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EXECUTIVE SUMMARY

By the vear 2000, 50 percent of full-time taculty will be over
55, and 68 percent will be over 50. Just when many universi-
ties and colleges in America are making major ~hifts in their

missions and their organizational structures. faculty members
who are expected to umplement these bold new visions wil

be out signing up for their senior citizen discount cards. 1s it
any cause for alarmy?

Who Are Senior Faculty and What Role Will
They Play in Meeting This Challenge?
Institutional vitality in the next century is in the hands of
senior faculty members in their 50s and beyond. in the “late-
middle” stage of their careers. As voung and idealistic faculty
in the late 1960s and carly 1970, they overwhelmed the
estublished protessorint in both numbers and enthusiasm at
a4 time when there never before had been such an abun-
dance of financial resources, student enrollmients, and public
support.

Today. they once agwn have the opportunity to provide
feadership in transforming American higher education. But
now they and the existing conditions are vastly different.

Are Senior Faculty vital and Productive?
On average. seseaich productivity drops off with age. al-
though many senior facalty remain highly productive. Fur-
ther, what they produce is at least comparable in quality to
that produced by vounger faculiy. The condlusion that age
causes i dechine in quantity is not supported. Rather, ws-
cressed tesponsitsilitios and a shiftin focus on high quality
rather than quantity are likehy causes.

senior faculty commit about the same amount of time 1o
teaching as vounger faculty and have simitar responsibilitieos
for advising students studies on the association of age and
teaching effectiveness e mixed. but no studies hav e tound
A Large negativ e relationship.

What Are the Distinctive Assets and

Needs of Senier Faculty?

\ost senior faculty are confident in their teaching and re-
~earch skills, and they possess adeep sense of commitment
(o their institutions. highly inculeated values, a vt network
of professional colleagues, knowledge of the academic en-
terprise. and an ability to manage multiple. simultancous
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projects. They value alternative viewpoints and collaboration
and feel quite "generative.” wishing to teach and support the
next generation of faculty and their institutions. They can
now perceive their careers in new ways, and they often
desire expanded and diversified roles in their institutions.

In contrast. a small minority of senior faculty feel “stuck.”
Their career plans or personal goals hiave not been fulfilled.
and as a result they are inclined to be unsupportive of the
institution and to view vounger colleagues as rivals or
painful reminders of their own unfulfilled dreams,

What Factors Ensure Vital Senior Faculty?

Intrinsic factors that influence a faculty member's vitality and
productivity include socialization. subject knowledge and
skills, past mentors, work habits. adult carcer development,
a vital network of colleagues, simultancous projects under
way at the same time, sufficient work time, orientation. au-
tonomy. commitment, and morale. Studies find that extrinsic
tactors also influence senior faculty members™ productivity
and vitality. Institutions can enhance faculty members pro-
ductivity by establishing clear. coordinated goals and em-
phasizing core faculty functions (rescarch and teaching). a
supportive academic culture, a positive group climate. par-
ticipative governance, decentralized organization, frequent
communication. sufficient and accessible resources, @ critical
mass of faculty who have been together for a while and
bring different perspectives, adequate and fair <alaries and
other rewards, targeted recruitment and selection. actively
providing opportunities for growth, and scasoned. participa-
tive academic leadership.

How Can the Vitality of Senior Faculty Be Maintained?
In muny institutions., it appears that these essential features
of vitulity for senior faculty Gn fact for all faculty) are weak-
ened. How do we counter this trend? To maintain the pro-
ductivity of older faculty members Gn fact of all faculty). a
svstems approach is required that addresses individual vital-
ity features, institutional vitality features., and the essential
link between them,

Institutions frequently offer ahodgepodge of facalty aned
organizational devclopment strategices that are not clearly
amed at particular vitality features, Such efforts have a
much spadler impact than would a similar number of efforts

"

4




guided by an overall plan. An alternative to this hodgepodge
i~ 2 comprehensirve approach to individual and organiza-
tional productivity that provides a rational foundation for
selecting a combination of development activities that to-
gether will have a larger impact.

This comprehensive approach begins with the under-
standing that the purpose of a faculty and organizational
development program is quite simple: to facilitate faculty
members” commitment to and ability to achieve their own
career goals and their institution’s goals by continually assist-
ing and developing faculty members in areas related to their
and the institution’s goals. and by continually improving the
organizational features that facilitate quality work. These
features include. for example, mechanisms that coordinate
individual goals and organizational goals. equitable person-
nel policies, opportunities for development. and a support-
ive climate. Institutional features that are especially critical
tor senior faculty appear to he opportunities to grow. being
appreciated by the leaders of the institution. collegiality. and
a commitment on the part of the leaders of the institution to
academic values and the founding mission of the college or
university.

Climately o facilitae continuous individual and collee-
tive productivity, @ university or college should aim for a
comprehensive development program that addresses all
faculty at all ages and career stages and that continually
assesses and maodifies its arganizational structure and pro-
cesses. Reahstically, most organizations must choose afew
strategies from a comprehensive approach on which to fo-
cus the majonty of their development strategies at any given
time. Having a comprehensive approach in mind. however.
Alows one to best select where to focus attention

It i~ puszling why so few institutions invest significantly.
vither intellectually or financially, to ensure senior faculty
members’ competence and to make the setting more con-
Jueive tor their productivity: One reason for this inaction
may be the previous lack of a clear profile of the features
that aftect senior faculty members” productivity. Without this
mformation. leaders are unclear about where toinvest re-
sources and thus are reticent to do so.

senior fealty are perhaps most interesting and capable at
this point i their tives, Their fires sull burn! Whether they
are sull vitad-—or can onee agan be vikil—largely depends

The Vitahty of sernor Facudty Membens




on the organization. The “graying” faculty who have effec-
tively served our collegiate institutions for many years cer-
trinly deserve this attention. More pragmatically, they re-
quire this atention if colleges and universities are to be
successfully redesigned to meet the challenges and needs of
the 21st century.
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FOREWORD

True or false—older faculty are overpaid and unproductive
compared with younger facuity. Answer—almost true and
almost false. Our higher cducation institutions have enough
highly productive older faculty to make this statement false,
but there are also enough stories about unproductive senior
faculty to make it very believable to state legislators and
senior administrators. Whether the statement is true or false,
all higher education institutions in this country must become
aware that, for the next 10 years, a significant percentage of
faculty will be tenured and between the ages of 55 and 70
and that an institution's ability to achieve its educational
mission depends upon the productivity of this portion of
their faculty.

Institutions need to examine their organizational culture,
values, and procedures to create a climate that will foster
high productivity for senior (as well as junior) fuculty. In
general, several conditions within the academic culture sub-
ty but effectively discourage senior faculty from being pro-
Jductive: (1) academic leadership through benign neglect: €2)
intelloctual and professional nonrenewal: and (3) ignorance
or different intellectual stages of productivity.

Benign neglect. After they reach the position of full pro-
fessor with tenure. faculty are often pereeived as untouch-
able and uncontrollable. Administrators, especially depart-
ment chairs and deans, are inclined to give their attention 1o
the issues they have direet control over. using their encrgies
to fight daily administrative fires and allowing, senior faculty
1o function without a sense of purpose or appreciation. In
this atmosphere of benign neglect. nany senior faculty full
into a comfortable but less productive pattern until they
retire.

Adack of professional decelopment. As 4 pereentage of
total faculty salaries, higher education institutions spend an
cobarrassingly small amount on professional development
for their ficulty compared with any other industry in this
country. Funds that are allocated usually go o faculty who
actively seek them and actively participate it professional
association mectings. Junior faculty, who mist pairticipate at
aich meetings 1o climb the professional Ludder tor prome.
tion most often actively seek funds, senior faculty, whose
cireers are no longer significanthy influenced by professional
development, often are willing to allos their junior col-
leagues to use the funds for professional development,

Phe Vateilay of Seator Tacrdty Vembern
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Nonrecognition of the stages of productivity. Higher edu-
cation institutions usually measure productivity the same for
junior and senior faculty. As faculty mature, however., they
tend to move from more quickly produced journal articles to
longer-term research projects whose ultimate goal is o es-
tablish new principles or thearies. Academic leaders need to
understand the different inteflectual stages of faculty and the
support systems that will help faculty be productive at cach
stage.

This report, by Carole [ Bland. professor of family prac-
tice and community headth in the University of Minnesota
Medical School. and Witliam H. Bergquist, independent con-
sultant for more than 300 colleges and universities through-
out North America, creatively examines the rescarch and
literature addressing the issue of senior faculiv members”
productivity. Through the use of a case study developed by
Joseph Axelrod. the authors trace the changing productivity
of a Actional faculty member, Stephen Abbou. They then
examine the literature that helps o explain how faculy vital-
ity is affected and how it might change as faculty mature.
The authors conclude their report with specific recommen-
dations for how o influence faculty and institutional vitality,
addressing specific nstivational policies on linking faculiy
cvaluation and development. career alternatives, and carly
retirement.

Academic leaders must understand their responsibiling o
ensure that institutions” processes and svstems support and
nurture the productivity of senior faculty. Part of this task is
to mathe sure that senior faculty hine a sense of heing appre-
ciated and find purpose in their work. But academic leaders
Ao need o ensure that the definitions of and expectations
for productivity are clear. Institutions must see that their poli-
cies ¢oncerning funds for professional development, use of
graduate assistants, and the like are designed 1o support the
productivity of senior Laculty, 1Uis the purpose ol this report
to form the basis for conversations within the institution that
will help make it more nueturing and supportive for senior
faculty and iy tarn merease their producuvity

Jonathan D, Fife

Seties Felitor,

Professor of Higher Fducation Administeation, aid
Director, FRIC Clearinghouse on Higher Fducation
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SENIOR FACULTY AND INSTTTUTIONAL VITALITY

By 2000, 30 percent of full-time faculty members will be
over 55 (National Center 1993 Yotruba 1990), and 68 per-
cent will be over 30, At the same time. many of the coun-
s universities and colleges are planning to make major
changes. For example, the Lrgest higher education systems
in the world. the University of California and the Calitornia
State systems, will be in the middle of major face-lifts. The
University of Minnesota will have revised its structure and
refined its “be evervthing for evervone™ commitment to i
NACTOWCT MISsIon.

So just when many universities and colleges in America
are making major shifts in their missions and in their organi-
zational structures, faculty members who are expected to
implement these bold new visions will he signing up for
their senior citizen discount cards. 1s this situation a cause

for alirmy? Or are we fortunate 1o he undertaking these nujor

changes just when our most experienced faculty members
are still on board? Are these faculty members critical assets,
or are they liabilities for meeting the challenges of our new
millennium? Does the fire still rage under the snowy roof?
How can we best assure the continued vitality of these se-
nior faculty members. whao will be called upon o move
higher education into the next century?

The Focus of This Review

The exploration of wavs in which senior faculty can main-
tin their vitality and avoid burnout as they Tead their institu-
tions into the new century confronts two nugor forces oper-
ating at the present time in our society. On the one haned,
we are living in an emerging postmodern world that de-
mands change of our higher education institutions and inno-
vation by those people who lead and teach in these instiu-
tions (Bergguist 19930, 19931 On the other hand. many of
those who now lead and teach in our colleges and universi-
ties are—or soon will be—beyond age 30, with all of the
many challenges, opportunities, and problems that age
Drings. At the heart of the matter is the capacity of our col-
leges and universities to achieve and maintain professional
vitality among those senior members of the faculty.

In focusing on the issue of the senior faculty’s vitality —
and. m tarn. on the broader issue of institutional vitadiy—
we realize that we are venturing into @ complex and often
il-defined domain, “Vitality s an elusive term that is heavily

By 2000, 50
percent of
Jull-time
Jaculty
members
will be over
55, and 68
percent will
be over 50.
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loaded with specific assumptions and values, The concept of
“vitaliy” hus been called “primitive” (Corcoran and Clark
10855, which in tarn means that it is a term that holds the
potential of defining (without oversimplifving) @ complex
and multidimensional phenomenon, integrating disparate
thoughts. and leading to more specific, well-defined ideas. A
coneept often ascribed to john Gardner (1963), “vitality™ is
about continual sclf-renewal. Tt encompasses such processes
ds re-creation, regeneration, physical drive and durability,
physical vigor, dedication to beliefs that require action.
sense of curiosity, enthusiasm, zest. caring about things.
reaching out. enjoving. and risking failure (Corcoran and
Clazk 1985, pp. 01-02).

Atan institutional level, vitality is exhibited in a clearhy
designed. compelling, and accepted statement of mission, in
the formulation of attainable goals based on this mission,
and in the enactment of programs that tulfill the mission.
tastitutional vitality also concerns the creation of an organi-
zational climate or environment that empowers individuals
and groups in their fulfillment of the mission and supports
individuals in their own creative. productive. and encrgizing
work lite-—leading them o their own continuing process of
revitdization (Corcoran and Clark 1935, pp. 02-03).

In our search tor coneepts and strategies that can help
colegiate instititions in the late 19905 1o renain or achieve
vitdity—und. in particular, for senior faculty in those institu-
tions to contribute to this vitwlity with their own revitaliza-
tion—we have reviewed several bodies of literature. First, to
understund the abilities and praductivity of faculty members
bevond 30, we looked to studies of adult and career devel-
opment imong faculty. faculty: productivity, and institutional
productivity. Second. we looked o literature on faculty de-
velopment and the maintenance of professional competence
for ideas on how o maintain the vitality of this important
group of faculty members.

This monograph examines the internal and external fae-
tors that influence the productivity of these men and
women. deseribes how individual and organizationat fea-
tures combine to make a productive faculty, and offers a
comprehensive approact: to naintaining the vitality of fac-
ulty members—cespeciathy those heyond Sovears of age. But
first. it includes some words about who “senior faculty™ are




and the Larger contest in which senior faculty work. As
background information. it provides @ portrait of asenior
faculty member and brictly summuizes the research on the
productivity of senior faculty compared to thae of other fae-
ulty members.

Who Are “Senior Faculty™?

To begin, we asked what may at first seem 1o bhe obvious:
Whom exccthy are we tatking about in considering the se-
nior faculty” of our vollegiate institutions? This question is
nOL s sy 1o answer as one might initially assume. The
phrase “senior faculy™ is i complex and often confounded
term potentially involving at feast foar variables: age. rank.
status within the institution. and career achievement. The
definition becomes more confusing as one delves even fure-
ther into cach variable:

The most headitioneal defieition of senior factdty is ai
organizational oncl ] thel s, thase faculty who bare
dehiered seniority in the cmploying institution s de-
Jined by tenare and the rank of assoctate (al least aned
proferably full professor such a definition says nothing
chontt seriority i one’s discipline. in the sense of schol-
arly distinetion, which meiy e highly independent of
arednizationeal seniority—petrticrdarly given the cur
rent acdademic job market. It also says nothing about
longevity i anr deddemic career or even at the employ-
ing ontitntion (Rice and Finkelstein 1993, p. ).

The term is .t best a composite ol four variables.
Those authors who e addressed the issae ot senior face-
ulty's vitality in recent years usually inchide all members of
the faculty who are €D full time, (20 tenured tor at the high-
et leved of their profession), €3y working in a collegiate
institetion for many vears cusaathy e least 150 and CH more
than 15 vears of age. This compaosite definition is valid in
that these Tour eriterit often coexist and is valuable interms
ol defining o particular cluster of faculty in our collegiate
institutions that is kige in number and the sousce of both
cxeeptional resonrees and potental or real problems. o
this oup of Ll tatis the focus of this memagzaph.
referred to colleaivedy s semor Liculiy members

Fhe Vitetlty o Senor Fae ity Veother




Setting the Stage
Concern about faculty and institutional vitlity is a relatively
new phenomenon in American higher education.

During the posticar decade. when American colleges
and wnicersitios were in an unprecedented stage of
growth, continually adding new recruits to the facully
baody and prociding established faculty members with
attractive opportinities for advanceniont, it was laken
Jor granted that the normal circumstances of faculty
life. including preparation as a graduaie student, selec-
tion and promotion criteria. salary and reware incen-
tives. and the recognition of professioneal success by
colleagues. provided sufficient stimulation for contin-
ued growth and productive work throughout the fac-
wity imember's career. If theve were exceptions. ds of
couse was the case, these were regarded as inforti-
nette, bhut were not a metter of great concern (Corcoran
and Clark 1985, p. 37,

The world of higher education has changed dramatically in
the past 20 years—as have al! other sectors of our socicty—
leading to @ deeply felt concern about faculty vitality among
not only those who administer and govern our colleges and
universities, but also the faculty members themselves.

These concerns arise in large part from two distinet though
interrelated forees: (1) greaer diversification of the student
population accompanicd by shifting and unpredictable stu-
dent needs, interests, and talents: and (2) the aging oi the
facalty. many of whom were appointed during the financial
hevday of American higher education, in the late 1960s and
carly 19705, Each of these factors impinges dranxitically on
the work of Geulty and on the vitality of the institutions
where they work. Each factor is particulardy salient when
consideration is given specifically to the vitality of faculy
members who are now in or soon will be in their 50s.

The challenges of these two factors are further height-
ened by the dedlining—or at least vacillating—public sup-
port lor collegiate education, which has Ted in turm to re-
duced or variable and anpredictable tunding for teaching
A rescearch and 1o dedining Faculty status, We need vital
senior taculiv members at thes point in the Fistory of Amer-
icun higher education precisely hecanse the chalienges we
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face are great and complex. Without the wisdom of senior
faculty, our institutions are likely to make many mistakes.
Our colleges and universities cannot afford to relearn
lessons from the past, given nejor challenges and limited
FeSOUNCes.

Shifting student demograpbics

The students in our institutions are. in Most cases, vastly
different from those who populated the colleges and univer-
sities from which our senior faculty graduated in the 19505
and 1960s (Levine 1989). With regard to the challenges fac-
ing scnior faculty during the 1990s, “radical changes [arel
oceurring in the student body in terms of rce ethnicity, age.
and gender. . .. Compared to previous generations of stu-
dents they have L very diftferent learning styles, with very
serious academic skill deficiencies, and with very wide varia-
tion in prior academic preparation” (Rice and Finkelstein
1993, p. 13). Teaching strategios and practices honed in the
past (the straight lecure. for example) may no longer
achieve desired results.

The new student population offers many challenges for
senior faculty . They must not only, as suggested. rethink
their teaching strategies, but must also reexamine their basic
assumptions about the purposes of higher education and,
more specifically, their assumptions about the relationships
hetween educationad quality and educitionad aceess (Berg-
Guast 19935, Many senior faculty entered the 1990s holding
the traditional assumption that quality and access are inher-
ently incompatible and believing that some institutions have
achieved high quality in part hecause of their strict admis-
sions standards. From this “elitist”™ perspective., quality would
he diminished with more open access, with quality™ being
defined primarihy in terms of input measures (size of Tibrarn.
qualifications of faculiy. and <o forth, as well as by quadifica-
tions of entering students), Other institutions seck to ineraise
access but at the expense of quality. Facualty and administra-
tors in these institations assume a "populist™ perspective,
accepting the inevitability of Tower educational guality for
the sike of offering the benefis of higher education to as
many students as possible (Bergquist 1995),

Integrating high quahty and opensiceess s essentil in
the 19908 An cducaten of high quadity must expose sta-
dents 1o diversity, given the chalfenges of our emerging
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world. And diversity is best achiesed by promaoting open
access so that the classroom is filled with learners with dif-
ferent life experiences, attitucdes, values, and perspectives,
—onverselv, educational access in the 1990s is a sham if it
provides a second-rate education for those who have been
traditionally underserved. A low-quality education perpetu-
ates myths of inadequaey rather than provides the oppaortu-
nity for upward social. cconomic. occupational, or political
mobility. Put simply, cueatity without access is no longer Gf it
cever was ) quadity, and aceess without quality is not now G
itever wus) true access CBergquist 1995),

How are senior faculy to address these challenges? 1
these frculty members come from an elitist perspective, how
will they begin to see nontraditional fearmers as assets rather
than s liabilities? How do faculty memibers from a populist
perspective come to recognize the importanee of setting
standards for themselves and their students that are just as
high as those tound in more prestigious institutions, recog-
nizing that standards can be different without heing “lower™
And how do senior faculiv members who have been teach-
ing for many vears come to be excited onee again about the
challenges that their insttution fices ina changing world—
in this case, embracing and integrating educational qualin
and aceess?

