
Berend Mets, MB, ChB, FRCA, FFASA, PhD 
Eric A. Walker Professor & Chair Anesthesiology  

Penn State Milton S. Hershey Medical Center 

Chairperson Leadership of 
US Academic Anesthesiology 

Departments 



Chairperson Leadership: Academic Anesthesiology 

Publications 

Part 1  ▪  Characteristics & Accomplishments 
 Mets B, Galford JA, Purichia HR. Leadership of United States academic 
 anesthesiology programs 2006: Chairperson characteristics and 
 accomplishments. Anesth Analg. 2007 Nov;105(5):1338-45. 

 

Part 2  ▪  Leadership & Management Approach 
 Mets B, Galford JA. Leadership and management of academic 
 anesthesiology departments in the United States. J Clin Anesth. 2009 
 Mar;21(2):81-93. 



Chairperson Leadership: Academic Anesthesiology 

Methods 

§       Internet-based password protected  

§       SAAC Listserv July 25 – Aug 25, 2006 to 132 Chairs 

§       Ranked Questions / Rank Ordered 

§       55% Response Rate 



Chairperson  
Characteristics & Accomplishments 

§  Median age 54 years 

§  92% Male 

§  97% Permanent Positions 

§  Median; 5 years in position 

§  80% Professors, 11% Associate Professors, 3% Assistant 

Professors 

§  64% Tenured 

§  54% AUA Members 



Previous Training 

§  82% AMG  

§  93% held MD 

§  18% held PhD 

§  24% Masters Degree 

Chairperson Characteristics & Accomplishments 
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Previous Training 

§  98.5% US Residencies 

 7 Chairs from Massachusetts General Hospital 

§  31% Research Fellowship 

§  57% Clinical Fellowship 

 ICU 

 Cardiac Anesthesia 

Chairperson Characteristics & Accomplishments 
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Primary Specialties  
of Anesthesiology Chairpersons 

16

16

13

12

6

3

2

1

1

1

1

0 2 4 6 8 10 12 14 16 18

Generalist

Cardiothoracic

ICU

Neuro

Pediatrics

Pain

Regional

Vascular Thoracic

Trauma

OB

Ambulatory

Number of Chairs

Sp
ec

ia
lt

y
Chairperson Characteristics & Accomplishments 

N=72 



Chairperson Motivation & Insights 



Stage of Career when becoming a Chair 
was identified as career goal 

Assistant 
Professor

32%
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Professor
4%
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/Fellow

32%
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Motivation to Become Chair 

Chairperson Motivation & Insights 

N=52 

Other 
13% 

Wanted to build an 
Academic 

Department 
45% 

Wanted to impact 
Resident Education 

15% 

Wanted to build a 
Research 

Department 
4% 

Wanted to run 
things 
23% 



Experience & Training most helpful in functioning as a Chair 

24%

20%

17%

15%

13%

7%

4%
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Serving as Vice Chair

Serving as OR Director

Other

Serving as a Clinical Division Director

MBA or other business education courses

A Research Career

Serving as Residency Director/Program Director

Percentage
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Examples of “Other” – Industry/business experience, clinical training, learning from peers. 

N=46 



Chairperson’s response to question: “What would you advise an 
Aspirant Chair who is an Assistant Professor to do?” 

Chairperson Motivation & Insights 

N=44 
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5.14 
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(G) Complete an MBA 

(F) Become Program Director who publishes on education 

(E) Develop a research center with goal of NIH funding 

(D) Become an OR director who publishes on this subject 

(C) Become a "triple threat" # 

(B) Become a "double threat" (clinician/another academic area) 

(A) Become a Division Director responsible for admin, research, and 
education in the division 

Ranking 
(6 = most important; 1 = least important) 
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Summary Advice for Aspirant Chairs 

§   Experience Most Helpful: 
  Vice Chair 
  OR Director 
  Division Director 

§   Advice to Assistant Professor: 
  Become a Division Director  
  Double Threat or Triple Threat 

§   Most Important when preparing to be a Chair: 
  Being a clinical expert on a national level 
  Ability to write Scholarly publications 
  >15 research publications   
  becoming a national leader of an organization 
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Time Allocation by Chairs of Different Leadership/
Management Tasks 

