i . " DOCUMENT RESUME

N

ED 138 207 ' g . - ¢ HE 008 '872
AUTHOR ', Bakker, Getald-R.; And Others
TITLE ‘ Professional Development of Faculty. Crlteria for the

O L . Evaluation, Support, d Recognltlon of ‘College.
- - T - Teachers Number 4. :
- INSTITUTION . Michigan Univ., ‘Ann Arnbor. Center for Research ‘on -
L Learning and Teaching. e
SPONS AGERCY Fund for the Improvemént of Postsecondary Educatlom i
: "(DHEW) , Hashlngton, D.C. -
PPB DATE - Mar 77 )
NOTE' : 6p.; Special Pubilcatlon of the Fund Associates in
National Preject III. -
AVAILABLE FROM Na“‘*onal f£-oject III, Cent for Research on Learning
‘ ‘and Teaching, University uichlgan, 109 E. Hadison,-
Ann Arbor, ulchlgan 68109

N

" EDRS PRICE MF-$0.83 HC-$1.67 Plus postage.

DESCRIPTORS *College Faculty;. Develapmental Programs. ngher
- - Education; - Improvement Programs; Intellectual .

Disciplines; *Professional Continuing Edgcation;

) . .. *Staff Improvement; *reacler Improvement' *Teacher
_Role : s
" IDENTIFIERS *Faculty. Development' National Project IIT (FIPSE).
‘ oo *Profess1ona1 Development
ABSTRACT . .

Professlonal de¥&lopment of faculty is a more
1nc1uslve term than “faculty'cevelapment," sincg it connotes concern
for- 1mproV1ng the conditions of student’ learning, awareness of
changes in the role of the teacher and involvement with the health’ of
the institution.: The idea of professional development generates

. responses along a contimuum. At one end there is a desire among .
faculty members to reaffjrm their professional focus and to malntain,
strengcthen, and clarify their disciplinary, identification. _
‘Traditivsial, self-generated scholarly renewal is in“many instances
Lo the most uppropriate, form of professlonal development. At the other
" end of :ig continuum is a 'desire of teachers to change their primary
profess;ontl fodus from a specific discipline to the .educational.
enterpris« 2o 2 whole--for example, to consider oneself as a teacher
_of physics rather than @& physicist who teaches. Ideas and interests
“along the continuum are reflected in the wide range of professional
"~ development prograas currently undervay. Some examples are given of
progrars undertaken by Natlonal Project III Fund Associates.
(Luthor/HSE) .

,

AN
© .

‘************************ *************************************** ********

* Documents acquired. by ERIC include many informal unpublished *
* paterials not available from other sources. ERIC “makes every effort *
* to obfain the best copy avallable. ‘Nevertheless, items-of warginal *
*,reproducibllity are often encountere%rand this affects the quality *
~ * of the microfiche and hardcopy reproductions IC makes available *
' * via the ERIC Document Reproduction Service (EDRS) . EDRS is not *
* responsible for the quality of the original document. Reproductions *
* *
* *

supplied 'by EDRS are the best that can he made froa the original.
***#*#******************************#******************************** =
* .

) -




N -Yms Dpcumem NAS Ut
| DUCED EXACTLY A3 ne'“" > o B
THE PERSON OR ORGANIZ
- ATING 1T POINTS OF ViE
: :;:Y'EOD‘FDg NOY NECES:
E ICIAL NA
EOUCATION rosITI For soree TE 0

innm-mo-nnu e e ) . | | :
i ADUCATION AWELF.RE “> ’ ' T ‘ : o
- MATIOMAL INSTITUTE OF . <

EoucaTion > - ‘ ' Y,

CEIVEO FROM
wlyonmucm !

R OPINIONS
SARILY REPRE.