The challenge for any leaders of collegute institutions
thus becomes one of helping senior Grceulty ind pew wiys
to teach the stadents they are now supposed to senve and,
Cuen more important, gin aonew appreciation of, and per-
spectives on, the rich opportuanities afforded by these new
students and the new concerns about integrating quality and
access, The accumulated wisdom of these senior fuculy
members is essentiad to any new educational philosophy or
institutional strategy that seeks to preserve what is good in
the traditional wavs of thinking about and achieving quality
and access, and toincorporate new ideas about the essential
integrtion of these two dimensions of educational Tife.

Shifting facully demographics

Based on the National Center for Education Statistios™s 19934
stidy of postsecondary education facuity, the predicted -
erage dge of foll tme Leealis in 2000 WlE be =0 Sisty eighi
percent of the faculiv, however, will be over S0 vears of age
aidd S0 pereent will be 33 o older Gsee table T The ol
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faculty in 2000 will certainly not exactly match the group
surveved in 1993: some of this group will have retired or
moved to part-time status, for example. while some new
faculty will have been hired. Respondents to the sunvey
were asked ar what age they anticipate stopping work at
postsecondany institution. Twenty percent of the total full-
time faculiy will be at their “expected retirement age” in
2000 1f these faculty do retire when anticipated or if many
institutions increase the incentives to retire. the pereent of
faculty over uge 35 in 2000 will be less then 50 percent. But
the current best estimate with regard to the age of faculty in
2000 is that the large majority will be over 50 years old and
that S0 percent will be 55 years of age or more.

TABLE 1

Ages and Likelihood of Retirement of All Faculty and
Instructional Faculty Only by 2000

Years of Age in 2000

All Faculty Instructional Faculty Only*
Ave. Age % 50-54 %255 Ave. Age % 50-54 %255
Part Time 5.9 19.1 .5 458 19.2 38.8
Full Time 7.8 18.2 50.0 48.0 18.2 50.0
TOYTAL 10.0 1S 18.0 5.7

Likelihood of Retirement in 2000

All Faculty® Instructional Faculty Only
% Not Likely % Likely % Not Likely % Likely
to Retire to Retire to Retire to Retire
Part Time 820 17.06 825 1.5
Full Time 80.5 19.5 s0.1 109
TOYTAL 813 187 Sh.1 18.9

Fhe varsalle for anstiuetonal Licslie only was created Tyashing whether taculty performed
any nstrucnonal deties for credit Onby those respondents answenng ves” were considered
wistrue frenal Lculn ”

Respondents were ashed sohen they antcipate stoppmg work atapestsecondiin insttiton
This percentage mdictes the propotion whe sl hase reached this antepated retsement age
b 2o

sorgce National Center 1994 Labile picpared by Nanonad Tducation Daig Resouges Centet,
Alesanda. Vg
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The 1987 national survey also indicates that:
.. 00 percent of full-time faculty bold tenure. 22 per-
cent are i tenure-track positions, and 9 percent are in
institutions with no tentere system. In public teo-year
colleges . .. fwwhere tenure often plays a less important
rolel. 60 percent of faculty also hold tenure, but only 9
percent are in tenure-track positions, and 23 percent
report that there is no systent of tenre at the institution
(D. Relly 1991, p. 3y,

Many problems have been hypothesized to result from
this massed cohort of senior faculty. But the reality of these
problems is in question. First, the presence of many faculty
at the senior end of the age spectrum means that saluries
and benefits tend to cluster at the higher end of the range.
Tenured full professors can be expensive and cost a college
or university more money than either newly minted assistant
professors or part-time, contracted faculty of any age (Ren-
ner 19910, Some financial projections indicate that the extra
costs associated with fully tenured faculty in most collegiate
institutions are unlikely o significantly decline until after the
start of the new century and in many instances not until
2005 or even 2010 (e.g.. Renner 1986). It should he noted.
however. that a salarv inversion has occurred in many insti-
tutions: that is. faculty have received low or no increases
over the vears. but institutions have had 1o offer competitive
salaries o attract new professors, The gap between new
hires and associate Gand sometimes full) professors can he
quite narrow. Thus, the actual savings from releasing senior
faculty and hiring new ones is often small.

second. some authors believe that because a faculty co-
hort is heavily weighted toward the senior and tenured end,
it is much less Hexible than one weighted toward the junior
and untenured end (Renner 19911 They believe that there
are fewer options for an institution confronted with a senior
faculty and that downsizing the faculty is not much of an
option for a heavily tenured collegiate institution faced with
major financial difficultics (Renner 19860, But this “problem”
is not so much a result of @ large cohort of senior faculty as
itis of narrowds identifving Livofts as the only way to save
maorv . I one thinks more broadhy about solving iinancial
problems—tor example. through retraining taculty for other




roles or reassigning faculty to other income-generating activ-
ities or reallocating “faculy”™ dollars recovered through nat-
ural attrition—then the inability to fay off faculty is not an
intractable barrier to an institution’s financial stability,

In some areas of specialization, such as the sciences and
technology. some authors suggest that the predominance of
senior faculty creates a problem with regard to currencey. As
shown later. however, the rescarch on faculty obsolescence
docs not support this conclusion either.

Finally. some writers suggest that senior faculty are no
longer satisfied with or excited about their work or their
academic careers. They are “burned out.” “stuck.” or simply
stagnant, awaiting their next paycheck over the short term
and retirement over the fonger term. Again, as shown later.
most senior faculty in reality do not mateh this profile. Ttis
true. however, that the challenges facing senior faculty, as
well as their junior colleagues, are likely to increase. Student
enrollments are expected to increase, with litde increase in
public financial support for higher education until at least
the first part of the next decade.

Moreover, when many senior faculty retire. an additional
crisis will arise. Some authors suggest that our graduate
schools are not producing o sufficient number of graduates
to fill the slots that will be opened by the mussive retirement
of many faculty members, Either the quality will diminish
with the hiring of new faculty who are not qualified for the
position. or senior frculiy will be asked to stay on while the
search continues for the nonexistent young taculty member
(Bowen and Schuster 19801, Even when qualificd faculty
members are found. they will be entering institutions whose
traditions and knowledge are depleted. given that many of
the senior faculty members will be retiring at the sime time
and taking with them yvears of legaey and institutional wis-
dom. They will, however, leave a host of institutional prob-
lems produced by vears of underfunded education and de-
ferred mamtenance of buildings and grounds. They will
leave behind major decisions regarding the purchase and
updating of educational technoiogr and the identification of
critical changes that must be made m American higher edu
cation it it is 1o renuiin o vitd foree inthe new millennium
We nay hane to retain many of our senmior fLealty members
and ensure that they remain vital it we are to face these
problems and decisions suceesstully.
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Conclusions
The central question thus becomes, What do these shifting
faculty demographics suggest about the vitality of senior
taculty? First, these faculty are generally tenared in the insti-
wition where they teach. If they are not tenured. then they
probubly have experienced major barriers to their advance-
ment or have been unsuccessful in meeting their primarily
institutional obligations, Those who have not achieved ten-
ure ofter a special case. to which we will occasionally refer
when discussing the revitalization of senior faculty who are
disillusioned or “stuck.” Most faculty, however, who will play
a major role in leading their institutions into the next century
are tenured and, as a result, “have achieved relative security
and permanence both in their chosen career and in their
institutional position” (Rice and Finkelstein 1993, p. 12).
While somie colleges and universities threaten o lay off or
have already Liid oft senior farculty, these cases are rare and
are inevitably highly controversial and hotly contested. Thus,
for many senior faculty. job security is much less of a fear
thun for almost any profession or vocation in our society.
Second, senjor faculty members have no place to go with
regard to carcer advancement. Collegiate institutions are
relatively tlat, with no carcer development steps after one
reaches the status of full professor, unless one wants o
move into administration or outside the academic world,
Thus. senior faculty have “typically platcaued organization-
ally in ternms of their intrainstitutional mobilin™ (Rice and
Finkelstein 1993, p. 120 In many ficlds, especially in corpo-
rate life. carcer pliteaus are often a sign of being “stuck”
and a cause for psychological withdrawal from work in
search of other sources of gratification (Baldwin 1990:
Kanter 19770 Faculty members and many other profession-
als, in contrast, expect to plateau rather carly in their career
and do not sutomatically feel stuck. 1t is only when we ap-
plv a corporiate model of upward mobility that the career
plateau takes on a negative connotation—which does not
mein that there are no nutjor challenges inherent in remain-
ing professionally vital when no carcer advancement incen-
tives are availabie or that faculty do not often feel stuck and
stagnant when they enter their senior vears, These issues stre
critical i identifving strategios for enhancing facuity vitaliy,
but 1t 1s ot career plaeauing itself that is the inherent
source of these problems,




In short, without the support of senior faculty members,
our collegiate institutions are unlikely to change significantly
until the first part of the next century, after these faculty
members have retired. This period of time is much too long
10 wait for change and revitdlization, The stahility of senior
faculty members need not be considered an impediment to
change: rather, stability serves as an essential anchor for any
institution undergoing change. Senior faculty remind change
agents in their institutions of underlying values and traditions
that should not be sacrificed for the sake of expedience.

senior faculty should never be considered impervious to
change and innovation. Rather. they must be approached and
brought into the process of change through a full understund-
ing und appreciation of their distinctive needs. concerns, and
perspectives. This monograph is intended to provide this un-
derstanding and to evoke i deeper appreciation of the rich
resources that senior Ereulty can bring to their own revitaliza-
tion and to the revitalization of their institutions.

Witbout the
support of
senior fac-
ulty, colle-
giate insti-
tutions are
unlikely to
change sig-
nificantly
until after
these fac-
ulty bave
retired...too
long to wait
Jor change.
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THE CASE OF STEPHEN ABBOT

To bring to life the issues of faculty vitality and ways in
which institutions can fully engage their senior faculty. we
invited Joseph Axelrod to reprise his case study of Stephen
Abbot. i disguised university professor on a real college
campus. Stephen Abbot has already been profiled twice in
hooks about American higher education, first as a voung
faculty member during the wirbulent and innovative 1960s
and carly 1970s in 7he Cniversity Teacher as Artist CAxcelrod
19731 and later as a faculty member in midlife during the

late 19708 in Improcing Teaching Styles tAxelrod 19800 In
this monograph. Stephen Abbot is in his senior years, fucing
the challenges of the 1990s. Much as John Updike has cap-
tured the essence of three different eras in recent American
history and three different stages of life in his three hooks
on Rabbit Angstrom (1960, 1971, 19901, Joseph Axelrod pro- -
vides American higher education with three insightful por-
traits of one faculty member at three different points in the
histony of American higher educition and at three different
points in his own life,

Abbot is not presented here as atypical faculty member.
for there is no such thing. Nor is he meant 1o represent the
ideal or the roubled faculty member. Rather, it is hoped this
one story will help readers imagine the many ways faculty
life can unfold. wnd the multiple individual. institutional, and
broader external features that affect the productivity of that
life. These features that affect fuculty productivity are the
focus of the rest of this monograph.

The Student Years at Chicago (1947-1959)

Whenever Stephen Abbat thinks about his student yeurs, he
wees how his own college experiences influenced his career
as a college teacher. He was an undergraduate at Chicago
from 1947 1o 1930—the golden vears of what fater canmee to
be known at “the Hutehins College.” Those thiee years of
his Hle. from ages 10 to 19, were also golden years for
Abbot No one who ook part in the life of the Hutchins
College. it seems, can farget it George Steiner (1989, ne ned
eritic and 4 friend of Abbot's during their freshman year.
deseribes vividiv in a New: Yorker sketch “the intellectual
exhilaration. the passionate clectricity of spirit. that -
made the Unversity of Chicago under Hutdns the best
there was” (p 112 Bevond the heads atmosphere m the
college. the teenage Abbot felt a special excitement every-

>
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where he moved on the Chicago campus during the lue
19405 The aear was over, and a new bright world was com-
ing into bang. 1t was a wonderful time to be a college stu-
dent. and Abbot Toved it.

In spring 1950, a few months before he was 1o be
awarded the B.AL a mijor event ook place in the 19-yvear-
olds Tife. He was seen sharing a marijuana cigarette with
classmute. and the event was promptly reported. The class-
mate, a repet offender. was expelled. but for Abbaot, an
entightened Dean Bergman designed a much different pen-
alty: weekly sessions for the entire summer at the Counsel-
ing Center. the famous clinie that Carl Rogers had estab-
lished and was directing on campus. “Those sessions.”
Abbot fater said. “were fascinating, and——believe it or not—
they kuer influenced mw teaching in profound ways.”

That influence was not to become evident to Abbot for
about two decades, however, Another Chicago influence
played a more immediate and visible role: the powerful
relationship with John Bergman that Began that summer—a
friendship that deepened with cach passing vear. In the
carly 19505, Bergman left Chicago to ke o top deanship
S Franciseo State College, and it was he who later per-
suaded Abbot 1o come to California.

Abbot made the move in 1939, his fresh Chicago Ph.D. in
hand. ready to assume his new teaching post at San Fran-
cisco Stte, He arrived precisely on John Dewev's one hun-
dredth birthday! Bergmin had studied with Dewey at Co-
lumbia. and during Abbot's frequent visits to the Bergmans
in the 19305, he and his mentor held long conversations
about Dewey, together studying his writings on acsthetics
and education. Those talks had a significant influence on
Abbot's teaching style in fater vears,

The year of Abbots move to San Francisco is svmbolic in
another way: 1959 marks the end of w stabler epoch in
American higher education, That vear saw the American
government's response to the incredible ness ol the Russian
Spatiik. Unbelievable grants and contracts were channeled
to colleges and universities across the country, and the Fed-
eral Grant University (o use Clark Kerr's phrase) came into
boing. At the same time. in the Tate 19508, state naster plians
to-guide the futwre growth of higher education were also
just heing developed. The first of them, California's, was put
in place in w00




it wis at the end of the 19508, too, that the wttitudes of
college students toward their studies changed radically. The
students of the carly 1930s were everywhere described as
~apathetic.” They studied hard enough but managed never to
become involved cither in their studies or in the problems
with which society was then confronted. By the end of the
decade. however, apathy gave way to activism. On his arrival
at san Francisco State. Abbot learned that a large group of
students had demonstrated against the House Un-American
Activities Committee. The notorious HUAC was then in ses-
sion at the San Francisco City Hull, Hundreds of students
were washed down the marble steps of City Hall by police-
men wiclding fire hoses. And it was at about this time. 100,
that 2 statement of “Student Coneerns” was solemnly pre-
sented by Berkeley students to the universiny's administration.

It was not unti! the mid-1960s, however, that Steve Abbot
arasped the deep significance of these events.

An Explosive Decade (1959-1969)

AL San Francisco State. Abbot met i dozen or more faculty
members who had been undergraduates in the Flutehins
College. Like John Bergman. they had been attracted 1o San
Francisco State hecause the new president there had. for
about 1 decade. been introducing reforms that followed the
Chicago college model. He abolished the 60 or more aca-
demic departments and. in their place. established six broad-
area divisions.” He encouraged the faculy to redefine even
aspect of general education and o build interdisc iplinary
courses that would fit the new definitions.

In these beginning vears of his teaching career. Abbot
modeled his teaching almost entirely on the behavior of his
own professors of literature. His image of himself strongly
resembled his memory of them. His job as a teacher of liter-
ature was to teach fiterature e knew, of course, that he
was teaching students, but during these carly years—until
about 1901—the focus of his attention was placed on the
subject matter of his courses,

His goal was simple and direct. He tricd to transmit to his
students some insights into the meanings of the world's v
jor literary works and to plice those works and their authors
in the world's natjor caltural triditions. Abbot's professors
had not ventured outside the western canon, but his division
chair at San Francisco State suggested that, because he was
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now located on the “Pacific Rim™ (4 new term to hin, he
should include one or two Asian works in his courses.

While his graduate professors had mainly delivered lec-
tures, the Hutchins College faculty had encouraged lively
class discussion. Now, too, although he lectured occasion-
ally. Abbot thought that his students learned better it they
were active in the class, As @ discussion leader. Abbot saw
his responsibilities clearly: Keep the discussion moving.
select which topics would be covered. decide when to intro-
duce cach one. summarize the topics already discussed.
Above all, avoid tangential issues, naking certain that all the
important questions were covered. During his first vears of
teaching, Abbot never for a moment considered that the
chiss as o whole, or any student in it might wish—or should
be asked—to undertake any of the responsibilities he had
assigned to himself, He was the teacher and it was his duty
to play the teacher role,

Although Abbot liked his students, the general atmo-
sphere in his classroom was impersonal. He was not deeply
interested in his students as individuals: in an important
sense he did not “care™ about them as people. In those
vedrs, many professors were beginning to use first mames
when addressing students, especially in small-group discus-
sion classes. but Abbot used only last names. And of course
no student could. at that time, have called him “Steve.”

In this first stage of Abbot's teaching. the course—its
shape and its contents—was primary. If someone wanted 1o
have astatement of what vour course was about, you woulkd
show them vour list of required readings. Nothing more
necded o be said.

But sometime around 1904, this view changed. The shift
wus brought sharpiy into focus by the Free Specch Move-
ment at Berkeley. The proclamations and demonstrations by
students brought Abbot new insights about his job as a col-
lege teacher. His task, he now felt, was to weach students. He
went on teaching them literature, of course, but his empha-
sis wits now the individual student rather than the subject
matter. His students responded enthusiastically to this shift
in emphasis, and the atmosphere in his classroom became
more personl.

Stilk, the whole enterprise was primarily intellectual. As
Abbot would see Later, his attention was not vet focused on
the ewhole student but rather emphasized the development of




linguistic and linear modes of perception. Analvsis was the
Jdominant mode of communication. A student’s “intuition’
about the meuning of o literary text wis not rejected out of
hand. but Abbot insisted that it had to be tested. He taught
<udents how to ook for evidence, how to read dati. how
to set one's starting points, and how to hecome aware of the
terms of one's own (or a critic’s) dialectic. In his advanced
classes. he taught students how to search the text for subtle
clues to the author's ftention. That intention remained at
the center of what followed: an interpretation of the work
and. then. a judgment of the work. The process was com-
plex but also crisp and clear. It could not be mastered with-
out a great deal of practice. Abbot insisted that his students
were being tiught a rigorous “discipline.” Together. they
mastered 2 set of wols, tearned a private language. under-
went 4 common ritwal. As @ consequence. there developed
hetween them a stong bond. They loved it

The tumultuous events of 1968—the student and faculty
atrikes at San Francisco State—drew students even closer
together. Abbot joined those of his colleagues majority in
the School of Humanities) who were polarized to the left.
Refusing to cross the picket line, Abbot remained in close
contaet with all his students, and they with one another.,
through the telephone network that the strikers set up in the
hasement of Ecumenical House, and Abbot's classes met

regularly off campus during those hectic months.

The Quest Continues (1969-1979)

Despite the terrible disruptions of 1908 1t Suan Francisco State.
Abbot was optimistic about the futare of higher education in
Americt. At the beginning of the 1970s, however. e became
aware that he was onee again altering his view of what a col-
lege teacher should be By spring 1970 when the invasion of
Cambodia and the tragic killing of students at Rent State and
JTackson State took place. he realized that his philosophy of
cducation had changed. He now believed that college and
university teachers, it they hoped o be cffective in any pro-
found way, had to Jook upon a student as a whole person,
not merely as @ mind” o be trained.

This realization influenced Abbot's professional lite i
fundamental wavs His teaching wits now based on anen
tirely difterent notion of what students are. The atmosphere
in his clissroom beeame intensely personalized. He beaame
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learner along with his students, He was a more experi-
enced learner, 1o be sure, but the difference was one of de-
gree and not of kind. He wanted students o see him as
pursuer of knowledge rather than as 1 master of it

In moving to these new attitudes toward himself, his dis-
cipline, and his students, Abbot went through some o mplex
phitosophical changes. He now helieved that his emphusis
on intellectual development and rational activity had been
based on a talse principle. and he realized that inteliectual
development could not be split from other aspects of the
human personality. This shift in principles. translued into
classroom practice. Ied 10 a whole new ethos in Ahbots
classes, ~Caring” became a central responsibility for every
member of the group. Steve. as his students came o call
hint. was not only their wacher and severest eritic: he was
dsosand above all, their friend. And some of his students
from those vears are sull personal friends.