N=67 

Chairperson Leadership & Management 

Administration, 18% 

Recruitment, 6% 

Managing People One-on-
One, 10% 

Committee Meetings, 11% 

Leading, 8% 

Clinical Care, 31% 

Teaching, 8% 

Research/ Scholarship, 8% 



§ Visionary 
 
§ Coaching 
 
§ Affiliative 
 
§ Democratic 
 
§ Pace Setting 
 
§ Commanding 

Relative Importance of  
Six Styles of Leadership to Department Chairs 



Relative Importance of  
Six Styles of Leadership to Department Chairs 

*Goleman et al. 2002, Primal Leadership 
N=41 
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Ranking 
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Chairperson’s response to question: “What would you consider 
to be the most important leadership challenge as a Chair?” 

N=61 

Chairperson Characteristics & Accomplishments 
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(F) Goal Setting within the Dept 

(E) Creating a Challenging Environment 

(D) Role Modeling Behavior 

(C) Communicating with the Dept 

(B) Aligning People in the Dept 

(A) Setting Direction for the Dept 

Ranking 
(1 = most important) 



Most Difficult Management Challenge for a Chair 

N=44 
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(E) Clinical Care "Quality" and Safety 

(D) Clinical Efficiency in the OR (start times, turnover, etc) 

(C) Assure Appropriate Education of Residents, Fellows and Medical 
Students 

(B) Maintaining Revenue to Support Faculty Salary 

(A) Fostering Research and Scholarship within the Department 

Ranking 
(1 = most important) 



Chairperson Leadership & Management 
Chairperson’s response to question: “What administrative 

function of your position do you least enjoy?” 

N=47 
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(F) Hospital / Institutional Admin Activities 

(E) Improving Margin 

(D) Competing for Resources 

(C) Hospital / Institutional Politics 

(B) Ineffective Meetings 

(A) Personnel Problems 

Ranking 
(1 = most important) 



Chairperson’s response to question: “What do you enjoy 
most about your position?” 

Dept = Department 

Chairperson Leadership & Management 
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(H) Free Time to Pursue One's Own Interests 

(G) Improving the Margin by Maximizing Revenue and Minimizing Costs 

(F) Recruitment of Faculty 

(E) Improving Quality of Clinical Care 

(D) Building Research in the Dept 

(C) Building the Effective Organizational Structure for the Dept 

(B) Improving the Residency Program to Enhance Residency Education 

(A) Mentoring and Teambuilding of Faculty 
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Autonomy & Financial Transparency in Academic 
Anesthesiology Departments 

Autonomy  Percentage N 

Program Director is Not Chair 65% 60 

Program Director Controls Residency Budget 44% 45 

Program Director Conducts NRMP 73% 60 

Division Chiefs Control Divisional Budget 8% 57 

Financial Transparency Percentage N 

Faculty Salary Ranges are Known in the Dept 77% 49 

Individual Faculty Salaries are Shared in the Dept 18% 49 

Profit and Loss Revenues are Shared in the Dept 82% 47 

Financial State of the Department Shared at Least Annually 93% 48 

NRMP = National Residency Matching Program 
Dept = Department 



Chair Satisfaction with Current Position 

Chairperson Motivation & Insights 

1  2  3  4  5  6  7  8  9  10 
Very Satisfied Very Dissatisfied 

Mode = 3 
Median = 3 (1-9) 

Mean = 3.4 (2.27) 

Mode = The most frequently occurring value of a set of N 
Median = The middle value of a set of N 
Mean = The average of a set of N 

N=50 



Plans After Chairpersonship 

Go Back to Practicing Clinical 
Anesthesia (Full or Part 

Time)
41%

Seek Another Position from 
Within Hospital or University 

Administration
15%

Other
14%

Retire
12%

Leave Anesthesia Practice 
and Do Something 

Completely Different
10%

Seek a Dean or Vice Dean 
Position

8%

Chairperson Motivation & Insights 
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Chairperson Leadership of US Academic Anesthesiology 
Departments 

“To Lead is to Live Dangerously” 
 
Ronald Heifetz 


