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PREFACE

The history of this conference dates back to the fall of 1982
when a group of senior faculty at The University of Georgia met
with the staff of the Office of Instructional development to
discuss ways of promoting faculty renewal on our campus. These
discussions led to plans for an annual renewal conference to kick
off the academic year in Athens. Following three successful
conferences for UGA faculty in 1983, '84, and '85 we began to look
for ways of sharing with others what we had learned. Although
faculty development was an element of the annual AAHE and POD
conferences, we felt the time had come for a conference where
faculty renewal was THE MAJOR FOCUS. A call for papers was issued
in the summer of 1985; and the First National Renewal Conference,
keynoted by the Honorable John Gardner, was held at the Terrace
Garden the following spring.

The consensus of the participants at that First National
Conference was that efforts should be made to continue the dialogue
begun at that erent, and plans for the Second National Renewal
Conference began in earnest early last year. Jack Schuster agreed
to provide the keynote address for the second conference, and Peter
Seldin indicated his willingness to return as the featured luncheon
speaker. In addition, Roger Baldwin, Howard Altman, Joan North,
and Dan Wheeler all agreed to prepare presentations for the
conference. This distinguished group of presenters was joined by
almost 100 other individuals from throughout the country who
contributed presentations tG the conference program.

Springtime Atlanta in the midst of its annual Dogwood Festival
continued to provide the ideal backdrop for a conference
highlighting renewal, and the conference proceeded successfully.
As before, the consensus of the group in attendance was that this
was a valuable experience worthy of repeating, and we will soon
begin to investigate several options for a third conference. In
the meantime, these proceedings should provide an excellent
overview of faculty renewal efforts underway throughout the
country.
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TOWARDS A DEFINITION OF FACULTY
DEVELOPMENT AND RENEWAL

Teaching and research are activities requiring large amounts

of emotional and creative energy. Before scholarly productivity

can be maximized, an environment that meets the professional and

personal needs of faculty and staff is imperative. Any conscious

effort, therefore, of an institution or unit within the institution

to address the needs of its faculty members can be aptly defined as

"faculty development" or "faculty renewal." During the 1970s

several faculty development programs were established across the

country. At the root of many of these programs, however, were

attempts to deal with emerging nesative factors such as financial

cutbacks and faculty retrenchment. A significant number of these

programs were financed by external funds or "soft money," and by

the end of the decade many of these first generation programs had

been discontinued.

At The University of Georgia initiatives labeled

"instructional development" and "faculty renewal" have taken a

form different from many of the earlier programs. The

establishment of the Office of Instructional Development was

effected by a gradual, thoughtful process that did not reach full

proportions until 1981, a full decade behind the earliest units of

that kind. This unit at Georgia has been unique in that since its

early conception there has been strong support both from the senior

administration and from the faculty. The original budget was lined

in as part of the University's instructional budget with the

xii



Director reporting directly to the Vice President for Academic

Affairs, the University's senior vice president. There have been

no hidden agendas and the office has been able to approach its task

in an open, creative manner.

Perhaps the most unique characteristic of this unit has been

its adoption of an institutional model for addressing instructional

improvement. The approach has embodied a positive posture wherein

environmental factors important to the well-being of faculty have

been addressed. Within this model there has been the freedom to

create new activities and to test novel programs. From this

approach have emerged many initiatives that are both bold and

refreshing within academe.

Faculty renewal at The University of Georgia signifies,

therefore, a positive attempt to improve the quality of both the

professional and personal lives of the faculty. Rather than taking

the position of "what will we do with all these people?" the

approach has been "how would we make it without them?" So, in the

1980s at The University of Georgia, the older term "faculty

development," which earlier possessed at least some negative

connotations, has been transformed into a positive activity/

Faculty renewal has come to mean those things, both personal and

institutional, we do to stay current and refreshed and to be happy

in our work.

Ronald D. Simpson, Director
Office of Instructional

Development



MEETING THE CHALLENGE OF
PROFESSIONAL AND PERSWAL RENEWAL

FOR FACULTY

Jack H. Schuster

The Claremont Graduate School

It is a pleasure, indeed a privilege, to be with you

this evening to participate in year conference on faculty

renewal. It is especially pleasing to me because of my

respect for Ron Simpson, Bill Jackson and the outstanding

program they oversee at the University of Georgia. And, you

know what, I'd probably say the same thing even if they

weren't my hosts! That's because I have followed the

University of Georgia program from afar and have visited Ron

and Bill at the Office of Instructional Development about a

year and a half ago. When Dan Wheeler and I were organizing

the contents of our forthcoming book, enhancing Faculty

Careers, just about the easiest decision we made was to

invite Ron and Bill to write a chapter describing the

Georgia program because we believed that it provided a model

worth emulating. They have not only espoused important

values and principles -- that's not too difficult to do- -but

they have been able to act on those principles and implement

an impressive program.

Now to the topic at hand: Meeting the challenge of

professional and personal renewal for the faculty. Let's

begin with a somewhat fanciful exercise.



Pick a number. What percentage of the faculty members

on your campus is disengaged or disengaging? Ineffective or

waning in their effectiveness? Burnt out cases or perhaps

merely very tired ones? Think about it. Is that number

around 5 percent? 10 percent? 15 percent? 25 percent? Even

more?

You don't know. I don't know. And of course, nobody

knows. That's because it is awfully hard to judge such

matters. However, I'm here to tell you that I believe the

answer, across all American campuses, is 14.74 percent! You

are not so sure? What, you may ask, if the actual

percentage is only 6.2 percent? Or what if it's really 27.8

percent?

Well, admit that my 14.74 percent is not entirely

scientifically derived. Okay? But I'm prepared to argue,

on the basis of what I've learned--in visiting campuses and

attending conferences over the past several years and

reading what I can find about faculty morale--that the

proportion of faculty members who could properly be

classified as marginal, or worse, in their effectiveness

lies somewhere between 10 and 20 percent. Or ask

yourselves, what proportion of the faculty, even if

performing adequately, satisfactorily, is performing at a

level significantly less than their full potential? How

about 35 percent? 55 percent? To repeat, precision is

hardly crucial for these purposes. What ist crucial is to

understand three things:

2 I.9



o One, the number of faculty members who are not

currently carrying their own weight is not at all

insignificant.

o 'No, the cost to the campus, while impossible to

calculate in budgetary terms, is unquestionably considerable

in terms of what the campus actually arh.:eves; these costs

are real and substantial.

o Three, the situation is destined to get worse, maybe

appreciably worse, before it gets any better- -that is, in

the absence of significant interventions designed to support

renewal.

Aid this leads me to a brief outline of my topic. For

purposes of my comments this evening, I intend to touch on

the following four subtopics:

(1) trends in the quality of the academic workplace;

(2) observations about, and implications of, a changing

academic labor market;

(3) emerging approaches to faculty development; and

(4) barriers to enhancing faculty development.

I.

Trends in the Quality of the Aolidemic workplace

In order to understand the circumstances in which

potential "clients" of faculty development programs find

themselves, it is necessary to comprehend the forces that

are moulding- -often constrainingacademic life. As a

general proposition, the quality of the academic workplace

3., 20



has been deteriorating slowly but steadily for nearly two

decades, and the cumulative effect has tended to increase

faculty frustration, depress morale, and encourage

detachment.2 The effects are surely uneven; many faculty

members remain luoyant and some institutions have been

fairly well buffered from the demoralizing effects of

scarcity. Nonetheless, at least eight large-scale trends

relevant to the faculty condition impinge in impertant ways

on the quality of academic life. They warrant at least a

brief recital. Considered together they provide a framework

within which future efforts to provide for the professional

and personal development of faculty members must be

considered.

One, xgrjamssingitigina have deteriorated palpably over

the past decade and a half. This can be seen in the

decreased availability to faculty members of secretarial and

clerical support, in crowded faculty office conditions, in

reduced travel budgets, in outmoded research

instrumentation, in eroding library budgets, and in the

massive amount of deferred maintenance with which campuses

must one day reckon. In addition, be obliged members

frequently report their frustrations at having to work with

large proportions of underprepared students.

Two, compensation for the faculty has decreased

dangerously over the past decade and a half. Though there

has been a modest recovery over the past seven years

(averaging 1.9 percent per year above inflation), faculty

4



members on average lost about 13 percent of their earning

power from 1972 to 1986 (as measured in constant 1985-86

dollars).3 This abysmal record compares unfavorably with

every other major occupational group in the non-agricultural

sector over the same span of time

Three, the agedimiglekoramait continues to be

inhospitable to faculty members in most fields. Mobility is

severely limited compared to the robust academic labor

market of the 1950s and 1960s. The prevailing strong

buyers' market results in may faculty members reporting

feelings of being immobilized or "stuck," and unfavorable

conditions, though perhaps growing less severe, are likely

to persist well into the next decade.

Four, faculty members are caught in a perplexing

crossfire of conflicting expectations. As values (and

criteria for rewards) change on many campuses, faculty

members who previously were expected "only" to be effective

teachers increasingly are being hired, retained, and

promoted more on the basis of scholarly productivity. They

are being asked, too, to rehabilitate an undergraduate

curriculum that in recent decades has come unraveled and,

concurrently, to be more responsive to the needs of business

and industry. More challenging, faculty members are being

asked to support expanded access (that is, to accomodate to

the remedial needs of legions of poorly prepared students)

while, at the same time, the faculty is routinely chastised

for having permitted academic standards to slide. (Faculty



members, of course, should be seeking earnestly to respond

to all of these needs, insofar as possible. The point is

that this flurry of expectations, coupled with limited

resources available to the faculty, breeds confusion and, it

appears, encourages withdrawal.)

Five, the faculty is *concealing.* By this I mean the

faculty workforce is growing older and, correspondingly,

they are now tenured, in the aggregate, at ever higher rates

(currently about two of every three faculty members), and

they are becoming more and more clustered in the senior

ranks.

Six, cgagmeased.serear_lesigeri are the norm; many

faculty members reach the highest rung on their career

ladder with many years of teaching still before them. Yet

the opportunity to advance ordinarily is crucial to

motivation in the workplace.4 While this problem is more

acute in many community colleges (perhaps especially at

those with no differentiated faculty ranks), it is a

significant issue in all types of four-year institutions as

well.

Seven, the faculty perceives itself in recent decades

as having lost a significant slice of its hard-won,

cherished autonomy. The relentless forces of the

marketplace (for example, the oversupply of faculty and

student consumerism propelled by careerism), the escalating

political demands for accountability and assessment, the

size and bureaucratic complexity of the contemporary

6



multiversity--all these have undermined the faculty's

ability to control its agenda and its destiny.

Eight, faculty moraleas a consequence of these and

other factors--is uneven, often quite poor, ranging to

downright awful at many institutions. Ennui, burn-out, and

disengagement, while difficult to measure, are abundantly

manifest. The summary by Clark, Corcoran, and Lewis, on the

basis of their University of Minnesota studies, is congruent

with evidence about faculty morale drawn from many sources:

"We show," the authors write, "that although faculty

vitality in the main is currently quite high, a significant

proportion of faculty are still experiencing problrums of

morale, job satisfaction, and professional productivity."5

This familiar litany of woes admittedly does not do

justice either to the strength and resiliency of American

higher education or to the unwavering dedication of

innumerable faculty members to their noble calling. But

neither should these strengths--even though they may be the

envy of the rest of the world--obscure the powerfully if

subtly corrosive effects of the trends just mentioned upon

the system and on the faculty's ability And commitment to

fully meet its responsibilities. The central lesson is that

environmental conditions strongly influence the extent of

commitment in the workplace; simply put, a non-supportive

and deteriorating work environment undermines commitment and

effectiveness.6

7



Thus, it has come to pass, after roughly two decades of

constrained resources, that the careers of contemporary.'

faculty members frequently leave a great deal to be desired,

even though the academic profession remains, on balance,

attractive to the majority of its practitioners. These

circumstances call for more effective ways to encourage

faculty commitment and to facilitate re-invigoration.

The Changing Academic 'labor Margot

I turn now, albeit briefly, to a consideration of the

academic labor market. There are two points of great

importance to be made here. One, the academic labor market

is on the brink of a massive change. Two, these changes

have significant implications for all who are committed to

facilitating faculty members' personal and professional

development.

The reasons for the change derive mainly from sharp

increases in the demand for faculty members that will begin

especially in the middle years of the 1990s. Why is this

the case? There tare two principal reasons. Most important,

hundreds of thousands of faculty members hired during the

great expansionary period from the mid-1950s through the

1960s will begin to retire. Further, postsecondary

enrollments are expected to climb also during the mid-1990s

as children of the baby boomers, now inpacting elementary

schools from coast to coast, begin to graduate from high

school.
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The influence of these two demographic trends, coupled

with normal faculty attrition for other reasons, will make

it necessary to hire, in all probability, over 430,000 new

faculty members over the next two decades (1990-2009).7

That figure, which could wind up being as much as 550,000 or

as low as 310,000 (depending on some key variables), is all

the more awesome when viewed alongside the total number of

full-time faculty members employed today--approximately

460,000. Thus, as can.readily be seen, a substantial

proportion of the current faculty will be replaced--sooner

rather than later.

Or, to invoke a California datum in order to help us to

understand better the amount of hiring that will be needed

in the proximate future, I turn to a recent report issued by

the California Postsecondary Education Commission. In the

dozen years between 1988 and 2000, California's public

institutions of higher education expect to hire from 24,000

to 30,000 new faculty members.8 The Commission sums up:

"Taken together, the public postsecondary systems will be

replacing approximately 64 percent of their current faculty

within the next 12 years. Independent colleges and

universities are in a similar situation."9 These estimates

are shocking to a higher education community grown

accustomed to relatively small infusions of new faculty

hires.

What, then, are the implications of these changes for

faculty development needs? I submit that the implications

9



are profound. The fact is that our colleges and

universities will be confronting, so far as I can tell for

the first time ever, a bimodal distribution of faculty by

age. The older faculty cohort will be growing larger and

older- -far surpassing in mumblers, and presumably in

proportion, the older faculty cohort in years past. At the

same time, of course, hundreds of thousands of new hires

will be made, thereby populating our campuses with a much

larger number of younger faculty membersneophytesthan we

have attempted to accommodate within memory. These newer

faculty members will have been trained in large measure in

the same old, inadequate ways, which is to say, without

sufficient attention to teaching effectiveness and without

any significant regard for systematic exposure in graduate

school to the history, culture and ethos of the academy.

Alas, that is a different story. 10

The challenge this leads to, accordingly, is just this:

to fashion faculty assistance activities that will

adequately take into account the characteristics of a

faculty most of whom are either older and possibly wearier

or, on the other hand, younger and inexperienced. Given

this situation, we proceed to a consideration of relevant

approaches to faculty development.
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vrjimm to Fa ultv D e t

The :acuity now needs help of two kinds. First,

faculty compensation and working conditions need

improvement. But that is a topic often addressed and is

more or less self-evident. Those very tangible needs will

not be explored beyond what has already been noted earlier.

However, their importance should not be underestimated. I

want, instead, to focus on help of a different kind: the

less obvious but critically important help campuses owe

faculty members to enhance their professional and personal

development.

At this juncture we encounter an anomaly. On the one

hand, colleges and universities (perhaps especially the

research universities) are unparalleled repositories of

knowledge about the management and development of human

resourcer After all, campus-based research and teaching in

behavioral, socia , and organizational studies commonly

explore issues germane to the development of human

potential, both in work-related behavior and in terms of

personal growth.

Yet few would argue that very many colleges and

universities do an adequate job--much less an admirable job

_f supporting their professional staff, except sometimes

in the limited areas of research and scholarship. To be

sure, support for research and scholarship--and teaching,



too--is essential, and almost all campuses to a greater or

lesser degree do promote the faculty's professional growth.

As we are all aware, campuses almost universally help

faculty members through such traditional means as:

o facilitating attendance at professional meetings (though

sometimes it is with a travel allowance of, say, $50 a

year--along with a proper word of caution like "don't

spend it all in one place"); or

o providing sabbatical leave programs; or

o providing research stipends (often quite modest); or

o providing the means to improve teaching skills through

improvement-of-instruction activities.

These are basic, traditional strategies for enhancing

professional growth, though the adequacy of such resources

varies greatly from one campus to another--from the laudable

to the laughable! As I indicated, I want to focus instead

on other, less conventional, non-traditional facets of

faculty professional development.

The Imoortapoe 9f Opening allow Front. A confluence of

developments now makes it a propitious time to open another

front on faculty development, namely, the much neglected

personal dimension of adult development.11 The importance

of paying greater attention to the more personal aspects of

faculty development is predicated on a basic proposition:

personal and professional development are inextricably

intertwined. As Eurich has observed, there is only a
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"faint, imperceptible line that separates personal growth

from professional or career advancement."2 Indeedl'tnis

frontier presents not merely an opportunity, but a

necessity--the necessity of providing suitable interventions

or else risk serious decline in faculty effectiveness.

What is meant by this? What are the kinds of

approaches I have in mind? Several examples may suffice to

illustrate the morn holistic dimensions of developmental

activity:

o Faculty career consulting. This activity extends way

beyond how to be a better teacher or grantsmen and

ventures into the crucial realm of assessing career

options within academic settings. This kind of

consulting may lead, where situations indicate, to

facilitating outplacement to non-academic jobs. The

emphasis, however, should be on helping faculty members

to identify, and to acquire, different experiences that

would have a reinvigorating effect.

o Wellness programs. These are designed to promote good

health and physical fitness.

o Employee Assistance Programs. These are designed to

offer confidential, effective alcohol and drug abuse

rehabilitation.

o Financial and retirement planning.

These are activities to promote human growth by transcending

the university's traditional preoccupation with cognitive
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development. They draw upon, directly or indirectly, such

theoretical perspectives of human growth and adult

development as Maslow's notion of self-actualization, or

Alderfer's need for growth, or McClelland's need for

achievement." And these concepts are particularly

important for present purposes becauc, campus-based

programs, grounded directly or indirectly in such theories,

appear to work successfully where they have been tried.

Thus, the challenge of assisting faculty members to be

more effective in meeting their complex responsibilities

should be addressed in two arenas, that of new and

prospective professors in their graduate school settings (a

topic only touched on here) as well as that of faculty

members now in place. This brings me to the next series of

issues, those involving what to do and how to mobilize

adequate campus commitment.

IV.

par:deers to Embakming 'acuity Development

The obstacles to full-blown, three-dimensional,

realistic programs for enhancing professional and personal

growth lie not in discovering the techniques or methods of

how to do what needs to be done. The problem is not lagy to

mount effective programs. Rather, the barriers are found in

the realms of organizational will and commitment or, more



precisely, the absence of sufficient organizational will and

commitment.

It should not be exceedingly difficult to persuade

governing boards and administratorsand, for that matter,

one's own faculty colleagues - -of the compelling need to pay

serious attention to the personal dimensions of professional

growth. But it is difficult--very difficult- -to scrounge up

the necessary resources. Indeed, colleges and universities,

as employers, appear to lag :ler behind their business and

industrial counterparts in providing cutting-edge programs.

At least four reasons help to explain why colleges and

universities have not been very far-sighted.

One part of the explanation lies in the keen

competition within the academy for scarce disaationary

dollars to fund anything new. This is especially true for

activities that appear to fall outside the campus' core

missions of teaching and research.

A second part of the explanation lies with our

organizational preoccupation, with the life of the mind,

that is, with cognitive, intellectual growth. We are

accustomed to an environment in which other kinds of human

growth rank far down the ladder of priorities; sometimes

they are barely acknowledged if at all. We are, that is to

say, prisoners of our organizational culture. It is a

limiting factor that constrains, even straightjackets,

decisions about objectives appropriate for the organization

and about the prudent allocation of resources. We must



somehow be enabled to view the faculty's developmental needs

in the broader perspective, a perspective that transcends

those confining cultural boundaries.

A third factor that impedes progress is the

predilections of faculty members themselves. We, as faculty

members, have been slow to recognize the problem, though we,

the faculty, see all around us, on every campus, instances

among our colleagues of disengagement and deadly boredom and

enervating frustration. We, the faculty, have been quick,

for reasons perhaps quite understandable, to express strong

preferences for take-home pay versus various kinds of fringe

benefits. We accord even lower priority to less directly

remunerative personal development programs. In sum, we

generally have failed to grasp the importance of lobbying

for a broader approach to faculty development.

In this regard, I believe that faculty senates and

faculty unions can be much more effective than is almost

always the case in pressing for an array of faculty

development programs. With respect to the collective

bargaining agents, questions may arise concerning whether

certain development-related objectives are bargainable. The

point I seek to make has less to do with the proper scope of

bargaining than with supporting--even if only by not

opposing--initiatives that are targeted on personal and

professional development. If my assumptions are correct,

senate and union constituencies--that is, the faculty--have

a substantial stake (albeit not always fully appreciated) in
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the creation and expansion of programs responsive to the

faculty's developmental needs. Accordingly, senates and

unions have an opportunity to facilitate relevant

activities.

Finally, I would attribute some portion of the

explanation for slow progress to the inability of campus-

based professional development specialists to persuade key

campus decisionmakers that their efforts deserve more

support. The three factors just mentioned seriously

handicap them in their ability to rally others to their

cause. Nonetheless, I sense that they have not been

adequately resourceful in building a case--in pulling

together the supporting evidence that does exist- -for more

support and in developing the requisite political alliances.

Thoughts About Antldotes. There are no simple solutions for

overriding the complex barriers outlined above. Budgets

will remain tight in the proximate future. A paucity of

campus resources available to the host of legitimate campus

claimants for those resources likely will continue to be a

major constraint; it is a limitation that lies beyond the

power of the faculty development "community" to affect. Nor

will it be the least bit easy to liberate ourselves from the

bonds of our organizational culture with its lopsided

attention to cognitive competencies. I do believe, however,

that professional development specialists, in conjunction

with faculty and administrative allies, can help to
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sensitize the larger campus community to the importance of

an expanded developmental agenda.

The case is there to be made. The extent of faculty

disaffection and disengagement, while not overwhelming, is

tangible, and it is hardly negligible. And these

conditions, left uncorrected, are costly. The most obvious

countervailing strategy is to rally campus allies to press

for a greater share of resources. It should by now be well

understood, as noted by leading authorities on faculty

vitality, that campuses "need to be continually and

proactively attentive to vitality needs for all faculty

groups. 1114
Beyond the obvious, three additional strategies

are worth noting.

One, perhaps a primary goal on most campuses should be

to "upgrade" the organizational location of the professional

development unit. Often relegated to the lower echelons of

the administrative hierarchy, these units typically do not

wield sufficient visibility or authority to command adequate

respect. One relevant study has found, hardly surprisingly,

that the placement of senior employee education and training

administrators within the structure of an organization is

very important. The higher these advocates are placed

within the structure, the more likely they will be able to

influence the organization's decisions and priorities.15 It

may well be that promotion within the organization's

hierarchy is a key, even a prerequisite, for getting more

respect. Among the plentiful tasks facing proponents of



more patent development programs, trying to engender support

for elevated placement within the campus structure perhaps

should rank among their highest priorities.

Two, schools or colleges within a university structure

should examine the need for creating their own professional

development apparatus. This is not to argue that schools or

colleges should attempt to replicate staffing and services

that might be provided at a campuswide level. It is to

suggest that a faculty committee, working closely with a

dean or associate dean, can be helpful in promoting

professional development, providing referrals to campus and

off-campus resources, and, in general, trying to develop

intra-college developmental policies that will stretch

beyond the traditional limited view of faculty development

with its usual emphasis on the provision of sabbatical

leaves and research stipends.

Three, in any efforts to create, expand, or evaluate

faculty development activities, the faculty itself must be

intimately involved. Professional specialists and

administrators may be essential to operate successful

programs, but unless the faculty takes "ownership" of

faculty development programs by being actively involved in

the policy-setting process, then the chances of programmatic

successes are likely to diminish sharply.

There are many other principles and strategies which

might be set forth. These several must suffice for now.
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conclusion

In sum, I believe the time has came for faculties and

administrators alike to devote more attention to the

faculty's developmental needs and, in that process, to

assess anew the potential importance of the kinds of

programs to which I have referred. The ability of colleges

and universities to fulfill their responsibilities will

depend in no small measure on how willing our campus leaders

are to break out of deeply-cut channels of thinking about

the importance of developmental activities for the faculty.

This is essential if campuses are to move beyond

traditional, outmoded thinking about the limited scope of

developmental programs. The stakes are very high.
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STAYING ALIVE

Peter Seldin
Pace University

When I first began teaching, I was invited to a workshop for

new faculty. The presentations were about the tools that could be

used in the classroom. They told us how to use the blackboard, how

to make up tests, how to prepare a syllabus, In truth, I don't

remember a thing that they said.

But during a coffee break, I asked one professor what his

favorite teaching tool was. He told me it was a cup of coffee. I

asked him how he used it. He said that he talked too much and too

fast in class and that students sometimes had trouble following

him. So eve znce in a while, when he wanted his students to

think about where he is, where he's been, and where he's going, he

stopped to take a sip of coffee.

Let me ask you a question: Do you ever stop and think about

where you are? Where you've been? Or where you're going?

Have you noticed that some people run out of steam before they

reach life's halfway point? They've stopped learning and growing.

Thel.'ve even stopped trying. They are just plodding along, going

through the motions. But there are other people whose inner

engines are still running along at full steam. They're learning

and growing. These people are vital and alive. They have many

interests and can't find enough time in the day for them all.

Things continue to excite them.

What is the difference between those two kinds of people? Is

it a matter of luck? The vital people are just luckier? Do things
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just happen for them? I doubt it. In truth, we're all scarred and

wounded veterans of something or otter. Almost no one escapes

difficult times.

The difference between those of us who retain our vitality and

those who don't is not luck. It has to do with something else.

Is it age? Some of the great figures in the history of the

world -- Disraeli, Michelangelo, Winston Churchill -- made their

finest contributions when they were in their 70's. My Aunt Helen

is 86 years old. She still takes university courses and writes

term papers. She goes to the opera and the theater. And she still

does 30 push-ups every morning. She is a model of vitality. So I

doubt if it is age.

My sense is that the difference between those who retain

vitality and those who don't has nothing to do with luck. And has

nothing to do with age. Instead, it has to do with some important

principles of living. It's those principles of living that I'd

like to talk about with you today.

Think about it for a minute. How do you maintain your

personal vitality? What are some of the special things that you do

for yourself? I'd like to use the metaphor of a marathon in

thinking about self-care.

They set the distance of a marathon at 26.2 miles. You have

to train for at least four months to build the stamina and

endurance necessary to go that distance. That kind of preparation

is not much fun.
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What is fun, though, is that you also prepare for the marathon

by loading up on carbohydrates for three days before the race.

That's a euphemism for "pigging out" on pasta, guilt-free. You do

this under the general theory that if it's good for you, more of it

is be9erl

I've done the New York marathon twice. But you didn't see me

on television with the front-runners. That's because I run in the

back of the pack with the freak show. There's a guy who runs in a

business suit and carries an attache case; he beats me. The guy

who dribbles a basketball all the way; he beats me. There's the

waiter who carries perrier on a tray; he beats me. Even the guy

dresses as a bunny rabbit beats me.

There's a serious point here. You can't finish a marathon

without following some important principles of living. In the

same way, you can't retain vitality and energy and enthusiasm for

life without following some key guidelines for taking care of

yourself.

Several years ago, Osborn Segerberg (1984) wrote a book based

on interviews with 1,200 men and women who had reached the age of

100 years. Segerberg a.ked them about their secrets of longevity.

There were four common characteristics that emerged form the 1,200

lives. The characteristics were:

. Having a relaxed attitude toward life;

. Developing at least one long-term, close relationship;

. Taking some prudent risks;

. Having a positive attitude toward life.
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During our time together, I'd like to talk about these foUr

characteristics which -- when taken together -- make such a

powerful contribution to self-renewal and personal vitality.