In his courses in literature. Abbot wanted the subject
matter to serve his students in their growth as people and 1o
confirmy them in their status as adulis, He wanted literature
to become a natural part of their lives  He did not want it o
rennin something that they did for school and would want
o stop doing as soon as they carned a degree. Anck there
was another purpose. When students took the initiatis ¢ and
started a discussion at home about @ novel they were reud-
ing for Abbot's class, something subtle happened: They
were making o public statement about their commitment to
literature.

During the carly 1970<0 Abbot developed a whole series
of techniques that helped him achieve success in his work
with students as people. He designed new formats for exam-
mations that removed the motivation cand the opportunity)
for cheating. His guidelines for wrm projects introduced an
cmphasis on nontraditional opics 1o conibat the irrelevance
of traditional term papers. His w FHing assignments were
daring and exciting. He adopted a “workshop™ approach to
class discussion. Above all. he conveved trust and he built
trust 1E was clear to students from their first hour in his class
that this was not the place for game plaving or CRO rips.
Abbot was happyin his work. He felt close to his students
and they o hime

As the decade moved into its second halt, however,
Abbot began to feel that things were not quite right. For one




thing. the curricular reforms of the 1960s that he had so
vigorously supported were beginning o crumble, not only
on his own campus but all over the country. Moreover.
new kind of student was beginning to appear in the univer-
aities, and this new student, it was evident, felt no responsi-
hili and no sense of commitment to academic pursuits or
1o society. The “Me Generation™ had arrived. Abbot's wach-
ing stvle began to shift. A new kind of refationship was re-
quired for dealing with this new kind of student.

The Middle Years (1979-1989)

The late 19708 were not happy vears for Stephen Abbot. He
felt he had lost touch with his students, and his campus life
depressed him. Morcover. during those years, his personal life
fell apart, and his marriage ended inan amicable divoree. He
met the crisis admirably . During the early vears of the new
decade. his pessonal fife came together again, but his depres-
ion about the state of higher education in America remained
with him for a long time. This feeling lasted for almost o
whole decade. running through most of the Reagan vears.

Abbot was convineed that o counterrevolution in higher
cducation had taken plice. 1Cwas not simply that the re-
forms of the 1960 had not asted. What astonished him was
that they had disappeared so very quic klv, Abbiot came to
feol that he had somehow been tricked into joining the
counterrey olutionaries. Why and how he did not know. The
counterrer olution had already suceeeded before he knew
wlntt wis happening,

As the months and yvears passed. he resigned himselt o
the knowledge that the reactionary forces had won. Their
first step had been 1o strengthen higher education in Americ.
Decision makers throughout the nation strongly supported
the colleges and universitios, Every where minority vouth
Caned white underclass vouth as weth were being encouraged
to complete their secondany education and go o college. At
the sume time, the sceond stige in the strategy wis heing
implemented. The major historie goal of undergraduate edua-
cation was being subyverted. That historic goal was to celncente
voung prople -t give them the to s to help enrich their
lives, miake sound decisions Tor the vears to come, bring up
their Chitdren wisely, work actively in the community . partici-
pate more intelligently in pofitical affans But now the <ol
leges were being tured into frarning centers W haose sole
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purpose was to prepare voung people to serve government,
business. and industry,

Abbot saw all of the decision-making bodies working to-
gether to make certain their two-step strategy would succeed.
He would count them off on his fingers: the state legislatures
and other government bodies, the college and university
governing boards and their appointees. the acerediting
agencies (especially the specialized agencies representing
the professions that served the corporate world), the
Washington-based higher education societies, the founda-
tions and think wnks. and, of course. the corporate world.
The new goal for higher education w.as not even disguised.

It went under the name of ~career education.” and its appeal
to students from middle- and lower-cluss families was built
on asingle principle: The whole point of vour going to col-
lege is to carn more money.

Abbot's friends argued that there simply had never really
been a revolution™ at all. Some victories had been won, o
be sure. in such domains as student rights and faculty rights.
unionization, and affirmative action. But all the curricular
reforms of the 1900s, they pointed out, were changes intro-
duced to meet temporany conditions. As soon as the enthusi-
asm of the reformers waned. the whole system simply re-
jected the changes and the old and more comfortable struc-
tures reappeared.,

Abbot did not know whether he was right or they were.
But of one thing he was certin: Whatever the ciuse, he was
deeph disturbed by a new brand of student now Alling his
classes Ttappaared to him that they resisted being given
any responsibility for undertaking their own education. He
felt students did not want him o pose problems for them to
work: They simplhy wanted him o give the answers they
could memorize. Sometimes he wondered whether they
were not really interested in learning anvthing at all. On
Abbot's campus. the dormitories, which had renmained par-
tally empty during the first vears of the 19708, were now
once again full to bursting, and ther occupants were noisy
high-spirited, and fun-loving,

The old dilemma—how much of his virtually absolute
power i the classroom did he want o delegate to stu-
dentv—now demanded anew answer. The students appear
ing n his clisses did not ecenr any of that power Mot of
themot seemed to Abhot, were happy 1o renmunn totaliy




passive and to do as they were told: they certainly made no
effort to become involved in the materials presented to
them. Abbot gradually found himself forced to adopt class-
room hehaviors that were far removed from his teaching
style of the late 1960s and carly 1970s. And as the nation
moved into the Reagan years, he felt increasingly that his
relationship with his students bore a marked resemblance to
the relationship his own protessors had had with him when,
as a graduate student. he sat passively in their classes, listen-
ing to their long Gand often dreary) lectures.

What saved him during this period were the few students
in cach class who were devoted to him. As tor the others,
most of them simply lost their individual identity. As he
faced them from the podium, they were just a sea of faces.
Often. when he lectured. he would make eve contact with
first one. then another, But his interest wus no longer cen-
tered on his students, Tis attention was centered now, as in
the carly davs of teaching, on his subject matter. the literary
works themselves, His rather tormad lectures for the most
part focused on himself: it was his own insights, his own
modes of perception. his own ideas that he lectured about.

He no longer expected students in his classes to come 1o
know one another. exchange telephone numbers, make con-
tact outside of class. and phone one another when there were
problems they ran into. That belonged o a bygone age. Now,
things were different. Occasionally, students telephoned him
to explain why they would have 1o miss class that day. and
he was pleased about that. But he found intolerabie the ques-
tion that usually followed: "Will vou be doing anvthing im-
portant in class today?” He wried to see such matters with
good humor and to imagine himself @ student at San Fran-
ciseo State—perhaps going to school full time and also work-
ing full time, While he was aware that many of his students
were meeting such demanding schedules, he actually knew
very litde about their lives. A decade carlier. he would have
collected background data on all fus students. But now ., such
persondl contact was limited 1o the very siall group of stu-
dents who staved atter class to chat or caome o his office,

Even when Abbot had good rapport with his brighter
students, however. the teuth swas that their thoughts had finde
nnportance Tor hane W hen he used ideas expiossed by Tns
students, it was tor the sahe of Tughhghung his own ideas.
Alb ot his conversations with students = before, during. or
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after class, or during his oftice hours—Dbegan with iy ideas
and sooner or later returned to him and his ideas. He always
remiained at the center,

During these vears, from the late 1970s to the late 1980s.
he never actually sat down 1o ask himself whether he was
happy in his teaching job. Of course he was happy, he
would have said. But there was a current of dissatisfaction
that he often felt and pushed away, Except for his handful
of devotees, he knew that he was out of touch with his stu-
dents. Was it possibly, generational? He was now in his S0s
and judged his students Gaside from a handful of “reentry
students™) to range from 18 1o 25, He found them intelligent.
They usually laughed when he said something funny, and a
good many of them seemed 1o understand a good deal of
what he was saving., But it was obvious 1o him that they just
did not find his world very real.

Abbot did not believe the difficulty ki in his weaching sivle.
He could not. in any case. go back to a student-centered
discussion format—whether the crisp. inetlectual model he
tollowed in the ke 1960s or the aid-back, “whole-person”
modct he followed in the 19708, Aside from his overlarge
classes, which could not accommodate a true discussion for-
mat, the tmes were no longer right for those student-centered
maodes. The stvle he was now tollowing—with the focus on
the subject matter but centered on Disideas and his personal-
iv—ascemed the right one for hime That was clear. But now
he must find a way o reconneet with his students,

At this time. Abbot was also fecling another, vather differ-
ent source of disturbance. Through the vears of the Reagan
presidency (1981 through TO89), Sun Francisco State secmied
to Stephien Abbot to become increasingly fragmented. Some
colleagues who felt likewise said the reason was obvious,
San Franciseo State. they said, wanted to becomie arescarch
universiy and, increasinglyv, the new Freulty members heing
recruited were well-known specialists in one narrow ficld.
Most of these experts were not interested in talking to col-
feagues in other departments, But their appearanees on the
“MoNeil-Lehrer News Hour™ were discassed in detail at the
University Clubys cocktail hours And evervone agreed they
wore good for the school's image. even if they did not do
much o contribute 1o g sense of “campus community

Abbot found that these observattons, accurite though
they might be, were themselves symptoms rather than
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catises of what disturbed hinm. And those colleagues who
blamed it all on “reverse discrimination” Abbaot found intol-
erable. One of them pointed out that his department chair
Wis now 4 woman. so were his school dean and the assis-
tnt dean. and so wis the academic vice president.

For Abbot. the explanation of his disturbance lay clse-
where: the phrase 1o focus on. he said. was the not caring.
FHe felt strongly about that. At one time he had scen his
CAmPUs ds 1 community of scholars who loved learning. as .
community of concerned indiv iduats who cared about one
another. He hoped that at some point the pendulum would
swing back and that that image would become reality onee
agadin But with cach passing year. the image of the com-
munity of scholars faded tarther and farther away. And
during the late Reagan vears, he hegan to feel that it would
Nneser returm.

The Late Years (1989-1999)
One must never sav never ™ The precise point when his
classtoom style ook another tarm came carly in sumier
1990 One dav he realized suddenly that he wits about o
ke a4 new “hegmning —that some Kind of “recursive’”
movenent was happening. It started whenas he was re-
view ing and revising his lecture notes for the fall semester.
he suddenty found himsclf caught in the swift currents of
“postmodernism.” He had heen reading the work of Richard
Rorty, whom he had known quite well when they were
Clasamiates at Chicago. and he struggled for some months
with these powerful new ideas. Then, when the school vear
opened. he was not quite ready for it e faced @ dilemma.
It was not possible for him o go back to the old lecture
notes. His old answers no longer satisfied him, and he did
not vet have new ones. So-he made a daring decision He
would share his “in-process”™ explorations with his students.

in the fiest meeting of his senjor seminar. he Laidd it il out
He told lus students what his probleny was and how it arose
He told them he was groping his way, He used the meta-
phor of ajourney and asked tem to join him. He suggested
that those who wanted 4 more traditional course should
Jrop the course that very day and sign up for another sec-
non of the senunar. it was dramatic beginning

He compared notes s ith colleagues who were undergo-
g similar explorations: Some were planning new courses
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whose titles would begin with “postmodernism and . . .~ or
end with = and the postmodern world.” After a few
weeks, Abbot knew that something important was happen-
ing in his class. At first he was not sure what. But it soon
became clear to him that many students were sending him a
signal that carried a1 message: “We're excited. Something
important is happening here.”

Something else important was also happening all around
him during this period in his life. Everybody was going on-
line, surfing the Web, “tlking” to strungers in Ankara or
Ryoto via e-mail. Abbot became aware that many colleagues
were deeply attracted to the new technology. Some met
their classes in rooms with a computer at everny “student
station.” While he is not ready for this much technology, he
would have welcomed some device students could hold in
their hands during his lectures that would let him know (hy
glancing at a control bouard) how nuny members of the cliss
were confused or bored or wanted more detail about the
topic under discussion.

As for his scarch for the “right” teaching style. it seems (o
have come to an end. He is now convinced thi every style
is "right” so long as instructors and their students are sincere
learners and remain open with one another, Trust is the kev.
If caring is there, on both sides, then it does not make any
difference which teaching model vou follow:.

In 1996, Abbot entered an carly retirement program avail-
able to California university faculty members. Now:, working
hadl time. he feels fairly comfortable. He is involved in his
research project on postmodernism. and he is looking for-
witrd to full retirement in 1999, By summier of that vear, he
will have served Calitornia higher education for four full
decades. In that same vear, San Francisco State will celebrate
its 100th birthday. There will be celebrations to mark both
events. and Abbot looks forward 1o participating in them.
The vear 1999 also marks the centenary of the birth of Robert
AL Hutchins, and Abbot hopes to join many other members
of the Chicago class of 1950 to celebrate that centennial.

Today Abbot is relatively happy. Of course, he is dis-
turbed by world events, the increasing pressure o abandon
wtirmative action, and the growing gap between rich and
poor. He is concerned about the future of the human race
but readily admits he might be unduly pessimistic. One niust
never Ny never,”
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THE PRODUCTIVITY OF SENIOR FACULTY

When the character Stephen Abbot was first presented in
1973, Abhot was a prototype for Axelrod’s description and
discovery of 4 new approach 1o teaching, one that would be
responsive o the shifting needs and interests of the activist

students of the late 1900s and carly 1970s. Abbot was voung.

idealistic. and perfectly suited o his time. His “outmoded”
notions about education and instruction were changing. just
as were San Francisco State University and the students at-
tending it. Personal change matched perfectly with institu-
tional change.

We are offered a second view of Stephen Abbot in the
carly 19805, and we see a quite different person. Abbot is
now in his carly 40s, and the institution where he works is
no longer at the forefront of innovation. Words of a more
managerial tone. such as “educational outcomes™ and ac-
countability.” replace the fanguage of educational reform
Cstudent-centered learning” and “experiential education™
that saturated and animated Abbots life and the dife of his
students and faculty colleagues during the Late 19600 and
carly 19705, Abbot has grown older and perhaps wiser. He
certainly is more skeptical and less naive about the political
realities of higher education in his state and nation.

In this monograph., we meet Stephen Abbot for o third
time. Tie has passed through his 50s and lived through addi-
tonal changes in his institution and American higher educa-
tion in the 1980< and carly 1990s. He is surrounded by even
mote stridenty managerial and political language—budget
Shortfalls™ and “retrenchment.” For a while, he lost touch
with most of his students. but now, in his 00s, he is once
again trving new teaching approaches and excited by and
committed 1o his teaching. Through it all. Stephen Abbot
somehow retained a spirit. a thoughtful perspective, and a
sense of vitality, and they are what make Stephen Abbot.
and other senior faculy like him who have remained vitad,
such valuable assets o their institutions as they prepare for
the new centuny.

Though brief and certaunly unique in many ways. the
portrait of Stephen Abbot is exceptional., 1t is the only pub-
lished longitudinal case study of o single faculty member

over a A0-yvear period. There are many lessons to be learned
from tus case study, as we shall note throughout this mono-

graph. Two of the most important lessons, howeser. are
particularly timely. Firste institutions can no longer atford to

Institutions
can no
longer af-
Jord to take
a laissez-
SJaire
approach
to faculty
vitality.
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take a laissez-faire approach 1o faculty vitality, as appeared
to be the case with Abbot. The institutional—and broader—
environment clearly siffects productivity and. when possible.
should be managed to have a positive effect. The second
lesson concerns the deep wisdom that Abbot has acquired
over the past 40 years and the very real possibility that the
leaders of his institution will never take advantage of it.
Without the wisdom of Stephen Abbot—and the many other
senior faculty members in his university and other colleges
and universities in this country—we will be ill-prepared for
the challenges we now face.

The Challenge for Senior Faculty
As we try to make sense of Stephen Abbot's stony and the
stories of other senior faculty who have lived through these
same major transitions in American higher education, we
face shifting notions about what it imeans 1o be successful as
a faculty member and what one must do to be successful. By
the time most faculty members of Abbot's era reached their
late +0s and carly 30s, they envisioned themselves as having
“made it” through the traditional academic career paths. or
as having accumulated the resources and network to still
“muake iU—sometimes through alternative pathways. Alwer-
natively. they have platcaued and aare no longer interested
in. or no longer hold much hope of. additional carcer ad-
vancement. In either case, senior faculty are freed to make
choices regarding the direction of their rescarch. scholarship,
teaching. organizational role. and, more generally, career.
To be free from constraints, however, does not necessat-
ily mean that one knows what 1o do with this freedom
(Bergquist and Weiss 199-4). Freedom is often quite frighten-
ing. especially for someone who has lived for many years
with real (or imagined) career constraints. As long as one
has to publish 1o survive. or teach in a certain manner to
gain senior colleagues” acceptance. or perform certain roles
and provide certain services in the institution to gain tenure,
then one need not question the wisdom of the choices made
about research, teaching, or institutional role, Now, how-
cver, senior taculty like Stephen Abbot have choices to
mitke—at a time in life when there are often reasons for
hoth hope and despatir. So much depends on how senior
faculty choose to frame their experiences and the new (or
old) ways in which they choose to tead their lives,
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This is o time of life and a point in one’s career when one
asks questions about relevanee (Brskamp et al. 1982). The
answers will vare widely among senior faculty. for they are
no longer constrained by asingle set of confining standards
that contronted them at an carlier age when they sought
promotion and tenure. “Professors vary considerably in how
they tive their professional HivesE (p. 223 Some of the se-
nior faculty that Braskamp and his colleagues studied wend
1o focus inward—toward integration: “As they are getting
settled as full professors, they write the integrative picee in
their field or apply their knowledge in new settings. As they
neitr the end of the professional career. they strive to write
the masterpicee to encompiss their life's work. 1o assist
others in furthering work begun by them. and o play the
role of the elder statesperson”™ (p 223 Others, however, use
this time in lite 1o branch out—to move away from their
former activitios. “to pursue new interestsh such as] consult-
ing Land] public s aking. o] rekindle old interests -
and to spend more time with their family. They were satis-
ficd with the level of performance when promoted and were
willing to maintiin it rather than enhanee i (p. 22),
Obwioush . senior faculty, members™ aetivitios vary widely.
making it is very difficult (o portray the productivity of se-
nior faculty, Purther, what is considered productive at one
institution 1s not at another. Stephen Abbot comes from an
institution that has abways encouraged excellence i eaching
as w el as seholarhy productivine or rescarch. Somee instita-
tions would not require the scholarship or rescarchs others
would not be as concerned about instruction. Thus, the fac-
ultv member who exeels ata bakaneed approach tone artic le
avear new innovations in his or her courses each year.
consistent outread b activities, and participation onone uni
versity commitiee) might be considered highly productive i
4 comprehensive institution but . tow producer at.arese.r h
anersty. And hreaking down acadenie work into separaie
roles and finer and finer phases may miss the essence of
work in academia Analy zing the parts may not produce an
understinding SF the swhole™ tBlackburm 197 p 700
Neverthicless, some are concerned that senior faculty na
not he s producive, Some of this concern has been hasedd
o a hehe! that semor Lty are not mentadly able o
Liin the necessany fevel of content knowledge and shills Bu
most longitudimal studies find no consistent dedhime mecogn
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tive functions until the 60s. and many adults retain high
abilities until much older. Even in the 50s, the "average”
decline observed is not caused by aging. but by discases
that affect only a small minority of people (Bray and
Howard 1983; Schuice 1983: Sicgler 1983: Willis and Tosti-
Vasey 1990), For most people in the studies, mental abilitics
were constant over tinie,

In fact. abilities that are used often do not peak until mid-
life. A review of the biological literature on the impact of age
on intelligence notes that the decline resulting from age is
quite modest well into the 70s tor people with no nujor dis-
cases (Kallio and Ging 1983). The decline is least for “those
with i positive sociocconomic status (or stimulating environ-
ment), those who manifested a tlexible personality style in
middle years, and those who manifest greater initial intelli-
genee. JAnd because] facualty generally possess all three of
[thesel characteristies, they may he expected to experience
even less decline inintelligence than the general population”
(p. 1H. Another review of rescarch on age and expertise
reveals that new professionals have a rather fractured and not
well organized cognitive structure, while experienced profes-
sionals typically have well integrated and highly organized
knowledge bases that allow them to quickly fold in new
knowledge and solve problems (Willis and Tosti-Vasey 1990),

The concern about senior faculty members™ productivity
became apparent with the uncapping of the mandatory re-
trement age. and a flurny of articles appeared on “what to
do™ about the aging professoriat and the produdtivity of
older faculty members. Again, it was frequently assumed
that older Faculty would be. because of age, less productive
tBaldwin and Blackburn 1981: Hodgkinson 197-4), Is this
assessment aceuriate for most senior faculty? Was it true of
stephen Abbot? To address these complex concerns, this
section summarizes the literature on senior faculty and their
productivity in the arcas of waching, rescarch, wnd service.
As the reader will soon learn, some decline in productivity
might occur as faculty age. but age itsell is not a major pre-
dictor of productivity and other factors lave a much greater
impact. The factors that affect the vitaline of all Taculty also
affect senior fiaculty: for example, motivation, competence,
dappreciation, rewirds, and climate. As the nest section,
“Looking Inside for Vitalite,” notes, some of these factors e




of particular importance 1o senior faculty (c.g.. appreciation),
while others (... rewards) are of relatively fess importance.

several rescarchers on age versus productivity suggest
their findings “clearly point to the need tor more sophisti-
cated anatyses of cause-cffect relationships between individ-
wal and institutional variables and career patterns” (Law-
rence and Blickburn 1983, pp. 151-32). This theme of the
intimate interplay of individual variables and institutional
variables on faculy members” vitality is persistent across all
the literature, and the concluding sections of this mono-
graph on fostering faculty vitality' return to it But first. what
do we know fron the fiterawre about the productivity of
senior freulty members, and how do these findings relate 1o
what we know abouat the vitality of Stephen Abbat and other
senion Taculty?