FOR THE EVALUATION, SUPPORT, AND
necoe.m'rlon OF COLLF’GE TELCHERS

Ol' ﬂoucv a

LA SPECIAL PUBLICATION OF THE FUND ASSOCIATES IN NATIONAL PROJECT i, PREPARED AT THE CENTER FOR RESEARCH ON

ED138207 -

%

T

LEARNING 'AND TEACHING. THE UMIVERSITY OF MICHIGAN

Numbe. v, . J' March, 1977

'

' P I - : ~ competence in the classroom. Teachers spend con--
- IO QSS].OD.C[]. siderable time and effort in finding ways to link up new

developments “in their own® disciplines with how they
DevelOpment teact. To this end, teachers talk with their peers, read.
. source materials relevant to coliege teachmg and, on ° ‘
Of FGC‘ I I Y occasion, seek consultation with specialis. s in matters .

e g “related to college teachtng ‘e
© “Faculty. development has focuSed attentlon on im- . .
proving the competence of individual members of the . Atgarlham, a pfOfeS§0f of chemistry is assign-
faculty-as teachers. We prefer “professional develop- ed half-time as a “Consultant on Teaching and
ment” as a more inclusive term, since it connotes con- Learning” for his colleagues. He spends time talk-
cern far improving the conditions of student_ learning, - ing with peers about teachingaconcerns, obses-
awareness of changes ir'the role of-the teacher, and in- ving .classes, discussing .syllabi and examina- =
volvement with” the health of educational institutions. - tigns, and interpreting student ‘appraisals .ot in- -

struction? Facully members come-to him voluntari-

The’ I'[npems N S -ly, and, he is, entirely separate from the official

. evaluation system His - activity -has clear insti-

Profagsional development should begin with a care- . . tutional support, but is just as clearly segregated
ful examination of institutional mission, goals, and iden- .from the extrinsic reward structure, And it is im-
tity, a process that requires exfensive and sensitive uses _ pertant in such an institutional setling that, he is
of institutiohal research. The impetus for such examina- ~ Someone who is aiso learning about teaching and
tion can come from budgetary concerris, from special knows his* colleagues as scholars and personal_
interest groups, or from leadership by individuals within acquatntances ) Lt
or outside the academic community. Whatever its form, . e .
such examination generates responses along a con- A faculty seminar at The University of Michigan
tinuumn. At one end we encounter awareness among - . Was -formed to- analyze specific instructional
- some faculty memBers of a desire to reaffirm their pro- arrangements. The discussions soon extended to
. fessional -focus, to maintain their present disciplinary cover a wide range of issues such as: the power
_identification, and to strengthen and Marify that identi- - struCture in the classroom), relations between re-
fication. Traditional, self-generated scholarly renewal is search and teaching, the short and long ferm im-
in ‘many instances the most appropriate .form of pact of the teacher, the nature of §tudent moti-
professional development -~ vation, the attitude and value changes of stu:
At the other.end.of.the- contlnuum~|s-an-awareness _ dents, equitable methods of :assessing student
among teachers of a néed to change their primary: performance, learning theory appied to téaching,
_professional focus from a specific discipline to the how to lead a successful: discussion group, the
educational enterprise. as a whole—for example, to _ * reward structure for teachtngtn the University, and
consider oneself as a “teacher of physics” ratherthana - projections of future trends in’ higher education.
“physicist who teaches.” Between the two poles a These teachers wanted to understarid the; nature
number of responses are possible; these are reflected’ _ ~ Of the teaching progess as, opposed to learning
in the wide range of professional development pro- . tech_niques.' of, *‘specific mstructtonal
grams currently under way. arrangements.’ .
Several of the National Project ]Il Associates sponsor - At i i L b *
. projects that exemplify different approaches to the pro- devel inois, a survey "}s rumen Ihs | e'%g
fessional developmept of teachers. Thase who wish eveloped for use in the evaluation of whole prb-
more information on the examples cited througnout this = - grams es well as m?,',v%’al courses. The_‘t‘ns(;ru-
report should contact the project directors who are ment assesses levels. 'graquﬂte.andh noer-
I|sted on. the fast page . - graduate student satisfaction .~ specific pro-

| 'V/Vfd;af.?:‘? 71.

grams. Program and departmental paefiles will be

ln What . generated with attention given to different types of -
S ' programs and-the level at which they are offered.