Let's turn to the first characteristic: a relaxed attitude

toward life. Several months ago, I spoke at a conference in

Bangkok, Thailand. While I was in Bangkok, ever and over, I heard

people say "Mah-Pen-Lai. Mah-Pen-Lai." After a while I started

wondering, "What is this 'Mah-Pen-Lai' stuff?"

Finally, when I got acquainted with some Thai people, I said,

"There's a phrase I keep hearing in the marketplace, in the

museums, on the canals, at the University -- 'Mah-Pen-Lai.' What

does it mean?" They sort of smiled and said, "It means it's all

right, it doesn't matter."

After a minute it dawned on me that there was good reason for

calling Thailand, The Land of the Smiles. The people there don't

worry about things the way we do in our culture We worry about

everything.

There's always something for us to worry about. In case your

worry list is shrinking, here are some fresh concerns for 1989:

. There may be urethane in the wine.

. There may be parasites in the sushi.

. Radon may sleep in your basement.

. There is too much ozone in the air and that damages the
lungs.

. There is to little ozone in the stratosphere and that burns
the skin.

. You may suffer a heart attack if you exercise too little.



. You may suffer a heart attack if you exercise too much.
(New York Times, 1989)

The truth is that -- with time -- this list of worries will

grow stale and need to be changed. It's our disposition to worry

that endures. The fact is that 90% of what we worry about doesn't

happen anyway. Yet we go right on worrying about everything. And

then we worry becaure we are worrying.

Actually, all this worrying has a certain comfortable

familiarity. It is part of a long tradition of worrying. I'm

going to read you a quotation in this tradition. I'd like you to

decide when it was written.

Our children have bad manners and contempt for authority.

They show disrespect for their elders, gobble their food,

contradict their parents, and tyrannize their teachers.

What is going to become of them?

Please jot down the year in which that statement was written.

The year? In fact it was written by Socrates in the year 400 B.C.

The shocking thing is that here it is nearly 2,400 years later and

people are still worrying about the behavior of children.

John Gardner (1586) writes of having once lived in a house

where he could look out a window and observe a small herd of cattle

browsing in a neighboring field. He was struck by the thought that

must have occurred to the earliest herdsmen tens of thousands of

years ago: you never get the impression that a cow is about to

have a nervous breakdown.

Most humans have never mastered that kind of complacency. We

are worriers by nature. I'm not suggesting that there is nothing

that we should worry about, only that we should shorten 'our worry
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list a bit. A more relaxed attitude toward life can make a big

difference in how we feel about life.

Let me shift the focus now to a different characteristic --

the need to develop a long-term intimate relationship with at least

one person. I'm not talking about a sexual relationship here. But

rather about a very close relationship with another person, someone

who you can go to and lay it on the line with, someone who will

listen, someone who truly cares about you.

Think about it for a minute. Do you have such a person? I

don't want you to answer, just think about it. Can you go to your

husband? Can you go to your wife? Can you go to your next-door

neighbor? Can you go to a good friend? Can they come to you?

Too often, people choose not to have such an intimate

relationship. Some are afraid to let another person know who they

really are. others are afraid of somehow being hurt. Still others

are afraid that they will fight with and hurt the person with whom

they are very close.

It's true that an intimate relationship brings out your

deepest feelings. And it's true that it is a risk. And it's true

that it sometimes brings arguments and emotional pain. But it is

also true that the only alternative to intimacy is despair and

loneliness. And that's something that no one wants. In truth,

people are so desperate to avoid it that they sometimes turn to

complete strangers for support.

[Chock Full of Nuts Illustration]
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I think you would agree that everyone needs someone they can

talk to. An empathetic stranger may be helpful. But an empathetic

friend is far better.

Let me turn now to a third characteristic of personal renewal:

it's the need to take some prudent risks. I'm not talking about

taking up sky diving or parachuting. I'm talking about seeing

things from another perspective, searching for new ideas,

experiencing some new and different things.

Too many people are in a deep rut. Week after week, day after

day, things are exactly the same for them. They eat the same food,

wear the same clothes, see the same people, shuffle the same

papers. There is no variety. No change. No stimulation in their

lives. And as a result, there is no enthusiasm, no growth, no

vitality in their being. I want to read you something about risk

from Leo Buscaglia (1982):

"To laugh is to risk appearing the fool." Well, so what.
Fools have a lot of fun.

"To weep is to risk being called sentimental." So what.
It's a great thing to be.

"To reach out to another is to risk involvement." So
what. Being involved is what being human is all about.

"To place your ideas and your dreams before the crowd is
to risk being called naive." So what, I've been called
worse things than that and I suspect many of you have
too.

What it comes down to is this: To hope is to risk despair.

To try is to risk failure. But risks must be taken because the

greatest risk in life is to risk nothing. People who risk nothing

have nothing and become nothing. They may avoid suffering and

za;
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sorrow. But they cannot learn and feel and change and grow and

love and live.

I'd like to digress for a moment or two to tell you about a

prudent risk taken several years ago. Some of you may have heard

me talk about my experience in Egypt.

[Egypt Illustration)

Now, having spoken of the importance of taking prudent risks

in your life, let me turn now to the fourth characteristic of

personal renewal that we'll be focusing on today: It is having a

positive attitude toward life and toward the future.

I know that sometimes that's not an easy path to follow.

Sometimes it's very tough. Life is painful, and rain falls on the

just. The brave don't always win the battle. Good people don't

always win the battle. Good people don't always find happiness.

But too many of us are scared off by those things. We're

afraid of living life. We don't feel. We don't care. We develop

negative, pessimistic attitudes. And, as a result, we don't live.

A positive attitude means getting your hands dirty. It means

jumping in the middle of it all. It means falling flat on your

face sometimes. It means getting involved. It means going beyond

yourself.

I'm convinced that if we spent one quarter as much time each

day thinking about life and living -- as we do planning a meal --

we'd be incredible human beings!

I've said that our attitude makes a huge difference, and I'd

like to show you what I mean. Let's have some fun for a minute. I

30
47



would like you to turn to a neighbor and describe your vision of

what's coming up this next week for you -- what you're going home

to. I would like you to describe it as if it was loaded with

problems and that you have got to face some very stressful and

draining issues. I want you to whine and moan and complain to your

neighbor.

Now if you're the neighbor, I want you just to listen

carefully but don't be responsive in kind. Listen but don't say

anything. When the 30 seconds is up, you'll have your chance.

Ready? Go! Okay, stop.

Now for the neighbor. What I'd like you to do is this: I'd

like you to tell your story for 30 seconds. But instead of whining

and moaning, I'd like you to say, "I am the luckiest person. I

cannot believe the great opportunities that are in front of me this

week. I can't wait to get to it." Ready? Go. Okay, stop.

It takes one minute to do -- and my guess is that this is

something that you know already -- but I just wanted to have some

fun with it to show you that our attitudes make an enormous

difference in our vitality.

You and I know that if we spend most of our time whining and

moaning, that we are really undermining our vitality.

Think back to the study of the 1,200 people who lived to the

age of 100 years. Suppose that, like those people, you have a

relaxed attitude toward life; develop at least one, long-term,

close relationship; take some prudent risks; and have a positive

attitude toward life. Will you live to the age of 100?
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No one can give any ironclad guarantees, of course. But on

the positive side, there will be a marked increase in the

likelihood that you will enjoy a powerful zest for living for many,

many years.

Let me end my remarks in this way: Robert Fulgham (1988)

describes -- a bit whimsically perhaps -- an ideal approach to

life-long vitality. We learned about it, not at the top of the

graduate school mountain, but there in the sandbox at nursery

school.

Here are some of the things we learned:

. Share everything.

. Play fair, don't hit people.

. Put things back where you found them.

Don't take things that aren't yours.

. Say you're sorry when you hurt somebody.

. Warm cookies and cold milk are good for you.

. Live a balanced life - learn some and think some and
draw and paint and sing and dance some.

. Take a nap every afternoon.

. When you go into the world, watch for traffic, hold
hands, and stick together.

Think of the more vital lives we would have if all of us had

milk and cookies about 3 o'clock every afternoon and then lay down

with our blankets for a nap. or if we had a basic policy of

putting things back where we found them and cleaned up our own

messes.
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And it is still true: No matter how old you are, when you go

out into the world, it is better to hold hands and stick together.

r
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FACULTY VITALITY AND INSTITUTIONAL CLIMATE

Howard B. Altman
University of Louisville

If one thing seems clear from the hundreds of books, articles,
and conferences presentations on the topic of "faculty vitality,"
it is that this is a concept which is complex and difficult to
define. Not unlike "good teaching," "faculty vitality" is a
phenomenon which most academics would claim to recognize when
they see it, even if their attempts to define what they see are
somewhat fuzzy. In an attempt to document this, I interviewed
eleven faculty and four deans at the University of Louisville, a
public doctoral-granting research institution of ca. 21,000
students and 1188 full-time faculty. The faculty selected were
all members of the Universitj's Commission on Academic
Excellence, and hence have established records of professional
activity which warrant labeling these faculty "vital."

Faculty were asked (1) how they would characterize a "vital"
faculty member at their own institution; (2) which institutional
policies and procedures enhanced their own professional vitality;
(3) which institutional policies and procedures detracted from
their professional vitality; (4) to what extent they felt their
professional vitality stemmed principally from their own
personality or from the working conditions at their institution;
and (5) the degree of impact on their vitality of the following
factors: departmental colleagues, teaching load, relations with
their department chair, institutional personnel policies,
disciplinary peers outside their own institution, and their
desire for a merit salary increase -(at an institution where all
salary increases are "merit-based").

Deans were likewise asked to characterize a vital faculty member
in their school or college; given their definition, they were
asked to speculate on the percentage of their faculty they would
characterize as being vital at this stage in their careers; they
were also asked which school/college policies in their view had a
positive or a negative impact on faculty vitality; and finally
they were asked to comment on their perception of the role of a
dean in affecting the vitality of faculty.

Not surprisingly, perhaps, most faculty interpret "vitality"
only in terms of the institutional working environment and
expectations that they know, which reinforces the conclusion of
Clark and Corcoran (1985) that faculty vitality can properly be
understood only with reference to its contextual and situational
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dimensions. Three of the four deans, on the other hand, took a
much broader view of vitality, emphasizing faculty willingness toadapt to new situations, to take on new tasks, to be open to new
ideas and to be willing to get involved.

Faculty members tended to view grant support for research andtravel as policies and procedures which positively influencedtheir vitality, though most faculty thought the amount of
financial support available for these purposes was inadequate.
Several faculty also praised the freedom of the individual
professor to set his or her own research agenda and to pursue
whatever academic interests strike one's fancy. Deans concurred
with these assessments, but added that it was important to themto treat faculty as individuals, to be accessible as much as
possible, to listen, listen, listen to what faculty want to talk
about. On the negative side, some faculty complained about the
institutional reward structure which, in their view, emphasizesresearch over teaching and tends to `reward short-term
accomplishments over long term efforts, thus penalizing the
professor whose book is in progress for several or more years.

The majority of faculty felt that their department colleagues had
a positive impact on their vitality, but the group split on the
impact of teaching load, roughly half viewing their teaching load
as having a negative impact and half a positive one. The
majority of the faculty also felt that their relationship with
their department chair positively influenced their vitality.
Perhaps the greatest surprise -- and not necessarily one that
campus administrators would appreciate -- was that only one in
eleven faculty felt that institutional personnel policies (i.e.,
for tenure, promotion, merit) had a positive impact on his or her
professional vitality. The fact that seven of the eleven faculty
were already at the full professor rank was a mitigating
circumstance, but even the four associate and assistant
professors in the study did not support a positive impact of
personnel policies on their vitality.

Every faculty member in the study perceived a positive impact of
external disciplinary colleagues on vitality, thus confirming
the disciplinary loyalty and outward focus of faculty, especially
at research institutions. The final factor, the desire for a
merit increase, met with weak positive response from the faculty
sample. As has been suggested by others, money may not be much
of an incentive, especially at the higher (and better paid)
academic ranks.

A complete copy of this paper, with numerous quotations from
faculty and decanal interviews, and with the author's
conclusions, is available by writing Dr. Howard B. Altman,
Director, Center for Faculty and Staff Development, University of
Louisville, Louisville, KY 40292.
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STAR BILLING OR CHORUS LINE?:
WHAT DISTINGUISHES "VITAL" PROFESSORS FROM THEIR COLLEAGUES?

Roger G. Baldwin
Assistant Professor of Higher Education
College of William and Mary

A steady stream of reports in the popular media as well as higher
education literature express concern over the state of faculty vitality.
There is widespread fear that an aging, immobile, and discipline-bound
professoriate cannot provide the state-of-the-art teaching and scholarship
which are essential elements of America's challenge to its foreign competitors.

Colleges and universities are labor intensive organizations that have
begun to acknowledge the critical significance of their human resources.
Most institutions of higher education expend large sums of money annually to
support faculty growth and development. Sabbaticals, grants for professional
travel, and research stipends are just a few of the techniques colleges
employ to promote faculty renewal and protect fragile faculty vitality. Yet
many of these efforts to support high quality faculty performance are based
on academic tradition, unfounded assumptions, and sometimes even myths whose
relationship to faculty vitality has not been established. Today, in spite
of elaborate faculty personnel policies and substantial investments in
faculty development initiatives, concern persists that the academic profession
is at risk.

This situation raises an important question the higher education community
must address: What differentiates a college's most vital professors (i.e.,
their star performers) from their competent but undistinguished professors?
This session will review research comparing "vital" professors in four year
undergraduate colleges with a representative sample of their colleagues. The
session will consider what professors in general have in common (e.g., goals,
priorities, sources of satisfaction) and what factors distinguish between the
vital and representative faculty groups. Major dimensions of academic life
(e.g., distribution of effort among various faculty roles, work habits,
career evolution) as well as the nature of the academic work environment
(e.g, relationships with colleagues and administrators, condition of facilities
and equipment, resources for professional development, recognition and
rewards) will be examined in detail.
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The primary goal of the sessior is to identify concrete practices and
strategies that can foster vitality among all faculty. Implications of the
research for policy and practice will be addressed at the institutional,
departmental, and individual levels. The session leader will encourage those
attending to share ideas that have effectively contributed to faculty vitality
on their campuses.
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Wellness Programs for Faculty /Staff: National Trends

Joan North, Dean
College of Professional Studies

University of Wisconsin-Stevens Point

The "wellness° movement, barely 15 years old, reflects a shift in thinking about one's health
which stems In part from changes In the nature of diseases. Looking back forty years, life
threatening diseases like pneumonia, flu, polio and tuberculosis were of great concern.

Since that time the major causes of death have not been infectious disease but disease
induced by lifestyles. Heart disease, stroke, cancer and untimely accidents are the so
called "designer diseasee because we create them ourselves by choices we make about
our lives, choices about seat belt usage, stress levels, nutrition and exercise.

Thus, the notion that people have some control over their death has led to the belief that
they also have great control over their lives and how fitly those lives could be led. The
relationship between body, health, emotions and performance undergIrds the belief that
living in wellness not only prevents illness and premature death, but also heightens one's
quality of life, as well as one's performance at work.

But the major trend that Influenced the growth of the wellness movement was a dramatic
rise In the cost of health care. The potential for savings through wellness programs can be
substantial, since companies currently spend as much as $2000 per employee for health
care costs. This potential for savings has not gone unnoticed. The Department of Health
and Human Services reported twp years ago that 50 percent of companies with more than
100 employees now offer some kind of health promotion activity.

New York Telephone ran nine wellness projects which concentrated on the risk factors of
smoking, cholesterol, hypertension and fitness. The company esti' rutted net savings at
$2.7 million annually. The ten year old Staywell ..:eliness program at Control Data
estimated savings In health care claims and absenteeism at $1.8 million annually. There
are professional organizations and periodicals like Fitness in Business which report
research and trends in corporate wellness.

Universities have been slower to respond. A national survey which I conducted in 1987
revealed 215 campuses which operated or planned to start wellness programs for their
faculty or staff. While that is only about 12 percent of four-year campuses, I predict that
that number Will grow considerably in the next few years. In fact, one can see growth
patterns already. And the programs report that they expect to expand not contract.
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The campuses Identified by the survey seem to be less interested In the cost savings
motivation than the business sector was. Almost every campus cited a desire to promote
better health awareness as a motivation for their wellness program, while less than half
identified saving money on health care costs. I believe that one explanation is that in many
state universities the health care costs are administered at the state level and so there is no
incentive at the campus level to be concerned with the costs or savings. As far as I know,
only Montana has a statewide wellness program for faculty.

The types of wellness activities which were identified by these campuses were heavily
oriented toward the physical aspect of wellness. Other aspects of wellness are Intellectual,
emotional, social, occupational or spiritual wellness. The UWSP wellness model is based
on a more holistic view of the individta.

Although the national survey was oriented to wellness programs for faculty and staff, many
early campus wellness programs were clawed to the student popdation, not the faculty.
The University of Wisconsin at Stevens Point was one of those pioneers in the early 70's.
Dr. BM Haler and his staff created the Six Dimension Warless Model, the use of trained
students as life style assistants, and the National Wellness Institute. Bran muffins
permeate the campus and wellness programs have become pervasive.

Who are the prime movers in Instituting campus wellness programs for faculty and staff?
In my survey, almost 75% of the respondents noted that the physical education or health
related faculty were prime movers. This group of facdty frequently had access to facilities
which could be used for faculty wellness and /or supervised students in practice who
needed additional opportunities to work with clients. What better clients than your own
colleagues? Other prime movers identified were the president or vice president, especially
if that person was committed to wellness herself of If there had been some unfortunate and
preventable loss on campus. The personnel office was a sigralcant force for some
campuses, especially for staff wellness. Wellness programming on some campuses is
considered a significant enough fringe benefit that it is Included In the union contract.
Sometimes the faculty development office gets Involved as they see the connection
between faculty well-being and teaching.

There are vast differences in funding levels and sources among campus wellness
programs. Michigan State University and the University of New Mexico are In initial stages
of multi -year, multi-million dollar foundation grants for their wellness programs. Potsdam
College IY the State University of New York operates with no budget and no assigned
personnel by using small profits from several non-credit aerobics classes and by using
volunteers.

Most programs charge some participant fees, although the fees are sometimes subsidized
by the campus. For example, the University of Louisville sponsors a total wellness
program which includes exercise physiology testing, nutrition/weight control counseling,
stress management and other services. This comprehensive program is limited to 200
employees and costs $200 per person. The employee pays Sa3 and the university pays
the other $150.

Since the wellness movement is still relatively young in higher education, there are many
questions still pending. What is the payoff for starting an employee wellness program?
What does It cost and what are the benefits? How can It be funded? Who should be
involved in the planning? Can one program serve both faculty and staff? How do you get
people to participate?

As we hear more about the faculty wellness programs, It might be well to remerr.oer the
saying 'There is a lot more to being alive than not dying."



The Process of Refocusing and Redirecting with Faculty

Daniel W. Wheeler
Associate Professor

University of Nebraska-Lincoln

The department chairperson is a critical force, for good or
ill, in the continued growth and development of faculty in a
department. Tucker (1984) suggests that 80% of all institutional
decisions are at a departmental level. Many of these decisions
affect work conditions of faculty. What is the context that
chairs face in working with faculty growth and development?

A number of research studies, including Bowen and Schuster's
work focusing upon The American Professoriate (1986) and the
present Lilly Foundation funded and TIAA-CREF sponsored study
of department chairpersons (expected to be published by the
American Association of Higher Education in 1989) indicate there
is a greater emphasis on producing research articles and
obtaining grants in many institutions. The cluster of
institutions with the greatest change in expectations are the
"comprehensive institutions" which traditionally have focused on
undergraduate teaching but now have a growing emphasis on
development of graduate programs and research emphasis. The
faculty caught in the changing expectations indicate "the roles
of the game have changed" -- they were hired because of their
commitment to undergraduate teaching and now the expectations
constitute tasks for which they have few or any skills or for
which they have limited interest.

Given the concern about continuing to provide opportunities
for maintaining faculty vigor and the documented commitment of
many chairpersons to faculty growth and development, the Lilly
study of department chairs indicates refocusing with faculty is
particularly useful. Two avenues to refocusing and possible
redirection have been :Identified. In the first instance, a
number of faculty already have another set of knowledges, skills,
and interests which are important to the department. Examples
are: (1)' Skill in the "language" areas which includes foreign
language or computer abilities which can be successfully
integrated into the department's goals. (2) Administrative
capabilities which can be utilized for leadership and management
functions, internship programs or other particular departmental
functions.
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In the second instance, refocusing and definite redirection
occur by the department identifying a need and the faculty member
seizing the professional opportunity to move in a new direction.
Usually this situation would require major retraining, often
through the use of sabbaticals or additional coursework.

However, before moving into actual redirection many
chairpersons do not spend the time or effort understand and
clarify a faculty member's present situation. With acceptance
and understanding, faculty have shown they will consider options
within the department as well as in other parts of the university
or even outside the university. The focus needs to be what fits
their needs and interests and where that can happen. Without a
clarifying process between the individual faculty member and the
chairperson, new options may be seen as threats rather than
opportunities.

To prepare for redirection, chairpersons can focus upon a
renegotiation of the "psychological contract" as described by
Edgar Schein (1978). The psychological contract encompasses a
set of expectations, often assumed and unwritten, between the
faculty member and the institution. One of the major goals for a
chairperson in renegotiation is to make the terms of the
psychological contract explicit and to make certain the new terms
negotiated are within the capabilities of the faculty member and
the institutional commitment.

The renegotiation of the psychological contract requires
that the chairperson help the faculty member develop a plan which
incorporates the following aspects:

1) Mutually defining the goals and direction of the refocusing
effort.

2) Determining the activities and timeframe to meet the goals.
3) Providing or finding resources to accomplish the goals.
4) Developing a feedback system to make sure the plan is on-

target or can be adjusted because of contingencies.

This session will emphasize understanding the psychological
contract and ways to renegotiate this contract to meet new
realities and expectations. It will include opportunities to
discuss some actual refocusing cases from the chairperson study.
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MANAGEMENT STRATEGIES FOR BALANCING INSTITUTIONAL OBLIGATIONS
TD STUDENTS AND RENEWAL EFFORTS FOR FACULTY

Marl Baker
Professor of Engineering and

Director, Center For Professional
Career Enhancement

University of Tennessee at Chattanooga

OVERVIEW

Faculty renewal has to be approached, planned, and
implemented positively since it is an admirable objective and
essential to countering faculty burnout. Renewal is treatment
for a growing adversity, the nature of which has to be determined
before a rehabilitation plan can be evolved. Many academic
experiences are self-renewing and the most desirable corrective
strategy is to have faculty involved only in these kinds of
activities. Achieving self - renewing work experiences is the most
valuable of all alternatives but requires that job burdens which
contribute most to burnout most be minimized or eliminated.

This ideal is not always attainable, but identifying and
arranging self-renewing work assignments are essential-initial
steps in building faculty morale and enhancing performance.
Faculty involved in work which is self-renewing require but few
tangible boosts or interventions to enhance competence and
sustain morale.

Neither faculty bodies nor administrators can agree fully on the
disired distribution of efforts for an individual faculty member
among the important academic functions of teaching, research,
public service (including seminars, conferences, and non-degree
programs validated by certificates), and external civic,
governmental, and professionals contributions. However,
standards dictate that every academic department most distribute
a reasonable collective effort among all of these functions in
order to achieve academic objectives, build and sustain quality,
and meet accreditation standards.

Achieving a necessary departmental balance of faculty activities
does not require that the effort be distributed uniformly among
every member of the departmental faculty. An activity which is
highly self-renewing for one faculty member may not be so
rewarding to another. Individual contributions toward each major
academic function will necessarily vary in order to maximize
self-renewing opportunities. If distributing the load to
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maximize self-renewal of the faculty fails to achieve the
collective objectives of the department, gaps are be filled
through new hires rather than imposing unrewarding long-term-work
assignments on established members of the department.

Departmental objectives should not be so rigid that contributions
to each function is invariable. The most inflexible requirements
for many institution are the hours assigned to the classroom and
a vast array of extended student services, such as advising and
tutoring. The number of student-credit hours for a department
may be set by policy of an external funding commission, but the
department average should not become the arbitrary load for each
faculty member. Large-class-sections may not be as serious a
burden for sane individuals as more classes with fewer minters
are to others.

Computers can be programed to accommodate routine advising
permitting more faculty time to be spent in counseling students
on careers. Learning centers may be structured to minimize
faculty time for providing tutorial services. Requirements for
remedial and tutorial services can, and should, be dimenished
through controlled admission standards and pre-enrollment
remediaionplograms.

The paper presents a strategy for maximizing self-renewal
opportunities by optimizing opportunities for satisfying faculty
work assignments. Innovative alternatives are described for
providing extended services to students which not only free
faculty to pursue more rewarding work, but can serve students
even better than traditional means. Serving students adequately
and simultaneously protecting the faculty from being overburdened
are compatible, but achieving this compatibility requires a high
level of managerial expertise. Neither faculty nor
the administration can deny a concern expressed in a report of the
Carnegie Faundation Far The Advancement of Teaching, College:
The Undergraduate Ekperience In America.

Many young people who go to college lack basic skills in
reading, writing, and cchputation--essential prerequisites
for succees. Faculty are not prepared, nor do they desire,
to teach remediation courses.

A strategy necessary to attract, nurture, serve, and retain
students is essential to any institution, but it must not be
pursued at th?. expense of faculty development. The two important
strategic objectives must be considered in context and addressed
in terms of balancing gains for students with losses for faculty.
Planning and implementing effective strategies for achieving a
balanced distribution of faculty effort is a major administrative
challenge.
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From experience as a university Chancellor, the author holds a
strong view that a highly motivated and excited faculty will
inherently lookout for the best interest of students.
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Dialogue for Renewal

Janet P. Burke, Ph.D.
Professor of Psychology

University of Lowell

Much has been said and written about the flaws in our present
system of higher education. There seems to be a sense in the
popular culture that education in general and higher education
in particular have failed. The blame for this failure has been
variously attributed to parents, faculty, administrators,
students, politicians, clergy, and others too numerous to mention.
Whether or not education has failed or has serious flaws is a
complex question, discussed by others and not the major focus
of this paper. Rightly or wrongly, however, these criticisms of
higher education coupled with other cultural and historic
phenomena have left faculty in general in a state of low morale
and clearly in need of renewal. The question of the need for
faculty renewal, growth and development is not debatable.
Psychologically growth and development are always viewed as
positive processes to be encouraged. Whether or not faculty
require renewal is also not debatable in the sense that the
faculty's cry for help, while some might debate the accuracy of
its self diagnosis, is none the less a real cry, and as such
demands attention.

The purpose of this paper is to suggest a method that can be
utilized by faculty as individuals or as groups in order to:
(1) examine the role of faculty vis a vis the criticisms of
higher education; (2) appraise the level of faculty morale and
the need for faculty renewal; and (3) suggest dialogues as one
approach for facilitating renewal and faculty growth.

Many faculty are fortunate to be on campuses that provide centers
for professional development and support services for personal
and professional renewal. Other faculty however are not so
fortunate. The approach suggested in this paper can be used
individually and/or collectively to help the faculty member gain
a clearer perspective on himself and his role in relation to
others around him in society and at the university. The approach
is important because it can be utilized informally, and does not
require support services which may not be present on campus.
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This process requires faculty to become active in a dialogue
with themselves and others around critical questions that
influence their lives and professional responsibilities. But
how do faculty begin this dialogue? What is their initial point
of reference? The writer suggests that faculty choose a major
recent respected work that deals with issues of concern, and one
that is controversial. Allan Bloom's The Closing of the American
Mind is such a book. Bloom addresseirisues in tas-Taok tfiat
are at the heart of faculty concerns. Bloom provides an
explanation for the present state of the American university,
which speaks to many issues that affect faculty. Bloom also
makes suggestions to faculty for future growth and renewal.
Whether we agree with Bloom's analysis or proscriptions, he none
the less provides a starting point for discussion of the critical
issues that must be dealt with in any process of faculty renewal,
basically issues of reality, identity, and purpose. The chapters
in Bloom's book point to key areas for discussion. Issues such
as; our virtue, books, music, relationships, creativity, values,
the self, the sixties, and liberal education, to name a few. The
writer is proposing therefor that faculty begin to engage themselves
and others in dialogues about the issues that Bloom raises.