Teaching

studies find that senior faeulty commit about the same
amount of e to teaching as younger faculty and that ak
most all have some student advisees: morcover, senior fue-
ulty list teaching as @ priority CE-Khawas 19910 Severad
studics find that interest in teaching increases with age
(Baldwin and Blackburn 1081 ERKhawas 199D, Thus, con-
cerns about senior Feulty's no longer being interested inor
committed 1o students or to teaching are unfounded.

The findings are mixed with regard to the competendics
of senior Breulty members as teachers when compared to
vounger faculiy. Small positive correlations were found be-
i een acdemic rank and eaching effectiveness ina group
of studios conducted over @ 30vear period. but the rank of
full professor encompisses S0 ta it yedrs. making it difficult
to generalize (Blackburn and Lawrence 1980). Other studies
e found that 2 low-order negative correlation exists be-
tween age and the etfectiveness of teaching in the college
assroom Younger teachers wpically are rated higher than
older tenechers, A study of student ratings anong 70 college
Lacudty found it age was negatively related to teaching,
clfectiveness (Cornwell 197 00 while another found @ nega-
tive relationship hetween student ratings and number of
Vears Since receiving o doctorate tLinsky and Straus 1973)
The telatonship between age and teaching performance.
howet et is not gredt, One studs lor mstanee. found that
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dge accounted for onby 6 pereent of the variance in students’
ratings (Cornwell 1974,

One of the few longitudinal studies that has been pue-
formed (Heilman and Armenirout 1930) viclded results sug-
gosting stable ratings of instruction over 2 seven-yver period,
This very dated study has been replicated in our own time
(Horner, Murrav. and Rushton 1989, examining students
ratings for 106 full-time faculty members in psychology over
dtwo- to Bs-year period. T found an overall negative corre-
lation of 33 between age and general teaching effectiveness
and similur correlations between age and specific mesures
of teaching effectiveness. The authors offer several ideas
regarding the reasons for this dedine.

First. they suggest thae biological processes slow down s
one dges, accompanied bya personadity change that is detri-
mental to teaching (Horner, Murray, and Rushton 1989, P
=281 Citing the wrgument that senior faculty find few re-
wards for effective weaching, especially because in most in-
stances they are tenured and at the highest position in the
mstitution tull professon €Blackburn and Lawrence 19807,
they suggest that the decline inwaching performance may
relate to generational differences rather than age. Older
frculiv are more likely 1o experience a wip between their
own life experiences and those o their studenis, While this
“aencration gap” may marrow and even reverse when a fac-
ulty member is teaching an older group of students, the aap
is likely to remain a detriment for most faculty untit such
me s anjority. of students i collegiate institvtions re
over S avears of g,

The selt-fulfilling prophecies assaciated with stercalvping
people by race. gender, ethnicdity, physical abilitiecs—andd
age--dre another factor (Homer, Murray . and Rushton 19891,
Emembers of acollegiate mstitution—in particular, sudents
=assume that senjor faculty are “burned out” dated. and
removed from conteniporany problems, then the faculty will
not be of much interest or use as teachers. senior faculty will
in turn feeh unappreciated. they will find it hard o motivaie
students,and they will usually be assigned 1o teach the tradi
tonal courses thecause they are supposedly “out of-date™.
ader such conditions, senior faculty e likelv 1o hecome
disconraged. unmotn ated. and distit ony stiudents, thereby
verifving the initally fauly assamptions tiat have been pnade
The strong disengagement tha stephen Abbat s stadents pe-
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port in his senior years suggests that just such a self-fulfilling
prophecy has occurred. at least temporagily. for him.

These mixed results and the variables invobved make
difficult 1o arrive at firm condlusions about the relationship

between age and teaching. Some studies have found that age

diserimination does seem to negatively affect performance
ratings (Clark 1992: Finkelstein 1982)—particularly when the
prople doing the rating are voung and the person being
rater is older. as would be the case for students rating senior
taculty. Second. the studies that have been conducted are
rarely longitudinal: as a result. we have no way of knowing
whether the teaching performance is declining or this partic-
ular cohort of taculty members were always slightly less ef-
fective in the cassroom. Perhaps new faculty members enter
their jobs with greater commitment to teaching or with more
training as teachers. Xith the decline in public support for
higher education, many of our vounger faculty members
come with an expectation that higher education will probu-
biv never pay very well or even offer them much employ-
ment security. They are more kely 1o be motivated by
desire to teach rather than o search for job security (tenure)
or high pay. Further. many universities today require training
in teaching for their graduate students who are teaching as-
sistitnts. Thus, new taculty are more likely to have formal
training in teaching than senior faculty . Whether these
changes in the attitudes, expectations. and training of voung,
faculty translate into better teaching is another matter. Only
further longitudinal studies will enable us 1o differentiate the
issuc of age from the issue of age cohort.

In summany, no studies found a Lirge negative association
between a facuity member's age and effective teaching. 1 u
negative etfect exists, it is small Tt is clear, however, that
semor faculty are interested in committed to, and devote
significant time to teaching,

Research

The first major study on Faculty productivity as @ function of
age used entries in several histories of sdience as ariterion
of successful contribution to the body of knowledge in
apecific field (Lehman 1933, The study found that saentists
completed the work bemng cited more often before they
were 0 than after they were #), Most subsequent studies
concerned with the rescarch productivity of faculty as o

The Vitadity of Seror Facnlty Members

31




function of age have reported this same difference—though
with an initial low level of productivity when a faculty mem-
her is voung,.

This curvilincar relationship is commonly found. regard-
less of the criterion being used to define productivity or the
discipline studied. although it should e noted that nearly all
these studies were done on faculty in the sciences or social
sciences (Cole 1979: Dennis 1956: Horner, Rushton, and
Vernon 1986: Lehman 1900). Productivity tends o be fairly
low when faculty are in their 20s, largely because they are
still completing the's requirements for advanced degrees,
settling in as newly appointed faculty members, establishing
their research setting (laboratory, library, subject pool, and
so forth), and beginning to learn the subtle and often clusive
arts of teaching and campus politics. Productivity tends to
increase during the 30s, peak around age 40, and decline
thereatter.

It was previously thought that the decrease in productiv-
ity was o result of a decline in energy. ideas. or cognitive
abilities, or a result of the loss of external motivation (pro-
motion and tenure). This general conclusion held sway in
higher education for many vears, but it has heen challenged
in recent years by severul researchers. Some have noted that
there were many more voung faculty than older faculty dur-
ing the time when many of the studies were done and that
there is a greater tendency on the part of historians of sci-
ence to foeus on the carly, breakthrough discoveries in fac-
ulty members” careers than on their later, substantiating
work (Cole 1979; Dennis 1930).

Yet even when the size of the age cohort is taken into
aecount und the criterion of productivity concerns number
of publications rather than impact on one's discipline, a
decline still occurs in the rate of productivity as a function of
age (Cole 1979: Horner, Rushton, and Vernon 1980; Over
1082, 1988). “If fewer outstanding contributions come from
older scientists, it may not be just because older scientists
are fewer in number but because they have reduced re-
search output”™ (Over 1989, p. 222 see also Over 1988),

It should be noted, however, that while these overall
declines are true, age still accounts for only around 6 per-
cent of the variance in research productivity (Horner,
Rushton, and Yernon 1936; Over 1982), Great individual
difterences exist. For example, “high-level producers (those
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publishing more than one article per year and laccounting
for] one-third of the sample), . .. even after decline ..t
55 10 04 [werel ... more productive than the remaining two-
thirds of the sample had heen at their peak™ (Horner.
Rushton, and Vernon 1980, p. 322).

The results. however, are still not definitive, for several
other complex and confounding factors are involved. First. it
is unclear exactly how the number of citations should b
measured. Is high quality defined by the overall number of
times the work of a faculty member is cited. or by the num-
ber of articles or hooks a faculty member has authored thut
are cited a certain number of times? While some evidence
suggests that older faculty atract fewer citations than younger
faculty (Cole 1979: Over 1982, 1989, pp. 222-23). other results
suggest there is basically no difference between younger and
older faculty with regard to citations per article (Oromaner
1977 Over 1988). Thus, vounger faculty may have more cita-
tions than older faculty, but it may be the result of their
higher production of articles and books overall than of their
production of high-quality trequently cited) work.

A key factor that leads to the confusion appears to be the
intermingling of quality and quantity in the measurement of
productivity. "Despite the general drop in rescarch output
with age [ quantitative criterion). the ratio of high-qualiy o
low-quality publication fa qualitative criterion} remains rela-
tively constant over the professional life span™ (Simonton
1984, 1983, cited in Over 1989, p. 223). A study of the ratio
of high- to low-quality articies finds that young faculty pro-
duce more high-quality articles Gus defined by number of
citations) than older faculty: however. they also produce
more low-quality articles (Over 1988, 1989). The results are
further confounded by the placement of articles in spedific,
highly visible journals (Oromaner 19771 Younger and older
faculty attract similar rates of citation when articles pub-
lished in the same journal are compared (Over 1982, 1930,
Moreover, the variance in publication rate among faculty
increases with age. It is not a consistent decline: rather. it
appears many faculty remain highly productive. while others
significantly reduce their publishing activity.

Finally, when productivity is measured by something
other than number of citations, the outcome tends o change
Results from two national surveys of faculty in the fate 1980s
and one from the carly 19708 suggest that “publication activ-
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ity is reported by almost all senior faculty at four-year institu-
tions. but by four in 10 senior faculty at two-vear institutions”
(El-Khawas 1991, p. ). Specifically, the self-reports of faculty
at four-vear institutions in the two 1980s surveys indicate that
8+ percent of senior faculty at four-year institutions had pub-
lished articles in professional journals, 60 percent had pub-
lished books, monographs, or manuals, and 45 percent had
published chapters in edited books—much higher percent-
ages than in the 1972-73 survey. The percentages for faculty
At Lwo-year institutions were lower—+2 percent had pub-
lished articles. 39 percent had published books. monographs.
or manuals, and 10 percent had published chapters in edited
books—but again. the percentages were higher than in
1972-73

Unfortunately, these data tell us nothing about shifts in
rates of productivity over the vears, because they refer 1o
ol levels of productivity, While “the idea that senior fac-
ulty never publish is . . . contradicted™ by this information
(El-Khawas 1991, p. 10), the evidenee points only to the fact
that contemporary senior faculty have been more productive
over their total carcers than were their counterparts during
the carly 1970s. Nevertheless, these data suggest that other
measures of productivity might be used rather than just cita-
tions and that such data probably already exist in the type of
national surveys El-Klawas cites,

Four other flaws overarch and perbaps override many of
the studies that have been conducted. First, most of the
studies focus exclusively on faculty in the sciences and so-
cial sciences. specifically psychology. We know very litle
about changes in the rate of productivity among faculty in
the humanitics or arts. While some of the studies concern
“scholarship™ (e.g.. Over 1982, 1989) rather than “research.”
virtwally all of them focus on publication in refereed. disci-
plinary journals rather than on any other mode of dissemina-
tion (conferences, consultations, public reports, magazine
articles, and so forth), In many disciplines, products are
displayed primarily through ¢xhibits at muscums, showings
at galleries, live performances, theatrical productions, and
works of fiction. And what about instructional products (in-
cluding textbooks and published case studies) and produc-
tions on the Internet? These other maodes of produdtivity
may be particularly important for senior faculty, who are
often more inclined (and better positioned in their institu-
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tions) than their younger colleagues to communicate their
ideas and insights through modes other than traditional.
disciplinany journals.

second, the studies primarily focus on four-year research
universities, usually ignoring the work of senior faculty at
liberal arts colleges and two-year community colleges, or
using criteria of productivity (publication in major refereed
journals or number of citations) that are strongly biused
toward faculty with disciplinarny connections and institution-
ally based access and reputation,

Third. the primary focus on number of citations does not
satisfactorily address qualitative criteria, thus vielding not
only a limited sample of research pmduclion: but also a
dichotemous measure—veither an article or book is cited or
is not cited  Morcover. the citation does not take into ac-
count how often faculty members cite their own previous
work or the function of delay: that is, somwe articles and
books are seminal in their ficld vet are ~discovered” much
Lter than other seminal works,

Fourth. criteria regarding citation are contounded by
changes in data-retrieval systems, The trequency with which
works in some Aelds are cited may depend more on the ex-
tent and sophistication of bibliographic databases in their
ficld than the importance of these works,

Finally. the condusions from an estensive review of fac-
ulty praductivity and age are worth noting:

W hen one tekes into consideration the prercentage of
the productivity carience bemg accoworted for by ihe
age variable. good sense wottdd say (o sonie. sel il astde.
The relationships are so weak that if' it were not for a
strong. vet apparently il founded. feith that dir age
productivity relationship does exist and wottdd be
Sound if ondy one were smart enough to docronent il.
cne would table this e of inguiny daid move onto d
more profitable vein in order to mine for other factons
affecting facudty productivity (Blackburn and Lawsence
1OR0, p. 2800,

Keeping in mind the problems with the previously noted
studies as well as Blackburn and Lawrence’s advice, we can
sy that quality in research seems o be more important than
quantity for mature faculty members, Senior feulty may
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produce less. but what they do produce is at least compara
ble to that produced by younger faculty.

As with less effective teaching for senior faculty, several
reasons may be offered for this apparent shift in priority
from quantity to quality and the possible overall decline in
quantity. First. as has been suggested by many who have
studied the productivity of faculty, the concern for quality
may result from the reduction in pressure for publication
that comes with the tenure and promotional review of many
collegiate institutions—especially four-year colleges and
universities with at least a secondary emphasis on research,
Senior faculty may have the experience and capacity to
write integrative, synthetic works that they did not have as
voung dcademics. Years in a fickd. hearing many colleagues
wrestle over time with enduring concepts. can greatly en-
hance the interpretation of fragmented individual studies
through a meta-analysis.

In his exploration of new concepts in postmodernism,
stephen Abbot, like other senior taculty members, may
make important contributions to his ficld. Abbot scems to be
patient about coming to new insights and hence may allow
these insights to fully mature before presenting them. Unlike
his vounger colleagues, Abbot can atford this luxury be-
cause he is not under the same pressure to publish.

The shifting priorities could also be a manifestation, quite
simply, of the broader role that senior faculty play in the
organization. We know that senior fiuculty have o larger time
commitment to committees and are more likely o tike on
administrative roles, Thus, one picks the rescearch one can
focus on most profitably with less time. given the inereased
time devoted 1o other activitios, Or it may be a result of the
more general shitt among mature men and women toward
focusing more on those things about which they care deeply
(Bergquist, Greenburg, and Klieam 19930, Senior faeulty are
inchned to discard all but the most important projects (re-
search. scholarly reading and review, commintee assign-
ments, and so forthy so that they can traly care for those few
projects that are most important and will vield the highest-
quality products.

Given these several possible reasons Tor the shift in re-
setrch priorities and the Jower quantity of articles produced,
the leaders of collegiate institutions might want to fotlow the
suggestion that they intervene through mechanisms such s
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professional development and resource allocation to “in-
crease the research output of older scientists without ad-
versely affecting the quality of what they produce™ (Over
1989, p. 225: sce also Over 1982).

It appears that research funds often are not evenly shared
among junior and senior faculty. A review of several national
faculty sunveys found that “senior faculty are somewhat less
likely thun other faculty to have rescarch tunds. Forty-four
percent of senior faculty at four-vear institutions 1eported
having rescarch funds, compared to 51 percent of all faculty
at these institutions™ (El-Khawas 1991 p. ). Tt is quite under-
standable that junior faculty are given substantial support. for
thev are just starting out and are expected to be productive it
they are to gain tenure and promotion. It is equally under-
standable that support for senior faculty is not forthcoming
and that their own research initiatives are often ignored or
taken for granted. given that they no longer need to publish
0 as not to “perish.” their research initiatives are already
well established. and their rate and styvle of productivity are
already seemingly “entrenched.” Nevertheless, closer exami-
nation of the sources of this ditference fin access to research
funds] is warranted. Are institutional expectations and incen-
tives skewed toward vounger taculty?” (p. 100

Collegiate teaders might wish to acknowledge the shifting
priorities of senior faculty. paralleling the more general shift
of mature adulis away from quantity to selective quality and
generative canmg. Under these conditions, administrators
might cmphasize senior faculty members” etforts to produce
high-quality work and o break down old habits ¢perhaps
acquired during their vears of publish or perishy of publish-
ing Lirge volumes of lower-quality work.

Service

No hard dita have been found regarding the effectiveness of
senior faculty in their roles as committee members, organiza-
tional problem solvers or contlict managers. contributors to
their protessional disciplines, or providers of outreach—-ua
most unfortunute sitation because these areas are where
senior faculty play major roles and are much more likely
than vounger Laculty 1o do so. Further, some research re-
parding agimg tacalty reveals that sentor bculty members
often Gin sen e das vahmble resources to the mstitation be-
cause they know the history of their discipline and instit-
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No evidence
exists of a
large de-
cline in
[faculty
members’]
effective-
ness or
productivity
because of
age.

tion and are able to appreciate more fully the context within
which a problem resides than do their vounger colleagues
(Wheeler 19900, They tend to be respected by their col-
leagues. particularly if they have been successful in their
ficld or in running some specific program at their college or
university. In some instances, they also are judged by their
colleagues to be more “objective”™ or at least in some sense
detached from the daily polities of the institution. They tend
to take a long-term. historical perspective and are concerned
with the overadl welfare of the institution—though under
conditions of stagnution ruther than generativity, they can be
among the most vindictive and short-sighted of all facuity
members (Wheeler 1990,

Conclusions

Despite the et that 30 percent of our full-time fuculty will
~oon be over the age of 300 no evidence exists of a large
decline in the effectiveness of their teaching or productivity
in research because of age. senior faculty continue to dem-
onstrate interest inand commitment 1o teaching, commit-
ment to quality in rescarch, and commitment of time to or-
aanizational roles. One mujor theme in the writings that
influences whether a faculty member will or will not be
productive in the senior vears. however. is the interplay
hetween individual and institutional factors, Stephen Abbot
continues to be productive in part because he has person-
aly shifted his own adivities in response o changing inter-
ests and values in his own life His productivity has also
been affected. both positively and negatively, by how he
responded to the shifting environment of the institution
where he waorks, Ultimately. faculiv vitaliny is determined
by how one responds to hoth personal and institutional
hinges.




LOOKING INSIDE FOR VITALITY:
Internal Factors Affecting the
Productivity of Senior Faculty

It seems that faculty members’ competence aad productivity
do not significantly decline as a function of age. The priori-
ties of senior faculty do appear to change, however, as evi-
denced by such things as their focusing on quality rather
than quantity in rescarch, and their role as institutional lead
ers, While the particulur stuge of adult and career develop-
ment for senior faculty like Stephen Abbot influences their
vitality. thev also continue to be influenced by factors asso-
ciated with the vitality of all faculty members. Understanding
the characteristics of productive faculty members, whatever
their age, as well as those endemic to senior fiaculty can
help one seleet new directions or changes in the institution
that fucilitate vitality.