In. addition, -intensive interviews are being held
AI]d how W Te(']_[:h ~ with department heads to dglermine_how they

think instruction should be evaluated. The results

Keeplng abreast of his or her field is @ major _actnv:ty . will be used as the basis for recommendattons on
of the coliege teacher and a prime factor in raaintaining . an |mproved evaluation. system .
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_ More specifically, teachers also seek serviceable'in- .
formation ‘on the costs and bepefits, strengths_and
limitations of new modes of instructicn, for example,

. Personalized System of Instruction (PS!), gaming,

. - +Computer Assisted Instruction (CAl), and the use ob -

" media. These experimenting teachers need access to

-iz_gsources-but they also need time to plan and imple- ‘

ment these new forms of instruction and to draw com- - among disciplines, five appointments wiil be made -

parisons with more traditional approaches (see Criteria o a competitive basis each-year whereby facuity

1. - S e members will- be released from iheir regular duties

At Ohio Wesleyan a video laboratory te improve . for one or two scmesters. "

. teaching in Jiberal arts cours'qs allows faculty-- o
designed and ‘inittated experimentation with in~
dividual and group' uses of micro-teaching. Video-
tapes showing resulting changes in teaching
-styles will be shared with other institutions. :

_ members from acquiring sugh competence early"
“intheir careers. Many teachefs on this campus do
wish to "incorporate the methodologies. and
knowiedge/of other fields inty their own teaching  * -
and resedrch, but lack the necessary com- :
~ petence.in the second discipline. To overcome
this obstacle and to facilitate communication

At Ball State, a program in evaluation of depart- -
meni. heads, program directors, deans and., other
administrators has been. initiated. - This- infor-
mation indicates how the faculty and the Staff per- +
N o : . ceive the administrative style of a:particular in- .
'+ Another dimension of professional development is _ dividual. ¢ ' '

- aimed at improving teaching effectiveness’in regard to ' )

the new clientele on college campuses. Course con-
’ tent is being adapted for a more heterogeneous grqup
of students' who differ in both aptitude and styles of
learning, In some instances it is necessary to design -
new courses, to revise the structure of the curriculum

At Ohio Wesleyan, a facully committee on
* “Academic Concerns"” is charged with continual
reassessment of faculty positions as stédent and .

. institutional needs ¢hange. This committee, alony -
with a faculfy committee on university- governance

L and, perhaps, to reevaluate the ass¢mptions on whigh { which reviews. budget plans, advises the ad-*
. teaching is based. - : . ministration on long and shqrt-range'pohcy. e
The demands and the problems Yacing the begin- " )

The State University of New Yotk Central Ad-
ministration is evaluating three system-wide pro-
grams of teaching awards and intructional im-
provement grants. Particular attention is given to

. the effects on the recipients’ teaghing and self-
& esteem and on the' practices of other ter ~“hers. -

: . . ~

In times of fiscal difficulty and fewer openings in the
p.ofessional ranks, the movement of teachers from one
institution to ancther, has become greatly reduced.
When teachers feel that they cannot easily jeave, they- -
may acquire a stronger identification with their homee in-
stitution. New forms of cooperation between, administra-
tioh and faculty* will be needed to promote joint
enhancement of teaching and learning. - - -

ning college teacher are somewhat differeqt than those
for teachers in mid-career, or those who ‘are thinking . "
about retirement; a good program of faculty develop- ~
ment. will accommodate these differences. Many insti-
-tutions make summer research grants -available to
members of their faculties. These funds are cstensibiy
.~ intended to encourage jresearcH development of
younger staff members and to allow older teachers 1o
-.  move in new directians. Very few institutions, however,
have specific programs geared ta the habits and the in-
terests of the senior members of the faculty, as
teachers. Techniques such as faculty interviews and
. careef counssling are being intrpduced in a preliminary
. way. Tiese hold promise for helping a teacher to un-
. derstand the changes that occur in different stages o
_his or her career. ' o

.

i

~ At Ball State, a task. force on \faculty/insti-
tutiongl development has ‘been _organized to

[ [ . L
muuorm e prepaqre recommendations and serve as a faculty
hwolv-emem . : _sounding board for developmental issues: TWO v
A4 d S . new seminars for the faculty have beén Initidted, - .

" Protessional ‘d:velopment is becoming increasingly one concentrating on values in higher-education® _
institutionalized. Instituticnal concerns now intervene in and the other on changing organizational dimen- "~

an area onte based exclusively on individual facuity in- - sions. S ‘ S
S itiative, -and there seems to be littlg, reason to expect a :
““return” to the “‘gond-old ‘days,"—if they ever existed.
« Educational institutions  are now. accepting respon-
sibility for shaping and organizing the opportunities ard
~ resources for sustaining the professional growth of their

- - teachers. ' .