This paper begins with a synopsis and analysis of Bloom's book,
highlighting issues of particular concern for faculty personal
and professional renewal. The presenter will then go on to
initiate a dialogue with the audience around several issues that
Bloom has raised. The paper will also make suggestions for
future discussions.

In the foreword to The Closin of the American Mind Saul Bellow
says of it, "What it prow des, iWeiFii or not one agrees with
its conclusions, is an indispensable guide for discussion..."
Faculty who engage in this discussion will open for themselves
new avenues of growth and development, which ultimately will
lead to renewal on both a personal and professional basis.
Bloom states in his conclusion, One cannot and should not
hope for a general reform. The hope is that the embers do
not die out." (p380) Faculty dialoguing together can stir
the embers.

mdf
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The graying of our university and college faculties has been
a growing concern over the past ten years. A problem concomitant
with this aging is that of burnout. Protected by the tenure
system and reluctantly tolerated by administrators, once highly
productive faculty slip into a malaise that brings upon them
labels as 'dead- wood', 'dead-head' and other derogatory terms.

Indeed, in looking at a faculty member who has burned out,
one can easily see why he or she is perceived this way. The
person who is burned out is characterized by a chronic state of
fatigue, frequent illness and other physical problems as
hypertension and ulcers. Psychologically, they are often
depressed and despondept, being assailed by feelings of
inadequacy and loss of confidence. This becomes expressed
through avoidance of work and colleagues, low productivity, poor
teaching, withdrawal, and an often hostile and cynical attitude.

Such problems do not occur for no reason. On the contrary,
they are a result of unsuccessful coping with the stresses of
academe. The chronic overload created by the demands for quality
teaching, research productivity and service needs is at the top
of the list of stresses. Additionally, there is often the
feeling of lack of control over one's life as academic schedules
pad institutional demands direct the faculty member to march to
the beat of someone else's drummer. Third, there is the rare and
infrequent recognition that comes to most faculty members,
resulting in inadequate acknowledgement and appreciation on top
of the sometimes demeaning salaries suffered by many. Finally,
as any faculty member will tell you, there is the chronic
conflict that a member of academe experiences as he/she tries to
balance the impossibilities of being all things to all people in
juggling teaching, research and service.

48

AN =UAL OPPOR7VNTAT/AFFIRMATIVIC nurriTirrzom



Calhoun

These stresses and the subsequent burnout suffered by many
senior faculty have sad and severe consequences for both the
individual and his/her program. For the individual, there is a
loss of morale and self-confidence, coupled with a decline in
health and a reduction in productivity. For the program or
department in which the faculty member serves, there is a sense
of frustration for having to put up with someone who is not
carrying his/her shave of the load. Even worse is the
unpleasantness of dealing with someone who is often negative and
defensive. Both the lack of contribution and negativeness create
stress both for the department head and the other faculty,
spreading the possibility for and effects of burnout even
further.

Thus, for the sake not only of the individual but also for
those around the graying academic, creative routes for renewal
through which strategies for restoration can be implemented
become imperative. These span the breadth of possibilities, from
individual efforts to university-wide programs and policies. At
the institutional level, these include load change or reduction,
changes or opportunities in control and input, recognitions for
work with realignment and new opportunities for rewards,
restructuring for job conflict reduction, job changes, job
definitions, job rotations, apprenticeships, internships,
sabbaticals, opportunities for faculty and staff recreation and
social contact, retraining and reeducation opportunities, and
new attention to stressful environmental factors. While ideally
implemented at the university or college wide level, many of the
strategies just mentioned could also be implemented at the
department level. Finally, there are the varieties of approaches
the individual faculty member could take including job changes,
development of social supports and personal physical,
psychological and behavioral growth.

The graying of our faculties in our colleges and
universities is a fact as is the high rate of burnout among them.
There should be no more pressing concern of our institutions than
the search for ways to save and restore these incredibly valuable
and needed individuals to the full productive lives in which they
have contributed and could still contribute so much to our system
of higher education.
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Not an Academic Problem: Balancing the Responsibilities
of Career/Home/and Personal Growth

A Workshop for Participants and/or Spouses

Dr. Judith B. Chandler
Office of Instructional Development
The University of Georgia

All of us of the 80s struggle with the issues of surviving and
living in a fast-paced, mobile, "stressed out" society. As Toffler
alerted us at the commencement of this decade, a "powerful tide is
surging across much of the world today." Our choice is either to
plunge in or be swept away.

As supposedly sensitive, talented, well-educated adults, we
are faced with the challenge of meeting the multiple demands of
both professional and personal responsibilities. Like those
outside the so-called "ivory tower," we must grapple with the
conflicting challenges inherent in our multiple roles as worker,
spouse, parent, friend, child of aging parents, and community
volunteer. We juggle daily calendars and budgets and "to do"
lists, as we attempt to practice the skills of time and stress
management. In reality, most of the time we "preach" better than
we "practice."

In addition to the balancing act described above, the faculty
member of the 80s faces an additional task. To succeed, he or she
must learn to balance the university's demand to "publish or
perish"; to teach, do research, and perform public service - all at
the same time. The spouse or the significant other of the
academician is involved in this struggle, too. There is conflict
in this role as well: How can I be supportive while coping with my
own career goals? Do I put my career "on hold" and rear a family?
How do I cope with mobility and job insecurity? The bottom line
concern is: What is my role and where do I fit in?

The purpose of this workshop is not to simply explore the
pressures of surviv;ng on the campus of the 80s, but to learn from
others what is working for them. Principles of time and stress
management, goal and priority setting will be explored, as well as
the necessity for both a strong support network and a personalized
reward system. Emphasis will be upon putting a plan into action
and devising ways of both evaluating and modifying this plan. A
slide presentation will be included; self-assessment instruments
and handouts, including a practical bibliography, will be provided.
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Nicholls State University

STUDENT FEEDBACK AND PROFESSIONAL GROWTH

Dr. Moon K. Chang
Associate Professor of Education
Nicholls State University

Extensive research has been done on the pros and cons of student
evaluation. One disadvantage of student evaluation is that the
instructor has little time to deal with the problems identified
and issues raised by the students because the instructor usually
does not receive evaluative data before the semester is over.

In oroer to resolve this type of problem through student-teacher
interaction, three groups of students were given opportunities
to turn in their subjective feedback in a narrative form
periodically druing the Fall semester 1988. The first group
consisted of juniors and seniors who took Methods and Materials
in Special Education, the second group consisted of sophomores
who took Psychology and Education of the Exceptional Children
(Introduction to Special Education), and the third group consisted
of graduate students who took Assessment in Special Education.
Students were asked to turn in their feedback periodically
on a voluntary basis regarding their likes and dislikes about
the course and the instructor as well as their suggestions as to
how to improve their class further. Students were encouraged
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to include their personal feelings about what was going on in the
class. However, students were cautioned not to include any clues
with which they might be identified. After the initial feedback,
students and the instructor had a lively discussion about the
mutual concerns on the basis of the narrative feedback and tried
to find out workable solutions together to increase learning and
improving learning environment while keeping the frustration and
anxiety levels to a minimum through class interaction and improved
communication. For one thing, students were so anxious about the
semester exam that Test Anxiety Inventory (Spielberger, 1980) was
given to determine the actual level of test anxiety. Minor
adjustments were made on the difficulty level of the test items
on the basis of the data obtained from the inventory. Those
concerns presented and issues raised in the initial feedback were
dealt with for some time and students were asked to make comments
'n the next narrative feedback whether the suggested solutions
..re indeed workable solutions.

fills cooperative venture paid off. Frustration and anxiety on the
part of the student were gradually eliminated. A majority of the
students indicated that they felt more comfortable about the
learning environment. In fact, goals and objectives of the course
were achieved in a more comfortable learning environment.
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A merged School serving Oregon State University and Western Oregon State College with graduate and undergraduate programs in Education.

THE FRESHMEN EXPERIENCE AS A SOURCE OF
FACULTY RENEWAL

Sherie P. Corley
Postsecondary Education
Oregon State University

Ken Coll
Postsecondary Education
Oregon State University

In the majority of states the community colleges are in their
third decade of existence. Many of the faculty members at these
schools have been at the same community colleges since the early
days of the systems. Faculty tend to become bored, stagnant or
uninterested in teaching as they continue in the same job ft
many years. The stagnation problem is complicated by the fact
that community college faculty are getting older, resulting in a
greater number of faculty with ten or more years experienc_.
Although this certainly can be an advantage, the greater
experience without the deliberate introduction of change causes
routinization, the process whereby various aspects of a job
become increasingly characterized by repetition, patterning and
sameness in the task or activities used to carry out the job
activities. Faculty development is a crucial method for
curtailing stagnation and burnout.

The situation in Oregon community colleges is no different. As
part of a recent survey of instructional and administrative
personnel in the state, it was revealed that 85% of those
surveyed had been at their current assignments for more than ten
years. The surve itself delved into the currant and desired
knowledge of participants about topics such as the institutional
missions, instructional goals, and student programs. The
responses revealed many insights about the positive character of
the staff, positive in spite of conflicting demands as well as a
general loss of motivation. These individuals see themselves as
knowledgeable about the students they work with and willing to
seek information to improve their college; yet currently formal
support for such activities is minimal.
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An economical method to bring together the desire for faculty
involvement and the need for institutional revitalization can be
accomplished through the Freshmen Seminar program. The benefits
of the Seminar approach have been shown by a study of 183 faculty
members who taught the Freshmen Seminar course for the University
of South Carolina system. Their responses showed that 82% of the
faculty members believed their knowledge of student needs was
significantly enhanced by the experience, and they had become
more sensitive to student problems. A similar number of this
largely veteran staff stated that teaching the course was
excellent for faculty professional rejuvenation. Other issues
that could be explored through the use of the Seminar teaching
experience include enhancing part-time faculty instructional
skills, developing institutional research information, and
increasing the sense of a team spirit in faculty and staff.
Faculty development though participation in the Freshmen Seminar
course addresses needs across the institution. students benefit
because they are better understood, faculty benefit because they
have new challenges and opportunities, and the institution
benefits because of resulting increased student retention, better
quality of teaching, and higher collegiality and morale.

The presentation will include a discussion of the results of the
Oregon community college faculty survey and its application to
freshmen seminar classes. Details of the program, including
techniques used to involve and train faculty for the program,
will be highlighted.
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UNIVERSITY OF NORTH CAROLINA ASHEVILLE

FACULTY DEVELOPMENT IN INTERDISCIPLIMRY HLMANTTIES PROGRAMS

Dr. Sandra C. Cbergfell Dr. Anthony M. Coyne
Associate Professor of French Associelm)Professor of Philosophy
Director, cities Progrmm MIC-Asheville
The Lb.tversity of North Carolina at Asheville

The University of North Carolina at Asheville has a four course interdis-
ciplinaty Humanities Program which brings together elements cf world history,
literature, philosophy, classics, music, art, and even material from the natural
and social sciences. Organized cally, students reed and discuses classic
texts in their historical contambe and apply them to issues of conteeporary
importance. A =lig= aspect of this program is that faculty from moat areas of
the University teach in this program. Because all students at MCA participate
in the Humanities Promo, the number of faculty involved in the Program is high.
Because of the breadth of material in the Progran, tie opportunity for faculty
growth and development frog involvement in the Program is great.

In 1985, the greatest need of the Programme deemed to he the ckwelopment of
cOherence throughout the four-course sequence for faculty and students alike. %b
set a goal of development of faculty understanding of the objectives and above
all of the content of all four Bhmenities courses and the program as a whole.
The faculty understood best the gcals aid materials in the specific couree(s)
Which they taught. This ace -going goal lames at its heart the improvement of the
instruction of students in the Humanities courses. Faculty who shareacamman
understanding of material covered in all Bhmenities courses will be better
prepared to make connections smog the courses. Sudh connectIons give tie
prcgrea its cdherence.

After a two-year experiment with facualrdevelopment, in 1987, we sought and
received support for an intensive oue-year comprehensive program. of faculty
development Which included: 1) a year-long intensive Faculty Development Seminar
in the Bhmenities to provide =mon undezetamling of content and hence of the
goals and objectives of all four amities courses, and 2) an internship Program
to enable the entire humanities faculty to become familiar with and to prepare to
teach more than one of the ities courses.

The Faculty Develmaent Seminar in the unities with its concomitant
individual research to provide breadth of 1cnowled7e of course content met
biweekly. Further, the project expanded tie successful experiment of a small
Internehip Program intoacomplete program to provide depth of knowledge. Ni E
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funding supi?orted released time for each humanities faculty member to allow the
hammanities faculty to give =clam concentration to the entire project. All
involved faculty worked an the project for its duration and have continued, or in
some cases, begun, to teach in the Humanities sequence.

Faculty actively participated in the Faculty Developnent Seminar in the
amenities, led both by visiting scholars when appropriate and by our on
humard.ties faculty, to achieve commenality of a base of knowledge of content from
basic humanities texts from the Ancient World to the present. All huraanities
faculty met together in biweekly sessions to discuss the texts which they read in
their entirety. The seminar had several results, the primary of which was the
engagement of thirty -two professors in study an discussion of a cm corpus of
primary texts. The secondary result was curricular revision which naturally tack
place after this% experience. A third result was the impact an the students
thesselves who benefited from the increased knowledge base of their professors
and from their eatimmed abilities to make connections.

The faculty participated simultaneously in the Internship Program during. one
semester of the project. Each faculty intern was assigned to a Faculty Mentor
under whose guidance he /abe did all required reading for one of the amenities
courses along with the students. In cases in which students read selections from
a primary source, the intern vets to read the entire work. Interns attaxted all
lectures and eat in an discussions at least three times per week. Interns were
expected to participate in, although not dominate, class discussion. Through
structured work with the Faculty Mentor, interns obtained en in-depth knowledge
of the particular course materials and In some cases even "practice taught" sane
of the material under the guidance of the Mentor.

It is important to note that this project be without the use of nonin-
stitutional monies and the project is continuing without nolinstitutional monies.
The grant from the National Enikeametst made possible an acceleration of a faculty
development activity that could have taken place anyway. The mec.banisms that
males this possible will be discussed in detail. We believe what we are doing is
easily within the financial reach of most Colleges and Universities.

As a result of receiving the N Grant, MC& had to face the issue of
evaluating the access of the project. In addition to gathering reports from
those involved and receiving the counsel of outside evaluators, MCA attempted to
quantify the success of the project. With the assistance of the UICA Office of
Institutional Research, survey instruments were designed which enabled us to show
the success of the project ..n numerical terms. lame there is justifiably
suspicion of the use of numbers to evaluate Perk in the Mies, our success
here shoes that it is possible at small expense and little intrusion into faculty
time to quantify the success of a faculty development project. tkis had high
confidence in the validity of the qualitative evaluation. The agreement of the
qualitative review with the results of the quantitative ereview were used to
validate the quantitative approach. The evaluation made it possible to shot the
monies were well-spent on faculty development both from a qualitative and
quantitative point of view. Our strategies here can easily be copied by otherinstitutions.
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Holding Higher Education (and Faculty) Accountable:
The Assessment Revolution

Arthur L. Crawley
Office of Instructional Development

University of Georgia-Athens

Assessment has become a potent tool in shaping the direction
of higher education. It is not a fad, nor is it an idea whose time
will pass. It has become a movement, and according to Howard
Altman (1988) a revolutionary one. What to do, how to do it, and
why it should be done are being asked by countless higher education
faculty and administrators often in response to public pressure
generated by national educational reports, state legislatures, and
accrediting associations concerned about educational quality.

The extent of this movement can be demonstrated by the
astounding increase of formal assessment mechanisms for state
systems of higher education. In 1985, Ewell reported only a few
such programs in existence, while in a more recent survey of fifty
states, more than two-thirds have reported that they now have such
programs, albeit broadly defined (Boyer, Ewell, Finney, & Mingle,
1987).

The most discussed assessment approach in the literature is
the value-added approach, also known as the "talent development
perspective" (see Jacobi, Astin, & Ayala, 1987). The value-added
change model assists in the discovery of the effects of various
instructional, programmatic, and individual characteristics of the
teaching and learning process. The change in saldent performance
on cognitive and affective measures overtime indicate the "value-
added" by the students' educational program. The best two examples
of the value-added approach in the literature is Northeast Missouri
State and Alverno College (Hartle, 1985).

For those faculty and administrators concerned about
improving the learning outcomes for students and the teaching
effectiveness of faculty, the assessment movement provides them
with an opportunity to do something about both on their campus.
However,"What to do?" and "How to do it?" are still the questions
to be considered. Although there is indeed no "one right way"
several experienced hands in the assessment movement have recently
put pen to paper and have provided us with a number of practica-
suggestions and specific guidelines to assist in implementing r re
successful assessment programs.

'4;
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It is particularly important from the outset of planning an
assessment effort that the goal (or goals) of the assessment
program be specified. Altman contends that no matter whether
assessment is undertaken to measure institutional effectiveness,
to initiate program review and revision, or to improve student
learning, or all three, the involvement of faculty is crucial to
establishing a success assessment program. He suggests the
following three measures to help administrators assure faculty
cooperation:

1. Establish a sense of faculty ownership of the decision
to assess and plan for implementation;

2. Develop an assessment plan which concentrates on those
areas faculty themselves have identified; and

3. Bring institutional reward structures in line with
assessment rhetoric. (pp. 126-127)

Patricia Hutchings (1987), director of the American
Association for Higher Education (AABE) Assessment Forum, a
network involved in the monitoring of assessment activities across
the country and the single best resource on the assessment movement
in higher education, contends that assessment asks such basic
questions as "Who are our students and why do they come here?",
"What should a graduate be like?", and "How could we do better?".
She provides six strategies without which, she believes, assessment
is less likely to be implemented successfully:

1. Assessment follows from internally-generated, common-
sensical questions and concerns, things you want to know
about.

2. Anticipate roadblocks, and see them as a natural and
inevitable part of the terrain.

3. Involve people, students and faculty, listen to their
concerns, make them stakeholders in assessment.

4. Watch your language. Avoid jargon. Work for common
sense.

5. Think of assessment as an institutional change project.

6. Do something even though it won't be perfect.

A successful assessment program not only "measures" impact it
also "produces" impact (Marchese, 1987). It is a way of
questioning the why, and the how of what we do as educators.

For a bibliography of works cited and other up to date assessment
references contact the author.
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Faculty Development Plan

Dr. Elaine Hope Darst
Assistant Professor

Research College of Nursing

The purpose of the faculty development plan at Research College
of Nursing is to provide a structure for development of
individual faculty and the faculty as a group. Two committees,
the Scholarly Activities Committee and the Continuing Education
Committee have primary responsibility to oversee implementation.
The plan specifies areas for faculty development: research,
publication, grant writing and management, the art and science
of teaching, creation of educational tools, clinical expertise,
presentations, and networking.

The Scholarly Activities Committee maintains primary
responsibility for implementing the plan in regard to research,
publication, grants, presentations and networking. The
Continuing Education Committee maintains responsibility for
faculty development of teaching skills and specialized clinical
skills. The individual faculty member is responsible for
clinical skill development and for their own participation in
the plan. In regard to the public relations aspect of these
activities, coordination is planned with the Associate Dean for
Non-Academic Affairs.

Implementation is most completely outlined for year one.
Priorities for the first year include research and publication
preparation, development of individual faculty members,
professional interests, consultation, and beginning local and
national presentation.

In year one the goals to be met are the following:

Assess faculty needs.
Identify resources to assist faculty in these areas.
Provide workshops and individual assistance.
Promote research and publication support groups.

Promote and conduct feasibility studies, using small grants from
ANA and Sigma Theta Tau.

Develop avenues for regional and national faculty presentation.

Begin networking on regional and national levels by attendance
at research symposiums at these levels.

Bachelor of Science in Nursing Degree Program
in Partnership with Rockhuret College of Kansas City.
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Year one has an emphasis on research and beginning work in
publication and networking.

Activities for year one are outlined to provide specific
guidelines in meeting the goals. These also provide data for
evaluation of the plan. During year one, a faculty survey is
used to determine faculty needs in research skills and facultylevel of interest. The needs assessment serves as a motivation,
to interest faculty in pursuing research. The Scholarly
Activities Committee members contact individual faculty about
beginning research in their areas of interest. Resources such
as consultants and workshops are offered to assist faculty in
beginning research. The committee further coordinates
collaboration among faculty, matching needs and expertise, and
matching those with similar research interests.

Networking begins in year one, as faculty attend national,
regional and local conferences exploring mutual research
interests with other professionals at the conference.
Networking is further reinforced through planning a regional
conference for the end of the year and organizing a speaker's
burdPsu.

In year two, research development crntinues, with an emphasis
placed on grant writing and management. Learning about grant
writing, and submitting grants for larger research projects is afocus. The committee, faculty and administration are encouraged
to develop guidelines for faculty management of grants.

The emphasis for year three is on marketing and networking. By
year three, several research projects may be completed and ready
for presentation. It is suggested that a consultant* assist
faculty in developing a marketing plan.

Activities to meet the goals of year two and three are to be
designed during year one.

The guidelines provided by this plan encourage primary areas offocus for each year, and secondary activities in the other
areas. Secondary Activities become emphasized in later years,
after some ground work has been developed.

The faculty development plan is a guide and is being implemented
flexibly, considering the situation the college at any point
during each year. The structure takes on a life of its own, and
with administrative support can help faculty succeed in
developing research and other expertise.

The plan was developed by the Scholarly Activities Committee:
Elaine Darst, R.N., Ph.D., Chair, Karin Roberts, R.N., N.S.N.,
Norma Lewis, R.N., Ph.D.
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THE FACULTY TEACHING DIALOGUE GROUP

Dr. Kathleen R. Flanagan
Associate Professor of Education
Coordinator of Faculty Development

ASHLAND OH 44805 419-289-4142

Dr. John W. Fraas
Dean, School of Arts and Humanities
Professor of Economics
Regius Professor

In the fall of 1986, Ashland College appointed Dr. John Fraas,
Professor of Economics, to the position of Regius Professor. This
position was created to encourage faculty to pursue academic areas
that had not been previously addressed at the College. The area
that Dr. Fraas identified as needing attention was faculty develop-
ment, especially in regard to teaching at the college level. With
this goal in mind, he contacted Dr. Kathleen Flanagan, Associate
Professor of Education, to assist in developing what was to become
known as the Teaching Dialogue Group.

All faculty were invited to join an informal, brown-bag lunch group,
to engage in discussion and debate of various teaching techniques on
the college level. A group of 15 professors began to meet and
discuss such topics as designing course objectives, evaluation
procedures, and general teaching approaches. The group size was
limited to insure the exchange of ideas. As word of the Dialogue
Group's activities spread, a second small group was formed. By fall
of 1987, the groups merged and approximately 20% of the teaching
faculty continued meeting on a monthly basis. Topics during the
second year included students' cognitive development, teaching to
promote higher level thinking skills, and i!sing small groups in the
college classroom. Leadership for each session came from faculty
members throughout the various academic departments of the college.

Also at this time, a pair of faculty members began using videotaping
of teaching as a means of providing peer observation and feedback.
The results were shared with the Teaching Dialogue Group. This
process of colleague consultation was well received as one means of
providing developmental support for implementing new teaching
techniques. It has also contributed to a new definition of peer
evaluation at Ashland College.
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During the spring semester of the 1987-88 academic year, the group
had a strong desire to develop a retreat at which various topics
could be examined in detail. Since the regular Dialogue Sessions
were aimed at developing an awareness of new concepts, some means
needed to be designed which would allow those interested in imple-
menting new approaches to have time and support to focus on a single
area. A three-day retreat was held at a local church camp. The
location and format of the spring retreat encouraged over one-third
of the faculty to participate in this professional development
activity.

In response to the faculty initiative, the College administration
formalized support for these and other activities through the
appointment of a Coordinator of Faculty Development and the alloc-
ation of funds to support the Teaching Dialogue Group. Long-range
goals include the expansion of activities and funding. In the fill
of 1988, the membership in the Dialogue Group approached 30% of the
faculty, additional faculty initiated videotaping exchanges, and
special interest groups began meeting several times a month to
support members' efforts in using new teaching approaches. What
began as the goal of a single professor concerned with improving the
quality of college teaching, now appears as a viable approach to the
professional renewal of veteran faculty, as well as a means of
inducting and supporting those who are new to college teaching.
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Researching Faculty Morale as a Process
for Improving Organisational Development

Thomas E. Franklin

Introduction. Promoting faculty development requires more than providing
funds for research support, travel to professional meetings, or sabbatical
leaves. Efforts to enhance the personal and professional development of
faculty most attend to the climate of the organisation, which includes
budgetary factors and staff perceptions of how they personally experience the
organisation and their roles in it. Understanding this less tangible reality
of staff perceptions, generally referred to as morale, is crucial to an
analysis of organisational climate and how to improve it.

Recent research has described the morale of faculties as "poor" to "very
poor" on 40 percent of the nation's campuses. It has been convincingly Prgued
that this "national malaise" may not only affect job performance and vitality,
but have serious negative impacts on the quantity and quality of the
professoriate. One of the unfortunate impacts of all this "bad" news may be
that the study of faculty morale is avoided as too volatile at the local
campus level. In the state of Wisconsin for instance, only one campus has, in
recent memory, sponsored a self-assessment of morale and organisational
climate. This report describes that two-year research effort by emphasising
that mere participation in the process of inquiry with the intention of
improvement is the real value of study, not specific research results.

This study was conducted at the University of Wisconsin-Stout. UW-Stout is
one of thirteen universities in the state system. It is a career-oriented
institution with 7,600 students and 600 faculty and staff.

Methods. A six-person task force was established by the Faculty Senate to
study staff morale and to identify campus policies and practices with which
there was satisfaction and dissatisfaction.

An initial nttempt to research staff morale employed an open-ended survey
requesting accretive responses. For unknown reasons, over one-hundred staff
never received their questionnaires which were to have been delivered by
campus mail. The results were based on 200 of 560 faculty and other staff.
In the views of many, this report represented an accurate portrayal of the
institution's climate. However, this open-ended methodology led to strong,
accusatory rhetoric in the written responses and the report was not considered
credible by most campus administrators. Faculty who suspected sabotage as the
cause for failure to have their questionnaires delivered added more tension to
an already inflammable topic and proceer.

In order to enhance the credibility of the open-ended survey, a
structured instrument was developed to provide quantitative results which
would enable comparisons of our staff with those from other institutions
around the nation. Content for that instrument came from the initial survey
responses and from national research on faculty morale such as the Carnegie
Foundation Report on morale published in the Chronicle of Higher Education(1985 )1/N1%1E1451TV OF WI5CONSIN.STQUI IS AN EQUAL OFPORlid,411 r zrbITY
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Because the Carnegie Report was categorized by institutional size, more valid
comparisons of our staff to others at similar institutions were possible. The
UW-Stout instrument consisted of 107 items, including demographics, general
ratings of personal and colleagues' morale, locus of responsibility for
morale, extent and symptoms of job-related stress, degree to which employment
in the organization met social and psychological needs (Maslow's Hierarchy),
support for counseling services, interactions with students and professional
staff, a variety of tangible work characteristics such as salary, office, and
budgets for support services, attitudes toward all levels of administration,
and attitudes toward a variety of university policies and their
implementation. This instrument was mailed through the federal postal service
and great care was taken to protect anonymity and confidentiality.