This section sumnutrizes the literature on internal factors
associated with faculty vitality across all age groups. As an
aid in understanding the possible shifts in priorities as we
age. it focuses, in particular, on the literature about aduht
development as it specifically applies to faculty. The next
section summuarizes the literature on exteraal factors associ-
ated with faculyy vitality, across ages, and focuses on the
literature about career development amaong faculty to further
our understanding of external fuctors that irfluence the pri-
“orities of senior faculty, Each aspect of internal and external
vitality is important. and addressing one alone is insufficient.
All of the factors work together to provide the conditions
necessany for faculty vitality (see figure 1),

Adult Development and the Shifting

Priorities of Senior Faculty

As we grow older, our interest in, and perspectives on, vari-
ous modes of productivity change. We like to do different
things in our 30s and 60s from what we did in our 20s, and
we dspire to different goals from those of our vouth (Berg-
quist. Greenburg, and Klaum 1993). This is the central mes-
suage to be conveyed by the research on adult development
as we consider the factors inside senior faculty members that
intluence their productivity and vitality.

The discovery—or invention—ot adulthood and adult
stages of development in the behavioral sciences is signifi-
cant, for it has shifted our notions abouwt how to motivate
and revitalize men and wonmen between 21 and 65 years of
age. We now know that people ditfer significantly with re-
gard to needs and interests not only as a function of gender,

The Vitaluy of Seinor Faculty Members
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FIGURE 1

Components of a Productive Academic Organization
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race. socioeconontic evel, and abilities, but also as a func-
tion of age. As we look to ways for naintaining the vitality
of senior faculty members in our collepes and unaersities. it
is not surprising that we have recently looked to research
and models of adult development for guidance,

While the notion of human development can be traced
back almost a century to the work of Arnold van Gennep.
Jose Ortega v Gasset. and Carl Jung. it has gained promi-
nence and o stable theoretical base with the work of Swiss
psychologist Jean Piaget (1896-1980) and German-born
psyehoanalyst Erik Erikson (1902-199 0. Piaget (Inhelder
and Piaget 1938) identificd four specific sets of cognitive
competencies that must be acquired in a sequential manner
as children mature and become thoughtful and suceessful
adults, and one must successfully achieve the cognitive com-
petencies associted with one stage of the Piagetian maodel
before proceeding to the nest stage. At about the same time,
Erikson (1983) described cight stages of life, from infancy
through old age. Unlike Piaget, Erikson assumed that one
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moves on to the next stage of development in life, regard-
less of one's level of snecess in the previous stage or stages.
In the Piagetian model. unsuccessful development results in
a person's buing stuck at a specific stage of life. Ge mversely,
in the Eriksonian model. one carries developmental failures
forward in life. making success in each of the subsequent
stages more difficult as the continuous accumulation of fail-
ures hecomes more damaging and ditticult to overcome.

Eriksonian models of adult development
The first four of Erikson’s developmental stages address the
issues of infancy and childhood, the last four adulthood. The
fifth stage concerns primarily the formation of identity as an
adult. and the building of a sense of continuity in life roles
and goals. while the sixth stage focnses on the capacity to
establish an intimate relationship and the formation of a lov-
ing relationship with another person, Generativity is central
1o the seventh stage. with midhte adults concerned with
guidance of the next generation. The cighth and final stage
concerns primarily the integrity of one’s life experiences and
the acceptance of one's own distinctive life cyele Gee figure
2 (Ernkson 1982

The basic Eriksonian model has undergone two major ¢x-
tensions and modifications over the past two decades (Gilh-
gan 1982: Levinson 1996: Levinson etal. 1978). Like Erikson,
Levinson addresses the life evele, but his studies of the life
cvele in men (Levinson et al 1978) and women €1996) focus
on the last three Eriksonian stages., specifically on the sev-
enth stage (see figure 2). Within the seventh stage. Levinson
concentrates on the transitions associated with therearly 10s,
expanding on Ertkson's model by identitying both structure-
building periods and structure-changing or transitional peri-
ods within specific life-evele eras, The crises and stress asso-
ciated with transitional periods are normal aspects of the
developmentad process and are to be differentiated from
“adaptive crises.” which oceur when @ major traumatic event
oceurs in one's life Guch as combat, illness, or abuse).

Developmental crises may be very traumatic and demand
4 reevaluation of one’s priorities and needs. yet without
these erises and the structural changes they bring about,
men and women are likely o remain caught in their current
developmental stage and will be il prepared for addressing
the age-related challenges of their next erain the life ovele
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FIGURE 2

Stages of Adult Development
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Originally. the midlife crisis was identified as the struggles of

men and women in their late 40s who have never addressed
the life changes inherent in their carly -#0s. not the normal
and necessany transitions of the carly 40s. that are the points
of “crisis.” It is the failure o address “midlife” issues that
produces the “midlife” crisis. not the transitional period it-
self. This area is often misunderstood in the popular litera-
ture on adult development.

While Levinson built on the Eriksonian model by focusing
on points of transition and. in particular, on midlife. Gilligan
(1982) focuses primarily on differences between men and
women in their movement through the life cyele. She sug-
gests that the assumption in Erikson’s model that one forms
an identity in carly adulthood preceding the formation of
intimate relationships in middle adulthood may be distine-
tively nile, noting that many women Cand some men) forge
their identitios in conjunction with their experience of be-
coming intimate with another person. Moreover, she argues.
Erikseon overemphisizes @ movement towsard greater individ-
uation and the charification and reformulation of one’s own
personal identitn independent of the specific context within
which one lives. One's identity, after all, exists within o spe-
cific context. and maturation could be considered @ move-
ment towird mutuality of care rather than greater individua-
tion (see Agure 20

Piagetian models of aduit development

in keeping with the epistemological orientation of Praget.
most Piagetian models of adult development begin with a
concept of unfolding or maturing cognitive structures and
their impact on personal and interpersonal aspects of scll
faee figure 200 Regan C1982) for instance, offers asix-stage
theors of development that traces the maturation of the con-
struction of meaning processes in one’s life, believing tha
human development consists of wseries of stages in which
one's sense ol self becomes increasingly differentiated from
his or her sense of the externad world.

A comparable model of adule development that relies on
cognitive maturation (Loevinger, Wessler, and Redmore 19700,
while clearky in the Plagetian camp. questions the Piagetian
assumption that cach stage builds on the provious stages Jnd
iv somehow superior to them. Fach stage " has s weaknesses,
it~ problems, and its paradoxes, which provide both e poten
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tial for makadiustments and a potential for growth™ (Loevinger
1966, p. 200).

Loevinger also focuses on the extent to which one is able
to reason and make decisions independent of other people
and. in particular. the dominant frames of reference offered
by the society in which a person lives. In many ways, the
research and theorizing of Gilligan and her colleagues take
the oo cerns of Loevinger one step further. Not only are
“higher” stages of cognitive development not necessarily
better than lower stages. they also mayv represent a mocdel of
development that is neither descriptive of development in all
people nor necessarily an appropriate source of normative
guidelines.

Applying adult development theory to faculty
Hodgkinson €197-0) was the first to apply adult development
theory to understanding the stages of development among
faculty Gsee figure 3). Although he used age as the source of
differentiation between stages, Hodgkinson cautioned against
the strict use of age as the basis tor the stage of one's life.
Particularly when it comes to the description of facubty, it is
imperative that a theory of stages be flexible and that faculty
andt administrators who apply the theory to institutional pol-
iy and procedures not engage in self-fulfilling prophecies
that impose inappropriate solutions on the distinctive prob-
lems contronted by individual tacultv members.

Building on Levinson's model, Hodgkinson identifies
seven stages of afaculty member’s career (see figure 30 the
first six stages encompassing the vears before seniority: (D)
getting into the adult world Giges 22-29), (2) age 30 transi-
tion tapproximately 28323 (3) settling down or moving up
30570 01 e NNING One’s own person (35=391, (3) mid-
dlescence (39-13) and (01 restabilization C3=50). He de-
votes little tinwe to senior faculty——the seventh stage or later
vears—who, according 1o Hodgkinson, are hecoming aware
of their physical decline. beginning to prepare for retire-
ment, and often experiencing great satisbiction in their -
rect aecomplishiments

Focusing on the transitions frony assistant o gssociate
and from associate o full professor. Braskamp and his col-
leagues applicd Levinson's moded in their anadvsis of inter-
views with 8 faculty at g major research university ¢ Bras-
Kamp et al 19820 They identified anintial career tansition
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FIGURE 3
Stages of Faculty and Career Development
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The senior
years for
Jaculty are
a time for
developing
new
dreams,
building a
legacy, and
nurturing
the next
generation.

from graduate studies to assistant professorship and a pe-
riod of relative stability and consolidation in which a faculty
member enters his or her profession, establishes an identity

as a professional, and atends to advancement in the profes-
sion, paralleling Levinson's pattern of major change followed
by a period of relative stability.

A second transition oceurs with the transition from assis-
tant to associate professor, followed by esablishing or re-
establishing a balunce in life, selecting a professional life-
style. and secking advancement to a higher position in the
institution. The final stage is the transition from associate to
full professor and the subsequent 1edefining of one's profes-
sional lifestyle, branching out into other areas of lite and
work, and fulfilling lifctime gouls.

A sumnuary of the research to the eardy 1980s on the in-
terplay between faculty and adult development also exien-
sively used Levinson's analysis in describing an age 30 tan-
sition, a midlife transition, and a senior career transition but
also incorporated rescearch on women's development, noting
in particular that women often forge dual identities, one cen-
tered on career and the other on family (Cytrvnbaum, Lee,
and Wadner 1982), Moreover, the pulls between these (wo
identities may be particulirly salient for a female faculiy
member in a dual-career relationship,

A more recent survey of faculty and adult development
models also borrows heavily from Levinson (1), Kelly 1991,
noting that faculty during their senior vears “may desire the
opportunity to provide nurturing 1o other younger faculty. In
addition, adults at this stage are likely to be interested in is-
sues of health and retirement”™ (p. 0.

Although these four rescarchers €Haodgkinson, Braskamp,
Cytrynbaum. and Kellvy offer excellent illustrations of the
use of adult development theory o aid the planning, of strat-
cgics for motivating and developing faculiy. they all are 1o
be fauled—like Levinson-—tor the Lack of clarity regarding
differences between the various stages of development afier
age 50, The senior years for faeualty are atime for develop-
ing new dreams, building a legacy. and nurturing the nest
generation. The senior years are not just i time in which
Frcalty prepare for retirement Gas 1 Jakinson, Cvtevnbaum,
andd Kelly suggeso. Preparation for retivement usually does
not begin with the very Lite S0s or carly 608 unless o ficuby
miciber is considering carly retirement. Just as HodgKinson
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tumps together all the development issues after age 50 into a
single stage. most Americans, whether studying adult devel-
opment among older faculty members or preparing for their
own 30s, 60s, and later. generally neglect or never discover
the distinctive features of the senior years.

Most applications of adult development theory to faculty
have borrowed primarily from the Eriksonian model of de-
velopment and. more specifically, from Levinson's maodel of
mature male development. Freedman (1979). however. em-
ployed Loevinger's more Piagetian model in his description
of faculty development (see figure 3). He suggests in the
first of five stages that faculty members assume a simplistic
view of their role in the institution and focus primarily on
their own discipline. Faculty then move to a second stage
that leads 1o increasingly complex views of the world (a
stage that is common to all Piagetian models). Some fuculty
nuy never move to this second stage. though most do.

A smaller number of faculty. according to Freedman,
reach the third, fourth. or fifth stages. Freedman's fourth
stage ofters great freedom for faculty in their appreciation of
alternative modes of thought and action and in their open-
ness to serve in the role of both eacher and learner. Faculty
often enter this fourth stage in their senior years. As Stephen
Abbot and other faculty members like him begin to recog-
nize that new learning comes in many different forms and at
nuny unanticipated times in their lives, so will learning for
students come in ways that can be neither anticipated nor
controlled. Students must find their own answers. Faculty
must do no more (or less) than create conditions to naxi-
mize this potential for learning,

The fifth and final stage. according to Freedman, em-
braces a classic Piagetian emphasis on individual and au-
tonomous conceptulization. Faculty begin to build their
own distinctive philosophy of education and become teach-
ers and mentors to other faculty. They readily embrace con-

tradiction, complexity. ambivalence., and change in their own

life and in the dassroom. They become educational leaders
of their institutions through example it not through formal
actions and influence. Stephen Abbot seems to be on the
edge of this stage. though, without institutional support. he
may never realize the opportunity to make much use of his
own perspectives tother than through participation in this
case study analysis).

The Vitadity of Senior Factiliy Members
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Freedman's mode! offers a developmental challenge for
all collegiate institutions: The instituwtion will be successful to
the extent that it cin move not only its students, but also its
faculty to 2 more mature level of development. As with other
Piagetiun models. Freedman's construct is potentially fraught
with normative problems. Is the movement to @ more com-
plex and abstract state of cognition a sign of intellectual ma-
turation or one of socialization to the dominant (often mas-
culine) emphasis on detachment and objectivity? To what
extent is maturation in a Piagetian sense dominated by a
psychological emphasis on interpersonal relationships and
bias toward integration and interdisciplinarity?

The misapplication of adult development
theory to faculty

Adult development theory is not without its detractors. and
it must be applied with some reservation in the analysis of
faculty needs and the formulation of strategies tor faculty
revitalization. First. the models of adult development are
often filled with biases regarding culture. social class, and
gender. The shift from “lower-order™ functions that produce
concrete and context-specific results to “higher-order™ func-
tions that produce abstract and readily generalizable results
may represent not so much an improvement as the embrac-
ing of a specific way of knowing that is often associated
with a masculine and northern European American episte-
mology. A more feminine epistemology (Belenky et al. 1980:
Gilligan 1982) emphasizes concrete and context-specific
results, as do the epistemologics of many other cultures in
the world. Are these Tatter epistemologies somehow inferior
to those of the epistemology oftered by males (and some
femules)y in northern Europe and North America, or are they
simply not dominant at the present time?

Similarly, the emphasis in Eriksonian models on a pre-
seribed and seemingly invariant progression through certain
life phases and stages may present o perspective on nornui-
tive development that is decidedly Euro-American, mascu-
line. and social ‘psychological m aspect. This type of progres-
sion can become self-fulfilling i viewed uncritically (Mann
19871 1 we expect a midlite erisis and consider those of
middie age without such a crisis to be either in denial or
somchow abnornul, then we are likely o find many people
with midlife crises. If we saturate our colleges and universi-




ties with programs for the transition to the S0s, then we are
likely to find these transitions and the problems associated
with them at every turn. When all we have is a hammer. then
we will soon begin to see and treat evervthing else as a nail.

Another concern centers on the apparent universality of
many models of adult development. First of all. psycholo-
gists do not hold an exclusive claim on them. Sociologists.
hiologists. and novelists may offer quite different interpreta-
tions of changes in life stages. Lower-middle-cliss men and
women may experience quite different midlife crises from
those of the upper-middie class (Breneman 1993 Rubin
1976). Asian Americans, African Anwericans, and Hispanic
Americans may engage in significantly different develop-
mental challenges from northern European Americans,
People with disabilities and the many people in our world
who have experienced major intrusive life events may find
the normative stage theories inappropriate.

Even men and women from the same sociocconomic and
cthnic backgrounds may go through different stages as o re-
wilt of having been born in a different era. Sheehy (1995, p.
) suggests that all of Erikson’s and Levinson's stages of adult
development may now oceur 1 vears later. Baby boomers
may be going through midlife transitions 10 vears later than
people born betore World War 11 For boomers, 30 “is now
what 40 used 10 be. Sixty is what 50 used to be” (p. 4. Aduht
development theory may be misapplied to faculy develop-
ment programs precisely because of these potential differ-
ences and because the population of faculty in our colleges
and universities is becoming increasingly diverse €Mann
198™). Greater breadth is needed in the study of develop-
ment among, faculty—and among all aduits for that matter—
who are not northern European American males.

The various theories of adudt decelopment dre very
useftd in illuninating different stages. phases. individ-
wal differences. or critical evends in the lives of facidty
members [that] are likely to hace an inifract on facrdiy
career growth and development. and wltintately on
Saculty vitality However. it is also important to under-
steend that one theory of adult development ts probably
not sufficient for a frll undenstanding of faculdty lives
Athough some faculty mey have lives [thait] follow the
pritterns othmed by Hodghinson or Levinson. . others

The Vitalin: of Sevitor Facadty Memben
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mety follow patterns [thatf are not age related. It is not
safe for faculty developers to assume. Sor instance, that
all facrdty who are age 55 or older are interested in

retirement-planning workshops (D. Kelly 1991, p. .

One's stage of adult development certainly plays a major
role in determining the level of interest in and commitment
to certain forms of productivity. but other factors also play a
significant role. The next paragraphs examine nine of them.

Socialization
In studies of taculty, level of academic socialization is the
fundamental and most powerful predictor of research pro-
ductivity (Wheeler and Creswell 1985). A study of two faculty
groups at a large rescarch university matched. in terms of
generation. rank. and age. 63 faculty who were “highly ac-
tive™ in weaching. rescarch, and service with 66 randomly sc-
lected tenured faculy (Corcoran and Clark 1984), The two
groups differed significantly with regard to socialization.
When asked what they found satisfving about work, the first
group consistently reported academic freedom and the ability
to contribute through rescarch. but the “representative group”
did not consistently list these factors as op aspects of work,
Thus. the importance of professional values in productiv-
ity should not be underestimated. In highly developed pro-
fessions. these values undergird nearly cvery action, For ex-
ample. how a physician mikes decisions with and interacts
with patients is guided by powerful values well inculcated
through vears of medical school and training. Similarly, an
effective attorney or clergyman or -woman knows more than
the Law or religion. They have learned nany unwritten rules,
concepts, values, and behaviors that allow them to “act like
an attorney™ or “think like @ priest.” and these competencies
facilitawe their work, Given that this feature is fundamental in
a productive faculty member, strategies that capitalize on
these values are likely o increase productivity. Conversely,
one should be careful in making changes that undermine
these highly socialized processes, values., or practices,

Motivation

Studies of scientists have found that internal motis ation
plays a pivotal role in productivity (Pelz and Andrews 1960).
Regardless of their stage in life, the scientists in these studlies
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who were driven in their work by a personal desire were
more productive. Further. the development of strong inner
motivation wis important in assuring productivity over a life
span. Older scientists who maintained their productivity also
hatd maintained their high level of motivation (Pelz and An-
drews 1906). Fortunately. most senior faculty today renain
enthusinstic about their work. A survey of 1,135 senior fac-
alty at six institutions of higher cducation found they “re-
main internally controlled. vital, and productive while being
Active in arcas of teaching. scholacship, and service. ... Se-
nior faculty {dol not want o give up their jobs and ..
would choose an academic career if they could nuke the
decision again™ CGArmour et al. 1990, abstract). Morcover,
senior faculty are likely to report more satistaction in their
careers than vounger faculty. although some cevidence sug-
gests that the transition points in the careers of senior faculty
can lead to decreased satistaction (Baldwin 1990).

Thus. "motivation” is not determined solely by internal
factors but by an interaction between the faculty member’s
own shifting necds and interests and the characteristics of
the environment in which he or she works. as is the case
with Stephen Abbot. The Tevel of satisfaction with one’s job
and ones willingness 1o work hard depends inpart=——per-
haps in large part—on ones pereeption of selftin relation-
ship o the work environment (super 1057, It an academic
cnvironment reinforees a notion of personal competence and
cffectivencss, then a senior facutty member is likely o b
enthusivstic, and feel competent. in his or her work—regard-
less of age and the potential decline in mental abilities.

The theory of expectancy provides some insight as to
how these exte, factors contribute to motivation (Law-
rence and Blackburn 1988 \toom 190 6. o oversimplify .
this theory suggests that people are motivated to an action,
in this cse to stay current and be productive., when they
helicve that the effort they expend on updating their knowl-
cdge will actually bring them up to speed. that bung more
up to date will result in positive outeomes, and that the pos
itis ¢ outcomes ailable for being up to date and productive
are ones they value (Fare and Middlebro ks 1990 Applying
this theory to faculty development helps to explain why
many traditional efforts at L ulty development Lail. For e
ample. making sabbaticals, o tinuing education, and fel
low ships more available may provide Faculty members @
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means to update their abilities. but seldom do these activi-
ties have positive outcomes, beyond personal satisfaction,
for participating in them. Fortunately, this missing aspect of
most cfforts at faculty development could be CUSY 1O correct.
Effective faculty rewards are well known, not expensive,
and fairly casy to provide. The theory of expectancy sug-
gests that providing these valued rewards for faculty who
participate in updating their behavior and who are produc-
tive would increase participation in these activities.