-

At Ohio Wesleyan,” university-wide interviews

- petweén colleagues explored professional goals,

institutional mission and thg meaning of liberal
ecucation. The restilts are being analyzed and will -

* be used- as the basis of several fa’culty.coiloqui'a. :

" The Program for Faculty Study in a Second I the State_University of New York system, ~

‘_D‘sscipline at-the University of lllinois recognizes
that successful- interdisciplinary activity requires,

- . among other things, competence in two or more of,
* the fundamental fields of learning. The high

degree of Specialization prevalent in graduate and
professional  education often prevents faculty

- @

recipients of ité teaching awards are convening in

regional meetings'to h suggest university policy
for the improvament of teaching ‘methods and

materials. As in tradiffonal disciplinary scholar--

ship. those who excel at teaching are being asked

to-lead in j’ofessional educational development.

LN
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Support for Teaching

Durrng the last tei1 to twenty years there has.besn a

growing demand for effective teaching. Students and
othei supporters of the educa’tronal system have begun'l'

to ask for more ‘value for their time and dollars. Orie in-

stitutional response to this demand has been rmore |
attention to the formal evaluation of teaching. Student.:.
ratings, peer evaiuations, and departmental evaluations’

Have become widespread, despite some. faculty
resistance to them. (For a more extended discussion of

. the use of student evaluation of instructioh, see Criterla ..

Il.) As faculty members -becorme morg aware of the
benefits of evaluation, they can focus their resistance on
possible abuses of these technrques When carefully

. designed &nd judiciously used, evaluation of teaching

" Sabbatical lea¥e policies are gradually, belng altered

can ephance rather than inhibit professlonal growth. .

At Kansas -State, the Office of Educatronal lm- -
provement not only makes the IDEA system of *
Student appraisals available to' faculty, but also
provrdes diagnostic service to those who wish to
explore further the student feedback they réceive.
Tine IDEA system is an infegral part of a graduate
level course on college teaching. A number 'of
faculty rjembers and graduate teachitig assistants
have taken' the course as a part of their pro-~
fesslonal preparation. in addition, a workshop was ..

~ held for departmefital chairpersons to review both .
the purposes and the results of faculty, develop-
ment' efforts ‘as perceived at the departmentah
level.

-Buckneil names three ocf,}s faculty who receive
the annual teaching awards {o serve as mentors
for newer faculty, with the title of Presidential Pro-
fessors. ’Thus the institution's human resoureces
are used to enhance teaching skills and reward -
outstanding teachers with a Ieadershrp role.

At Ohio Wesleyan the Faeculty Teaching and
Learning .Committee co-sponsors wotkshops ‘for

teachers who want to use Purdue University's ~ =~

CAFETERIA systen as a diagnostic device to im-
. prove their teaching’ Faculty-members are given a
varlety of opportunities to talk with each other
* about student evaluations of teachrng, video feed-.
back, and other forms of instructional dlagnosls
“In these and simnilar cases the emphasrs is on re-
" orienting faculty /attentuon to specific means of
gathering data and changing their teaching
behaviors,.rather than on judg ng performance for
personnel dec:slons - d~ «

The Unlversrty of Mlchrgan has adapted the
CAFETERIA system’ .under the heading.
“Instructor-designed Ouestronnalres A descnrp?
tion of this. procedure has ‘been distributed to the .
- faculty (and to off-campus readers) in Memo to
the Faculty No. ~58, “Student Fleactlons 10 Instruc-
trorn RO :

with a discriminating eye towards insti}tutl&nal as. weII as

" mental

~+ Professional developmem programs cannol be con- _
cerned excluslvely with changes in form or technlque.

. . . . . o

*individual faculty porposee More and m'oreﬁhey are

likely to be granted far-faculty developm ntal purposes,
|nclud|ng irnprovement of feachlng rath er than as enti-

“tlements on a senidrity basis. We vrew such a shiftas ..

potentlally of major benefit to professional growth.