Results. After one mailing, 61% of staff responded. The results brought a
sigh of relief for most, as staff described their morale as "slightly
positive." Inferential comparisons of morale across,36 demographic divisions
of staff revealed some interesting career patterns. A further result worthy
of consideration was that staff rated their colleagues' morale significantly
lower than their own morale.

In regard to perceived stress of their jobs, satisfaction from interactions
with students, preparation of students for college work, salary, and
relationships with other staff, the staff in this research had nearly
identical results as staff from campuses nationally. Responses to a series of
items based on Maslow's social and psychological needs, from job security to
self-actualizing, indiCated support for that model for studying morale. The
greatest degrees of satisfaction with leadership came from ratings at the
department level, while least satisfaction was expressed for administrations
most distant from the individual. Distinctions were made betty en satisfaction
with university policies for governance, personnel, and educational activities
and how those policies were actually implemented. Regression analyses and
factor analyses suggested some strategies for defining morale and developing
future instruments for research.

Conclusions. The process of studying morale enabled this organization to
address three goals: 1) assess the current status of staff morale to
illuminate strengths and weaknesses and reduce fears of the unknown, 2) use
the results of the assessment to initiate more clearly focused discussions of
staff perceptions of their organization, and 3) implement strategies for
immediate and long range organizational change based on the research findings.

This process was instructive to faculty and administrators alike in that it
helped them clarify their attitudes, gain perspective on their roles, and
recognize common bonds. The realities of the results were much more
encouraging than the fears from rumors and unknowns, and those realities gave
focus to planning tfforts. Faculty Senate committees had new insights into
functions in need of attention. Changes at the organizational level had
documentation of need and specific directions for plans. For instance, with
the results of this study as rationale, this institution has developed a
funded health promotion and wellness program, made revisions in an existing
employee assistance program, and initiated a human resource development
committee which in conjunction with the energy of a new chancellor shows great
promise. This process established a direction for change toward continual
improvement for this organization and its human resources.
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SENIOR FACULTY: SATISFIED AND PRODUCTIVE

Drs. Barbara Fuhrmenn, Bob Armour, Rosemary Caffarella, Jon Wergin:

VIRGINIA COMMONWEALTH UNIVERSITY

OBJECTIVES 81 METHOD: Bowen and Schuster (1986) concluded that American
professors are "imperiled;" that they are "dispirited," "fragmented," "devalued"

although "dedicated." On the other hand, Eble and Mckeachie (1985) and
Sorcinelli (1985) found high satisfaction and good morale.

With this as background, we studied senior faculty at six institutions in
Virginia to determine relationships between personal and career development, job
satisfaction, and sense of community. We distributed a 20 page questionnaire to
1563 senior faculty representing almost the entire range of higher educational
institutions (a community college, a small traditional black college, a liberal
arts college, two small universities, and a large research university). One
thousand one hundred and thirty-five surveys were returned for a response rate
of 74%. Results have been verified, tabulated and cross tabulated. All
differences noted among subgroups are statistically significant at .05 or
better.

RESULTS: The average faculty member studied is 50.25 years of age, has been at
his or her institution for 15.6 years, and spends 49.7 hours/week working.
Forty-five percent of his/her work is in teaching, 21% in research. Forty-five

percent of the sample decided on a faculty career while in graduate school;
fifty percent rate themselves excellent as teachers, but only 22% rate
themselves as highly as researchers. Eighty-five percent think they are
currently doing or have yet to do their best work, and 70% are more committed to
the profession now than when they entered it.

Ninety percent are at least somewhat satisfied with their careers, and 82% would
choose the career again. Ratings of satisfaction are significantly related to
these clusters of other items: perceived importance of teaching to institution;
importance of teaching, research and service to the individual; respondent's
perceived influence; degree of collegial interaction; academic rank; desire for
later retirement; over- all health. Perceived recognition from administrators,
faculty and students has one of the strongest correlations with' satisfaction.

Institutional community is strongly related to satisfaction, even though
community is perceived differently in different institutions. 'aculty in
smaller institutions more often identify the entire college; those in larger
schools more often identify various departments. With the exception of faculty
on largely residential campuses, social community is provided for outside the

institution.

Survey faculty in the humanities decided to enter academe earliest (55% in
undergraduate school or earlier), and those in the professions decided latest
(83% of health professionals and 78% of other professionals in graduate school

or later). For faculty in the humanities and the professions, teaching was the
single most important motivation for choosing the profession, while research
ranked highest for natural scientists. Life-style ranked highest with social

scientists.

Divn Educational Services School of Education Box 2020 1015 West Main Street
Richmond. Virginia 23284-2020
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Across the board senior faculty reported remaining active in teaching, serving,
and researching. Only in the area of teaching new courses was there reported a
20% decline in activity over the past five years, but even here 68% have
developed new courses. Sixty-one percent currently are experimenting with
alternative teaching methods, 772 have published articles recently, 63% received
outside funding, 60% act as paid consultants, and 53% serve in elected or
appointed posts in professional organizations.

These faculty, with a mean age of 50, are experiencing traditional issues of
mid-life. Two- thirds had at least one major mid-life change in to last three
years. Over half reported they are re-examining their lives, feel more
committed now than ever, want to leave a legacy, think in terms of time left,
have a heavy work load, feel more vital now than ever, and see more
opportunities than ever before. They do not, as a whole, wonder if "this is all
there is," feel bored or useless. They feel their lives are worzhwhile, full,
interesting, enjoyable. They feel more free than tied down, but somewhat over-
worked and pressured. If given 5 more hours each week, 53% would spend the time
away from work, while 43% would use it for research. Only 3 % would teach more.

Significance of Study: Senior faculty in this study are well satisfied. They
are internally controlled, vital, and productive. Their satisfaction is related
to a number of factors, especially their sense of commun. ty, autonomy, and well
being. These findings are consistent with a number of personality theories
which emphasize the importance of healthy, positive attitudes and an internal
locus of zontrol. Senior faculty see themselves as teachers and rate themse-ves
highly as teachers, but they are more likely at this stage in their careers to
identify scholarly pursuits as where they want to spend time. The stereotype of
tenured "deadwood" does not hold. Understanding their careers and personal
lives, however, calls for more than a snapshot of a single moment but for a view
of the entire career: what motivated them to enter it, what its activities have
been and are now, what its satisfactions and drawbacks are. This study provides
a comprehensive view of faculty careers, with an emphasis on the ways personal
growth interacts with professional development. Our detailed instrument, large
sample, high response rate, full range of types of institutions, and dixerse
group of researchers have provided a complex view of the interaction of faculty
careers and personal growth not seen in other studies.

The study has implications for faculty development, institutional personnel
policy, and recruitment and use of faculty. Once institutions better understand
faculty careers, better decision can be made, for examples, about faculty work
loads, institutional communities, and retirement plans.

References

Bowen, Howard R. & SCuster, Jack. H. (1986) American Professors: A National
Resource Imperiled. New York: Oxford University Press.

Eble, Kenneth and McKeachie, Wilbert J. (1985) Improving Undergraduate Education
through Faculty Development San Francisco: Jossey-Bass.

Sorcinelli, Mary D. (1985) "Faculty Careers: Personal, Institutional and
Societal Dimensions". Parer presented at AERA, Chicago, IL, 1985.

66



941:6'11.1/(if,

,..aefitre

ftFOatir//, t &wad/fie/4 0/1"..i4

(617) 452-5000

Professional and Personal Renewal for Faculty:
Whose Responsibility? - - The Department Level

Janet P. Burke, Ph.D.
Professor of Psychology
University of Lowell

This paper will examine and discuss the role and the
responsibility of the individual faculty member and
department chairperson in the process of faculty renewal
and development from the perspective of a former
department chairperson and current member of the faculty.

Using the model of a double helix, the author wilt
present a perspective on the mutually complementary roles
and responsibilities of the various levels in the
university structure vis-a-vis the renewal process.
Emphasis will be on the primary importance of the
department level and an active faculty in the establish-
ment and maintenance of successful programs for renewal.

It is the thesis of this paper that the most successful
programs for renewal will demonstrate an integration of
effort and a genuine cooperation between all levels of
the university structure. In order to understand the
relationship between the department level and other levels
of the university structure the author suggests using the
model of a double helix. One can envision interlocking
spiral paths merging at key points. One pathway can be
viewed as descending, originating with the University
President and Board of Trustees and culminating at the
department level. The other pathway can be viewed as
ascending, originating at the department level and
culminating at the highest administrative levels. Viewed
from this perspective it behoves faculty to initiate
activity. Facult' must take the ultimate responsibility
for their renewal.
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The Role of Academic Unions in Faculty Development and
Renewal Programs

Dr. Christine. Maitland
Higher Education specialist

Chhnges in higher education have presented new
challenges in the area of faculty renewal. The faculty is
growing older and. in the next decade it is estimated that
one third will reach retirement age. New faculty will be
hired in large numbers. Faculty development programs will
be nec for both groups. In addition, statements on
reform of gher education indicate a return to an emphasis
on undergraduate teaching, which will also necessitate a
need for gaining. Rapidly changing technology in many
disciplines means an increased need for faculty retraining.

Academic unions are often concerned with faculty renewal
programs and seek to increase funding in order to make them
more widely available to faculty. As an example, the
faculty union in the state university system in California
recently negotiated a $1 million increase in the sabba' :al
leave program, so that more eligible faculty could apply.
Unions also use faculty renewal programs to avert layoffs by
retaining faculty to teach in other disciplines.

The presentation will discuss examples of union involvement
with faculty renewal programs including examples of contract
language, and strategies to increase funding.
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PROFESSIONAL AND PERSONAL RENEWAL FOR FACULTY:
WHOSE RESPONSIBILITY?--The College Level

Jerry Robbins, Dean
College of Education

Georgia State University

The organizational level at which renewal opportunities are
offered for faculty is of less importance than what is made
available and how it is made available. What is made available
at any organizational level depends 'array on whose priorities
receive attention.

Faculty tend to have perceived needs for such activities as
support for research (time, equipment, space, materials); sab-
batical/other leave/alternative assignment with full or partial
pay, often with lowely structured agendas as to what is to be
accomplished; and professional travel. The perceived needs that
administrators have for faculty tend to be such items as improve-
ment of teaching; creating greater enthusiasm for professional
responsibilities; rejuvenating mid-career or "stale" faculty; and
providing support for research.

There is an institutional responsibility for making general
determinations as to the establishment of priorities for personal
and professional renewal and for determining the organizational
level that has responsibility for responding to categories of re-
newal activities. Generally, personal renewal (e.g., "managing
your finances," "retirement planning," "how to have a happier
marriage,") is rmt an appropriate responsibility at the college
level, but better done at the institutional level. Similarly,
many 210nrovement 2Z vaulting! activities (e.g., "how to con-
struct a syllabus," "making better tests," "leading discussion
groups," "using media," can most efficiently be dope at the in-
stitutional level across a broad spectrum of disciplines.

On the other hand, the department level is generally best for
initiating activities to "rejuvenate" a particular faculty member
who may be going stale. The department is the best place to de-
termine ghl2h conference should be attended, which research proj-
ect should be supported within available funds and the like.
Further, the diagnosis, of needs for the inprovement 21 teaching
in a given individual lies largely at the department level. As a
result, the appropriate responsibility for the removal of many
(and certainly disciplinary-specific) deficits may also lie at
the department level as well.

As an intermediate organizational level, the college activi-
ties for "renewal" should be those that meet these criteria: (1)
an appreciable need exists and (2) neither the institution as a
whole nor the department are as wall prepared (costs and other
abilitywto support, "critical mass," nature of need, etc.) as the
college to respond appropriately to the need. Being "prepared"
in turn, depends on institutional structures (which organization-
al level (s) is strong).
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PROMOTING FACULTY DEVELOPMENT THROUGH AN INSTRUCTIONAL
IMPROVEMENT GRANTS PROGRAM

Dr. Frank Gillespie
Coordinator for Instructional Support
Office of Instructional Development

The University of Georgia

Each year the University of Georgia's Office of Instructional
Development provides some support for faculty members who wish to
develop new approaches to teaching and learning. This support is
provided through an internally funded grants activity called The
Instructional Improvement Grants Program. During the past six
years a total of 90 projects have been funded. The 90 projects
addressed instructional needs and learning problems of
undergraduate and graduate students in both traditional academic
courses and professional programs.

While the 90 projects were all designed to improve some aspect of
instruction, project directors became involved with many different
types of instruction in order to implement their projects. Some
projects were concerned with providing students with basic
information and knowledge or the development of basic concepts.
Other projects were concerned with the development of higher order
skills and techniques. Several projects were concerned with the
simulation of real events or the development of abilities to solve
complex problems.

The total budget for the six year funding period was nearly
$142000. Major expense categories for the 90 projects included
equipment acquisition, student labor, and the development and
acquisition of instructional materials. Other project expenses
included release time, travel, and support for supplies and
materials. The project directors employed a variety of traditional
and innovative strategies to implement their projects. Some faculty
members focused on the development of handbooks, student guides, or
case study materials; while others developed interactive video
applications and computer simulations.

THE UNIVERSITY OF GEORGIA 164 PSYCHOLOGY BUILDING ATHENS, GEORGIA 50602 (404) 542-1355
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The Instructional Improvement Grants Programs appears to be
effective in stimulating faculty to address instructional needs
and the learning problems of their students. The program has
encouraged faculty members to try to employ many different types
of instructional strategies in a wide variety of instructional
situations. The value of the grants program in improving
undergraduate and graduate instruction has not been fully
determined and methods used to conduct internal and external
measures of project effectiveness continue to be refined.
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FACULTY RENEWALBY ASKING QUESTIONS

Dr. Polly S. Glover
Associate Professor of English
The University of Tennessee at Martin

Faculty renewal frequently involves leaves of absence, opportunities to travel,
to study: to do research, or to write for extended periods. We frequently
assume that the institution must make a commitment to the individual for re-
newal to occur. This presentation assumes that, although those elements can
make a difference, renewal may occur on a personal level without elaborate
forms. The project described required no investment of time or money beyond
that normally given to a course. Instead, it happened accidentally as a
result of a set of questions administered early in the term. The students'
answers led the professor to structure the next few weeks to meet the students'
expressed wishes. Response then prompted the professor to ask similar
questions at the end of the unit. The results showed more vividly than usual
the students' attitudes and their assessments of what they had learned. Their
answers led the professor to see possibilities and benefits in the required
compositionandliterature course which she had lost sight of.

The questions with which this project began asked students to share their
experience, attitudes, and objectives about poetry. In order to get some idea
of the students' concerns and to prepare for research papers, one question,
asked about the issues which concerned the students. Another asked about
students' interests, the things they read about, learn about on their own,
and talk about with friends. Five questions dealt with the students' attitudes
toward poetry. They wrote briefly about their previous experiences and how
they felt about poetry, about what puzzles them when reading poetry. It

asked students to name poems they especially liked and then asked them to
comment on how they had studied poetry before and how they would like to study
it. The answers revealed persons with concerns and interests very different
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from F.tereotypical descriptions of freshmen. Even more surprising was thatthe students showed an openness to learning about poetry; they wanted to
understand it. Out of these answers came opportunities for guiding studentsin research paper topic selection and for planning a unit on the study of
poetry. Most important was a heightened respect for the students' feelingsand a new sense of poetry's worth for students.

After including the students' preferences for method of study, the professor
wanted to reassess their changes in attitude at the end of the term. She
used several of the same questions and added others to learn what the students
considered their biggest changes and the source of those changes. They also
indicated the most important thing they had learned about poetry during the
term and named specific activities which they liked about the method of study.
From the answers, she has support for continuing certain classroom practices
and can assess students' insights into their own ability to respond to poetry.
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The Common Sense of Curricular Reform: Developing Specialists and Generalists

Paul 3. Hamill, Ph.D.
Special Assistant to the Senior Vice President
Ithaca College, Ithaca, New York

Everyone who has attempted to lead curricular change in colleges and
universities recognizes that such chame is inextricablyconuctedwith goals
and resources for faculty professional development. New curriculum requires a
redirected faculty; =dam often than not, the professional development
opportunities promised in support of reform are crucial motives for faculty
support. That Deans, Provosts, and other leaders soon recognize, however, is
that the kinds of professional development that create excellent specialists,
whether in research or teadhing, may not be the same as those that create good
interdisciplinary teachers or good generalists.

It is tempting amidst reform of general education curricula:'to damn the
narrowness of specialized remurchitculty; there is a fundamental lack of
communication between, the institutional goal of the undergraduate college, which
must foam student generalists, and the faculty, who in a real sense often cannot

imagine
gie a generalist except asaperscui who possessesasmattering of different

ties. That is to say, it is almost impossible to discuss the knowledge
to be Whine:11w the typical undergraduate as a valid ideal in terms that make
sense to the research scholars who do the teachirmi.

Oft the other band, whoever has at timgAWL to reform a science curriculum or a
graduate-loyal curriculum inhumanities or social science to make the content
more current rapidly discovers that the generalist scholar who is not as good a
specialist as his or her neighbors is seen as atbroghack, or at least a
hindrance to excellence-- with reason. Specialization is inextricably linked
to the faculty's experience of intellectual power and productivity: it assures
the sort of mastery they can assess and value; it is the kind of learning that
they know best how to =tun. In a sense, inquiry through specialized research
is the feature of the splendid professor that is emcomwd most by the
admirable recent movement to encourage more undergraduate research: we are
offering the students What, we ourselves value. The fact that such experiences
are often described as examples ofamsynthesis6 sw3gest how far we have moved
away from the ideal of the generalist.

A creative half-way point between specialist and generalist development occurs
in the interdisciplinary, prdblealmrientedierts of the curriculum: for
instance, in "capstone' or 'applied* courses where, say, engineers must grapple
with the technical, social, and ethical problems of a particular project in the
carnality. Interdisciplinarity is easily immrilmki as a fmmiftirdemmlopment goal
acceptable to the specialist, because virtually all disciplines change
boundaries over time or require interdisciplinary perspectives for the mastery
of the specialist's most important problems.
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A simple typology can be constructed to illustrate how new faculty, junior
faculty, mid-career faculty, faculty engaged in research, faculty seeking
leadership positions, and academic administrators view the different styles of
professional development. Using brief case histories, I suggest ways to make
the tradeoffs more explicit and also less threatening to different types of
faculty. By stating what "everyone knows"--the "common sense" of curricular
reform--I hope to lay a basis for a useful discussion of professional
development tactics.

76
LaL..'La



IMO UNIVERSITY OF ARKANSAS . College of Education

School Service Personnel
HIGHER EDUCATION

254 Graduate Education Building

Fayetteville. Arkansas 72701

(501) 575-2207

FACULTY ATTITUDES TOWARD PARTICIPATING IN TEACHING IMPROVEMENT ACTIVITIES HT A LAND
GRANT UNIVERSITY

Lynnda Emery
Doctoral Candidate
University of Arkansas

by

James O. Hammons
Professor and Coordinator
Graduate Program in Higher Education

Leadership, University of Arkansas

The paper presented the results of a study that addressed the question: what would
have to occur for faculty in a research oriented environment to consider Investing
time and energy in improving teaching and what, If any, topics would Interest them?
The study was designed to determine if expectancy theory constructs would explain
faculty decisions to participate or not to participate In instructional improvement
activities.

METOODOLOgY The research was conducted at a land grant university In the southwest.
Data were gathered through a 90-item fixed-format questionnaire developed
specifically for th1.1 study, pilot tested, and then sent to a 50% sample of the
teaching faculty. Faculty were selected using stratified random sampling by college
and rank. After two follow-up mailings, a useable questionnaire response rate of
70.4 (n = 281) was obtained.

The questionnaire assessed faculty perceptions concerning: (1) the relative value
of several proposed incentives for participating: (2) the relative importance of
several promotion and tenure criteria (taken verbatim from the faculty Handbook):
(3) their interest In a number of faculty development practices; and C4) the
outcomes of their participation In instructional Improvement efforts. The sample
was large enough to examine differences among faculty subgroups by college, rank,
age. tenure status. and number of years at the university.

UNPINGS Major f.ndings included:
I. Facultv (86.2%-74.2%)belleved that achievement In various scholarly activities
was of critical importance In promotion and tenure decisions whereas achievement in
several teaching activities was of much less Importance. (42.8%- 44.1 %)

2. Faculty identified a number of incentives they felt would be useful in
encouraging their participation in instructional improvement efforts. These

The University of Mama is en sew uPPortunftiefinnsave action frostituffen-

77



Hammons

incentives and the percentam of faculty that indicated each incentive wouic
encourage their participation to "some" or "a great extent" were:

a. Salary increments - 88.3%
b. Recognition for outstanding teaching - 79.4%
c. Paid released time for professional development -

76.5%
d. Promotion in rank - 75.8%
e. Summer grant to improve or develop a course - 73.3%
f. Tenure - 71.9%

All incentives included on the questionnaire were identified as useful to some or a
great extent by at least one-third of the faculty. However. most of the incentives
were currently not available.

3. Faculty perceived that If they participated in faculty development. the
following outcomes would occur to "some" or "a great extent°:

a. They might
b. They might
c. They might

teaching -
d. They might

activities

become more effective teachers - 71.3%
become more efficient teachers - 68.0%
become more satisfied with their
63.0%
have to sacrifice their scholarly
- 45.9%.

4. Faculty believed that improvements In teaching would not be followed by
extrinsic rewards. Only 14.2% of the faculty felt that their chances for a salar :'

increase might improve to "some" or "a great extent° and only 15.3% perceived that
their chances for promotion might improve to °some" or "a great extent."

5. When asked to select faculty development topics of interest (if time and
resources were available) the following topics were selected:

a. Strategies to motivate students - 71.9%
b. Valid student rating system to provide useful.

timely analysis - 68.7%
c. Strategies to develop students' creativity - 64.0%
d. Strategies to develop students' problem solving

skills - 61.6%
e. Lecture delivery skills - 56.6%
f. Strategies to promote student confidence - 56.6%.

Overall, at least one-third of the faculty expressed interest In 26 of the 38 stated
topics.

CONCLUSIONS The expectancy theory constructs used in the study provided an
excellent explanation for the participation (or lack of participation) of faculty In
activities directed at imprcving teaching. In short, faculty were willing to
participate In a number of specific activities directed at improving their
instruction. They felt that they (and their students) would benefit from the
activity but they were convinced that there would be no rewards for putting forth
the effort-- and time spent on Improving teaching might. In fact. cause them to
make sacrifices that might Jeapordize promotion. tenure. and salary increases.
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PURSUING A DOCTORATE AT MID-LIFE

Dr. Emily Harbold
Associate Director, Office of Academic Support
The College of William and Mary in Virginia

Professional educators undertake doctoral studies at mid-life for a
variety of reasons, including personal growth and professional
renewal. Ths pr..sentation highlights the findings of a study
conducted at the Ohio State University to identify issues of adult
development perceived by doctoral students in educational
administratior at mid-life. Five developmental themesidentity,
competence, power, intimacy, and generativity--were identified.
Development oc:urred along intrapersonal, interpersonal, and
professional dimensions.

identity included motivation for doctoral studies, transition, the
student role and role conflict, and clarification of personal
values. Professional developmentcompetence (knowledge, skills, and
attitudes) and power (the Ph.D. credential enhancing professional
mobility)--was a major outcome of the doctoral experience: self-
assessment, intrapersonal affirmation, and expanded professional
horizons. Interpersonal relationships affected the overall quality
of the experience, intimacy and generativity encompassing students'
relationships with families and friends, peers in the doctoral
cohort, and faculty members. Personal support was perceived by most
respondents as important, and positive interaction with faculty was
desirable in making the doctoral experience more than a
credentialling exercise.

Illustrating the dynamics of psychosocial development in this
context, a model utilizing Lewin's construct of force-field analysis
was developed. Within three psychosocial fields--care, competence,
and integrity--students encountered forces fostering and forces
inhibiting personal and professional growth. The press toward
development appeared to corroborate the findings of Whitbourne (The
Me I Know: A Study of Adult identity, 1986): adults need to
perceive themselves as "loved and loving, competent, and good."

Although many students experienced some frustration and disillusion-
ment, the overall outcome for Ph.D. recipients was personal and
professional empowerment. Respondents perceived the following
positive outcomes of their doctoral experience:
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increased skill in such areas as conceptualization for
problem solving, approaches to and uses of educational
research, and interpersonal communication techniques

the inclination to be more reflective or analytical before
committing to action

clearer understanding of intrapersonal strengths and weak-
nesses

increased sensitivity to individuals with differing phil-
osophies of education and approaches to administration

an affirmation of identity and will: a sense of personal
independence and control; of accomplishment and pride,
self-esteem and self-confidence

- a sense of humility and appreciation for the vastness of
knowledge associated with a multidisciplinary field

a sense of responsibility for "using" the Ph.D. degree.

Utilizing knowledge of adult development and other andragogical
tenets, those responsible for developing or restructuring doctoral
programs can enhance them as arenas for positive, growth-facilitating
outcomes. More than a rite of passage, the doctoral experience can
and should be a life-enriching experience for profession-.7 educators.
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Dr. George Belling
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Three years ago at these meetings we reported a serendipitous finding
from our interviews of college teachers who had spent a year or more woreinr
in an individualized and interdisciplinary program called "The Paracollege"
at St. Olaf College. We had hypothesized that faculty members would find
the challenges of learning new subjects and the stimulation of working
with colleagues from different disciplines renewing.

As it turned out, most had just found it a lot of work. Nevertheless

our research was not completely wasted. In the course of it we had asked

our respondents to describe any experiences that had been highly renewing
for them and were somewhat surprised to find that more than personal study,
sabbatical leaves, travel, refresher courses, vacations or any of the other
experiences that were also suggested, the largest number of our respondents
remembered as most renewing and revitalizing those times when they were at
work and succeeding in getting their subjects across to interested and

enthusiastic learners. This caused us to wonder whether among investigators
of renewal, there may be an undue emphasis on the pause that refreshes. At

least the presence or absence of success experience in regular teaching work

seemed to deserve attention.

clearly there are many teachers rho get little gratification from their

jobs. One third of the respondents in a national survey of teachers, when

asked whether they would become teachers if they had it to do over again,

replied they would not. The theme of this conference -- renewal -- embodies

a recognition of the deadening effect of teaching on many who work in our

colleges and universities. Why should this be so? Job satisfaction studies
would support the common oelief that work of importance to society which

allows for choice in allocation of time and effort and affords a position of

respect and at least a moderate level of living should be highly satisfying.

This may be the wrong yardstick to apply to teachers. Most studies of morale

and productivity were conducted in industrial settings. There, self-paced

and self-directed work is respite from the tyranny of the foreman azd the

assembly line. In work in ehich certain responses from other people are the

objective -- teaching, social work, counseling, the ministry, nursing and
other service occupations -- freedom of action is necessary not so much

to allow workers to set their own pace as tc provide them with flexibility

to respond to the wants and needs of their clients, charges, or students on

demand schedule. The rraative Pre'_ -iom frcm direct external control Is
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accompanied by internalized professional expectations and performarxe
2tandard. This is precisely the Idnd of work tIlat has rnceiver: 0.ttmt:ts
in re,-!,:n years for its hi.;11 of "burnout," a term borrweL
coun3elirK; pzycholoy for a eyndrc:te of "5ncrea4in,, irritabiliy,
detachment, and other manifestations of emotional an ph sic: 2ati,;:uo."
To us, who take a more behaviorist approach, "burnout" appears as the subjeetiv
feelings associated with repeated reinitiation of an extinguished pattern
of behavior by conscious and intentional "acts of will."