Content Knowledge and Skills (Rescarch,

Artistic, Teaching, and Service)

To be a highly effective faculty member. one must. without
question. be up to date and knowledgeable about one's
content arex and about the relevant current teaching, re-
search. service, and. it appropriate. artistic skills.

As discussed earlier. studies have found that age is not
the major predictor of being less current in one's fickd, In
Fact. with regard to intellectual ability. currencey. and motiva-
tion. no reason exists to expeet less because of age. Rather,

we can expecet similar, perbaps more sophisticated, cognitive
— productivity from older faculty members.
Prevention Stll. there is no question that it is ecoming increasingly
is the best difficult for adffaculty to stay abreast of the exploding amount
strategy for of knowledge and [hL: cnormous continual changes in l_cch-
ensuring the n(flug_\'.‘ln o matter of years, one can, atany age. ‘hc qmckl_\:
left behind in his or her field. Thas, this area is of concern for

ongoing the continued vitality of faculty of all ages. I appears impor-
compe.tence tant to naintain s sense of momentum and continual growth
of senior among faculty members to avoid having o develop programs
SJaculty later to deal with disconnected. out-of-date, burned-out fuc-

members. ulty. This theme (one 1o which we will return later) Cmerges
frequently throughout the fiteratare: Prevention is the best
strategy for ensuring the ongoing competence of senior fac-
ulty members.,

Vital Network-Professional Communication

Elfective academic work requires frequent and metningful
contact among colleagues. Although much faculty work s
done alone orin small teams, I‘:l(‘llll_\' need constant contiet
with other productive faculty (hoth inside and outside their
institations) to keep current and o est idests and strategios
tor research or teaching. Faculty members productiy ity and
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cffectiveness are increased through formal interaction with
colleagues, such as peer review of articles and grants, and
through informal interaction. such as e-mail. phone calls, and
conversations in the hall. A vital network of colleagues is so
important that it is consistently found 1o be a major predictor
of productivity in rescarch (Blackburn 1979: Bland and
Schmitz 1986: Pelz and Andrews 1960). Faculty members’
productivity may shift over time. not as a function of age but
as a function of the amcunt of time a senior faculty member
spends with colleagues. Further, some senior faculty may
hecome less productive because of the tendency of people
after age 30 1o reduce the size of their network of friends
and colleagues (Bergquist. Greenburg, and Klaum 1993).

In the study of faculty at o Midwest research university
noted carlier, the highly productive faculty had much more
active and professionally meaningful relationships with col-
leagues than less productive faculty (Corcoran and Clark
198:4). Another study. of 10,000 scientists in 1,200 ditferent
rescarch groups in six countrics. similarly found that the most
productive researchers had the most freguent conversations
with colleagues and spent the most time doing such things as
reviewing drafis of colleagues” papers, visiting cach others’
Libs. and exchanging reprints (Pelz and Andrews 19600,

A sunvey of 42 Lilly fellows at Jarae public rescarch in-
Sitution found “the most commeon method of hundling both
teaching and rescarch problems, at all faculty fevels, was to
discuss the matter with one's colleagues” (Kadivoda, Sorrell.
and Simpson 1901, p. 2050, Colleagues in one's network
provide advice about how 1o res ve classroom problems,
whatt courses 1o develop. and what teaching strategivs o use
(Finkelstein 19820, And a review of academic networks con-
cludes that ~cear and substantid evidence lexists] that fac-
ulty who communicate more W ith colleagues produce e
nd better research fand havel quicker promotion. increased
income. higher frequency of distinguished awards, fand]
higher saustaction with the work itselt™ titcheock. Bland.
Hekehman, and Blumenthal 1995 p. TR In short, ensur
ing mechanisms tor frequent communicition W ith produc-
tive colleagues is important to the vitality of faculty and may
e particularly important for senior faculty, who at this point
i their Tnes often are mdined 1o retreat from extensise
mterpersonal relationships Bergguist, Greenbuaig, and
Klaum 1993
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Simultaneous Projects

several researchers have similarly found that having mulbi-
ple. simultuncous projects under way is associated with
productivity tor established faculy (Hargens 1978: stinch-
combe 1960). Such an arrangement seems to provide con-
tinuous stimulation and a buffer against disillusionment or
feeling stuck: if an important project fails, stalls. or proves
unsuccesstul. another is already up und running. Stephen
Abbot added the interdisciplinany study of postmodernism to
his ongoing interest in literature. Perhaps it contributes 1o
his own ongoing vitality,

Work Time
Faculty have abwiys put in more time than the standard 40-
hour work week. The question is how much time and what
distribution of time across tasks is nec essury to be produe-
tive in the areas of importance o oneself and to the instit-
tion. IF an institution wants faculty members 1o be highh
productive in rescarch. according o« study of publicition
rates of scientists in universiy and industry settings. less
than 10 pereent of one's time allotted 10 research is insufti-
crenteand 1 percent s probably deal (Knorr, Mittermeir.
Vichholzer, and Waller 19795 Others advise that a commit-
ment of at feast 30 percent of one's tme s necessuny to be
successful in resedrch

Fhe optimal tme comnment needed for eftective teadh-
mg s less dlear, however, in 1991, 4 sunmmary of natonal
sunvevs of faculty tound that both senior and nonsenior foi -
bty at four-vear institutions tvpicallv teach <asses nine
Bours or more i week and that 23 percent teach classes tor
13 hours or more (tE-Khaw as 1991, At W o=y enr institutions,
most faculty teach classes at least nme hours cach w ek and
TR pereent report over 13 hours of m-cliss time cach weck

It one estmates two o three hours of outsaide s 1ime per

cach hourin class for preparation, grading, and advising, the
total becomes considerable. For facaly needing o also sue-
ceed in rescarche an additional comnutment of 40 puercent of
ones ume s necessary, which does not include the time
most faculiv invest inoinstitutional and professional ser e
andd outreach 10w no wonder that hall the faculiy are not
~atisficd wath then weaching load or witly ther opportunities
tor Lk thercoby Tor scholarly pursuts (K haw s 1991




Unfortunately, it is becoming increasingly ditticult for fac-
ulty to devote sufticient time to the primany tasks of teaching,
rescarch, service, and outreach. As state funding for faculty
work has decreased and competition for federal research
funds hecome keener, many faculty spend more e on
Activities aimed at generating income than on those assodi-
ated directly with teaching and research. For example, many
faculty at research universitics report that the number of ted-
eral grant applications that must be written has significantly
mereased so that research can be funded. Faculty spend more
time in staft and janitorial work as shortfalls are managed by
reducing staff. In the health sciences, enormious changes in
the health-care system have resuhed in faculty members’
spending increasingly more time in paticnt care 1o generate
needed income—taking away time that swas formerty spent
on eaching and rescarch (Bland and Holloway 1995)

Orientation

Early rescarch suggested that prolific rescarchers were pre-
dominately externally oriented rather than oriented toward
their institutions. More recent work, however, finds that
these faculty are both externally andd internally oriented.
While they are highly active in external institutional activities
such s disciplinary societies and conferences, they are not
less involved internally (Blackburn and Lawrence 1OS0:
Fintelstein 198 10, “Highly active™ faculty e heavily in-
olved with major decisions on campus Gsuch s governance
and redesign of curricula) as wellas inve v ed outside the
inatitution ¢Corcoran and Clagk 1984, These results supgest
that productive instrudtors are also both externally and inter-
nally oriented.

Autonomy and Commitment

Autonomy and independence are highly valued aspeets of
aeademic lite, Based on three national studies, “more than
cight in 10 scnior facubly . [are} satisficd with their auton-
omy and independence’ (Fl-Khawas 1991, p. 7y Older fae-
ulty seem o enjoy working alone and appreciate the inde-
pendence that their status as senior Gind usually enured)
professors aftords them. Yetamong community coliege fuc-
alty from the humanities and social seiences in Virgmia who
Lo served their institutions or systems over 20y e, the
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primary source of satisfaction was not their autonomy but
their connectedness (Tucker 1990). *Even when other levels
of faculty satisfaction hegan to wane, community college
faculty still believed in the goals and ideals of community-
driven education. Even when the institution or the udminis-
tration disappointed them, they never doubted their choice
of profession or the importance of their mission™ (Tucker
1990. p. 10). Being committed to one's institution is not
unique to community college faculty. An intensive study of
18 senior professors at a major rescarch university . eveals
that fuculty at this stage in their carcers similarly find particu-
lar satisfaction in “being part of the academic community”
(Braskamp et al. 1982, p. 14).

several authors in business and higher education have
noted this “tight-loose™ arrangement between an organiza-
tion and Ls productive, seasoned members (Cole and Cole
1967: Peters and Waterman 1988). For example, studies on
commitment to and involvement in work reveal that workers
who keep climbing the professional ladder maintain a
higher level of commitment to work than those who do not
(Baldwin 1990: Kanter 1979: Patton 1978: Schuster and
Wheeler 1990).

facidty who conceive of themselves as among the “Kior-
g " rather thenn the “stuck” will be likely 1o keepy their
cspivations high. have positive self-esteem., work hard,
take appropriate risks, remein engdped i their inter-
eSS remain incolved with their students anel col-
leagues. and advocate constrictive arganizetional
cheange (Votruba 1990, p. 218),

The most productive faculty are those who have the free-
dom (o choose their own research and to plan their activities
and time but who also believe they are valued by and an
important part of the governance and success of their insti-
tutions.

The tie hetween productivity and commitment has also
been highlighted in the corpotate literature (see, e.g., Reich-
held 1996). A study that compared thriving companies with
those that have failed in our turbulent times found that:

- the companies wih the highest lemployeel retention
redte carned the hest profits. Relative vetention expletins
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profit better than market share. scadle. cost position, or
any of the other variables nsually associated with com-
petitive advantage. it also exdlains why traditional
nmicncagement technigues [stech as downsizing/ often
hackfire in chaotic ways (Reichheld 1996, p. 230

“Business loyvalty has three dimensions—customert lovalty,
cmployvee lovalty, and investor fovalty—and . . . they are far
more powerful, far-reaching, and interdependent than we
had anticipated or imagined” (Reichheld 1996, p. 3). The
linchpin of these three factors, however. is emplovee lovalty
Without emplovee foyalty it is not possible to maintain &
loval customer hase Gin our case. student base) or investor
base (in our case, donors and funders), which is why so
NEINY NRENAEement exXperts argue that continuous cmpl()y-
ment is the key to creativity . productivity, andd organizadonal
mimbleness.” Tn short, it behooves higher education institu-
tions to maintain commitment and lovalty in fuculy.

Morale
Vordle is included here as an internal factor. although one's
morale is primarily affected by institutional factors. High
morale is @ desired quality for faculty because it is associated
with greater investment in work. “Morale is based onsuch
factors as . . leadership, and a sense of shared purpose
with and lovaly to others in the organization” CAustin and
Gamson 1983, p. 131 The most frequent satrees of high
morndle include stimulating colleagues. aatonomy (freedom
10 choose one's own research and plan one’s time, for exam-
pler. an administation that is appreciative and supportive.
peet support, wust of administration. satistactory work condi-
tions. level of compensation. and few self-perceptions of
being “stuck™ tlickert and Stecklein 1901: Mckeachie 198.2)
In general, faculty morale has varied over tme and by vpe
of institution. Tt declined in the 1970s and 1980 For example.
a study of 3,000 faculty found -0 pereent who said they were
Jess enthusiastic than previoushy and 33 percent who said
they were inierested in ce maiclering another profession (Gar-
negie Foundation 1983% the siame survey in the lute 19805
found modest improvement in morale (Camegic Foundation
L9R9Y. But a nationdl survey of 302 colleges and unis crsities
across the country in 1989 found that sentor faculty do not
appear to be burned owt (FLKhawas 199100 Moreover, senior
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faculty in general are usually not planning to retire carly.
Rather. they still plan to retire at 65 and want to remain active
and participate in some professional capacity after retirement.
Thus. there is no reason to expect senior faculty to be less
excited about their work than are their younger colleagues: in
tact. they may be more enthusiastic (El-Khawas 1991).

Conclusions
So far this monograph has discussed the intrinsic factors that
influence senior faculty members' abilitics o meet the njor
tasks confronting higher education. There is no reason o
expect their mental abilities, motivation. content knowledge.
technical skills, or morale to decline because of age. And
there is no reason to expect less productivity and creativity
from faculty because of the stage of their careers or develop-
meat. In many ways, age and ex- ience provide the hene-
fits of rich. highly integrated cognitive structures and interest
in broader and interdisciplinany issues. a desire to facilitate
others” success, and a need to focus energies on productive
activities that have enduring meaningful impact.

senior faculty also bring to bewr on issues a deep sense of
commitment to their institutions, highly inculcated values. a
need to focus on meaningful projects. a vital (often world-
wide) network of professional colleagues, knowledge of the
academic enterprise Gts governance, funding. and decision-
making processes). and an ability to manage (even thrive
on) multiple. simultancous projects, Two major themes are
apparent in the writings discussed thus far that influence
whether a faculty member will or will not emerge in the
senjor years with these positive characteristios: (1) the inter-
play between individual and institutional factors, and (2)
preventing “stuckness™ and maintaining momentum and
competence. We will return to these themes in the final see-
tions on promoting faculty vitality. The following scetion,
however, examines the extrinsic factors that affect the pro-
ductivity and vitality of senior faculiy,




LOOKING OUTSIDE FOR VITALITY:
Institutional Factors Affecting the
Productivity of Senior Faculty

The changing experiences of Stephen Ahbot resulted not

only from his own personal maturation. but also from the

profound changes that were taking plice in his institution. _
Shifts in public funding. changes in students” interests and

values. and the politics of his umversity and state all con- Of all the
wibuted to the changing character of the vitality that Stephen Jactors that

Ahbot brought to his carcer. While it is essential for their affect a re-
.. - - — ?

productivity that faculty members possess the individual searcher’s

cliaracteristics listed in figure 1. those characteristics are in- productiv-

sufficient. Of alt the factors that affect a rescarcher's produc- iy, none are
tivity, none are as powerful as the environmental features of - gs powepful
the workplace (Clark and Lewis 19831 In higher education.  gs the envi-

in particular: ronmental
- . : Sfeatures of
place of employment 1s the sengle best predictor of the work-
fuctlty scholarly producticity Faculny: imoenmbensy
) ) : ' place.

who come to prodiective sSurroundings pre selice more
there than they did hefore they armved and more than
they il later if they more to d loss productive eneiron-
ment Resotorees., support. challestge. comnuanication
with producers o other Camprises. all correlate with «
[rrofessors productiviy (Pellino et al 1951 p. 151,

Other studies have siilardy revealed that mstitunionat
features dre the most powerful predictors of pre sductivity in
research tsee. ¢.gn Blackburn, Behymer. and Hall 1978
Bland. Hitchcock, Anderson. and Stritter 1987 Clark and
Lewis 1985 Long and McGinnis 1981 MeGee and Ford
18~ Perkoft 19861, Perhaps the most convineing of thewe
audios Tollowed faculty as they moved from one institution
tor another; they found that afaculy member s research pro-
ducin iy changes, depending on the institution. These
changes were not primarily o function of the mdividual or of
the internal factors described in the previous section

This finding was true even for faculty members wiio pro-
duced the most research When relocated o an institution
Tt Wt fess oriented oward rescarch. ther pre sductivity de-
Greased (Long and McGinnis 19310 whic h perhaps explams
why the strategy of hiring one Spesedrdh st o bring upy a
group's rescarch productivity hdom works, Given the impor-
ant mterplas of mstitatenal and mchividual teatures movitadhty.
s finding is not surprismg. A feult me mber ~ productivin
i~ wreathy affected Dy dus or her <urroundings e quahity of
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students. the productivity of colleagues. the availability of
resources, the culture and climate, the administrative structure
and decision-making processes. Faculty work is a very social
enterprise. depending a great deal on interactions that arce
facilitated—or not—by one's environment (Fox 1991).

What are the features of Stephen Abbot's institution that
fucilitated his professional vitality, and what are the features
that dampened his enthusiasm? What are the features of any
collegiate institution that facilitate or impede faculty vitality
and productivity? The most frequent measure of faculty pro-
ductivity is rescearch. So, while it is only one aspect of a fac-
ulty member's role, these studies do provide a profile of insti-
tutions in which faculty excel in this area that matches with
the fewer studies that looked at other measures of outcome,

A comprehensive review of productive rescarch organiza-
tions found a consistent set of features in these institutions
(Bland and Ruffin 1992): clear gouls that serve a coordinating
function: an emphasis on the institution's priosities: the acu-
demic culture: a positive climate: assertive participative goy-
crinance: decentralized organization: frequent communica-
tion: sufficient and aceessible resources: a eritical mass of
faculty who have been together for a while and bring ditter-
ent perspectives 1o the mix (the size. age. and diversity of the
group): adequate and fair salaries and other rewards: targeted
recruitment and selection: a brokered apportunity structure;
and seasoned. participative academic leadership (see figure
D Although these Factors are discussed separately, the
reacder should keep in mind tha they operate as an interde-
pendent whole. Together they provide the environment that
is most conducive to faculty and institutiona] vitality,

To set the stage for the consideration of these Factors, we
begin with an examination of the forces that integrate i fac-
ulty member's personal aspirations and gouls with the organi-
zational environment in which the faculty member operates.
These forces concern afaculty member's career and. more
specifically, the steage of o carcer in which a frreulty member
is operating when experiencing the highly influential organi-
zational fuctors identified (Bland and Ruftin 1992),

Career Development

I the past faculis members were tpically hired tor tull-
titme positions during their 208 mmediaely upon tor even
beforer completing an advanced degree o advanced vea-
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tional training. As a result, these young men and women
avoided a developmental challenge encountered by virtually
evervone else in a modern western society: They did not
have to adjust to an entirely different institution. These tradli-
tiona! faculty members have spent essentially their entire
lives in educational institutions. They entered school at age
5 and have remained in some type of educational institution
for the remainder of their active adult Tives (Bergquist 1993a:
Furniss 1981). Unlike other people in our society. who must
successfully negotiate at least one major transition—between
an educational institution and some other institution (busi-
ness. military. domestic. for example}—many faculty mem-
bers have never known a different world and have never
had to make a major career change or even a change in the
type of institution with which they are affiliated. As a result.
raditional faculty at mideareer ure more likely than other
professionals and other mature members of our society to
view the prospects of shifting careers and leaving education
as very daunting and become quite anxious about entering
new job market for the first time in their lives. Because tradi-
tional faculty members often have not had to face the many
career transitions and challenges that lie at the heart of most
career development models (Bergquist 1993a). these maodels
must be adjusted for these men and women.

Conversely, nontraditional faculty members who have
done something clse before becoming educators—w ho en-
ter a collegiate institution as gifted tradespeople or seasoned
professionals—are more fikely to view the prospects of re-
turning to the real world of noneducational institutions as
perhaps disappointing but certainly not profoundly upset-
ting. In many instances these ne mtraditional fuculty mem-
hors have taken 4 cut in pay to become fieuly members or
left high-status or secure jobs o become members of a col-
legrate facuby, These faculty members are often more open
than their more traditional colleagues o educational experi-
mentation. (o yarious part-time emplovment opp rtunitics,
and 1o reorganization plans, precisely bedaase of their previ-
ous expericnce in other careers CBergguist 19930,

The world is clearly changing for most fuculty muibers—
i~ well as many other members of our society. The conven-
nonal conception of career s one lifle one cueer is no
longer viable tor most pre Wewsionals (Sarason 19770 AL least
s o shifts in career during one's life will be common-—ueven
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for faculty., While a senior faculty member who is deeply
embedded in an institution may never be required to shift
careers, he or she may be given the option of changing ca-
reers or may at least wish to shift emphases within his or her
own career as @ way of getting "unstuck” from boring, or
frustrating work. Thus. the newly emerging models of career
development are particularly relevant to the formulation of
strategies for the revitalization of senior faculty (as well as
the continuing vitality of younger faculy).

Independent career development models

some of the models of career development are extensions of
adult development theony: others have been derived inde-
pundently. We begin with the best known independently
derived model——Holland's theony of vocational preferences
(198%). This model of carcer development is based on the
assumption that we tend 1o sclect and remain in specific
vocations bused on an interaction between our enduring
personality traits and specific characteristics of the environ-
ment. Holland identified six primary personality traits (realis-
tic. investigative, artistic, social. enterprising, and conven-
tionald and six compaiable environments. and suggests that
vocational satisfaction is based at least in part on a match
between tepe and environment.