" The success. of pro‘essronal development efforts will -
. »*be determined primarily by the organizational unit of

which the teacher is a part, For-most faculty members

“this will be the department whose mission, commit-
ment, and resources can facilitale or block any
development program: Total instifutional efLorts must

adéquately take intq account th teachers depari--

membership and always seek. depart-

mental/dwrslonal support. .

f}l At SUNY- Oswego, “the Department of
'r"sychology bases ™ 25 -percent of a faculty
member's evaluation on research and 55 percent
on teaching, with the' remainirg 20 percent
negotiable. The criteria and means of evaluation

. are established joint'y by the faculty member and

- the chairperson. This arrangement allows the indi- . -

. 'vidual'teacher to focus efforts in an area of pro-

. fessional activity most approprrate to his or her
own srtuatron and stage of development. The’

department makes clear, through the chair-

person, what its goals are gnd what its rewards wlII

be. = . .

-At Bucknell, facul ofrles are befng collected -
department by department with- the"intention of

- making individual, departmental and college goals
more congruent as’ staff changes and replgce-
ments“occur.

¥
e

to be relevarit for the faculty they must also address
themselves to ‘the content of‘instructian. At the depart-.
mental level curricular changé is basically an informal
_process, in response to the question of what is to be
taught to whom and by what means.,Equally important .
. .but less frequently examined is.the evaluation of out-
' comas: how can® we determine what hapfens to .
students ‘and faculty
- specific changes |n culum.and teachrng?

/

Al Bucknell a Freshma ! Humanltles Semester,
consrstlng of three interrelated courses designed
during a month- -long summer workshop,

- faculty, members to-expand their interdi
horizons. Students and an_outside.consui
involved in evaluaflng this arrangement.
tive program, evaluation and faculty evaluation .
-were built in’ ‘as an integral part of the resulterg cur- .
ricular change. - -

Some Special Roles -

. Implomentrng professronal‘development programs in .
a compiex mstltytlonal context requires different .-

strategies and different roles. In many ways these roles
‘are complementary and ‘require different styles,
- strengths ang:’ approaches, making it difficult for.one

person to fl|| more than one role. It may seem best for

to what extent this results from -

-

lowed - .

Y
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teams of mdtvnduals at different organtzattonal Ievels to-

provnde ‘Separate but integr ated' contributions to the
'support of professional development. Some of the roles
which faculty members can fill are described by titles
like:

1) The Helpar—who can cansult with other facutty
_members in a non-threatening way, discuss issues with

" them, ‘and provnde support for changes in attltudes and

values. .
2) The%pbbyist—who defends. faculty ideals, and
hn argues for appropriate attention to ihe enhance-
ment of teaching as it fits the mission, of his or her insti~
stution. . ' ,

3) The Resource Mantpulator—who fosters. the
enhancement of teaching by mfaking Tesources avais
abIe and who constantly reminds the facuilty of oppor-

& internal and external support.

~l .The information Provider—who uses in-

stitutiona! research and oublic relations to examine in-

stitutional missions, to disseminate the results of faculty .

" deliberations about those missions, and to draw atten-

tion to the enhancement programs whiah _result.

Some Final Thoughis

Professional development may or may not yet be'a
"m0vement " There are, significant"programs jn every
part of the.country, besides those cited here Given the
diversity of institutional types and resulting faculty a|ms
which characterize d group even so small as N.P. ill;-no

single strategy or consensus of goals is prohgble inthé™-

foreseeable futare.
Professlonal development will

and forms. Gommitted to the richrfess of.plutalism, we

find such'a prospect encouragk)g: As we all attempt to -

. link professional development more closely to the im-
- provement of teaching, we would urge colleagues

everywhere to consider some continuing and
‘accelerating activities: (a) to relate research. findings
about student learning and adult change to the design.

of prégrams- for prdtessional development; (b) to |nte-<,-'

" grage individual and institutional perspectives ahout the
“.nature of professionalism- and about_means for sup-

PERS

2 I _.ported in whole or in part by the Fund for the Im-

porting professional growth; (c) to mcrease ccmnmuni-

cation. between administrators and faculty” aimed at
keep-ng teachers abreast ol new dimensions and pro-
grams’in the area of professtonal development. ,

A college or university faculty is a group of unusually

intelligent and capable men and women Sustaining

continue to be -
“characterized by a.multiplicity of approaches, attitudes, ,

[

and strengthemng their- competence as teachers does .-

not require massive program development; it does call
for incréeased "access to opportunities and resources

: reIevar 1o thetr professlonal interests.

