMJAaFbl MIHAETTEP1 MEH (QYHKIMSIIAPBI XKOHE JIaya3bIMbIK HYCKAYJIbIKTa
Ke3JIeJIreH MIHAETTepl MeH (QyHKIUSIIaphl apachlHa 63repicTepiH aHbIKTay OO0JIbIIT
TaObLIa/IbI.

Cyx0aTTa KaTbICyFa KbI3bIFYIIBUIBIK TAHBITCAHBI3, OCpUIreH OalijlaHbIC HOMIpIIEpIHE
*a3bIHbI3, Ci3re cyx0aTThIH €H KOJailIbl KYHI MEH yaKbIThIH OeNrijiey YIIiH XadapiiacaMbIH.
Cyx6arToig 031 Tenedon Hemece WhatsApp apkpuibl mraMamed 50 MUHYTKA CO3BLIa/IbI.

Koceivma petinne men Cizre HY JKXBBM nexaHbIHBIH PECMH XaThIH JKOHE
aKmapaTTaHIbIPbUIFaH KeJliciM opMachiH ki0epin OTHIPMBIH.

Kypmernen,
AnteiHait Mycraduna

Baiisanbic aKknaparbl:

Dn.momra: altynay.mustafina@nu.edu.kz
Ten.: +7 7713774752 (WatsApp)

Ten.: +7 7478520803

JJOKTOpaHT JKeTeKNIJIEPiHiH 0ailJIaHbIC AKIAPAThI:
1-uri spBaitzep: dp. Jdapxan bunsuos, Accucrent Ipodeccop, dbilyalov@nu.edu.kz
2-uri saBaiizep: [dp. Jlunu [Tapmentep, IIpodeccop, lynne.parmenter@nu.edu.k



THE ROLE OF ACADEMIC DEANSHIP IN KAZAKHSTAN 286

Appendix D 3. Sample Invitation Email Letter to Recruit Academic Deans (in Russian)

3npaBcTBYyiiTe!

Mens 30ByT AntbiHail MycTtaduna, TOKTOpaHT 3-To Kypca Briciieil mkossl
obpazoBanus HazapbaeB Yausepcurera (BILIO HY). S npurnamato Bac npussITh yuactue B
MOEM MHTEPBBIO B paMKax JOKTOPCKOTO Hccie10BaHus Ha TeMy «Pouib IekaHOB B ObICTPO
MeHstoleMcs BeiciieM oOpasoBanuu Kasaxcrana.

Lenbto uccnenoBanust ABJISETCA U3YYUTh POJb IEKAHOB, IOHATh, KaK
MHCTUTYIMOHAJIbHBIE PEOPMBI B BBICIIIEM 00pAa30BaHUU BIUSIOT HA JOHKHOCTD U
(GyHKIMOHAJIbHBIE 003aHHOCTH JIEKaHa, KaKHe TPYAHOCTH BO3HUKAIOT B paboTe ieKaHa, U
€ro B3aUMOJCUCTBHUHU C PA3IIMYHBIMU 3aUHTEPECOBAHHBIMH CTOPOHAMHU (aMUHHUCTpAIel
BY3a, Ipo(eccopCKO-IPEIo1aBaTeIbCKUN COCTaB, CTYACHTHI, pad0TOIaTEeNH! U T.J.), €CTh JIU
pasauyuus MEeXAY TEKYIIUMH 00S3aHHOCTAMH U QYHKIUSAMU JeKaHa U 00A3aHHOCTAMU U
(G YHKIUSMH, TPOTTUCAHHBIMU B JIOJDKHOCTHOM MHCTPYKITUH JCKaHa.

Ecnu Bel 3anHTEpEecOBaHbl B y4aCTHHM B MHTEPBBIO, MTOXKAIYICTa, HAITUIIIUTE MHE, U 5
CBSDKYCh ¢ Bamu, uToOBI JOTOBOpUTHCS 0 HanboJsiee yio0HoM 1 Bac nate u BpemeHun
uHTEepBHI0. CaMO UHTEPBBIO OyACT MPOXOAUTh 10 Teaedony win B WhatsApp npumepHo 50
MHHYT.

B kadectBe mpwiioxenus s Beicbutato Bam mucemo ot pekana BIID HY u dopmsr
WH(POPMHUPOBAHHOTO COTJIACHSI.

C yBaxeHuem,
AnteiHait MycTtaduna

KoHTakTHBIE JaHHDBIC:

Dn.moura: altynay.mustafina@nu.edu.kz
Ten.: +7 7713774752 (WatsApp)

Ten.: +7 7478520803

KoHTakTHBIE JaHHbIE PYKOBOAUTE/ICH TOKTOPAHTA:
1-w1ii aBaitzep: dp. dapxan busstios, Accucrent Ipodeccop, dbilyalov@nu.edu.kz
2-oii saBaiizep: [p. Jluau IMapmentep, IIpodeccop, lynne.parmenter@nu.edu.kz
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Appendix E. CITI Training Completion Certificate

a4 " 3 > - o i SR Completion Date 01-Feb-2019
.. - P iares ) Expiration Date 31-Jan-2022
wE Qo S Record ID

< PROGRAM

This is to certify that:

Altynay Mustafina

Has completed the following CITl Program course:

Social & Behavioral Research - Basic/Refresher (Curriculum Groug)
Social & Behavioral Research - Basic/Refresher (Course Leamer Group)
1 - Basic Course (Stage)

Under requirements set by:

Nazarbayev University

Verify at www.citiprogram.org/verify/?w35118683-714c-4b29-93a2-7caecdbc091d-29578660

287

29578660
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