It is our thesis that many teachers at the higher levels fail to get positive
reinforcement for most academic activities that put demands on students.
They do, however, feel a professional obligation to require certain levels of
performance and to impose them through assignments, tests, papers and other
means. In the usual classroom a majority of students do not reward the
conscientious imposition of professional standards but tend to resist by
apathy, evasion, criticism, or negative evaluation. The effortful pursuit
of educational goals against the unrelieved braking forces of student
opposition and indifference is fatiguing and eventually results in burnout.

In ueneral, we suggest the major reason for the prevalence of "burnout" in
the "people professions" is essentially the requirement that the professional
act toward the client (or student) in ways that are limited (by standards of
good practice) while the client is not bound to agree, approve, or comply. In
the ideal case -- which is mistakenly assumed to be the normal one -- professional
and client cooperate and achieve a shared objective. It is more usual that a
partial standoff occurs -- the professional compromises to a degree, the
client complies to expectations somewhat, and both experience some frustration.
However the professional's frustration is cumulative. Client after client,
class after class, customer after customer, committee after committee he
forces himself to act without the gratification of goals achieved. Burnout
is one eventual outcome.

Not all teachers burn out, of course, but utilizing the model described
above we hypothesize that even a single participant in a class trained to
observe behavior relevant to effective teaching and to provide positive
feedback could serve to forestall or alleviate burnout. A program which
has existed at St. Olaf for eleven years provides such a supportive observer
-- a paid student carefully selected and trained to give constructive
feedback. The philosophy of the program has been that the teacher, as
professional, has selected the goals and methods. The observer's respon
sibility is not to judge but to understand what the teacher is trying to do
and provide information about how that is working. This means the observer
accepts the teacher's definition of adequate content, appropriate method,
and suitable standards and becomes a supporter of the teacher in attempting
to achieve these. Interviews as well as written evaluations from faculty
members who have used observers in this program confirm that such support
greatly assists the teacher in maintaining the confidence and motivation to
continue his/her effk,rts.
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I. Kay U. Herr
Associate Director, Office of Instructional Services

Colorado Calmed° State University

Colorado State University offers a wide variety of *U established and
received formal progranrairg under the auspices of its Professional
Developaent Services. The programs include a leadership series for
chairperscrs and other' administrators; a monthly forum ertitled "Let's Talk
Wearing," which has been conducted continually for over twelve years; an
arrival three-day Professions]. Cevelciment Institutes which celebrates atenth anniversary in 1989; orientation pm:grams for faculty and graduate
teaching assistants including foreign students; and semester and year-long
workshops and discussion groups.

The University's philosophy in providing these and other services and
cpportvnities is based upon three prfraises:

* Responsibility for professiaral develoreent rests with the individual
faculty neater.

* Responsibility for providirg cfpcmtunity for professicral developnent
rests with the faculty neuter's actninistrators at the depeutirent and
college levels.

* Responsibility for providing resources, prcgrans* and services for
professional developtent rests with the central administraticn at
Oolorado State University.

In the mid-seventies as attenticn to faculty development increased, the
University began to provide formal pangrarraing of workshcps and seminars
addressing issues of teaching, research, service, and perscral needs. The
organization and plating of these efforts was and continues to be based
largely upon the principle of using each other to help each other. Thus*
most of the above programs are cxrducted by persons tram within the
University, i.e., webers of the acedenic and administrative-professional
staff. This has worked very well and permits a large scope of offerings at
relatively mackst. cost.

A survey of 182 program presenters still on carpus was =ducted in order
to gather information on thair notivaticn for offering presentations or
conducting sessions. They receive zoo reimburserent or tangible reward* and
many of than have given presentations several times. In the survey
information was also requested on benefits they may have received by
giving presentaticns. The results of the survey indicate a variety of reasons

1
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for faculty willingness to give of their tine and talents. Ihese reasons
included, ancng others:

* They thoucfrit it Toruld be fun, were curious, and wisted to investigate
a topic Artier in preparation far a session.

* They considered such service an inportant professional crntritution
and slam willing to share tteir expertise or interests with colleagues.

* Such ail:reach is an expected part of the individual's j± assignent.
* It offered an efficient way of disseminating information about theirweMask, thus enhancing their arm effectiveness.

All reasons identified and categorized in the tabulatiaa indicate a basic
sense of good will and selflessness in doing what one can to entlanoe and
inprave tan:hinge research, and service through professional obvelopmentactivities. Quite simply, people are willing to give of helves to the
professional benefit of others.

Often specific benefits accrued to presenters .43 an outgrowth of their
sessions. Sane of those Identified laze invitations far additional
presentations both on and off campus, samissim of a session proposal for
a cznference, an idea for research and pthlicsticn, consulting
opportunities, and enhanced understanding of their looric within the campusmanunity.

Cre"s own people are a rich resource of talent and evertise for the faculty
develcper, avid it can be fruitful and urrthstrile to tap this scuroa.
Awareness of motivation can assist the developer in strategies for planning
and arganiz.ing events and programs.

1.01
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Office of Instructional Development

THE UNIVERSITY OF GEORGIA
SENIOR TEACHING FELLOWS PROGRAM

William K. Jackson
Office of Instructional Development
The University of Georgia

Established through a three-year grant from the U.S.
Department of Education's Fund for the Improvement of Postsecondary
Education (FIPSE), The Senior Teaching Fellows Program provides a
means to focus the energies of a select group of senior faculty on
lower division undergraduate courses. Each year eight Senior
Teaching Fellows are selected to participate in this program. The
eight Fellows meet regularly to discuss issues and concerns
relating to undergraduate instruction. In addition, each Fellow
receives a grant of up to $4000 for an individual project to
improve a specific undergraduate course or course sequence. The
Fellows also are encouraged to share their experience and expertise
through mentoring relationships with junior faculty and teaching
assistants. The Program is also designed to foster professional
renewal opportunities which are important for mid and late career
faculty.

The Senior Teaching Fellows Program is administered for the
Vice President for Academic Affairs by the Office of Instructional
Development. Dr. William K. Jackson and Dr. Ronald D. Simpson
serve as project co-directors. Any faculty member with rank of
associate or full professor is eligible for nomination. Successful
candidates are expected to have the support of their departments
indicated by release time for participation in Fellowship
activities. Selection of the eight Senior Teaching Fellows is by a
committee that includes the current and former faculty chairs of
the University Instructional Advisory Committee.

The program for 1988-89 began with an off-campus retreat oil

September 28-29. At this meeting Fellows shared with their
colleagues and program staff their goals for their individual
projects and discussed instructional topics that might be addressed
by the group during the year. Particular emphasis was placed on
the evaluation components of the instructional projects and a
resource person was present to assist with evaluation plans.
During the year the Senior Fellows meet approximately twice per
month to hear speakers, discuss important university instructional
issues, and to share instructional project ideas and outoomes. The
year will end with a second off-campus retreat.
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SUPPORTIVE ORGANIZATIONAL CLIMATE IMPROVES OUTCOMES OF
INSTRUCTIONAL DEVELOPMENT PROGRAMS

Dr. Richard M. Jacobs
Professor, College of Dentistry
The University of fowl

Within the framework of the traditional mode of lectures and examinations,
usually involving lower level cognitive processes, students become accustomed
to being passive recipients of declarative knowledge enunciated by their
instructors. Hence, their study-and-test-taking success depends on memoriza-
tion of discrete facts.

Attempts to deemphasize facts in favor of a process of conceptualization
and application of knowledge combined with efforts to promote sustained
classroom interaction, tend to give rise to cognitive dissonance and
difficulties in class management. Students quickly discover that their
proven study-anti-test-taking abilities do not work at higher cognitive levels
of instruction and become perturbed by their inability to perform well.
Ultimately, such a departure from a familiar format of instruction leads
to student complaints about inadequate teaching.

To a large degree, this is why attempts to implement challenging pedagogical
innovations are relatively uncommon in organizational environments pervaded
by self-protective, risk-avoidance behavior. When faculty have reasons to
fear that student complaints would make their teaching efforts less rewardable,
significant instructional changes tend to be diverted. Consequently, in such
environments instructional development programs are more likely to spur
discussion of pedagogy than to alter instructional practices.

Risk aversion is least prevalent within a departmental climate which provides
faculty with a sense of achievement, personal worth and work satisfaction.
Usually, this involves a chairperson acting as facilitator and coordinator
rather than controller and enforcer. Since under these circumstances
faculty are less reluctant to experiment with novel teaching approaches,
such academic environments greatly increase the likelihood that educational
concepts evolved from instructional development programs will be translated
into practice.
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STRATEGIC PLANNING: DEFERRED INVESTMENT IN
HUMAN RESOURCES REVISITED

Dr. Richard Daniel
Assistant to Vice President
for Academic Affairs
Morehead State University

Dr. Derek Whordley
Chair, Educational Service Unit
Morehead State University

Dr. Larry Jones
Dean, College of
Professional Studies
Morehead State University

Faculty development historically has been seen as a very
personal process dealing with how an individual faculty
member might improve his/her instructional performance. More
recently faculty development has been seen as having a
broader scope including not only instruction but also
personal and organizational components. This more recent
view has moved the faculty member into a more central role in
the institution -- more of a team concept. Faculty
development may be seen then to embrace individual needs
(i.e. instructional improvement, self-actualization);
institutional needs (re-train for shifts in program emphasis,
up-grade in skills for changing technology) or mandates
(accreditation bodies, governance bodies).

Faculty development, then, must address not only faculty
member's teaching skills but also the needs of the total
institution.

Principles from faculty development and those from strategic
planning are complimentary with each enhancing the other.
Particular emphasis in both are on involving faculty in
deciding the direction of institution, communicating among
the various institution constituencies, identifying strengths
and weaknesses of the institution and resources (including
faculty), and providing for continuous assessment (primarily
formative).

The benefits of faculty involvement accrue both to the member
as well as the institution. Participation usually results in
the faculty's feeling an ownership in the product. In this
case, the product involves a sense of where the institution
wants to go and how it might get there. Clearly, having
members of the faculty feel such ownership is of benefit to
the institution.
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Implementing an In-House Instructional Development Program
to Promote Faculty Renewal

Dr. Stanley J. Kajs
Associate Dean of General/Liberal Studies
Chesapeake College

A college that wishes to promote faculty renewal through instructional
development has several options. One is to hire outside consultants to
present instructional methods seminars to faculty; a second approach is to
hire an on-campus, full-time instructional development specialist; a third
is to send faculty to conferences on teaching methods. All three are
costly with the first and third lacking follow-through accountability and
reliability. The second, though much more reliable, may cost more than
many colleges can afford. A compromise to these three approaches is the
in-house instructional development committee or the Faculty Cadre for the
college which has limited funding and faculty support for such a program.

The Faculty Cadre is a nucleus of trained professional teachers who are
capable of initiating and implementing prograirs and of training peers.
Their qualifications include noted successful classroom teaching, an
interest in instructional development and experimentation, a desire to
share teaching techniques and approaches, and a willingness to serve on
the Faculty Cadre for a prescribed term. The results of their efforts are
faculty growth and development for themselves and for their teaching
colleagues.
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The Faculty Cadre's duties include some or all of the following tasks:
research instructional methods in professional journals to enhance one's
own instructional development and to share with peers; publish a faculty
development newsletter; conduct instructional methods seminars and
workshops; serve as instructional methods consultants, resources, and
facilitators for faculty who request assistance; recommed faculty to
receive outstanding teaching awards; meet regulary in committee to plan,
implement, and evaluate projects.

The successful in-house instructional committee has few but representative
members who receive release time from their teaching assignments to
perform prescribed duties. Results oriented, they meet regularly to plan
and publish their activities and aemonstrate that through their efforts
the quality of instruction is indeed improving. Once their prescribed term
is completed, they leave the Cadre more knowledgeable and skillful in
classroom teaching techniques.

Pitfalls they may encounter include viewing this committee work as extra
and thereby neglecting their duties, failing to involve other faculty,
lacking a trained facilitator to lead suggestions to action and to serve
as liaison between the committee and the administration, succumbing to
faculty criticism and apathy, exceeding the boundaries of their charter,
and failing to provide membership continuity.

The advantages of this in-house instructional development program include
the low cost in release time for qualified faculty, broad faculty
participation and renewal, implementation and follow-through of programs,
and in time a growing number of former Cadre member who are experts in
instructional wethods.

1C
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Fiorello H. LaGuardia Community College THE CITY UNIVERSITY OF NEW YORK

31-10 THOMSON AVENUE, LONG ISLAND CITY. N.Y. 11101 Telephone (718) 482-7200

Faculty Development for Community College Business Faculty

Dr. Janice Karlen
Assistant Professor
LaGuardia Community College

Faculty members in institutions of higher education should be
committed to excellence. It is Incumbent upon them to possess
adequate academic preparation in the content areas which they
are expected to teach, to contribute to the development of
academia, to keep abreast of current developments in their fields,
and, most importantly, to develop and maintain a quality of
teaching that is outstanding. Clearly, these are great expecta-
tions. It is the purpose of this session to examine the anomalies
and alternatives created by these requirements.

In general, the job specifications for full-time business faculty
in community colleges include a Master's degree and CPA if teaching
accounting. Few institutions prefer that applicants hold a
doctoral degree. Some will indicate an advantage for individuals
with some teaching experience. Most will specify a requirement
of several years in business. Now link these with a reward system
that often acknowledges advanced academic work, strong emphasis
on student evaluation of classroom teaching and contribution to
the institution through a variety of activities. Finally, add to
the formula a very real fact - the recognition that most business
faculty possess skills that command greater compensation in the
business world than in academia and that most are able to supple-
ment their academic incomes with external activities should they
so choose. How then do we establish a program of career develop-
ment that encourages faculty participation, meets individual needs,
and is supported by the faculty evaluation/reward 7)rocess?

It is common practice that recognition of academic work completed
prior to hire is done so in the initial appointment. Depending
upon institutional standards, this may work to the detriment of
the faculty members in business whose professional degrees may
reflect a higher level of achievement.

As the individual's career matures, an examination of the relevance
of a doctoral degree in business or in a related discipline should
take place in light of the basic coursework most often included in
community college curricula. Continuing professional educatidn
may be a viable alternative, but may not be recognized in the
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reward system. The question must also be raised regarding the
appropriateness of recognition in cases where it is required for
continued professional certification.

Consulting is one of the double-edged swords of academia. In
the humanities, publication of a volume of poetry, a gallery
showing or conducting of a concert may be viewed as evidence of
professional expertise. For the accounting faculty member,
management of a successful tax preparation service is not likely
to be viewed in the same way. Yet, this activity is clearly a
means of maintaining currency in the practice of the profession.
Various alternatives in the establishment of related institutional
values are examined.

Finally, the development and maintenance of a quality of teaching
that is outstanding is a challenge that expands beyond the borders
of the business division, but for which the solution may not
be the same as for other disciplines. Business faculty may not
be as likely to respond to changing educational buzz-words and
pedagogical methods as other disciplines, but may participate
with more enthusiasm in programs that stress enhancement of
specific skills. Comparisons are offered and recommendations made.

Although an overview, this presentation will attempt to present
fundamental areas of differing viewpoints and propose alternatives
to their resolution.
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HUMAN RESOURCE PLANNING AND DEVELOPMENT ASSESSMENT
USING FOCUS GROUP INTERVIEWS

Dr. Laretta E. King
Extension Specialist,
Professional. Development
Virginia Polytechnic Institute

and State University

Cr. Micheal T. Lambur
Extension Specialist,
Evaluation
Virginia Polytechnic Institute

and State University

VIRGINIA
STATE

Angela M. Neilan
Extension Specialist,
Training
Virginia Polytechnic Institute

and State University

Dr. Shirley H. Gerken
Extension Specialist,
Evaluation
Virginia Polytechnic Institute

and State University

The Virginia Cooperative Extension Service's Human Resources
Planning and Development (HRPO) System is an organizationally
recognized, comprehensive process/effort that achieves a balance
between individuals' career and life needs, and the personnel
requirements of the organization in support of the Virginia
Cooperative Extension Service mission.

In the development of the HRPD system, the first phase was an
assessment by a five member research team who conducted focus group
interviews with campus and field faculty. The purpose of this
assessment phase was to identify and document needs, problems,
issues and opportunities from which a human resource system could
be designed and implemented to meet the needs and promote the
growth of both the individual and the organization.

Over fifty percent of the faculty were involved in these
interviews. Information collected was used to create a qualitative
data base which supplements the quantitative data available through
personnel records. The interview transcriptions were entered into
a personal computer with commercially available software. The
questions and answers were then coded by key words for easy access
during the design phase of the project.

Organizationally and individually the interview process, itself,
was positive, as faculty members had opportunities tc discuss
problems and issues of great importance to them.
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The HRPD System is being built around the data collected. Data hasbeen analyzed and issues identified. These issues have beencategorized and are being used to design a comprehensive Human
Resource Planning and Development System. One major problem in thepast was accessing the interview information in an orderly fashion.With key words and context searches available, the research teamis able to access and use interview data where appropriate in
designing the HRPD System.
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DUAL CAREERS IN ACADEMIA: THE COMMUTING MARRIAGE AND
INSTITUTIONAL RESPONSIBILITIES

Marilyn M. Leach Edwin A. i_each
Director Associate Professor of Communications
Center for Faculty Development Director, Speech & Hearing Clinic
University of Nebraska at Omaha Pan American University

Reduced financial resources in higher education have lowered the
availability of new faculty positions and eliminated some departments
and subsequently jobs. Additionally, in order to protect the limited
financial resources, many institutions of higher education more
recently, have divided vacated senior level professorships into lower
level appointments. These factors have produced even fewer available
openings for the mid-to-late career faculty member. Frequently two
faculty persons have married creating an academic couple. Over the
years these dual career academic couples have focused their energies
and contributed significantly to the excellence of academe. Prior to
this decline in job resources, a typical academic couple was not only
able to find employment in the same institution, bolt also to follow a
normal career progression. Thus, locating positions in the same
institution or even nearby has become a problem.

This dilemma has ,....sulted in a sharp increase in the numbers of long
distance commuting marriages found in academe. One career develop-
ment specialist recently reported that a single academic department
located in a mid-western university has 20% (5:26) of its faculty in
a commuting marriage. Moreover, such marriages are not without many
stresses. These stresses include the high cost of separate housing,
food, utilities, travel, and telephone; loneliness; lack of social
opportunities; increased responsibilities for property, etc. But
most importantly, is the stress related to negative impacts on career
aspirations/development, combined with a lack of responsiveness on
the part of the institutions. These personal stresses drain
faculties energies and vitality resulting in less effective
professional performance.

University of Nebraska at Omaha
94

University of Nebraska Lincoln University of Nebraska Medical Center
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Baldwin and Blackburn report in the Journal of Higner Education thatthe status of academic careers is as closely related to personalvariables as it is to professional conditions. In order to determinethe status of an academic career, examining the personal factors thatinfluence academic careers is necessary. Furthermore, Baldwin andBlackburn indicate that little information is available regardingpersonal career circumstances. Too often academic personnel do notaddress the personal career parameters because they feel it would beunprofessional to do so.

In an unpublished study conducted in 1981, Leach and Wheeler foundthat a randomly selected sample of faculty from the University ofNebracka at Omaha identified reasons for career choices as well asreasons for remainingin academe despite shard times." The top fivereasons cited were all personal as opposed to professional reasons.

Despite what researchers know about personal stresses and theireffects on job performance (i.e. aichoholism, drug abuse, anddivorce) academe has been slow in providing employee assistance forthese as well as for the dual career couple in academe, and, morespecifically, the academic couple with a commuting marriage.Certainly some of this reluctance may be related to affirmativeaction as well as nepotism policies.

However, couples are not asking that a job be given to the unemployedspouse. No one "owes them a job. However, the institutions' lackof responsiveaess to issues and problems associated with the
commuting marriage is of greater concern. Dual career couples withlong distance relationships are within "professional propriety" inasking for assistance in obtaining information about gettingestablished in a new or nearby community. Academic institutions canprovide assistance to the dual career couple in numerous ways.Academic couples w4th a commuting marriage need the understanding andcooperation of their institutions. Just as large corporations arebeginning to offer child and geriatric care, physical fitness
opportunities, drug counseling, and assistance in the cessation ofsmoking, institutions of higher education must give more attention tothe employment problems facing many dual career couples. Littleevidence suggests that the commuting marriage will go away.
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TEAMING FOR RENEWAL: ASSISTING A
DEPARTMENT WITH CHALLENGE OF CHANGE

Marilyn M. Leach John Christensen
Director Chairperson and Associate Professor
Center For Faculty Development of Special Education and
University of Nebraska at Omaha Communication Disorders

University of Nebraska at Omaha
Richard B. Flynn
Dean
College of Education
University of Nebraska at Omaha

During recent years interest has increased in the professional
development and renewal of faculty, demonstrated by the publication of
such books as Bowen and Schuster's American Professors, A Resource
Imperiled (1986) and Schuster and Wheeler's, Enhancing Face ty
Careers: Strategies For Renewal (to be publis7e7Tikiiiii71989).
This increased interest, no doubt, has been stimulated by the
increasing pressures on institutions of higher education. During the
sixties, higher education experienced an influx of large numbers of new
faculty. For many years, academic institutions had been an attractive
career choice because of the variety and change they provided. The
influx of new faculty promoted an exchange of new viewpoints,
contributing to a steady renewal of faculty vitality. Now in the
eighties, the demands of the marketplace are providing little or no new
career opportunities for the faculty, particularly those who represent
the mid-to-late career group. Additionally, the long term prospects
for advancement of academic careers are also discouraging for many
faculty members. These conditions have prompted an increased dialogue
about the need for professional development and renewal of faculty.

These unpleasant conditions are having a significant impact on
individual faculty. Faculty are feeling "stuck". The same constraints
which have produced feelings of being "stuck" on the part of the
faculty are also causing administrators to seek new ways in which
academic units can be efficient, and productive, yet renewed.
Consequently, some administrative units may be undergoing change or
even some type of reorganization. Thus, the challenge is how these
changes are going to be implemented while also enlisting ffisupport of
the faculty involved.

At the University of Nebraska at Omaha, a newly appointed Dean,
responding to perceived faculty and program needs, supported a prop6sal
to divide one of the College's larger departments into two separate
departments and subsequently appointed two new chairs. The new chairs,
along with other unit heads within the College, were charged to
carefully engage in strategic and long-range planning. Each unit was
asked to examine the appropriateness and effectiveness of what it was
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doing, to project what it ought to be doing and to recommend ways to
close any resulting gap! As they identified program needs, the
departments were requested to examine faculty expertise necessary to
respond to the needs, to recommend desirable faculty professional
development experiences, to determine needed new faculty positions, and
to identify current faculty who may be in need of renewal.

One of the new chairs was confronted with an immediate challenge: how
a newly appointed first-time chair, rho came from within the ranks, can
motivate an experienced faculty to engage in meaningful dialogue and
stimulate change. The newly formed department with a high tenure
density ratio, lacked both cohesiveness and effective communication as
well as the motivation to work collaboratively with each other.

The team-building workshops, designed and implemented by the Faculty
Development Director, were viewed as desirable and necessary in order
to establish a level of trust and understanding among the faculty.
Programmatic planning could then occur in a productive and positive
environment.

These workshops, focusing on a team building process, included the
administration of The Birkman questionnaire and, two half-day
workshops, as well as individual follow-up interviews with each
participant. The first workshop addressed the work styles and needs of
each individual member while the second focused on the inter-
relationships of the faculty members' varied work styles. Data was
applied to the day-to-day working relationships as well as\to the
departmental goals and directions. The computer reports based on
individual responses to the Birkman questionnaire were the founda-
tion for the two workshops. Follow-up evaluative interviews were
conducted approximately one semester following the initiation of the
project. During the follow-up, faculty could identify the informa-
tion gained during this team-building process and how it had been
applied to the working environment and program development.

The results of this team building process have been positive. The
faculty, although being somewhat skeptical initially, evaluated this
professional development activity as highly valuable. The chairperson
has used the faculty profiles to prepare for individual faculty
conferences. The new Chair !lso gained useful insights leading to
greater understanding of particular group dynamics which had not been
known or understood prior to this team-building activity. Finally, two
faculty are exploring the use of their personal profile with students.
The rationale is that fewer conflicts and misunderstanding may occur if
students have a better understanding of the professors' needs and work
styles.

More recently academe has considered personal issues with an eye toward
stimulating faculty vitality and renewal. Three panelists, a faculty
development center's director, the college dean and chairperson,
described a team-building process designed to improve communication and
promote departmental cohesiveness. New insights and perceptions have
contributed to diverting conflicts as well as promoting faculty
renewal, vitality and professional growth.
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THE MAY/JUNE EXPERIENCE: A SUCCESS STORY IN FACULTY AND
INSTRUCTIONAL DEVELOPMENT

Dr. William E. Lightfoot
Academic Development Consultant
Faculty Development and Instructional Services Center
Appalachian State University

Appalachian's May/June "experience" is a process through which excess
faculty salary money is distributed in an equitable manner while at the same
time supporting both faculty and instructional development in substantial
ways. From 1986, when the May/June program was reinstated after a four -
year lapse, to 1989. Appalachian has made available, in the form of salary
extensions, nearly a quarter of a million dollars for projects that improve
instruction and enhance faculty renewal throughout the university, resulting,
indeed, in an enterprise that has proven valuable in all of its dimensions.

The source of the funds is unused faculty salary money appropriated to the
university by the state of North Carolina. The surplus. which of course varies
from year to year, is due to unpredictable shifts in student enrollment,
unexpected retirements, unfilled positions, and other such salary-oriented
vagaries that occur in most institutions. As the money must be used for
salaries, and cannot be awarded simultaneously with regular compensation,
the program is activated during the six or seven weeks during May and June
that lie between the spring and summer semesters, hence acquiring the
designation "May /June."

The responsibility of coordinating these awards has been assumed by the
Faculty Development and Instructional Services Center (which will be soon
renamed The William C. Hubbard Center for Faculty Development and
Instructional Services, after its founder). May/June as well as ordinary
school-year project proposals fall into two main groups: those that focus on
the renewal efforts of individual faculty members, and those concentrate
more explicitly on strengthening instructior, Consequently, two advisory
boards have been created. composed of face. ty members representing theIn
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university's colleges and other divisions, with one considering faculty
development proposals and the other evaluating academic projects. As the
awards are salary extensions. the boards look with favor on those projects
that transcend a professor's normal, expected duties, those that are
particularly time-consuming, group-oriented, interdisciplinary, or which
would in other ways be difficult to tmdertai. during the regular school year.

During the 1989 May/June period Appalachian awarded $100,000 to 33
projects that involve over 50 members of the faculty and which will have a
strong impact on a wide spectrum of courses throughout the university.
Four of thee projects, for example. will consist of workshops that bring
faculty members together for the purpose of exploring ways in which to
improve a freshman English course, the Honors Program, instruction in
mastering difficult concepts through videotutoring, and coordinating
teaching concerning communication disorders. Thirteen projects will
result in the production of handbooks, workbooks, and manuals, all designed
to facilitate student learning. Other projects involve the computerization of
teaching materials, the construction of evaluation instruments, and major
curriculum revisions. Learning at Appalachian will clearly be enriched
through these activities.

We hope that through this exchange-of-ideas session other institutions may
soon experience such success by implementing programs similar to
Appalachian's May/June enterprise.
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Office for Assessment of
Student Learning and Development

ASSESSING LEARNING OUTCOMES:
OPPORTUNITIES FOR PERSONAL AND PROFESSIONAL FACULTY RENEWAL

Donald Lumaden, Ph.D.
Coordinator, Assessment of
Student Learning & Development

Kean College of New Jersey

Madelyn M. Healy, Ed.D.
Director, Center for
Professional Development

Kean College of New Jersey

Michael E. !night, Ph.D.
Coordinator, Assessment of

Student Learning & Development
Kean College of New Jersey

Adella C. Youtz, Ph.D.
Professor Emeritus,

Department of Psychology
Kean College of New Jersey

The presentation draws from Robert Waterman's work in
organizational renewal and from Kean College's highly acclaimed
Assessment of Student Learning and Development program. The
presenters demonstrate how a carefully developed and implemented
process for assessment of irdtitutional quality and effectiveness
contributes positively to the transformation of the college.