I S

Activity which is the subject of this.report was sup-'.

' provement of Postsecondary Education, . Depari-
ment of Health, Education and Welfare. However}
] ~ the.opinions. expressed hereinado not necessanly
. reflect the position or policy of the Fund dnd no of-
. ficial- endorsement .by that agency should . be: in-
ferred. ’ )

°
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./Tr:e ‘Multidimensional Strategies -of Faculty
' . . Development o
Professional growth is.a complex sequence of
_events whose elements we are only beginning to
understand fully. Althoughwe’ have much to leamn
about that process, we are proposing a con- ’
. ceptual model to gu*de. our search for effective
- ~| ways to support programs for faculty develop-
fhent.- We_ think that such. progtams might be
. classified.and eventually implemented by using a

.
“

A teacher's efforts to sUstain and strengthen his
or her competence as,a member of the faculty can

"o . | prOFESSIONAL Q ~

\Vigmu«)\

-
AEREWAL

% o | insTRUCT:ONAL T 1 . : NI

ORGANIZATICNAL X .

A "~ FOCUS .

, . FIGURE 1 o

<A Cohceptiual Model for Programs of .
Faculty Development

e . K

o

scheme like the-one presented in Figure 1. . e

be illustrated by our three-dimersioni model. 7.

RETRAINING 4 .
. . e
n T -
» -

1. The focus or ‘aim af the special effort. - -

Professional growth. The term "professional”
has a dual use: as & generic occupational
description and/or in reference to the personal-

.~ and disciplinary inte_re‘sts of an individual facul- AL

ty member.” _ ¢ -
“Instructionai |mprovement ‘for a’ particular. .
course or. program of study. . o
Organizational changes within the institution
or beiween the school and the oft-campus

., . community.’ Ve .
2. Thé modes of activity of different p(vbg[ams. in- .
*cluding: . e '

Renewal activities such. as scholarly studly,.

teacher improvement workshops, learning con- -

., “‘sultation, sabbaticals, and research . work,

" These improve' effectiveness by extending the:

frontiers of the -professor's

. change of emphasis.. S ' -

. Reorientation activities by ‘which. faculty

change the emphasis of their teaching either to

~_a new field within thﬂ;r discipline, or to a com-

“Bination of fields in fhulti- and interdisciplinary
programs. * . e S

Retraining programs in which facylty are"given

L help in developing.new skills and new expertise

- in_cognate fields®" . o S
R impetus to change may reflect:<

.+ /which flow from idenfification. with scholgriy.
norms or with: changing* stand_a‘r?_is .of ‘good
~teaching. Seif-perceived 'dissonancg can have

- / . . ' " apositive effect on professional dévelopment if
. ..} ACTIVITIES - accompanied by readily accessible oppor-

-tunities o improve. "

Institutiong| - pressures. When professional
.o .deyelopment plans ar® guided by clear un-

derstandjng o institytional goals they are more ..

. likely to be éffecfive théin those which ignorethie
-~ . local . setting. Student

teaching, admnistrative concerns for acgount-
ability'and the @eneral institutional atmosphere -
are alt sources’ of .pressur_esifor-‘ teachers_to

grow. : Full consensus on. appropriate criteria, .

e.g.,.quality of research, teaching, and service,

-~and their fair evaluation should be sought so '

" that individua's can be adequately-rewarded for
fheir efforts. ' cL

i LY -

'#. Social needs. Incre¥sed ‘educational oppdr- a5

tunities for. minorities, gtronger emphasisonthe .
vocational, technicalfand communicatio skill -
requirements 0 society “provide inﬁ)

.’ Thethree-dimensional scheme showriin Figure
1 helps us detect gaps in our pragtices and sug- )

gests areas for further programs. For instance; it
appears tromn a review of National Project Il ac-«
«tivities that programs for the personal renewa of .

faculty receive proportionately less attention than’ a

is given to retraining and reorientation activities. .
o e g R » .

R i

knowledge without ~

Th
* 'zg'sonal motives. Awareness. of new, values, ‘-

‘demands for “better - :

e,

elus §
. and direction to professlonal‘developrpent;