Unlike most authaors in the ficld. whose theories of satjs-
faction in ond's career are based on adult dey clopment.
Holkind assumes that vocational types are relitively stable
over time and that. as i result, satisfaction with a career is
abso likely o be refatively stable over time. provided the
environment does not change. Thus. a faculty member who
prefers arealistic vocation is likely 1o thrive as a teacher of
technology or crafts, whereas a taculty member who is in-
vestigative will find comtort in the sciences, a facuity mem-
ber with artistic preferences will continue to thrive in the
s and humanities, and o facalty member with strong social
necds will be gratified by weaching,. o wnscling, and commit-
tee work that enables him or her to understand. help. each,
or lead other people.

While Holland's typology has proved of great vidue to
many career counselors and job recruiters, it does not ade-
quatch address the comples dvnamics of shifting career
Paths—and m particular the s pical conflices asso iated
with the careers of facolty members in contemporarn col-




Jeges und universities. Holland's model fails to fully incorpo-
cate influential factors that lie outside the realm of the envi-
ronment in which a person works—including his or her owa
shifting internal needs and processes of maturation. Stephen
Abbot. for instance, may have been initially atracted to the
humanities because of an artistic preference. but at various
phases in his career. Abbot was much more interested in
rudents as learners than in teaching the content of his disci-
pline, suggesting a preference for social relationships.

Another model (Super 1957 is perhaps more applicable
to the careers of faculty. Supers model emphasizes changes
in an individuals self-concept rather than the completion of
specific life tasks. Super belicves that one’s choice of career
does not end with an initial job choice but is a continuous
process involving shifts in self-perception throughout life.
The key factor leading to vocational success is not the good
match herween personality and environment that Holland
uggests but the ability 10 adjust one’s sense of self in re-
sponse 1o the various experiences one has ina specific oc-
cupation. Super believes that maturation and stages of adult
development. on the one hand. and career development, on
the other hand. are closely related: Career-related behavior
i affected by the demands of one's life cvele. As a person
MALUIes, Progress oceurs through a series of developmental
career life stages. with opportunitics at cach stage to suc-
cessfully encounter specific tasks” (Pictrofesa and Splete
1996, p. L1 Yet super does not rely heavily on adult de-
velopment theory. focusing instead on the specific ways in
which we perceive and interpret job-related expericnces
virious points in our lives.

During the senior years, career interests tend to decline
and. in many cases, become static (Super et al. 1963). Our
cense of self at this later point in life is often tied. not to our
careers. but to other aspects of our lives. Moreover, Super
suggests, our physical and mental energy begin to decline
and we are asked o play new roles, ofters with less visibility
or power than was formerly the case. Thus, at the final stage
of 4 career, one disengages from his or her commitiment to d
carcer and begins to invest energy in other areas of life.

While the assumption in most traditional (premodern)
and modern socicties is that adults will remain in a single
career throughout their lives., the emerging coneept of mwlti-
ple careers is supported and documented by Super. His
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model not only embraces the notion of continual chunge
and vocational adjustments. but also acknow ledges the im-
portance of continuity between careers. given that one's
second or third career usually bears some resemblance 1o
the first career if one has had a successtul life (Wrightsman
1988, pp. 132, 163).

While the multicareer multistage models, such as Super
offers, are responsive o our recognition of shifting priorities,
particularly in a changing and turbulent world. they often fail
to acknowledge the full diversity of careers in our soctety.
Some men and women will continue o have single careers,
while others are likely to have complex careers that are not
easily described by anv unified model. It is likely that the
very pattern of the career varies from person to person. While
super acknowledged that several different carcer patterns
exist. he could not have anticipated the dramatic difterences
that would emerge during these last decades of the 20th cen-
wry (Driver 1979, 1982),

Career development models based
on adulit development models
Many theories of adult dc\'c]opnwnt—cs;wciull)' those that
apply general adult development theon 1o students or fag-
ulty members and their carcers in American colleges and
univensities—focus primarily on career. Havighurst (190-4). for
instance. offers asix-stage theory of vocational development
that includes identification with « worker tuges 5-10), acquir-
g the basic habits of industry (10-15), acquiring identity as
@ worker in the occupational structure ¢ 15-25), becoming a
productive person (23—, nuintining a productive society
CH0="00 and contemplating a productive and responsible life
O und older) (p. 210, Corresponding in many Wivs to
Erikson’s stage of generanvity, Havighurst's fifth stage con-
cerns broadening one's concerns hevond individual achieve-
ment to a productive socicty. A man or women at this fifth
stage focuses on civie responsibility associated with his or
her job. often serves in the role of leador, being at the peak
ot his or her carcer, and works closely with vounger people
n their successful achievement of the third and fourth stages.
While Havighursts theony benefits from his f WwUS On ¢x-
pericnces over alifetime, he fails—as do most other adult
development theorists—io give satficient attention to the
varrable of age and to such < mtounding variables s degree
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of success in one's career. rank and position in the institu-
tion. and significant achievements (such as tenure and major
publications in the case of faculty). Independent career de-
velopment theorists such as Holland, in contrast, tend to
focus too much on these latter variables, often categorizing
people not in terms of their age. but in terms of their occu-
pation. rank, or institutional role.

Applying career development maodels to JSaculty

The independent career development models. such as Super's
stages, may be more applicable to faculty careers than are
carcer models based on adult development theory. A “recon-
ceptualized” model of career development. for instance, em-
phasizes multiple stages and multiple careers (Wheeler and
Schuster 1990), encouraging faculty take advantage of
opportunitics within the institution or within their own disci-
pline that enable them to make new use of existing skills or
1o develop skills that they have not yet mastered.

For example, faculty at the State University of New York
are more likely to seek out opportunities for retraining and
respecialization it they are an associate or full professor than
if they are at a lower rank (Finkelstein 198, This study
reinforces the emerging assumption that people wish to shift
carcers—or at least certain aspects of their carcers—is they
enter midlife. In fact, we may find that multiple careers are
even more common among faculty in the 1990s than they
were during the early 1980s.

wWhile the multiple-career models may be appropriate in
understanding many aspects of faculty revitalization. faculty
carcers can also be understood in terms of adult develop-
ment theory, Many contemporary faculty members may not
be secking a major shift in carcers. They may. like Stephen
Abbot, want o move in new directions in their current ¢it-
reers. Faculty in midiife could have more diverse and even
contradictory needs regarding their carcers than has been
assumed among those who coneeive of faculty as fcading
atable and uncomplicated fives of contemplative and tenured
wecurity. For instance. the needs of mideareer faculty are
fairly diverse and complex. partly because faculty members
are confronted with both personal and professional chal-
lenges, like most middle-chass men and women in their 30s
(simpson and Jackson 1990: see also Bergquist, Greenburg,
and Klaum 1993).

The Vitality of Senior Faculty Menmberns

CMG

65




During their

senior
years,
Jaculty . . .
are likely
to become
more diver-
sified in
their inter-
ests and
activities,
perbaps
listening
and
responding
to “voices
Jrom other
rooms.”

Many mideareer faculty have attained their professional
goals and are now perceiving their careers in new wiys
(Simpson and Jackson 1990). They want to use new teac-
ing methods and or teach different subject matter. They are
more interested in collaborative., cross-dlisciplinary activitics
than earlier in their careers (Lawrence 1985), often wish to
expand and diversify roles in their institutions (Baldwin
1979). and seem to be increasingly interested in teaching
and becoming institutional leaders, often at the expense of
research (Baldwin 1979),

The model of male development offered by Levinson and
his colleagues scems 1o be particularly popular in seeking to
understand the shifting career needs of many taculty mem-
bers (Levinson, Darrow. Klein. Levinson. and McKee 1976).
A widely dited five-stage model of faculty career develop-
ment derived specifically from Levinson's model was ro-
cently revised to four stages (see figure 3 on p. -i5): novice
professor (getting into the academic world), early academic
career Gsettling down and making a name). midcareer (ace-
cepting a career plateau or sctting new: goals). and late ca-
reer (leaving a legacy) (Baldwin 1979, 1990).

Like Erikson, Levinson, and multistage-career theorists
such as Super. Baldwin suggests that faculty move through
periods of relative stability and other periods of stressful
change and transition. He also suggests, like Super, that
continuity exists over the span of one's career. given that
one continues to serve as an academic professional and o
perform essentially the same duties: teaching, research and
scholarship. and service, The highest level of satisfaction
with one’s career, according to Baldwin, is found at the final
stage, with a growing level of satisfaction to be found at
both the third stage and (provided a faculty member is able
to find new and more perse mally based carcer gouls) the
fitth stage. During their senior years (stages four and five),
faculty often assumce administrative duties. shifi reseireh
interests, or become increasingly active in professional orga-
nizations. They are likely to become more diversified in their
interests and activities, perhaps listening and responding
to “voices from other rooms™ (Bergquist, Greenburg, and
Klaum 1993), and wiill “continue 1o grow well bevond the
time they surmount the final, formal academic hurdle—rull
professorship” tBaldwin and Blackburn 1981 p. 607,
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videareer adults have often confronted their dreams for o
career and found that they have been fulfilled, have not
been fulfilled. or are not as satistying as originally antici-
pated even when they are fulfilled (Levinson 1996: Levinson
ot al. 1978). New dreams often supersede the old dreams of
our 208 Men and women who have been devoted to a ca-
reer throughout their adult lives are inclined to formulate
new dream during their late 40s or carly 30s that embraces
family and community involvement as well as personal
(even idiosyneratic) interests. These new dreams move be-
vond traditional individual achievement in one’s discipline
or institution. This concept of the new dream seems quite
appropriate for many midcareer faculty who have formu-
lated new dreams and found new piches in their institutions
o mect emerging personal interests and needs.

This niche may be found in many different parts of the
institution. As reported by astudy of mideareer faculty in the
Bumanitios At a large urban university, the niche may be an
honaors program that serves as vehicke for emerging inter-
disciplinary interests or foreign travel that not only enhanoes
their teaching. but also meets the emerging need for midlife
adventure (Catfarella, Armour, Fuhrmann, and Wergin 1989).
videareer dreams also ofter an opportunity for faculty to ex-
hibit their generative wendencies (Bergquist, Greenburg, and
Klaum 1993, Many mideareer faculty want 1o feave o legacy
in their discipline or at an institution Baldwin 1984, know-
ing that they have made o difference. But other faculty
mideareer are inclined to live fives of stagnation rather than
generativity. They become disengaged from their discipline
o institution. and their Ristorical perspective becomes sti-
Ning Cweve already wricd that™) rather than fiberating.

While Baldwin's tocus was wpecifically on male faculty in
Lberal arts colleges. his model has been broadly applicd.
which nuy be inappropriate given the difterent develop-
mental stiages for many women and minorities, as well as
the different career paths for taeulty in other kinds of instita-
tions. T is increasingly difficult to assign faculty 1o specilic
ages or 1o predict exactly what the problems are fikehy to
be that they will encounter dt e It stage of cureer (Rald-
win oo

vaother duthor also uses Levinson s mocied s the basis
for a4 three-stage model of faculty vareers Gsed figure 3 on p.
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+3) (Furniss 1981). Early career focuses on such tasks as
finding a mentor, achieving tenure, and setthing down in
one’s career. The second stage., midcareer. focuses on gain-
ing autonomy (a goal that is usually more important for fac-
ulty and other professionals than for the general popula-
tion), becoming mentors, and broadening one's range of
interests. At the third and final stage, late career. faculty con-
tinue: to broaden their range of interests. hecome less com-
petitive tat least among males). and assume 2 role of leader-
ship that calls for experience and wisdom.

Furniss, like many other career development theorists, de-
clares that his model is not related to age: "Entry on o fac-
ulty carcer is most common for the voung. but it is also pos-
sible for the middle-aged or . . . the okd” (Furniss 1981, p.
S-4). While Furniss offers viduable insights about carcer de-
velopment. particularly in his case studies of seven taculty at
various stages of their academic careers, he repeats the
problem encountered by nuny career development theo-
rists. tocusing too much attention on financial and job-
related issues without giving adequate consideration to the
relationship between these issues and other more persomnl
and interpersonal aspects of facults members lite.

The misapplication of career development

theory to facuity

Just as adult development the my has certain limitations
when applied to any specific population-—and in particular
Faculty —~o must we be cautious in the application of career
development models o faculty. As several adult and carcer

development theorists and researchers have noted. adults in
their 305 and 60s e likely o move in increasingly diverse
wavs, nuking generalizations inappropriate. What docs seem
to hold true for most senior aculty members, however, is the
theme of potential or actual « itality—and the need for this
vitality to he understood and appreciated by other people.
Most senior fculty view the issue of continuing senvice (o
ther institutions as critical, provided they are given “mean-
ingtful work that is recognized and respected by others”
CBuddwin 1990, po 375 These members of the facabty realize
that they stll have many vears el at the college or uni er-
Sty espedially it they do not ke carly retirement and per-
Faps even choose o remain emploved after age 63, Men-
tormg programs and spedial projects can be vey gratifving
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(hut must be optional) for senior faculiv. and they can often
rejuvenate the careers of senior faculty. They are essential if
these faculty members are to renuin committed to the insti-
ition and be productive during the last third of their acu-
demic careers.

The discussion in the remainder of this section focuses on
those organizational and institutional factors that directly in-
fluence productivity and vitality (sec figure 1 on p. 40

Clear Goals That Serve a Coordinating Function
Productive organizations. corporate or educational. consis-
tently set clear goals for their emplovees to strive toward. A
review of 20 vears of research on faculty and institutional
vitality, for example, found that vital instriations are charac-
terized by clear. coordinating coals (Bland and Schmitz
1988). This finding does not mean that faculty work is nar-
rowly directed, for autonomy is an important individual char-
acteristic of the productive researcher. But o classic study of
10,000 scientists in 1,200 organizations in six countries found
that individuztl autonomy is compatible with goals tor the
group tPelz and Andrews 19600 A Bell Labs researcher said,
“Evenyone must know what the overall goal is so that within
cach [person s area. e for she] can look for those solutions
that are most relevant o the major goads”™ Added another.
“The organization points out what mountdin they want us to
b, but how we climb it is up to us”

The right mix of and balance between coordination and
autonomy dare important. Stephen Abbot. for instance, would
has ¢ benefited from both greater clarity. coherence, and
consisteney in the goals of his university and greater assur-
anee of autonomy in his work as a faculty member, but the
volatiliy of California politics has probabhy made cither clear
aodls or sustained autonomy impossible. studies that have
looked at the halance hetween coordination and autonomy
find that, in generdl, performance s low when no coordina-
tion exists or comersely. whenan effort is made to com-
pletely control the dircetion of academics work thats 1978,
Pels and Andrew s 1000: Pincau and fevv-Lebover 19831 In
the most loosely coordmated groups. tor example. onlv the
most motiv ted researchers exeel ePelz and Andiews 196

v middle ground that habinces coordination and auton
oy s dearls most conduane to producivity izt
tomab goals are clear and anrecd upon, but cachindiy pdus!

The Vitaliy oof soantor Facdiy Members _ Ho

BEST COPY AVAILABLE

-

)
')




has significant autonomy in deciding how to contribute 10
the gouls” achievement. Getting consensus on overall goals
and keeping the priority ones in people’s minds is challeng-
ing at any level above the small work group. Thus. it is casy
to see how many of the following characteristios are also
found in viral organizations: ¢.g.. identifving and emphasiz-
ing top-priority goals, frequent communication, participative
governance. and aligned rewards,

An Emphasis on the Institution’s Priorities
Procluctive organizations emphasize theic top-priority goals
in their mission statements., faculy hived, rewrd SVSICS,
organizational structures. and more. In colleges and universi-
ties. it can be difficult o emphasize one or tw o goals over
others. But the impact of doing so groaly increuses produe-
tvity in that area, and the fack of doing so is not neutral. but
negative. To be productive in research, the institution must
give rescarch the same priority. il not more, than other gontls,
For example. institutions that put more weight on rescarch
in decisions about promotion and enure (Bean 1982) or
focus more on graduate training and less on undergraduate
tramning show greater productiviey in eescarch (Birnbaum
FOR3: Blackburn. Behymer and Hall 1978). Similarly. institu-
tions, colleges. or departments that focus on practitioners’
training or service are less productive in research (Baird 1980:
Barley and Reman 1979: Perkolt 1980 —which is not an argu-
ment for all coileges and universities to emphasize researeh.
But it Hlustrates the power of emphasizing an institution's
priorities throughout the organization 1o best achieve them.

The Institutional Culture

A study of the nation's colleges where Frculty have the high-
estmorale found that these colleges share “distictive (rYed-
nizetional crdtieres that e caretully nurtured and built
upon” (Rice and Austin 1988, p. 52; see also Rice and Austin
199, Organizational cublture is o distinctiveness thit sets an
organization apart from other similar organizations, and it is
adistinetiveness that evervone within the organizuition
understands, shares, and values™ (Bland and Ruffin 1992, p.
ANSE A cdear culture:

censures that creryone s on the same boal. and they
Ritowe where the boat is beaded. . fdentity procides the
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Sramework for participanis io deai with existential issues
of their owr wortly and meaning the organizetion.

Bocatise new: people join the institution crery yedr and
the instittion changes constantly, « strong sense of
identity must be cuitivated. tended. and frequeeinttly
revised (Tierney 1987, p. 700

Corporations similary have long been aware of the impact
of a strong culture on productivity (Baird 1986: Collins and
Porras 199 1),

Culture. however, is not self-sustaining. It requires atten-
tion to maintin the core values and to stop the intrusion of
noncore values, and senior faculty phy o particularly pivotal
role in nutintaining the culture. With many facully soon to

he reaching retirement at the same tine, or the loss of senior

faculty through early retivement packages. institutions risk
fosing their stories, legacies, and institutional wisdom—in
Jhort, their culture (Bergquist 19930, Morcover. the strength
of the management calture (e.g.. total quality management.
responsibility-centered management’, collective bargaining,
and a legalistic adversarial culture has increased on many
campuses. All of these cultures have contributed 1o the envi-
ronments of colleges and universities. But recenthy. their

presence and influence have dramatically increased on many

campuses—with o concomitant wedkening of the academic
culture.

One 25-vear veteran of a large university in the Midwest
put it succinetly, albeit intemperatedy, inaletier o the editor
of the Mirnnedapolis Star-Tribute alter experiencing his institu-
ion's adempts to incorporate total quality management. then
reengineering. then responsibility-centered management.
and more:

Over the last fice yeans . the aniversity has heconie d
Deicen forevery form of weshed-out corpordte spit o -
tor or interplenetary industricl consultennt and the com-
paoity: s a whole bas been forced did neisted to adbere
ter their bizarre dictates and dreamscapes. There heis heen
ai steetdy dreckdow i the comnuily eeer since

It s none tone that the people who wdentand this com:
nittity hest trudy bare a chanee i fts direction and
proservation. .. The best answens 1o the wivensity's prob-
lems will be found inside the institution el is people
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Thus. the leaders who can influence the culture of an in-
stitution—the senior faculty members—often are deeply em-
bedded in the traditional collegial culture yet face 2 strong
managerial culture populated with administrators who seem to
treat the faculty like “hired hands™ (Fucker 1990, p. 8; see also
Bergquist 1993w, Senior fuculty in one study feel “drained
and battered by the system™ and believe that teaching has
taken “a back seat 1o some magical FIE formula that rules us
all” (Tucker 1990, p. 9). As one senior faculty member said, "1
am still committed to this democratic experiment, but it's get-
ting harder all the time™ (p. 9),

Under such conditions. faculty centainly do not feel cither
respected or very influential (Tucker 1990), resulting in se-
nior faculty members' abandoning the leadership roles for
which they are now so highly qualified. Alternatively, they
sty in those roles, digging in and becoming thorns in the
side of the administration. These stubborn senior faculty
often lead the highly vocal faculty opposition to virtually all
administrative initiatives, thus putting themselves at risk of
becoming stagnant and stuck in a negative. regressive stance
against institutional change and innovation.