Robert Waterman, in The Renewal Factor, characterized
organizations which experience transformation on a daily basis.
He identifies variables essential for implementing change and
growth as normal aspects of the institution. Based also on his
work as coauthor of In Search of Excellence, Waterman develops
eight aepe "ts of renewal exemplified by successful groups. His
list includes: Informed Opportunism, Direction and Empowerment,
Friendly Facts; Congenial Controls, A Different Mirror, Teamwork,
Trust, Politics, and Power, Stability in Motion, Attitudes and
Attention, Causes and Committment.

Kean College initiatee outcomes assessment as part of a
Governor's Challenge Grant, Excellence and Equity. The entire
project focused on providing access for students with college
potential while providing programs and services which ensure
quality and student success.
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Kean College's approach to program assessment exemplifies
Waterman's characteristics. A Task Force developed principles and
guidelines in a Report which was reviewed and approved by the
Faculty Senate, the bargaining agent, and the Board of Trustees.
(A copy of the report is enclosed and will be provided to all
who attend this presentation.)

The Report has served the College well in that it has set
forth parameters which have allowed the faculty to view the
assessment process in positive terms. Assessment of program
effectiveness has been the bases for institutional renewal through
orderly program change and adaptation and by involving faculty
members who had been less involved with the College.

Emphasis on collaborative efforts involved in the assessment
program has increased faculty identification with Kean College itself,
each member being supported and encouraged by his or her peers. Each
faculty liaison has, in turn, been enthusiastically supportive and
committed to their institution's distinctive mission.

The process of outcomes assessment has provided a feeling of
momentum, which seems to relate directly to individual and group
faculty satisfaction and sense of renewal. It has been a powerful
infulence on the faculty's personal vitality, morale and
committment.

Drawing from the experiences with Kean's project and from
their knowledge of other assessment programs across the nation, the
presenters will not only share things to do and to avoid in order
to maximize the impact on the institution to "build new tomorrows",
but will also share the results of their faculty survey, a self-
reported measure, indicating increased positive outcomes for
educators in the areas of enhancement, self- reflecti'n and self-
perception.
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DEPARTMENT OF ADULT EDUCATION
TUCKER HALL

WORK, LOVE, ANE. LEARNING IN ADULT LIFE

Dr. Sharan B. Merriam
Professor, Adult Education
University of Georgia

When asked what it meant to be a mature human being, Freud
is reported to have said that maturity is the capacity to workand to love. Alfred Adler, a follower of Freud, added a third
component of communal life. For him, membership in the human
race was intwined with work (tba division of labor) and love (the
continuation of the human race). More recently Smelser (1980, p.5)
wrote that :ove and work "stubbornly refuse to go away as
central psychological and social forces" in adult life.

Indeed, love, broadly defined as one s interpersonal rela-tionships with other people, and work, broadly defined as using
one's capabilities in producing or accomplishing something, are
interdependent phenomena. One can love one's work, and people
are well advised to work at love. Both serve as vehicles for
personal identity. Ask a person who they are and responses will
be in terms of work (a teacher, a farmer) or love (a parent, a
friend). Both are dependent on social interaction - love obvi-
ously so, but there are few work situations that do not involve
interaction with people. Finally, society has institutionalized
forms of both work and love,. One usually works within a bureau-
cratic complex of some sort, and love is most commonly expressedwithin the social organization of the family.

There is considerable research on each of these forces
especially by developmental life-span psychologists. There is
some research on the integration of love and work, that is, howpeople manage family and career, how much time is devoted to each
segment, how people achieve a satisfactory balance of two, and soon. Most recently, women in particular have been studied with
regard to dealing with work and love (see Baruch, et al., 1983).
ilowever there has been no research focusing on the interaction
between one's work life and one's love life (broadly defined).
For example, do things need to be going well in both arenas forone to feel productive? Do activity and energy in one area
stimulate activity in the other? Or is the energy devoted to
one at the expense of the other?

More importantly for educators is the question of how this
interaction is related to learning in adult life. Asldnian and
Brickell (1980) found that for 83% of adult learners, life
transitions (all of which could he classified as work or low-
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related) were associated with participation in adult vdt.,7%iti,Dri.
To what extent, however, is this a linear relationship? Th,Az.
does a job change precipitate learning, or does a job :.:4nge in
combination with family support lead to learning?

The purpose of this session is to identify patterns of
interaction between work and love and how these patterns relateto formal and informal adult learning activity. Participants
will be invited to fill out an instrument specially developed foruse in a national study currently being conducted on this topic.
The instrument asks respondents to identify major events, by
year, in their work life and love life (broadly defined) and then
assess whether it was a good year, an ok year, or a bad year for
that particular area of their lives. The information is then
graphed which allows for a visual evaluation of the individual's
pattern of work and love. Finally, participants are asked to
identify periods of significant learning in their lives.

Preliminary analyses of love/work interaction patterns sug-
gest that for some adults, satisfaction with work life is mir-
rored by their love life rating; for others, things go well in
one arena at a time, while the other is neglected, or put on
hold. Periods of learning seem to be related to changes in
status in one or the other arena. Interestingly, most of the
significant learning experiences are of an informal nature (such
as learning to live with a spouse, coping with loss, etc.).

It is anticipated that participants will gain some insight
into their own personal pattern of interaction between the two
central forces of love and work. In addition, participants will
gain a greater awareness of the timing and nature of learning in
their adult life.
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DAYTONA BEACH COMMUNITY COLLEGE
1200 VOLUS1A AVENUE DAYTONA BEACH. FLORIDA 32014

A PROCESS MODEL FOR PERSONAL AND PROFESSIONAL RENEWAL

Dr. Dan W. Moore, Dean
Arts & Sciences/Transter Programs
Daytona Beach Community College

The need to make changes in one's personal and/or professional life, the process of doing so,
and the consequences of such changes often appear as a thick fog through which one must drive
without the benefit of low-beam lights. We are surrounded by continuous changes; we are bom-
barded by promises and programs to aid us in facing these changes.

The process model shown below has two dimensions. The first is the delineation of the steps in
a renewal process which 1) acknowledge existing behaviors, 2) recognize the need for individuals to
become aware of their behaviors, 3) note the opportunity fora decision on whether or not to
change selected behaviors 4) include learning experiences and 5) show the inevitability of conse-
quences, regardless of the direction of okcisions. The second is the identification of phases in a
renewal process in which learning experiences can influence the outcome of the process.

Consequences

Behaviors - This step in the model simply acknowledges the presence of var!ous behaviors ex-
hibited by an individual.

Azgumnitss - This step assumes there is a need for an individual to be aware of his behavior before
choosing to continue or change that behavior.

Decision - This step represents the time when an individual, after becoming aware of selected be-
haviors, chooses to accept his behaviors as he perceives them or resolves to change them.

Stay Same - This step acknowledges an individual's decision to accept and maintain his behaviors
as he perceives them.

Changt - This step acknowledges an individual's decision to make changes in his behavior.

Change Process -This step includes the planned activities undertaken by an individual which
result in behavioral changes.

Consequence - This step acknowledges the inevitability of consequences of any decision.
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In addition to the steps in the renewal process defined above, the model also includes focal
points for purposeful learning experiences. These are the Awareness, Decision and Change
Process phases. It is important to see these phases as separate but integral parts of a total renewal
process. Frequently professional and personal renewal programs for faculty (and others) are like ablast from a shotgun rather than a series of single shots aimed at specific targets. Even single shot
programs such as those offered in decision making often fail to focus on the context and purpose of
decisions. Al depicted in this model, learning experiences in the area of decision making must take
into account the facts and/or behaviors about which decisions are to be made as well as help the
learner look toward changes and consequences which follow those decisions.

This model is not prescriptive with regard to the learning experiences which fit into the Aware-
ness, Decision or Change Process phases. Learning experiences in awareness for example, mightconsist of asking students to suggest ways to improve instruction in a course, reviewing a video tape
of one's teaching, or participating in a training group designed to increase personal awareness.

Regardless of the experience used, the purpose of the Awareness phase is to provide oppor-
tunities for individuals to bring into consciousness behaviors which enhance or infringe upon the ac-
tivity (such as teaching) under consideration. Similarly, many alternatives are available as learning
experiences for the Decision and Change Process phases. The purposes of these experiences are tohelp the learner reach a decision regarding changes, and as appropriate, to achieve a behavioral
change.

Learning about and predicting consequences are frequently a part of learning experiences in
the Decision and in the Change Process phases. The fact that the realities of consequences some-time become an awareness ext.t.sience for the learner introduces the circular nature of this model.
In other words, consequences following changed behaviors or a decision not to change, become the
stimuli for a new awareness experience and presumably another trip through the renewal process.

In summary, the model includes phases in a dynamic renewal process and illustrates places for
purposeful learning experiences within the process. The primary uses of the model are in helping
individuals to understand the renewal process and to identify where learning experiences can have
a significant impact on personal and professional renewal.
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TEXAS WOMAN'S UNIVERSITY
DENTON DALLAS HOUSTON
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Faculty Renewal Through Synergistic Wellness

Dr. Eileen E. Morrison
Associate Professor

Health Sciences Instruction
Texas Woman's University

Greater scrutiny is being placed on higher education by
bcf.h state and national sources. The quality of overall
education, not just job preparedness, of our graduates is
being questioned. The change in enrollment patterns and
student expectations has caused faculty to be held
accountable for their excellence in both content areas and
the facilitation of the educational process. This reach for
excellence is often accompanied by a decrease in financial
resources. In short, faculty are being asked to do more, at
greater quality levels, with less resources. It is not
surprising that the need for renewal of faculty is a
critical issue in all levels of higher education.

This paper presents a model to assist faculty with
their development and renewal through a plan of synergistic
wellness. The concept of wellness is explained and
pragmatic suggestions for changes in the area of physical,
mental, and social wellness are discussed. These
suggestions can be adapted to the environment of the
individual faculty member and should increase his or her
overall vitality. In addition, the paper demonstrates how
these suggestions, when used in combination, provide a
synergistic effect on the vitality level of the faculty'
member.

Without administrative support, wellness models or
other strategies for faculty renewal often fail. The paper
presents the benefits for administrators who support a
faculty synergistic wellness model. The paper also provides
realistic suggestions for administrators who wish to promote
and support this model within their organization.

Faculty vitality and ongoing growth adds an important
dimension to both the public image and the quality of the
educational process in higher education. With the increase
in accountability for the quality of graduates, content, and
teaching, vital dedicated faculty become an even greater
academic resource. Those who choose to remain in academe
and not join their higher salaried colleagues in the private
or corporate sector, should be rewarded through
opportunities for growth and renewal. This paper presents a
starting point for such opportunities through the
synergistic wellness model.

An Equal OrportunitylAffinnativr Action Emiia-3
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From State to Campus to Classroom: A Multimedia
Approach to Gender Equity and Multicultural Awareness

Sigfredo Carrion
Director,
Affirmative Action
Program
Kean College of NJ

Mary Dean Dumais Richard M. Nichols
Professor, Professor of Education
Master Trainer for NJ Kean College of NJ
Affirmative Action Program
Kean College of NJ

The all-college training program at Kean College of New Jersey came
about as a result of state-wide affirmative action training initiated by
the governor of the State of New Jersey.

During the 1985 State of the State Ade lovernor of New Jersey
Thomas H. Kean made the unprecedented annoul.., went that he was directing
all 75,000+ State of New Jersey Employees to tadergo an intensive train-
ing program to raise the level of awareness about the State's Equal
Employment Opportunity and Affirmative Action Program. In a letter to
all State employees later that year Governor Kean explained:

"This Training program, in which you and every state employee
will participate, is designed to help you understand and con-
tribute to the State's commitment to provide equal opportunity
for everyone.

"I want you to know that this program has my full support and
strong commitment -- and I am asking you for this sane support
ar.d commitment. Effective, continuing affirmative action is
and will be one of the important ways we can help make State
government work better -- and thereby serve the people of New
Jersey better. We must all work to create an atmosphere in
which all state employees can develop fully and make their own
maximum contribution to our state and its people."

The purpose of the presentation is to demonstrate to college personnel
a program by which an entire college community was brought together to
address affirmative action and gender equity in a way which has had
genuine impact on the institution in areas from hiring practices to
classroom applications.

Using simulation, video and related media the presentation will begin
with the initial sessions for "Master Trainers," continue through the
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primary training for all of the college's personnel (faculty, clerical and
service staff and administrators) and conclude with current follow-up
activities for the classroom.

An overview and history of the program will be presented with an
opportunity for participants to become actively involved in portions of
the training. They will: 1) experience, first hand, critical phases of
the training; 2) gain ideas for implementing a large scale all-college
training program; 3) explore strategies for managing resistance and receive
information on selected follow-up activities.

The session will be divided as follows:

1. Logistical considerations: the how-to of organization
(demonstration/discussion).

2. Sample modules/simulation involving large and small group
work and feedback.

3. Outcomes: questio,s/Pnswers.

4. Ideas for follow-up (brainstorming/disucssion).

The presentation will give the participants genuine insights into,
as well as practical experience in, the process of the engagement of a
total college community in affirmative action awareness.
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Managing Stress: The Payoff is Tremendous

Joan North, Dean
College of Professional Studies

University of Wisconsin-Stevens Point

Stress in the 80s is a fact of life. The faculty member or
administrator may be experiencing chronic stress--the stress that
impairs decision-making, decreases productivity, affects health,
and sometimes shortens life itself.

This presentation, given by a noted expert in the field of stress
management, will focus on identifying, recognizing, and managing
the stress factors that keep one from peak performance on the job
and from enjoying time at home.

This session will include the following topics: how to choose the
best stress management strategy, develop relaxation techniques, and
develop a stress management plan for life. The focus of this
session is to teach how to acquire and develop the skills needed to
take control of one's life and emotional well-being.

1 C
4, to

109



TRENTON STATE COLLEGE

Faculty Development and Renewal Under the Challenge to Distinction
at Trenton State College

Dr. Judith Ghetti Ommen
Assistant to the Vice President for Academic Affairs

Given three years to make significant changes at your institution,
what are your priorities? Trenton State College was founded in
1855 as a teacher's college like many other institutions at that
time. Over the course of time, the college has changed its
direction to include thirty-five departments and almost twice as
many najors. In the past ten years, we have significantly and
deliberately decreased student enrollments, so as to improve the
quality of students and program offerings. Also, like other
colleges and universities, Trenton State has set ambitious goals
to achieve in the next few years. Presently, the college is rated
Very Competitive by Barron's Profiles of American Colleges. Now it
wants to be considered Highly Competitive. The college seeks to
increase retention of full-time students raising graduation rates
to 60% after four years and to 75% after five years. Also, Trenton
State intends to increase enrollment and retention so that Black
and Hispanic students will account for 15% of full-time
undergraduates. Academically, the college seeks to provide
challenging educational programs and goals for its students, a
distinctive general education program, high quality majors, and an
assessament of student performances - outcomes assessment. The
campus community is working simultaneously on all of these
challenges.

Trenton State recognized that none of these ambitious aims is
attainable without dedicated and active faculty members. One of
its priorities is thus to ensure that faculty are given numerous
opportunities and sufficient support for professional development
both as scholars and as teachers. Faculty development and renewal
opportunities became realities through the Challenge to
Distinction Grant received from the New Jersey Department of
-Higher Education.

Aided by strong administrative and faculty support, the first year
of the grant was spent in planning and refining goals, evaluation
criteria, timetables, outcomes and spending plans for ten
components within three major foci: Attracting Learners,
Challenging Learners, and Supporting Learners. This paper is
centered on Challenging Learners which pertains primarily to

Challenge to Distinction
Oftste Ac.a4icnuc Affairs
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Faculty. At a time when there are few senior-level, promotion
slots available for faculty, nearly an 80% tenure rate, and hardly
anyone interested in retirement, how dyes an institution go about
vitalizing faculty? Like other faculty, Trenton's professors can
be characterized as both content with their careers and resistant
to any changes that might affect them. They are enthusiastic yet
suspicious about efforts fostered by the administration to
energize and challenge them to further excell. This unionized
faculty can be more collegial and committed to those goals for the
campus community of learners. In the long run, the impact of
faculty renewal will be felt by the students who are challenged in
new and revised classes to expand their understanding and fields
of knowledge.

r. U

111



I 7 8 5

The University of Georgia
Cooperative Extension Service
Co Hew of Agriculturc/Athens, Georgia 30602

FACULTY HEALTH AND WELL-BEING: A FOCUS FOR PERSONAL RENEWAL

Dr, Ann V. Peisher
State Program Leader

Food, Nutrition and Health

This presentation presents the evidence for including a Health and

Well-Being focus in campus faculty renewal programs and discusses ways

the Cooperative Extension System An be a resource for those programs.

$hv Address Health and Well-Being?

Year after year, national health care costs continue their alarming

rise. The use of widespread insurance coverage to provide more Americans

access to the increased technology of health care has resulted in

exploding health care costs. What cost our nation $4 billion dollars in

1929 cost us $400 billion in 1985. By 1986, expenditures for health care

consumed more than one out of every ten dollars that Americans spent.

Yet it is employers private and public-- who bear at least half

the burden of mounting health care costs. Typically, employer health

care costs are rising at the rate of 25 to 100 percent a year. While

this alarming escalation in medical expenses and in the hidden costs of

sick care seems to be beyond our control, we know the major cause of

serious illness and death in adult Americans is cardiovascular disease.

According to the American Heart Association, in 1986 it accounts for

11 07

112

THE UNIVERSITY OF GEORGIA, THE U.S. DEPARTMENT OF AGRICULTURE AND COUNTLES OF THE STATE COOPERATING
The Cooperative Extension Service offers educational programs, assistance and materials to all people without regard to race, color, national origin, age, sea or handicap stares_

AN EQUAL OPPORTUNITY /AFFIRMATIVE AMON ORGANIZATION



about $78.6 billion of our annual medical costs. And yet, all the

authorities agree, people can control the major risk factors such as

cigarette smoking, high blood pressure, blood cholesterol levels, and

diabetes. They can affect other contributing factors such as obesity,

lack of exercise, and stress. These same risk factors also effect other

health threats like cancer, diabetes, hypertension and osteoporosis.

pow Can cooperative Extension Help?

Since 1986, Cooperative Extension programs, overall, are based on

critical economic, social and environmental issues. Nine priority

initiatives have been identified to guide the agency as it addresses

current and future issues. One of these nine initiatives is Improving

Nutrition, Diet and Health.

The initiative of Improving Nutrition, Diet and Health is based on

two critical issues. One is the need for individuals to understand the

risk factors associated with different health problems and to promote

lifestyle changes, since lifestyle factors, including diet, are

considered major contributors to health problems such as obesity,

hypertension, osteoporosis, heart disease, cancer and diabetes.

Cooperative Extension programs focus on efforts (1) to make clients

aware of their risks for health problems so they can consider making diet

and lifestyle changes and (2) to provide them adequate knowledge to make

the desired changes. Discussion centered on specific programs offered

through the University of Georgia and ..omparable programs found in other

states, including weight control and cooking for health.
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Georgie Institute of Technology
Cuter for the Enhancement of Teaching and Learning
Atlanta Georgia 30332

EHNANCING TEACHING AND LEARNING: GEORGIA TECH'S CENTER FOR THE
ENHANCEMENT OF TEACHING AND LEARNING

BILLIEE PENDLETON-PARKER
AsListant Director, Center for the Enhancement of Teaching and
Learning, Georgia Institute of Technology, Atlanta, GA 30332-0383

The Center for the Enhancement of Teaching and Learning at
the Georgia Institute of Technology is developing numerous
programs and projects to aid faculty development, as well as
students' learning. These programs are at the vanguard for a
technologically oriented institution where research is the
primary focus of time, money, and personnel.

CETL has formed a chapter of Toastmasters International
("Techmasters") to help faculty develop speaking, listening,
evaluating, and leadership skills.

The Language Assistance Projects we sponsor aid
international professors and graduate students. We work in
conjunction with Tech's Language Institute to help professors
learn more about the cultural and educational differences they
face and to help them improve their written and oral
communication skills. This is all done on a one-to-one basis.
We also work with international graduate students in a structured
classroom setting to accomplish similar goals. Videotaping and
classroom observations are components of both projects.

Videotaping, classroom observations, and/or dialogues with
students are also options for any professor or teaching
assistant. The taping is voluntary, and the tape is the
instructor's to do with as he or she chooses. The instructor has
the option of having the tape critiqued with a CETL staff member.

We have developed a series of teaching tapes that show
exemplary Tech professors demonstrating or discussing everything
from how to use office hours effectively to innovative and
commonsensical uses of chalkboards. These are available for new
and veteran professors to view to help enhance and improve their
teaching.

Each fall we sponsor an orientation for new faculty with a
follow-up session, "Thriving in Academia," in the spring. The
topics of the sessions and discussions range from the
organizational structure of the institution to strengthening
human relations in the classroom to a dialogue with Tech's
president.

CETL will sponsor a campuswide seminar for graduate teaching
assistants, addressing problems and issues of particular and
specific concern to this segment of the instructional faculty. A
course to help GTAs learn more about teaching will also be
offered.

r
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We serve as the processors for Tech's course/instructor
opinion survey. This survey consists of institutewide items,
departmental items, and specific items a professor can elect to
appear on his or her evaluation (responses to be seen only by the
professor). We have compiled normative information on the data
collected so far.

We conducted a survey of teaching and learning facilities at
Tech and published a booklet with photographs and pertinent
information about all of the large (capacity over 50) classrooms;
this was distributed to all faculty. It should help current
faculty to be more familiar with what to expect when they are
asked to teach in unfamiliar buildings, as well as provide
information to new faculty.

CETL maintains a computer listing of Tech's library books
related to teaching and learning. We are also purchasing books
and subscribing to publications that relate to teaching and
learning in higher education; these are kept at our Center.

Periodically we publish gggd Teaching at Georgia Tech, a
newsletter to help keep faculty apprised of teaching and learning
issues.

CETL also will have the opportunity to submit a proposal to
establish a Lilly Teaching Fellows program beginning in Ino.
This program focuses on junior faculty to give them reassignedtime and some money to concentrate on teaching, not research.
Participants develop projects related to some aspect of teachingand learning. Seminars to discuss teaching issues are also held.
A productive sharing of ideas occurs on each participating
campus, as well as at two annual national conferences held for
participants of all six institutions involved.

This sharing of ideas, commiserations (at times!), and
networks that are formed are alsop.in part, fostered by the other
teaching and learning projects with which CETL is specifically
involved. These attempts to enhance teaching and learning and to
give instructors alternative ways to teach and/or to approach
their teaching are not novel in themselves, but they are novel at
a predominantly technologically oriented institution. We are at
the vanguard in this project, but we feel very strongly that when
teaching (and learning how, to teach) is enhanced, learning is
subsequently enhanced--and that is the primary mission of any
institution of higher learning.

This session will give helpful information and insights to
seasoned teachers and novices--specific information about Tech's
programs and ways to implement or modify these projects at the
participants' particular institutions.
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DEPARTMENT OF PSYCHOLOGY COLLEGE OF LETTERS AND SCIENCE
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FACULTY DEVELOPMENT REDEFINED: IN SUPPORT OF ACADENTC ENTREPRENEURSHIP

Dr. Baron kerlmn
Professor, Department of Psychology
University of Wisconsin-Oshkosh

Donald A. Weber
Director" Grants Administration
University of Visconsin-Oshkosh

The authors have been involved in a Faculty Development program which has
been in existence since 1975. This program has provided over $5,000,000
to faculty. Faculty participation in the program remains high. The
authors sought to discover what accounted for the program's success. The
answers were found in the business literature describing organizational
entrepreneurship, and the processes needed in an organization dedicated to
these. The authors concluded that the heart of faculty's professional
development is not enhanced teaching nor more research per se. It is the
pursuit of ideas and professional growth which is grand stuff. What is
important is entrepreneurship, mastery, opportunity, seizing the moment,
and exploration of the unknown.

To be successful, those charged with managing programs which support the
professional development of faculty must focus on two domains. First,
they must understand the forces and dynamics at work when faculty seek
support fur their professional development. They must establish and
manage a program which has as its singular goal the development of
faculty. This is the domain of leadership, vision, culture, empowerment,
opportunity, trust and integrity.

The second domain involves understanding the technologies associated with
faculty development. Rules, decision making processes, and communication
must enhance and not imp-de the faculty's professional pursuits. The
technologies must be productive.

Faculty are entrepreneurs. Theirs is a relatively solitary pursuit and
engagement of ideas (ideas are their most precious resource - their
currency). At the most global level, for the successful professional
development of faculty to occur, faculty must have the respect, autonomy.
and power to obtain the time, fiscal resources and wherewithal to meet
their goals and needs. In short, faculty must be empowered, and
empowerment must exist in the fabric of a university's culture in order to
make this happen.

In our case, we found that two key technologies drive the successful
support of faculty development. First, faculty development works best
when expert decision making exists. Legitimate and/or political power
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impedes the successful development of faculty entrepreneurs. Decisions on
faculty support must not be political nor show favoritism - they must be
based on the knowledge of experts. It is the quality of ideas which must
drive the support for the professional development of a faculty - nothing
else. For expert decision making to exist trust and integrity must exist,
sufficient funds to support the faculty must be available, and decisions
must be predictable and responsible.

Second, the issue of time must be addressed. Faculty work on real time -

good ideas cannot be batched until the conclusion of a semester so they
can be attended to. It is the authors' experience that faculty must be
able to pursue their ideas continually (in real time) and a program which
serve them must be able, within whatever limits exist, to operate on real
time.

In addition the authors will share other lessons they have learned.
Examples of these lessons include (a) don't fight in public, (b) asking
"why not?", (c) no inside trading, (d) efficiency and effectiveness, and
(e) codify - always write it down.
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SIENA HEIGHTS COLLEGE

PERSONAL AND PROFESSIONAL RENEWAL FOR PART-TIME FACULTY

Sr. Eileen Rice, OP
Program Director
Teacher Education
Siena Heights College
Adrian, MI 49221

Dr. James Ebben
President
Edgewood College
Madison, WI 53711

Part-time faculty members are an increasing presence in the instructional
force of America's institutions of higher education. While they often
provide academic programs with much needed "real-world" contact and
academic chairs with important budget relief, the adjunct fLculty members
seldom have much opportunity to participate in institutional professional
development programs.

At Siena Heights College, between 1/4 and 1/3 of the individual faculty
members teaching any given term are adjunct. These individuals make a
very important contribution ta the quality of instruction at Siena
because, like many small colleges, we are often limited in the number of
faculty members available to interact with students in any given academic
program. To increase the extent to which these individuals are incorporated
as integral members of Siena's teaching faculty, the college applied for,
and oeceived, a FIPSE faculty development grant in 1977 which included
funds to conduct two three-day part-time faculty workshops during two
consecutive academic semesters.. After the termination of the grant funding,
Siena continued to sponsor a one-day part-time faculty workshop each semester.

Since 1978 twenty of these one-day workshops have been held with no external
funding and at minimal expense to the institution. This concurrent session
will describe the format of these one-day workshops and provide information
on the evaluation of their success.

Each workshop has had three distinct components:

(1) a pedagogical section

which has addressed issues such as course construction, critical
thinking, grading practices, effective teaching techniques, etc.

(2) an institutional section

which has been a way to acquaint adjunct faculty with current
issues on campus, e.g., a hispanic recruting iniative, a new
general education program, meeting the new dean or president,
demonstrating new instructional equipment, etc.
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(3) a personal section

which has focused on the fact that adjunct faculty are persons
before and beyond their professional positions; this section has
included personal goal setting, wellness, creative writing,
researching family history, mid-life crisis, etc.

Over the eleven years of designing and presenting these workshops, much
of what has been done seems to be transportable. This session will provide
materials on specific topics covered, helpful resources, and feedback
received from part-time faculty participants.
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Your Jungian Personality Traits and Wellness Related Issues"

Dayton Y. Roberts, Ph.D.
Professtr and Coordinator,, Higher Education
Texas Tech University

Dr. Tom Carskaion, Editor of the AgEngLapligkth2gjollymwrite&
I believe Dayton Roberts has directed more dretwal research in the

area of psychological type them any other individted, anywhere We have
published several of his articles and the most distin ctive thing duet them
is the freceierey with whth they have been cited by other resarchers...
His current research an the link between mythological type and heart
disease is clearly of 'milestone' status. It has enerated great excitement,
and I would easily rate his last article in arljournal7-em invited, lead
article- -ao one of the ten most important in the twelve years of our history."

In the studies by Eichorn et. al. which began in the 1920's afthe Institute of Hume"
Development at the University of California at Berkeley Ma on childhood illnesses, education,
oinking, smoking, occupation and persmielity characteristics were examimid. Personality
emerged as the strongest indicator of an irelividwil's future !with.

Today, there is a rowing body of rowan% evidence that such pathologies as heart disease,
cancer, arthritis, ulcerative Mitts, asthma, mtrairm headed= and mmurous other
gisychossnatic distetrs are associded with distinct personalities. Research evidence indicates
that specific clusters of personality traits seem to predispose perms to specific pathologies,
and as such, this information may be used in health stings to worn them of their risk and to
re-eckcate them in &der to minimize risk.

This 90 minute workshop is an intensive, research-based exploration of a very useful
Perspective for theping our practices to reflect our values. Each participant will respond to the.
instrument identifying Your Jungian Psychological Trait* (i.e. Your Personality) ", a measure
of Ainglan psychological types, it characterizes sixteen types of people who differ in their
styles of gathering information and making decisions, and in their orientation to the world
around them. it measures traits so basic that they are vital elements in our On, our
marriages, our lifestyles- -ems now it is becoming deer, even our total wellness.

"Identifying Your Jung an Psychological Traits (i.e Your Personality)" is the instrument that
participants will reegynd to in this workshy. It is a self administered 32 -item self-validating
Instrument publisted by the Texas Tech University Center for improvement of Teaching
Effectiveness (CITE). It is adapted from the Myers-Briggs Type Indicator ( MBTI ) that has
proven to be a pronatic anti potemt tool in busing, Ire:Wry, government, and (dation in
fostering constructive uses of Individual differences.

The Myers-Briggs Type Indices ( MBT1) is a self-actninistered 166-item self-validating
instrument first published in 1962 by the Educational Testing Service. The MBT I and the
supporting research stemming frixn its development expended and clarified Jung's theory that
seemingly chance variation in human behavior is in fact not due to chance; it is the logical result
of observable and measurable differences in mental functioning.
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These basic differences concern the way people use their perceiving processes to become aware
of petite, things, occurences, or Ideas trid the way they use their judging processes to come to
conclusions dmut what has been perceived. Since the two together -- PERCEPTION and
JUDGMENT -- we critical to a person's medal activity, they determine, toe great extent, that
person's overt behavior.

Jung's theory states further that there are two ways of perceiving -- by SENSING and by
INTUITION -- and two ways of judging -- by THINKING and by FEELING. In addition to
whichever of these processes an individual prefers, there will be an accompanying preference
for INTROVERSION or EXTRAVERSION. Thus, the MBTI defines the following pairs of preferences
from which 16 different combinationsof personality type may be derived:

k kr

Does the subject's infest flow mainly to the outer world of actions, objects and persons ( E), or
t o t h e inner work, of oancepts and ideas ( 1 )?

SENSING (5) -- INTUITION (N): flow SITUATIONS ARE2ERCEIVE.D AND EXPERIEKED

Does the subject attach more 'mewling) to the immediate realities of direct male= (5), or
to the inferred meanings, relationships, and possibilities of experience (N)?

THINKING (T) -- FEELING (F) JUDetIENT PREFERENCES

1n m*itoj jtatenstts, does the added rely more on logical order end came and effect (7), or on
priwities based on perusal Importance and values (F)?

011X111211 ERM.121121.111713111

Does the subject prefer to live in Um jutting attitude, systematically planning, ordering, and
crgelizing his world, dec'd1ng what needs to be done and attempting to =trot events (J),or in
the perceptive attitude, spontaneously, curiously, awaiting events and adapting to them ( P )?

Sometime dunning the mamas participants in this workshop will have the opportunity to take
the complete MBTI and have the three pap emu** analysis mailed to them approximately two
weeks later.



UNIVERSITY OF NORTH DAKOTA

Retirement Can Be Fun - Prepare For It

Dr. Thomas J. Robinson
Professor of Mathematics
University of North Dakota

At every stage of life planning represents an important step in accomplishing
what we set out to do. We begin by setting goals, either formally written
down or informal, and then we try to achieve them. We spend approximately
one-fourth to one-third of our lives in job preparation and about one-half
on the job. Thus, there remains roughly one-sixth for retirement. To let
retirenent simply happen is unfortunate because we are less likely to get the
most out of it in that ca-e. Many people spend more time planning for a vacation
than they do for retirement.

Not everyone enters retirement being secure and well-adjusted. Some, through
no fault of their own, meet with misfortune or ill health. Others find it
difficult to adjust without the structure of a daily work schedule. However,

the most common cause of retirement failure is simply lack of planning to avoid
or minimize the hazards that trap the unwary. Among the major pitfalls:

1. Lack of a sound financial program that takes inflation into account.
Begin building defenses against inflation while still employed.

2. Hasty decisions regarding housing and locale.
3. Lack of interest and activities.
4. Confusing retirement with aging.
5. Failure to anticipate adjustments in roles and attitudes.
6. Delay in planning ahead.

The six areas listed above are the basis for this talk, although the outline
listed below has some slight variations.
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1. Finances. Financial planning is extremely important in maintaining one's
chosen lifestyle through retirement. "How much income is enough" is the first
question to be answered, and the second is "How do my pension, social security,
and other income fit together to accomplish this?"

2. Health Care. Health care is not specifically listed above, but it certainly
is of major importance to all of us. Medicare and supplements to medicare pay
the bills, but health maintenance is also important. Drugs and medications
affect us differently wive grow older, and care and caution are recommended.
If you move, don't neglect taking your medical and dental records with you.

3. Where shall I live? Do not choose a retirement location hastily. Determine
attributes that are important for your retirement living. These may include
proximity to transportation, culture, relatives or friends, as well as climate.

4. Be flexible. Aeing flexible has as much to do with stretching the mind
as the body. A willingness to change attitudes can be a big help. Plan your
days, filling them with exercise and activities, perhaps develop a second career.

5. Be kind to yourself. Be your awn friend. Health, well-being, stress
management - these and other problem areas are better handled if you feel good
about yourself and your decisions. Try not to use the phrases "I should have"
and "If only."

6. Perks for seniors. After reaching age 50, perhaps you should consider
joining AABP, Mature Outlook, or some other of the seniors' organizations.
Besides discounts there are numerous trips, outings, excursions, elderhostels,
and other benefits available through local and national groups.

The bottom line for retirement is that it can be a time for fulfillamnt. Star:
preparing for it now, and take a healthy attitude with you.

,

123



A FACULTY DEVELOPMENT SYSTEM: COORDINATION BY OBJECTIVES

Sidney P. Rollins
Director of Instructional Development

Bryant College

The Faculty Development Committee at Bryant College in Smithfield,
Rhode Island presently is testing 7 faculty development system that
is based on goal-setting by various elements of the College. The
system rests on the notion that everybody has goals and that the
closer the relationship between individual and organizational
goals, the more likely the possibility that both the individual and
the organization will function effectively. As Chester I. Barnard
(1938) wrote in his classic study of organizations, "there is a
need to develop a cooperative system that is capable of satisfying
the personal objectives of employees as well as meeting the
objectives of the organization. The success of an organization
rests on the ability to satisfy both sets of objectives."

An anticipated outcome of Bryant's Faculty Development System is
a productive arrangement that will encourage the coordination and
integration of individual faculty goals with institutional goals
and activities so that all of the elements of the institution are
moving in the same direction. This approach to faculty development
iwrolves serious and careful goal-setting by faculty, by
departments, and by the institution.

The base of the Bryant Faculty Development System is the amalgam
of individual faculty goals that are then absorbed into department
goals that eventually are absorbed and reshaped into the goals of
the institution. The original proposal for the development of this
system will be distributed at the conference session. It presently
is being tested by 20 faculty volunteers, their department chairs,
and the Dean of Instruction. The faculty members involved in the
testing of the system constitute a little over 18 percent of the
total full-time faculty. At the end of the present academic year
(May, 1989) the 20 faculty members will be brought together for a
one-day evaluation workshop, during which strengths and weaknesses
of the system will be discussed.
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Considerable information about faculty reaction to the system
should be available prior to the Atlanta conference. Through a
series of interviews early in April, the presenter will collect
data that will be discussed during the presentation.

Although the Bryant Faculty Development System resembles the idea
of "management by objectives" in many ways, there is at least one
basic philosophical difference. Bryant's system might better be
named "coordination by objectives." The goal of the Bryant system
is to create an organizational culture and operating procedures
that, rather than being managed, "manages" itself. The system is
not designed to make deans and vice presidents unnecessary, but
rather to modify their management roles; to create Theory Y
managers ( McGregor, 1960) who help rather than direct the
organization to function effectively and efficiently, and who
foster cooperation among members of the college community.

The program format will include a presentation of the problem, a
discussion of the Bryant approach to a solution, distribution of
the instrument, and a discussion of the rationale that supports the
proposed solution. Preliminary data gathered from participants in
the test also will be provided.

REFERENCES

Barnard, Chester I. Functions of the Executive.
University Press, 1938.

McGregor, Douglas. The Human Side of Enterprise.
1960, pp.38-48.
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GLASSBORO STATE COLLEGE

Challenge Grant Office Glassboro. New Jersey 08028-1781 (609) 863-6484

CURRICULUM DEVELOPMENT AS FACULTY DEVELOPMENT:
LIBERALIZING PROFESSIONAL EDUCATION AT GLASSBORO STATE COLLEGE

Dr. Linda W. Ross
Associate Professor of Management
Challenge Grant Project Director
Glassboro State College

Dr. Marion Rilling
Professor of Elementary Education
Glassboro State College

Prof. Janice Po ley
Assistant Professor of Communication
Glassboro State College

Dr. Terri Maciolek
Challenge Grant Irternal Evaluator
Glassboro State College

Most experienced faculty often recall with pleasure their work on the design and
introduction of a new program or "cutting edge- course. Their satisfaction is derived
not only from the end-product of curriculum development, but from opportunities for
research, experimentation, creativity, synthesis, and reflection inherent in the
process. However, at colleges whose faculty and curricula have matured and where
enrollments are stable, curricular change may slow; and with that an important source
of growth, learning and renewed commitment to the community of scholars may be
diminished. Faculty renewal programs which serve individuals (research grants, travel
allotments, tuition reimbursements) are invaluable under such conditions, but they are
not a substitute for the kind of collegial learning that emerges through curriculum
development. This session concerns the relationship between curriculum and faculty
development and describes how ogle state college has strenthened both.

In 1987, Glassboro State College embarked on a major college-wide three-year
curriculum development project funded by a $4.8 million Governor's Challenge Grant.
Entitled "Liberalizing Professional Education", the project was designed to enhance the
institution's three largest professional programs which enroll two-thirds of all
undergraduate majors (Teacher Preparation, Business Administration and Communications)
and to transform the general education program for all students. Our goal for each
professional program was to strengthen the body of knowledge in that field while making
more explicit its connection with arts and sciences concepts and methods.

Over 120 faculty and staff, including at least one from every department on
campus, have participated in the project. Most grant activities are designed to be
carried out by groups. The following arc some examples of the variety and scope of
our development activity:

o In each professional program, arts and sciences and professional faculty
work together to introduce liberalizing concepts into the entry-level
and capstone courses.

o The School of Education has become the first in the nation to collaborate
with the American Association of Colleges of Teacher Education to
integrate the new "Knowledge Base for Beginning Teachers" into its
curriculum through school-wide symposia and departmental work groups.
Education faculty also may apply for "Collaborative Research Grants" to
fund projects with K-12 teachers in local schools.

New Jersey Is An Equal Opportunity Employer
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o The School of Business is integrating use of the computer and decision-
support concepts through case studies prepared by faculty with the help of
an advisory task force composed of business executives as well as faculty.

o The General Education Model has been redesigned around a number of
interdisciplinary core courses developed by committees of faculty from
across the respective arts and sciences discipline.

o The Faculty Externship Program places faculty in area businesses and
organizations to work for a semester to enhance skills and knowledge.
Externs also build closer ties between the employer and the college
to obtain curricular advice and coop placements for our students.

Within eighteen months, new curricula have been drafted as a result of these programs.
An equally important outcome is the project's impact on faculty development.

At the end of the first year of our project, we conducted a survey to assess
the extent to which faculty have gained personally from their involvement. Two-thirds
of the respondents indicated that the grant has had a positive impact on their
development as TA teRcher by heightening awareness of content issues, trends in pedagogy
and current literature and research. Sixty percent reported that grant involvement
contributed to their development as a scholar as a result of dialogue with colleagues,
and that it provided an impetus to write, do research and read new literature. Almost
all* respondents had worked collaboratively with faculty from other disciplines.
Ninety percent of these respondents reported positive experiences which 'encouraged
cooperative labor across disciplines", *created a stronger atmosphere of professional
commitment*, and produced *intellectual former.

We have held a number of workshops to introduce faculty to new concepts or
pedagogical techniques; and in each case they were closely associated with a curriculum
development goal. Through these activities we have gained a number of insights that
should be useful to other colleges embarking on curriculum development.
First, faculty development is enhanced by group work rather than purely individual
activity as does assuring diversity of the disc iplines represented in the group.
Second, having a number of groups working simultaneously on different curriculum
projects creates a critical mass of development activity. Third, faculty development is
stimulated by the use of expert consultants who can play either 'process" or *task"
roles when the group encounters obstacles. Finally, development is reinforced by
conducting written formative evaluation of group activities and outcomes aimed at
recognizing progress and fine-tuning plans.

By linking curriculum development and faculty development Glassboro State College
is achieving success in carrying out its plan for major change in its programs and
academic climate. Our experience has confirmed the importance of considering the
mutuality of these two critical processes in programmatic design.
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Patterns of Regenerative Learning Among Faculty at
Comprehensive Research Universities

Edwin L. Simpson
Professor of Adult Continuing Education and

Director of Faculty Development
Northern Illinois University

Continued professional learning within the ranks of the
professoriate is usually taken for granted. In fact, it often
may be assumed that a natural consequence, and a primary benefit
of arduous training in research, critical thinking and/or the
development of creative abilities in preparation for work in
academe, is renewal throughout a profefJoris career. Evidence
suggests that this assumption is not well founded. Changing
conditions within American universities and colleges during the
past 20 years have made renewal among the professoriate very
difficult. The increasing diversity of student bodies in higher
education, an expanded image of academic programs to serve before
unnerved clientlei and rapidly increasing demands that grow out
of high technology and greater competition for research
production within higher education, are some examples of
conditions that challenge professors in American higher
education. Most of these conditions are projected to continue in
American higher education well into the 21st century.

This presentation addresses a concern about how to conserve
the human resources most central to the university - the
professors. The report will focus on studies of how professors
engage in regenerative 3earning - learning associated with
academic career vitality. Its intent is to describe and examine
how professors remain vital in their 'careers. The presentation
is also intendel to provide some basis for assisting academics
who are very able, but because of being unprepared for renewal
throughout their careers, drop out emotionally, psychologically
and/or leave acadame all together.

The presentation and discussion of regenerative learning
will be based upon experience working with 60 faculty who have
made academic career changes within the same university. Also,
findings will be shared from studies of faculty in comprehensive
universities throughout the U.S. who have successfully renewed
their careers. Learning experience that is antecedent to vital
growth in faculty careers will be the major focus of the
presentation. For example, the function of consulting,
mentoring, peer counseling, collaborative research, and collegial
netwtrking as regenerative tools for revitalization of academic
careers will be examined and discussed.

J
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Suggestions as to how to facilitate regenerative learning
for professional academic career development will be presented.
Also discussed will be recommendations for the design of graduate
training that addresses the needs of individuals who choose the
professoriate as a career.
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Office of Instructional Development

The Lilly Teaching Fellows Program
at the University of Georgia

Ronald D. Simpson

The Lilly Teaching Fellows Program sponsored by the Office of

Instructional Development was initiated in 1984 through a grant

from the Lilly Endowment, Inc. In this, its fifth year of

operation, the program is now fully funded by The University of

Georgia. Through this program eight or nine junior faculty are

selected annually to participate in a series of activities designed

to enhance their professional development as teachers. The Fellows

and their respective Mentors meet regularly during the academic

year for presentations and seminars and participate in mentor

relationships with senior faculty in their own departments or

related disciplines. In addition, each Fellow receives a small

individual grant to develop an instructional improvement project.

The Lilly Teaching Fellows Program has been established in

order to accomplish the following goals:

1. Provide new faculty with an opportunity to further
develop basic skills associated with effective teaching
and other roles required of a research university.

2. Provide new faculty with information concerning
instructional policies, resources and services that exist
at The University of Georgia.

3. Offer support systems for sharing of ideas with colleagues
from other disciplines who may have similar interests and
who face similar challenges.
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4. Develop instructional skills through exposure to and
interaction with senior faculty who are master teachers.

5. Help to create and maintain an instructional environment
that will produce the best teaching scholar possible.

Faculty members at the end of their first, second or third

year at The University of Georgia are selected during the spring

quarter to participate as Lilly Teaching Fellows for the coming

academic year. Candidates must be tenure-tract assistant

professors and recent recipients of a Ph.D. or terminal degree in

their discipline or profession. Admission to the program is

contingent upon the nominee's academic department agreeing to

approximately 20% release time. Candidates are nominated by their

department heads and applications are screened and selected by a

faculty committee. Recommendations will be forwarded to the

Director of the Office of Instructional Development and final

decisions will be made after consultation and approval by the Vice

President for Academic Affairs.

The following activities comprise the program each academic

year:

1. A two-day retreat is held close at the time of opening of
the University in the fall. Project leaders and
participants formulate and share goals for the coming
year. Food, lodging and travel expenses are provided.

2. Fellows select a mentor for the year. The mentor may come
from within or outside the fellow's department. In
addition to the fellow-mentor relationship, each fellow
will observe the other mentors associated with the
program. Mentors participate in some of the group
activities and are invited to attend an end-of-year
retreat.

3. Fellows along with appropriate members of the OlD staff,
administration and faculty meet on a regular basis
approximately twice a month. Half of these meetings are
conducted as roundtable discussions. Alternatively, about
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half of the sessions involve luncheon meetings with
outside speakers on important topics related to college
teaching.

4. During the fall each fellow is required to develop an
instructional improvement proposal for the academic year.
Up to $3,500 per fellow is available to implement new
ideas or otherwise enhance the development of the
individuals' career path in teaching.

5. The Fellows attend an annual Lilly Day on campus in
January. An outstanding speaker or facilitator from off-
campus is invited to serve as a discussion leader for the
day.

6. At the end of each academia year a second retreat is held.
At this meeting the fellows with their mentors have ample
opportunity to analyze and synthesize the major activities
and change 3 they have experienced during the year. Each
fellow is asked to make a short presentation of their
project.
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CREATIVE STRATEGIES FOR FACULTY RENEWAL

Dr. Constance H. Skalak
Chair & Professor, Department of Nursing
Augusta College

With a very limited travel budget of $2,100 for eleven faculty members, I knew
I had to devise innovative strategies to generate more money to facilitate pro-
fessional and personal renewal of faculty. The following briefly describes the
four strategies I implemented:

STRATEGY 1:

With the severe shortage of nurses in our area, I was able to secure funding
from two area hospitals for four part-time adjunct clinical faculty members.
In addition, two other hospitals furnished two part-time adjunct clinical faculty
members for specific clinical experiences such as psychiatric nursing and pedi-
atric nursing.

The hospital's main reason for providing adjunct clinical faculty was so that I
could double enrollment in our Nursing Program, produce more graduates, and help
alleviate the nursing shortage. However, with six additional clinical faculty,
I not only doubled enrollment, but was able to give release time to two faculty
members to work on their dissertations. They were ecstatic--personally and
professionally.

I tog have been "renewed" in that I have had an article published on securing
funds for part-time faculty. In addition, the Director of Nursing at one hospi-
tal and I have submitted an article about our collaborative model of joint
clinical appointments for publication.

STRATEGY II;

When I became Chairman in July, 1986, our Nursing Program desperately needed a
Skills Lab for students to practice techniques before caring for patients. I

secured $20,000 in private funds, $40,000 in grant money, $33,500 worth of equip-
ment and supplies from area hospitals, and $30,000 from Administration to com-
plete a state-of-the-arts Skills Lab.
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The lady who had provided the $20,000 in private funds later wrote that she
would send $5,000 more for the Skills Lab. I called and asked her if I could
use the money for faculty growth and development since I had enough money for
the Skills Lab and very little for faculty to go to workshops, seminars, and
conventions. She agreed. After her untimely death in September, her husband
sent $10,000 in October earmarked for personal and professional renewal for
faculty. This $10,000 has been a great boost to faculty morale. They are very
excited about "going places," learning and networking.

STRATEGY III:

The faculty in our Associate Degree Nursing Program at Augusta College (AC)
were eager to become more involved in research, however, most of the faculty
knew very little about how to do research. Therefore, I met with the Dean of
Nursing at the Medical College of Georgia (MCG) to see how we could work together
since they have a Nursing Research Center. This planning session resulted in
our faculty attending MCG's monthly Faculty Research Colloquia, doing collabora-
tive research with MCG faculty and having access to the Nursing Research Center
for grant writing and research. One AC faculty member and one MCG faculty mem-
ber will present a paper about their collaborative research at a National
Conference in San Francisco. Both are personally excited about going to San
Francisco and professionally proud to be presenting.

STRATEGY IV:

Our Nursing Faculty are in area hospitals on Mondays, Tuesdays, and Wednesdays.
They team teach on Thursdays and Fridays. They have flexibility in scheduling
their classes. Therefore, if they are not teaching, they can take off a
Thursday and Friday once or twice a year for personal renewal, at the beach, in
the mountains, or wherever they wish. All faculty exude over this strategy.

These four strategies have been welcomed by al) faculty members and have result-
ed in their personal and professional renewal. in addition, the strategies
were very cost effective for Administration and generated approximately $70,000
in adjunct clinical nurse faculty salaries and $93,500 for the Skills Lab.
Needless to say, they too were happy.

1r
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FACULTY DEVELOPMENT AT FURMAN UNIVERSITY:
BLENDING INDIVIDUAL AND INSTITUTIONAL NEEDS

James H. Smart
Professor of History
Furman University

Faculty development at Furman University is designed to assist faculty members
to engage in activities that are personally and professionally meaningful;
that provide for their growth as scholars, teachers, and advisors; that allow
for the orderly development of their careers; and that advance the broad goals
and objectives of the institution. The programs are divided into three parts,
each with a distinct locus of control. First, support for travel to
professional meetings is provided by the Office of the Vice President for
Academic Affairs and Dean. Second, sabbatical leave requests and requests for
support for traditional research projects are submitted to the Faculty
Research and Professional Growth Committee, a standing faculty committee which
makes recommendations to the Vice President for Academic Affairs and Dean
concerning awards for research and the approval or disapproval of sabbatical
leave requests. Third, a Faculty Development Committee oversees a variety of
faculty development activities which originated from external grants but are
now conducted with institutional funding. The five programs conducted by this
administrative committee are summarized below.

New Faculty Orientation

The committee provides orientation sessions for faculty members who are in
their first year of teaching at Furman. The hour and a half sessions are held
during alternate weeks throughout the fall term. Included are programs on
Furman students' academic prbfile and student life, academic policies and
procedures and faculty role in governance, curricular matters, special
teaching/research opportunities, use of med.!? in teaching, institutional
values in the curriculum and advising program, and interpreting student
evaluations.

Mini-Grants for New Faculty

Faculty members in their first year of teaching at Furman would find it
difficult to engage in the self-analysis required to participate in the
regular individual faculty development activities (described below). It would
be especially difficult to meet the deadlines for growth plans required for
support from the regular program. Therefore, the mini-grarc program for new
faculty requires a more modest application without the long-term plans
associated with the regular individual grants. Based on their first-term
teaching experiences, a new faculty member can identify objectives related to
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his or her teaching that he or she would like to accomplish during the
remainder of the academic year, propose an activity or activities designed to
accomplish the objective(s), explain how the objective(s) would enrich
students' learning, and make a specific mini-grant request.

In-House Consultants

In-house consultants are six designated experienced faculty members who are
available to assist faculty in the :mprovement of their teaching. They
conduct the new faculty orientation sessions, serve on the Faculty Development
Committee, consult with faculty concerning teaching problems, and (upon
request) aid faculty in assessing their teaching practices through the use of
class interviews, class visitation, video-taping with critique, and the use ofmedia in their teaching. The in-house consultants work with individual
faculty members on a confidential basis.

Individual Activities

Any faculty member can prepare an individual growth plan and request support
from the Faculty Development Committee to accomplish the objectives outlinedin the plan. The proposals must concern the improvement of teaching or one's
self-development. The current growth plan guidelines are as follows:

I. An assessment of professional needs based on an individual SWOTs
analysis (strengths, weaknesses, opportunities, thrIts).

2. A list of personal objectives for the next five years.
.3. A statement of the relationship of the stated objectives to

departmental and/or university SWOTs.
4. A statement of how achieving objectives would enhance students'

learning.
S. A list of activities over the next five years that could help achieve

the objectives (They are asked to suggest individual and group
activities, and, if possible, suggest alternate activities for each
objective, alternatives that would vary in cost).

6. A list of proposed current year activities with a specific line-item
budget request.

Research projects, mentor-novice relationships, visiting consultants,
off-campus visitations, specialized reading, workshops, seminars, etc., canall be proposed.

Group Activities

Submitted growth plans are analyzed for commonly felt needs. In addition,
topics for group activities can originate with the in-house consultants, theacademic administration, individual faculty members, or the Faculty
Development Committee itself The aim is to be cost-effective when a number
of individuals perceive the same need. The group activities--workshops,
seminars, and/or colloquia--are led -01 the best available person, whether aFurman faculty or staff member or an outside consultant.
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INTERDISCIPLINARY COLLABORATION AS PROFESSIONAL RENEWAL

Dr. M. F. Stuck Dr. M. C. Ware
Asst. Prof., Public Justice Prof., Education

and Sociology SUNY-Cortland
SUNY-Oswego

The authors, a sociologist and a computer educator from two four-year
colleges in the State University of New York , have collaborated on a
number of projects over the past several years. This presentation
will attempt to share some of the rewards of this partnership in terms of
courses developed, methodological ideas shared, and contributions of
collaboration.

Muck, is to be gained from looking at a problem from two perspectives.
A sociological perspective contributes a sense of history, biography,
and a way of questioning the current social order. The education
perspective brings a methodological awareness to planning for teaching--
how to best construct tests, how to best present information, how to
involve students in their own learning. A third perspective was shared
by both collaborators -- that of the avid user of computer applications.
This perspective was especially useful in course development, both in
preparing teaching materials and in assisting students to become computer
literate

Courses developed through this collaboration have included: a team-taught
course ertitled Microcomputers in Education which has been taught at SUNY-
Cortland. Some of this course's content eventually appeared also in a
course offered at SUNY-Oswego entitled Microcomputers in the Social Sciences.
Currently, parts of this course are taught as part of a new course entitled
Microcomputers in Public Justice which is offered at SUNY - Oswego. Another
course which resulted from collaboration was a course in Computers and
Society, which looked sociologically at changes resulting from widespread
use of the microcomputer. Additional courses developed include: Sociology
of Education; a course in Participant Observation which includes emphasis
on computer applications for storing and retrieving data. Finally, a course
in Qualitative Methodology was developed, but has not yet been taught.

Methodological cross-fertilization occurred often, when each faculty member
discussed teaching techniques with the other. Among the innovations recently
adopted are: use of index cards to solicit "free writing" or focused writing
from students and to provide a two-way street for faculty-student communication;
various techniques to promote writing across the curriculum; test construction
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strategies; transparency production methods; development of games
or other classroom techniques to promote student involvement (e.g.,
an adaptation of the game, Scruples, for use in teaching Computer
Ethics).

Personal and professional renewal occur through the broadening effect
of being able to apply someone else's disciplinary structure to one's
own ideas or problems, the new ways of seeing and knowing which occur
when situations are viewed through another person's perspective, the
cross- fertilization which occurs when one attends another discipline's
professional meetings, and the exhiliaration of professional colleagueship --
critiquing each other's work, responding to the ups and downs of receiving
editors' comments on accepted (or rejected) papers, reading each other's
student comments, and discussing the results of trying new strategies in
one's classes.

The presentation will include examples of course outlines,methodologies
developed, and techniques for working in a collaborative setting at
one institution or at neighboring institutions.
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ACHIEVING QUALITY IN UNDERGRADUATE EDUCATION THRCOGH PROMOTION OF FACULTY
DEVELCEMENZ OPPOR1UNITIES: THE SMALL COIZEGE/UNIVERSITY CASE

Dr. Thomas J. Trebon
Dean, College of Arts & Sciences
Rod duirst College

Dr. Martin J. Mecv
Associate Professor of Psychology
Furst fixollege

High quality education is dependent on intelligent, well educated, stimulating --

and stimulated -- faculty who challenge students to intellectual pursuits. Faculty

must have the necessary professional background, the ability to impart their
knowledge through effective teaching, and the desire to serve as role models for

students. Because education is dynamic and because there are ever new developments

in knowledge and techniques for imparting it, members of the faculty will only be

effective in relation to their ability (1) to keep abreast of new knowledge in their

disciplines and related areas, and (2) to continue to improve their ability to

impart that knowledge. Providing significant professional development
opportunities, in order to enhance the teaching effectiveness and scholarly

endeavors of the faculty, should be of paramount importance to any college or

university committed to quality.

Most smaller colleges and universities are faced with a dilemma when discussing the

provision of support for faculty development, especially that involving research.

Because smaller, undergraduate institutions emphasize teaching, and often operate

with a heavy teaching load, faculty in such institutions are not usually involved in

the type of leading research which would facilitate obtaining external, competitive

funding. At the same time, the institutions (with small endowments and highly

dependent on tuition for annual operating budgets) usually have little institutional

funding to support faculty research and scholarly activity. These contextual

factors make it difficult for chairpersons, deans, and other academic administrators

to fulfill their primary functions of promoting and assisting faculty development.

The quality of the educational process may well be impaired.
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The experience at Rockhurst College has demonstrated that a faculty development
program supportive of a lively scholarly environment can be established by blending
modest funds. several low or no-cost activities, and mechanisms for good campus
communication of the program components, faculty activity. and faculty
accomplishments. Linking the themes "Begin With the Faculty" and "Quality Through
Development" has stressed both the means by which faculty development activities
have been organized and the goals maintained as central to those activities.

The information presented in this session will outline the elements of the faculty
development program which has evolved at the College over the past ten years. As a
case study. many elements will be of interest to and provide immediate practical
applications for faculty members, department and division chairpersons. deans, and
other academic administrators. Most of the activities are able to be implemented at
the department level and above. The specific activities will be of special interest
to those involved at smaller institutions, although the efforts are relevant to any
type institution.

The faculty development program at Rockhurst includes traditional aspects of
sabbatical leaves and presidential summer grants. These serve as "anchors." In
addition, the following are elements of the program: faculty brown-bagger
discussions, biennial list of faculty publications and papers. faculty colloquia.
"institutional resources for support of faculty scholarship" publication, "guide to
grants" publication, the Rockhurst Daily News'and special faculty editions
publications, arts and sciences mini-grants program, Rockhurst Occasional Papers
publication, and the like. Any of these elements. as well as the process of
development of the overall program. are relevant to other institutions interested in
designing or expanding their programs and linking them to the larger goal of
achieving quality in the educational effort.

The program format will include the presentation. distribution and discussion of
materials. and then review by those present of similar models and/or experiences. A
brief period of time will be taken to set the problem facing faculty and
administrators at smaller institutions, the link between faculty development and
quality education, and the need for faculty involvement. Most of the presentation
will set forth the array of faculty development activities which have been
successfully implemented at Rockhurst. Supporting evidence of indicators of impact
of the program at the College will be discussed. including linkages of scholarly
work to classroom activities, development of student-faculty collaborative efforts.
increased involvement of faculty in scholarly pursuits. and development of a
collegial approach to faculty development involving both faculty and academic
adminietrators.



University of
Arkansas

for Medical
Sciences

4301 W. Markham
Little Rock, Arkansas

72205-7199

An Equal Opportunity Er.,,Jioyer

Helping Experts Acquire and Apply Knowledge of Effective
Learning and Teaching Practices

Dr. James W. rrysinger
Coordinator, Student Academic Support
Office of Educational Development
University of Arkansas for Medical Sciences

Dr. Beverly J. McCabe, R.D.
Associate Professor and Chairman
Department of Dietetics and Nutrition
University of Arkansas for Medical Sciences

Although facul are experts in one or more disciplines, the lack of
specific knowl e of learning, and evaluation practices may

their to present instruction. Faculty
deve at ) :4 IS( can help experts enharce the quality of their
teaching by them to better understand learning from a novice
(student) perspective.

Clinical faculty in the Dietetics and Nutrition Internship in the College
of Health Related Professions at the University of Arkansas for Medical
Sciences (DAMS) voiced a desire to improve their teaching skills by
broade their knowledge of teaching and learning practices. The
director the Dietetics and Nutrition . t and an instructional
devel specialist from the Office of cational Development at

faculty and used their self-reported needs to develop a
three-phan ty development project.

Phase One, assessment, provided faculty with feedback on their learning
and study practices and reading skill' s. Faculty completed the Learning
and Study Strategies Inventory =SR to appraise their learning and
study practices and the Nelson- eading Test (Form E) to assess
their reading skills (Le., vocabulary, comprehension, and reading rate).
(The LASSI and Nelson- Test are used to assess
internship students, and I- ty wan - first-hand experience in
comple *. these instruments.) The pur- ise of the assessment phase
was to $ faculty aware of their =del .: strengths and weaknesses so
they could gain insight into why some students found it difficult to master
what seemed to faculty to be relatively easy concepts. Individual and
small-group sessions were used to confidentially provide feedback to
faculty concerning their performance on these instruments. Later,
faculty performance on the instruments was analyzed and general trends
in strengths and weaknesses (e.g., time management and information
processing) were used to plan the content of the workshops.
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Phase Two, instruction, was accomplished through a series of workshops
which presented faculty with background knowledge related to effective
learning, teaching, and evaluation practices. Workshop content first
focused on pertinent research findings. Second, those, findings were
applied in specific examples in the Dietetics and Nutrition Internship.
Finally, faculty were asked to describe how they could use specific
practices to improve the quality of teaching and learning in their
=tractional settings.

Phase Three, evaluation, assessed the extent to which faculty found the
project useful. Faculty said the project helped them in three ways. One,
a number of faculty said the assessment phase helped them identify some
of their strengths and weaknesses in critical academic areas. Some
faculty said the confidential feedback reinforced their perceptions of
areas which needed attention (e.g., vocabulary). Faculty who were
enrolled in or were pl . to begin graduate coursework stated that
the assessment phase hel - I them to strengthen weaknesses that could
have impeded their emic success. Two, faculty reported that the
workshops helped them to better understand the field of dietetics from
the perspective of the novice (student) and provided them with valuable
insight into how student learnin5 could '3e enhanced by examining the
organization of their presentations and by using effective teaching
practices (e.&, questioning techniques). Three, a majority of the faculty
stated that the workshops stimulated them to learn more about teaching
and learning.

In conclusion, this project demonstrated that many faculty have a keen
interest in learning at effective teaching and learning practices.
Identifying faculty's academic strengths and weaknesses prepared them
to better understand learning from the student perspective and led them
to better appreciate their importance in helping students master difficult
concepts.
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CHAMPIONING EXCELLENCE IN COMMUNITY COLLEGE TEACHING:
THE ALLIANCE FOR EXCELLENCE IN TEACHING

Dr. Carter D. Carroll
Director, Alliance for Excellence in Teaching
Professor of History
College of DuPage
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Chair, Social and Behavioral Science Department
Director of Faculty Development

Mr. Steven Schada
Professor of Sociology
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Chair, Division of Life Sciences
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Director of Nursing
Malcolm X College
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Professor of Biology.
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The recent Carnegie Report, The Undergraduate Experience, con-
cluded that "members of the faculty determine the quality of
the undergraduate experience and the investment in teaching is the
key ingredient in the building of a successful institution."
Indeed, there has been a nationwide movement to identify and
reward the most effective professors within our colleges. But
we should do more than merely honor them. These professors,
who are valuable resources, should be brought together in formal
organizations to share their teaching expertise, to ponder the
problems which plague our classrooms and to speak out on the
issues of importance in higher education. In fact, the Carnegie
Report specifically recommended that "clusters of colleges all
across the country organize "Regional Faculty Exchange Networks."

The Alliance For Excellence in Teaching (AET) is such a network.
It was created in 1986 by professors who had been honored by
their individual colleges and by the Illinois Community College
Trustees Association as "outstanding faculty." They came to-
gether in the shared belief that by organizing and meeting on a
regular basis they might become an effective vehicle bwan for
faculty renewal and for teaching improvement.

1
143

E0



2.
Uzureau

In an article entitled "Managing for Institutional Effectiveness,"
educational consultant Kay McClenney concluded: "The effective
community college is one that values development and renewal
of the human resource." She advocated 1) rewards for teaching
excellence; and 2) opportunities for professional renewal and
development. The AET fulfills both of those objectives: Rewards
and Renewal. Participating faculty feel that attendance at AET
workshops provides a great "R & R." Small group, cross-discipline
discussions--the most important component of every AET workshop--
yield many concrete, practical teaching ideas. Common teaching
difficulties are addressed; alternative approaches are explored.
Moreover, the networking--learning who does what, how and where--
is invaluable. An instructional network is gradually being formed
in which information about innovative ideas, effectiveness
strategies and new programs can be easily exchanged th-,ughout
our system of colleges.

This session will begin with introductory remarks by Dr. Carter
Carroll, the Director of the AET, who will briefly describe the
history, goals and philosophy of the organization. Next, a
10-minute videotape highlighting the organization and its activities
will be shown. The session will conclude with members of the
Executive Board in a panel discussion on the impact and significance
of the Alliance in Illinois. Panelists will 1) describe the
content and organization of the workshops by the AET; 2) discuss
the reaction of faculty participants to those workshops; 3) out-
line ways in which the AET workshops have had an impact on the
member campuses; and 4) encourage other state systems to develop
similar organizations that focus upon making excellence the only
acceptable standard in teaching. This discussion will be of
particular interest to chairpersons, academic administrators,
faculty development directors and faculty from community or
teaching-oriented colleges.
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Program Summary: No-Fail Models of Faculty/Staff Renewal

Ben Ward, Director
Faculty Center for Teaching Excellence
Western Carolina University

Three distinctly different programs, the National Writing Project, Western Carolina
University's Faculty Seminar on Teaching Excellence, and the Smoky Mountain Seminar
on College Teaching and Learning, have generated high levels of excitement and
enthusiasm among participants. Evidence of outstanding renewal experiences is found in
the exuberant testimonials that typically appear in participants' evaluations of these
programs. Participants' evaluations indicate that careers have been rescued from burnout,
flagging spirits have been invigorated and lives have been dramatically changed. This
session probes for underlying principles or "common denominators" that account such
extraordinary success and engages the audience in a discussion of how these principles
might be adapted 13 other settings.

The National Writing Project (NWP) is a summer program designed to improve the
teaching of written communication skills among K-12 teachers. It has been in operation
for more than ten years and now includes well over a hundred sites across the country.
The Faculty Seminar on Teaching Excellence is a program for fostering high quality
teaching among university faculty in all disciplines at Western Carolina University. Held
annually in May, between semesters, the fourth annual seminar is currently scheduled for
May 1989. The Smoky Mountain Seminar on College Teaching and Learning is a unique
national conference designed to translate educational research into classroom practice.
Participants typically include directors of faculty development programs along with faculty
and administrators who have, special responsibilities for improving teaching. Sponsr:ed
by the University of Michigan, the second "Smoky Seminar" will be held at Western
Carolina University in June 1989. The NWP provided the original model and the other
two programs have been successfully adapted from that model. For purposes of this
summary, examples will be drawn from the NWP model, but the underlying principles
shown in italics pertain to all three programs.

A competitive application and selection process is an important feature of these programs.
For the NWP, interested teachers must submit written applications, and many projects
use individual interviews to select participants. Most projects limit attendance to

CULLOWHEE, NORTH CAROLINA 28723
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approximately 25 participants. This process makes it an honor to be selected, and it tends
to bring together people with high levels of motivation and commitment. The faculty
seminar at WCU and the Smoky Mountain Seminar also make it an honor to be selected.

0_ writing project is an intensive experience, requiring teachers to work together all day
every day for three to five weeks. Although WCU1s faculty seminar on teaching and the
Smoky Mountain Seminar are somewhat shorter in duration, they are much more inten-
sive than most educational workshops and conferences. Such an intensive experience
over an extended period creates an enriched environmentsort of a "greenhouse effect"
which is necessary to bring about significant changes in attitudes and behaviors.

One of the early activities in a writing project is come type of goal setting exercise that asks
participants to write out their individual goals for what they want to accomplish during
their time together. Within the broad goals of the project, the teachers are allowed
indeed, encouragedto write goals that address their bilecific needs and interats. These
goal statements are then compiled and distributed to the entire group, thus fostering a
shared commitment. Developing this sense of "ownership" is a delicate matter and
cannot be rushed, but once it is achieved, excitement begins to build and most activities are
characterized by an unusual degree of inspiration.

An array of stimulating resources (carefully selected books, articles, video- and audio-
tapes) forms a rich foundation in scholarship. Participants are invited to choose reading
materials that are appropriate for their stated goals, and certain sessions are designated for
sharing new insights gained from their readings. This freedom to control one's learning
activities typically hightens interest and increases enthusiasm.

Activities emphasize collaborative learning and constructive peer pressure. All three
programs are based on the assumption that participants are well-qualified to teach each
other. A large portion of time, therefore, is devoted to small-group interaction designed to
encourage sharing and collaboration. In addition, participants are asked to prepare either
an oral or a written presentation to be shared with the entire group. Under these
conditions, peer pressure leads to high quality presentations that are typically lively,
interesting, and full of scholarly substance.

Activities culminate in practical applications and action plans for implementing new
ideas: The last portion of each program (approximately one quarter of the schedule) is
structured to help participants find ways of applying their new ideas in their respective
local settings. Each person writes and refines some type of "action plan," describing steps
that would be necessary in order to implement their ideas. This phase is often
characterized by high levels of collegiality and creativity.

Special attention is given to group socialization and bonding throughout each program.
From the first time the group convenes to the last farewell, social interaction is a high
priority. Social activities must be structured, however, to build trust and team spirit.
Unstructured interaction such as customarily found at educational hospitality hours are
inadequate. Opportunities for participants to exchange personal interests and experiences
tend to reduce barriers to collaboration and generate enthusiasm.
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PLATEAUING AND RENEWAL: A PSYCHOLOGICAL ANALYSIS

Dr. Jack Wiersma
Professor of Educational Psychology
Calvin College

In the literature, the concept of plateauing refers to the situa-tion where a major aspect of life has stabilized, and isaccompanied by negative feelings. The likelyhood of such feel-ings is particularly common among those working in pyramidicalstructured organizations where the employee expects never-endingpromotion. When the lull between such promotiQnc is too long,the individual tends to experience this state of affairs asbetrayal, feeling blocked, and a pervasive sense that things arenot O.K. Not everyone gets a turn as president of the company.

Judith Hardwick, author of The Plateauing Trap, has conceptual-ized three kinds Jf plateauing: (1) structural, where theintrinsic pyramid-like nature of organizations will not tolerateendless promotions, (2) content, where the task has become al-together familiar and people "know their jobs too well," and (3)life, the most serious and difficult, where boredom and despairmonopolize consciousness, and life seems to have lost momentum.This session will explore how types (1) and (2) are endemic toacademia.

Although academia lacks a highly differentiated career ladderwith accompaning status promotions, teachers can engage in "self-promotion" by: (1) change in level of teaching, moving to aschool more prestigious in status, adding select respon-sibilities, etc. Administrators can do the same. Withimagination, prevention of content plateauing is also possible:new methodologies, redefinition of teaching as dialogue(no twodialogues will be the same), teaching at a different level,developing new instructional material, teaching new courses, etc.Here the need is for a new challenge, not necessarily "mcwing upthe organization."
It is well established that organizational and personal factorscontribute to renewal. Significant amelioration of plateauing asa negative force requires that both the organization and theindividual exhibit capacity for change. Growth requires change
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and change implies risk, and is frightening. Persons tend toavoid significant change until the pain and dysfunction of thepresent eclipses the fear of ney, patterns of behavior. It maymean: giving up existing patterns of behavior, clarification andredefinition of personal values, broadening of involvements,expanding one's capabilities, accepting limits on goals, givingup illusions, and relinquishing significant emotional security.For the organization, change may mean: modifying its culture,changing its management style, and providing more and differentin-service training opportunities within and outside theemployees existing role.

An added nuance is to approach the ?roblem of plateauing from adevelopmental perspective. Such a perspective assumes that thenature of what the individual labels as "success" changes withtime. As a result, work opportunities should be coordinated withthe dynamics of life-long development and need for growth.
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AS A UNIVERSITY UNDERTAKES ASSESSMENT:LISTENING AND RESPONDING TO
FACULTY VOICES

Dr. Barbara L. Wolf
Associate Dean of Faculties
Indiana University, Bloomington, Indiana

How does a university with an enrollment of over 85,000 students
on eight campuses with 818 degree programs and 3,423 faculty
begin to address key questions in academic assessment? Namely,
what is it that students "should" know, how do we know if they
know "it" and does the education we offer allow students full and
appropriate opportunity to acquire such knowledge? At the same
time these questions are being posed, our institution seeks to
define a new sense of unity among its geographically separate and
characteristically unique campuses.

Clearly, the assessment initiative at Indiana University presents
an exciting challenge to the faculty. There is significant
intellectual opportunity in the task. However, the success of
the initiative will be contingent upon a set of understandings
about the proclivity of a faculty body to embrace the concept of
assessment and many of its trappings.

One important observation is that there are faculty on our campus
who do not come from disciplines where assessment concepts and
measurement activities are second nature. Thus, the assessment
initiative must take into account the fact that the language and
activities of assessment are unfamiliar to many. Initially,
assessment activities may even appear to be disharmonious with a
particular discipline.

If our faculty is representative of a normal distribution, then
there will be some who will be apprehensive about assessment. By
its very nature measurement allows for identification and
classification. Judgements are made and it is here that
discomfort typically enters. There may be those who will
personalize judgements even when the assessment lies outside
their particular control. In other instances, whatever negatives
may emerge from the assessment may sometimes immobilize persons
to take reasonable and corrective action.

Assessment apprehension may also show itself in the form of more
outright resistance to assessment. Faculty may wonder: Where
will the time come from to do assessment? How will assessment
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data be used? Who will use the assessment data? What "good"
will it do to assess if there appear to be no resources to make
changes? Why do we need to do more assessment than what we are
already doing? On the other hand, there will be faculty who will
welcome the assessment initiative because it invites the
consideration of fundamental questions of academe: First, how do
we ensure the intellectual and cultural literacy of our
graduates? Second, what is it that we want students to know and
do within their respective disciplines? It follows then that we
ask: What are the most appropriate ways to determine the answers
to these questions?

Because faculty care about the issues of intellectual integrity
both in the broad sense and within the scope of any one
discipline, an assessment initiative can succeed.

But the activities must be grounded in faculty initiatives and be
guided by them. Different faculty will have different needs.
Some may require rather basic assistance in even beginning the
task. Others may need information on adapting what already
exists for assessment purposes. And there will be those who will
participate only through gentle persuasion, subtle cajoling and
positive incentive.

Faculty will need tc be reassured that assessment will not
diminish or detract from intellectual pursuit. If it is
conducted wisely, and therefore in consonnace with a discipline,
assessment has great power to inform. In turn, information can
create a guided impetus for providing a quality education in its
fullest intellectual and ethical sense.

The information presented in this session will describe the steps
that have been taken to promote faculty awareness about
assessment and how participation of faculty has created a growing
audience for faculty development. Briefly stated, faculty
development is happening on levels that were not anticipated at
the outset of the University policy directive for the assessment
initiative. Descriptions of our experience will include
annroaches to intercampus coordination efforts, incentive
programs for funding faculty generated assessment proposals and
the lessons we are learning from faculty throughout the process.
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Individual faculty and higher education institutions have
traditionally utilized inter-institutional mobility as a means to
enhance career growth and to meet changing educational and personal
needs. Unfortunately, education now finds itself in a period where
the opportunities for institutional interaction are seriously
restricted. With economic and demographic uncertainty at colleges and
universities in every region of the country, traditional mobility
among institutions has become increasingly limited.

There was a day in higher education when dollars were plentiful
and there was no concern for what is now termed "faculty and staff
development". Obtaining new jobs was relatively easy, and money was
readily available for research, workshops and conferences. The
exchange of ideas, new experiences, new colleagues and settings, new
resources and facilities all contributed to the learning and growth of
those using the opportunities. Today, the situation has changed
dramatically. With reduced money for education has come reduced
mobility for jobs as well as for travel to conferences and workshops.
In most institutions sabbaticals are fewer in number and more
competitive and difficult to obtain. In the past most sabbaticals
included travel or work in a different location. Now, it is common to
remain near home and utilize local library or laboratory resources to
do research. More and more of our faculty are settling into
institutions in mid-career, seeking both job security and financial
stability. The resulting lack of interchange among college and
university faculty restricts the growth and development of both
institutions and individuals.

Current faculty face a relatively steady-state employment
situation, making it difficult to acquire the expertise necessary to
respond to changing technologies, program retrenchment, new student
populations, and the increasing number of under-prepared students who
annually enter higher education institutions. Low turnover and high
tenure rates keep our faculties stable; and personal economics and
relocation coats reduce opportunities for higher education
professionals to move with ease. To ensure that our academic
communities do not become stagnant, programs of inter campus
interaction must be encouraged for faculty as an integral and on-going
part of college and university activity.

PARTNERS IN EXCELLENCE

NATIONAL FACULTY EXCHANGE and SUNY COLLEGE AT BUFFALO
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In the relatively stagnant job market in higher education, it may be just as
important for faculty to come to the campus as it is for people to leave. For almost
no additional cost, faculty may be available to teach new courses, provide different
approaches and backgrounds, re-examine long-standing campus procedures, begin new
research projects, help solve problems, or provide desired expertise, creativity and
new ideas. Exchange may be as creative as the campus dares to imagine.

Comments from the more than 200 faculty participating during NFE's first five
years of operation indicate that the experiences are profitable; a time for self-
evaluation; a chance to compare approaches and techniques; an introduction to
equipment or processes; an opportunity to meet new colleagues and establish new
contacts; have access to new resources, evaluate different structures; and learn
about new programs and new methodology. In other words, NFE participants are
accomplishing their stated goals. Just as real, but less measurable, have been
comments indicating changed attitudes; relief from pressures developed over a number
of years; the chance to concentrate on interests with release from routine, committee
work and advising! a time to focus on family relationships and experiences; a time to
enjoy the refreshing change that comes from being in a new setting; and an
appreciation that the grass in not always greener in another location.

NFE institutions have profited from having different faculty with new ideas and
enthusiasm. They benefit from good, experienced professors and researchers who are
anxious to accomplish something in a relatively short period of time. To have an
extra person in a department for even a few weeks may permit the initiation of a
project that has been on hold for months. Perhaps, more importantly, the campus has
provided an opportunity for professional development at a relatively low cost.

Exchange offers an opportunity to grow that does not require leaving the security
of a position in order to work in a new situation. It has the advantage over many
development programs of providing multifaceted benefits that come only with the
challenge of new colleagues and new settings. It also has the stability and security
of a home base. Exchange is not a panacea for faculty development within the higher
education community, but it is a significant and cost effective means to encourage
our professors to stay active, vital, and better prepared to face the challenges that
confront them.

The concept of exchange is as old as education, but it takes a catalyst to make
it work. The National Faculty Exchange is designed to serve as both a catalyst and a
facilitator in the exchange process. Within its network of 134 colleges and
universities, three federal agency and sixteen education associations, NFE provides
those necessary essentials of coordination with a mechanism, comoan timetable,
procedures and communication that allow the campus to utilize the program to the
benefit of the institution as well as its faculty. An active coordinator works with
applicants to ensure that all necessary procedures for approval are completed, and
forwards appropriate credentials to the NFE central office. Applications are then
distributed to potential exchange institutions for evaluation and recommendation to
NSE. In most eases, exchange participants are kept on home salary and fringe benefit
lines. All exchanges are brokered by the central office from the applicant pool,
according to the priority of choices of the applicants, and needs or wishes of the
hosting campus.

The National Faculty Exchange is making a difference in the lives of the faculty
of our colleges and universities and an impact on the member campuses.
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CLOSING REMARKS

From the Keynote address,
proceedings of the National Conference on

Professional and Personal Renewal for Faculty, 1986

John W. Gardner

Having spoken of the importance of confidence in your own

life, let me speak of your role in giving confidence to others- -

because after all you don't just want to renew yourselves, you want

to help others toward renewal. "It's better to be lost than to be

saved all alone."

So what I want to say to you is this: In many relationships,

the confidence you have in others will in some degree determine the

confidence they have in themselves. In leading, in teaching, in

dealing with young people, in all relationships of influencing,

directing, guiding, helping, nurturing, the whole tone of the

relationship will be conditioned by your faith in human

possibilities. That is the generative element, the source of the

current that runs beneath the surface of such relationships when

they are working as they should

For my part, I couldn't have done the things I've done in this

life without that faith. I couldn't speak as I'm speaking now

without that faith. Forgive me if I put it in terms of my own

deepest beliefs, which have religious roots: I know that each of

you has within you more power to do good than you have ever used,

more faithfulness than has ever been asked of you, more strength

than has ever been tested, more to give than you have ever given.

So I come back to the relationship you have to others with

whom you are working.
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In the conventicaal model people want to know whether the

followers believe in the leader. I want to know whether the leader

believes in the followers. And I want to know the same when the

activity is not leading but teaching, counseling, advising,

helping, guiding, nurturing.

William James said that just as our courage is often a reflex

of another's courage, so our faith is often a faith in someone

else's faith. When you're engaged in any of these activities, let

the faith begin with you.
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