A Positive Climate

Certainly, everyone wants 1o go to work cach day 1o a place
that is uplifting and reinforcing. But does this scenario really
affeet productivity? The answer clearly is “yvest tAndrews
1979 Birnbuwm 1983: Katz 1978: Long and McGinnis 1981
Peters and Waternmuan 1988; Schweitzer 1988; Turney 1974),
Andrews (1979) studied climate by looking at such things

as the degree to which faculty feel tree o offer therr ideas,
the opportunities 1o do so, the weight given o them, and
the sense of cooperation. and found that productivity was
greater for academics who believed this desceription fit their
environment,

A study of 81 candomly selected rescarch projects in 14
LS and one Canadian university found the same results
(Birnbaum 1983). In projects that reported low turnover
among participants, a good relationship between the leader
and members of the group, and discussion of disagreements,
productivity was higher. which certainly makes sense in light
of the importance of having relationships that allow one to
benetit from being around productive peers and sharing a




culture. Conversely, othier faculty frequently said they were
disillusioned with the declining sense of community in their
colleges and with the deterioration of intellectual climate
and "quality of life” (El-Khawas 1991). In another survey.
humanities and social scierce faculty became disillusioned
with the intellectual climate of rhe institution the longer they
[staved! in the system” (Tucker 1990, p. 6). While the hu-
manitics and social science faculty were “buoyed by colle-
giality among their faculty cohorts and rewarded by close
interactions with diverse students.” they were dissatisfied in
many cases with the “strained and even hostile relationships
between faculty and administrators™ (p. 7).

Writings on corporate downsizing illustrate the negative
impact on productivity when the climate is not positive. A
review of the research in this area finds that “surviving”
members of downsized compinies become less creative and
fess likehy to take risks. Three years after downsizing. these
companics are on average less pre sfitable than similar com-
panies in the same environment that did not downsize
(Cascio 1993 Cascio and Morris 1990, 1990b). In short,
productivity and creativity are influenced positively by a
positive climate. Thus, strategios to address positive climate
are important for faculty members’ vitality.

Assertive Participative Governance
Shared governance is a deeply held academic beliet. One
hypothesis in a study of colleges where morale is high was
that ~a varicty of leadership approaches would work. but
Cowhat wos important was managerial competence” (Rice
and Austin 1983 p. 5. What the study found is striking: All
10 of the colleges where morale was highest had the same
approach o Jeadership—leadership that was aggressively
participatory in both individual style and organizational
structure” (p. 5+ see also Rice and Austin 19900, In fact, one
of the most frequent findings in the lirerature on productivity
in research (as well as on other faculty outcomes) s the
high positive ¢ relation between participative governance
and productivity (Andrews 1979 Bagenstos 1988 Brict 198+
Katz 1978: Okrasa 198 Pelz 1067 Pelz and Andrews 1900:
sindermann 1985: Steiner 1963). On the other hand, "numer-
ous studics [show] a negativ ¢ association between effective-
ness and burcaucratic, rigid decision making [see, c.g., SMaw
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Changes
that de-
crease the
ability of
Jaculty to
participate
in deciston
making or
the collabo-
rative na-
ture of
decision
making will
negatively

affect pro-
ductivity.

and Cummings 1988, and [a link has been] identificd .
betw cen standardized. formalized decision processes and u
vicious cvele of escalating ineffectiveness {see. v.g., Mausch
19851 (Cameron and Tschirhart 1992, p. 92).

A study of organizational effectiveness also found that
participative governance is more effective and suggests that
now. more than ever, a “need lexistst for multiple sources of
information and multiple perspuctives. . . . Ashby's Law of
Requisite Variety suggests that environmental complexity must
he managed by equal amounts of internal complexity, and
participative decision making allows complexi < to be built
into the decision-nuking process™ (Cameron and Tschirhart
1992, p. 102). Moreover, man:agers must resist centralizing
decisions in times of stress (Cameron and Tschirhart 1992),
Thus. changes that decrese the ability of faculty o participate
in decision making or that decrease the collaborative nature
of decision making will negatively affect the productivity of
Baculty members.

Decentralized Organization

Another robust finding in the lierature on rescarch pro-
ductivity is thai conducive institutional environments have
decentrilized structures (Bean 1982; Creswell and Bean
1996 Epson. Pavne. and Pearson 1953 Okrasa 19587 Steiner
1903 —w hich does not mean chaotic. As discussed carlier in
this section. the organizational features of produdtive institu-
tional environments do not work i isolation. A decentral
ived organization works only in the context of clear, coordi-
nating goals. a common culture. socialized members, 3
positive climate. frequent communication., and participative
covernance.

Communication
Communication wmong local faculty and national Frculty,
and between faculty and administrators is essential to pro-
dudtivity. And the emergence of the electionic superhighw ay
has significantly increased facubty members ability to com-
municate. Even internal communication can 1w impron ed
with the use of ¢-mail. allowing administrators and Toe.al
colleagues o communicate frequenty with fitke cost i ume
e money

Aummerous studies have tound a positive correlation e
treen communicanon among rescarchers and their producc-
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tivity (Aran and Ben-David 1968; Blau 1976: Fox 1991 M.
Kelly 1980: Pelz and Andrews 1960), For example. successful
scientists frequently describe the benefits of conversations
with peers (see. e.g. sindermann 1985). and the most suc-
cosstul rescarchers spend significant time (about 15 hours i
week) communicating with colleagues (Pelz and Andrews
1966). And 2 study of the published praducts of rescarch
groups in six countries found that 31 pereent of the variance
in productivity wis explained by communication (hoth
within and between groupst (Visart 1979

Clearly. it is essential to productivity 10 provide mecha-
nists for senior faculty to communicate with cach other in
person, on the phone. and by e-nutil. In times of finuncial
constraints, it is tempting to curtail support for long-distance
calls and travel. but such strategies are likely o decrease
productivity in Ix ah the classroom and the laboratory. espe-
cially wmong those faculty v ho are most inclined to become
olated (Bergquist, Greenburg, and Klaum 1993 and. as
result, potentiafly less productive.

Resources

A faculty member’s tsks of course require resources in the
form of time, space. cquipment. supplies. rescarch and proj-
cot funds, and communication mechanisms. The most crucial
resourees, however, are people—pre wuctive colleagues,
quality students, gox wd leaders, and capable stafl. Hhuman
resources account for the greatest variance in research pro-
ductivity CAndrews 1979,

As roted carlier. faculty productivity moves up and down
depending on the institution where they work, and much of
this movement is o function of the fleagues in the instita-
Gom, While national colleagues are important. local col-
leagues provide both spedific help and a general ambienee
Pecrs phiy an important role in stimulating vitadity by pros 1l
ing a sounding he wrd Tor new ideas, providing carly critiques
of Writings. serving s guined pigs for innovatis ¢ tea hing
qrttegies. and providing aeeess to ree 1t findings. To be able
1o ke s antage of this expertise. it helps o has e colleagoes
physically and cone eptuatly close (Blackburn, Bebhyvimer, and
Pl 1O™8%: Bhau 19701 A chassic study loohked at the correla-
ron hetween conmmuniction and distance betsveen faculty
membiers” office space and found that the probability of com-
municting with cach other s 25 pereent i otfices were five
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meters apart but only 8 10 Y percent if they were 10 micters
apart (Blackburn. Behvmer, and Hall 1978 Blau 19700,

Beyond specific help, productive colleagues cun provide
meaningtul praise. recognition. and support for teaching, re-
scarch, or committee work., They also maintain the culture
and positive climate, perhaps the most important role col-
leagues play and the way they most positively affect produc-
tivity (Reskin 1977 In fuct. the ahsence of research-oriented
colleagues destrovs the interest in research and the energy
of the most productive rescarchers (Blackburn 1979: Cres-
well 1983: Meltzer 19500, Being surrounded by faculy who
do not value weaching would undoubtediy have the same
negative etfect on teaching productivity. as Stephen Abbot
perhaps discovered.

Quality graduate students (and sometines undergraduate
studentsy and staff are [x sitively associated with pre ductivity
in research. Faculty working with graduate students are much
more KKely to publish than those working only with under-
graduate studenis (Blackburn, Behvmer, and Hall 19781 The
presence of able seeretarial st and teehnicians is highlv
assocrated with productivity in research (Pineau and Levy-
Lebover 1983 Sindermann 1983, This finding scems obvious,
but todky in manv institutions. Feculty are finding themselves
notjust without support staff but also having to empty their
own wastebaskets and clean their own desks, floc e, and
windows. These shortages undoubtedhy have a negative im-
pact not only on rescarch productivity but also on the enor-
maous efforts faculty are being asked o muake 16 mect the
pressing challenges of new technology, diverse student hod-
s interdiseiplinany research, and course work . Fo i senior
Laculty. these cuthacks iy be particularly disheartening,
gven their memony of an carier time w hen <uch TESOUTLES
were more readilv available,

Size, Age, and Diversity of the Group

\gim. most of the research on produdtivite and orwanization
OF Zroup size uses research as the measure of outcomee, s
much of it is in the nataral sciences, This research finds that
Productivity increiases with size of ihe research group €Blick-
burn. Behvimer, and Hall 19780 Johnston 199 Tordan, Mea-
doroand Walters TOSS. Manis 1951 Pincau and Lev-Lebover
1983 Snth. Baker, Campbell, and Cunningham 19585, Wispe
19693 I general. with tewer than three (o fie researchiers,
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audents. and staff, research is not very pre sductive. Thereafter.
4 lincar relationship emerges among size of group and aceu-
mulated resources, products produced. and recognition re-
ceived.

An investigation of the impact on research productivity of
having menibers from diverse conceptual and technical hack-
grounds and their staying together as a group found that. on
e whaole, being together for a longer length of time is posi-
tively associated with the quantity and quality of research
(Pelz and Andrews 19606). Nevertheless, when colleagues in
the study worked together for OVOT seven years, it was impor-
tnt 1o attend to maintining o climate of “creative. supportive
tension.” Diversity is a positive feature as long as the group
has the same primarny goals and culture. Senior facuity olten
play a key role in preserving the group's goals and culture
(see also Blau 1970: Pelz 1967 smith 1971 Steiner 1963),

Rewards

1tis cear that senior faculiy—like all other faculiy—are sig-
nificantly motivated by trinsic rewards: being a valued
member of the organization, having opportunitices to make
meaningful contributions, being part of a culture that fits
with their values, being part of an organization that has the
goal of contributing 10 s¢ scicty in ways they believe is impor-
tnt, and having autonomy in their jobs (Bowen and Schus-
tor 1980; Eckert and stecklein 1961: Gustad 19600, Specifi-
cally a studdy of highly acine faculy identified four £ tors
thut support auccessiul academic careers: recognitior from
colleagues and administrators: atimulating colleagues:
srong. academically oriented administration: and adequate
resourees (Clark and Corcoran 1985).

Fortunately, most senior faculty are satisfied with their
autonomy and enthustastic About their eaching (E-Khawas
pou L They are Joss aatisfied ahout their working ¢ mdlitions.
however Cabout 0% percent atisfied in one studv teaching
foad Gibout 53 percent satisfied). catary and benefits Gibout
30 pereent sitisfied). and seholarly opportunities Grhout 18
pereeit atisfied ), The largest discrepancy in these sourees
of satisfuction between faculty at two-vedr and four-vear
wchools is in salany and benefits, 35 pereent of faculiy m
two vear schools inone study were catisfied, compared
with only 1o percent of Taculty in four-year schools (-
Rhawas 199ty
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Faculty who most vatue teaching identify interaction with
students as maost rewarding. With regard to pre ductivity in
research. however, recognition and praise are the most
highly rated rewards (Latham and Mitchell 1976). In fact, an
experimental study in which rescarchers were rewarded for
productivity with managerial praise. public recognition. or
money reveals that all three had a positive impact but that
money and praise were most effective. Further, “the increase
in pertormance due o the MONCY OVEr praise wis so smuall
as 10 be practically insignificant. “Thus. from cost benefit
viewpoint. it is most effective to give praise” (Latham und
Wexley 1981, p. 190).

Money seems to be an important resvard for g small sub-
set of faculty. It is also important when salarics are low
tcompared with other similar faculty or units) (Blackburn
and Pitney 1988: Lewis and Becker 1979). For example. a
study of community college faculty found that the primary
issue for senior faculty is not salary and that they are ade-
quately paid. Money is imporant, but it hecomes a source of
dissatisfaction only when no funds are available for travel,
when copy machines do not work. when library holdings
become limited. and., in particular. when the Luck of funding
seems toindicate lack of conununity or governmental sup-
port for the institution or svstem (Tucker 19907,

Recruitment and Selection

Given that a highly productive organization has clear goals. a
distinctive culture that it works to mainwin, and a positive
dimate. it is not surprising that particularly carctul and signif-
icunt time is spent on recruiting and selecting new members
of the group (Dill 1983, 19504, 1980h: Zuckerman 1977,
senior Grealty, however, are kel 1o be well established in
the institution and not very likely to move or to be recruited.

Brokered Opportunities for Revitalization

The importance of organization.l opportunities tor rejus e-
nating one career’s in the continued vitality of faculty has
been hy pothesized since Rosabeth Moss Kanter detailed the
benefits of opportunities tor cireer growth in her now < s,
S Ve and Women of the Coporation tKanter 107~ wee
alsoLoven etal. 198 1. Conrad Hilherny o journalist, pogt.
and professor. describes the miportance of opportunitios
throughout one's Career




Though something similar may be true of other occupa-
tions, I suspect that our job as college teachers is qutite
ynusal in the amonnt of roomw it gives Sor subcareers
aned in the freedont it gives us to choose what subcd-
reers we will follow or to shift fron one to anotber. It is
probably unusual, 100, in its assumption that otr sub-
careers will somehow influence. in d desirable way. the
main business of teaching. To us. as people. these sith-
careers can be wouderfully refreshing and energizing.
From the outside. as my obituary will see it. [ was an
English teacher in 1954 and I am an English teacher
todey. But from the inside. it's a different life (Lovett et
al. 198+, p. 15).

Recent studies confirm the lack of organizational opportu-
nitics and getting “stuck” result in faculty members’ becom-
ing disillusioned and less productive (Boice 1986. 1992,
1993). Vital faculty also get stuck but manage 1o Create new
opportunities or are fortunate to have colleagues or depart-
ment heads who alert them to or encourage them to find
ways to overcome barriers and continue to be productive
(hby applying for a fellowship or subbatical. trying a different
role. team teaching a related course for example). Being
stuck has a particularly negative impact if it happens early in
1 career and the faculty member sees his or her collcagues
continuing on an upward track.

Some are concerned that midcareer faculey will beconwe
stuck if they do not keep up with the continual expansion of
knowledge and technology as their options decrease and as
they proceed through life stages (Finkelstein 1996: Lovett <t
al. 1984). To prevent faculty at all levels from becoming stuck.
the institution must take the lead in arranging opportunitics
for faculty 1o continually update their knowledge and skills.

The institution has an essential role in preventing or over-
coming stuckness:

Vitality seems to be associated with the availability of
opportunities subject not ontly to individual motiveation
but very much to organizational brokering and entre-
preneurshipy. . The challenge here ds one of argdnizda-
tional decelopment. Senior fuculty, especially. need
mittifuceted organizational structires that will en-
courage them to broaden their horizons, approach:
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It is the
leaders who
can most
influence

all other
institutional
variables
that facili-
tate faculty
and organi-
zational
Droductivity.

their work in different and imaginative wdys, and find
new opportionitios to graw and change (Rice ancd
Finkelstein 1993, pp. 14. 17,

Effective Leadership

Given the preceding list of 13 external factors that are im-
portant in maintaining faculty members” vitality, it is clear
that effective leadership is essential for o vital organization.
Itis the leaders who can most influence all other institu-
tional variables that facilitate faculty and organizational pro-
ductivity. ~Nearly every positively corretated factor [with
productivity] resides in administrative hands® (Blackburn
1979, p. 200, Morcover. in many instinces. senior faculty
occupy these leadership roles. The next fow paragraphs
highlight a few key studies that looked specifically at the
association of leadership characteristics with research or
instructional productivity, and consider how results from
these studies pertain directly to senior faculty,

Leaders of productive Lroups are consistently seen s
excellent. productive scientists (Andrews 1979 Biglin 1990;
Dill 1982 Sindermann 19850, A study of rescarch groups in
Europe found that the leader accounted for much of the
varianee among groups’ productivity (Dill 1982). Further. it
Was the scientific expentise of the leader that bow predicred
L group's productivity, suggesting that it is the understand-
ing such a ler ler brings about the culture, necessary skills,
national network. participativ ¢ decision making. and <o on.
that allows him or her to best facilitate the group’s produc-
tivitv, Similarly. the climate wis most positive in groups
where the Jeader was pereeived as highly knowledgeable in
the field. technically well qualified. hardworking. and sup-
portn e of others” work (Andrews 1979), And o positive
group climate correlates positively with productivity (An-
drews 1Y™0),

Given what we now know about the features that facili-
Late productivity, the role of feaders s not surprising. Good
leaders are:

highly research oriented ¢ Drew 1983, linternclizel
nission and feeepd research eamphasis dear o the Lrouf
CMinckley and Pk 19810, and loxhibit] the beberiors
one wordd expect of a leader with o paarticipative goger-
Hetee styfe. These hebeariors lincliede] froquent meetings
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with clear objectives. good leader-member relationsbips.
Jacilitating open communication land/] allowing ex-
pressions of all points of view. complete sbaring of in-
formation. and vesting ownership of projects with all
group menbers (Birnbaon 1 98.3: Dill 1986[b/: Hoyt
and Spangler 1978: Locke. Fitzpatrick. and White
1083: Pelz and Andrews 1966: Pineat and Levy-
Teboyer 1983 (Bland and Ruffin 1992, p. 393).

These characteristics are echoed in the literature on effec-
tive department heads and higher education leaders (Ben-
simon. Neumann. and Birnbaum 1989 Lawrence and Black-
burn 1983). Studies of the behaviors of effective feaders
found two overriding concepts related to cifectiveness: initi-
ating structure. and using considerate behaviors (Bensimon,
Neumann. and Birnbaum 1989). Initiating structure includes
addressing institutional features that facilitate productivity
<hown in figure 1 (p. 40), particularly establishing clear.
coordinating goals. cmphasizing top-priority goals. and
aligning rewards with goatls, Using considerate behaviors
includes the same behaviors clustered under “assertive par-
ticipative governance” (Hemphill 1955 Hoyt and Spangler
1978; Knight and Holen 1985 McCarthy 19720 Skipper 1970).

In short. leaders can greatly influence productivity. And
they do so by embodying the values and culture of academe
and by attending to the features that facilitute productivity,
espedially keeping goals visible, initiating structure, using
assertive participative leadership, and prouctively providing
opportunities for advancement and improvement for others.
This is a tall order. and the person who might meet these
challenges is often over 30, which speaks 1o the need for
~enior faculty to remain productive. If they are not. then
their colleaguces are also less likely to be productive.

These results also suggest the importance of teadership
training for senior faculty. While they will Tikely come to
their position of feadership with many desirable characteris-
tics Csuch as appropriate academic values and experience )
they may not be tamiliar with the features that facilitate pro-
ductivity or know how to use participative leadership on
grander scale. One stady tound., for example. that 230 lead-
ors of research and development groups all helieved they
used participative leadership behaviors but actually exhib-
ited few participative behaviors when meetings conducted
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by those leaders were taped and the behaviors counted
CArgvris 1908),

Conclusions

Rnowing that both internal and institutional factors influcne v
faculty members—and particularly senior faculty members
—productiviy and are important for faculty and institutional
vitality, one is now in a position to carelully select the indi-

vidual and institutional st ategios most likely 1o increase
vitality,




CONCLUSIONS AND THEMES TO GUIDE APPROACHES
TO THE VITALITY OF SENIOR FACULTY

We have arrived at three major conclusicns about senior fac-
ultv. First. there appears to be no significant decline in com-
petence or productivity as a function of age. Sccond, the in-
ternal and institutional factors outlined in the previous two
sections influence faculty productivity at all ages. and they
<hould be addressed to presen e the vitality of senior as well
as other faeulty . Knowing these factors allows one 1o monitor
them and carefully select the individual and institutional de-
velopment strategics most likely 1o simultaneoushy impact
those areas needing anention. Thicd, while the productivity
of senior faculty does not shift downwurd, a shift does oceur
in their priorities and values. Understanding these new priori-
ties will be helptul in preserving the vitdiny of senior faculy.
Bevond these three nuijor o mclusions. four themes should
be kept in mind in the selection of dey clopment strategios:

AN important interphay oceurs between the individual
and those institutional factors that fadilicue faculty vitality

2 Faculy vitadity is @ responsibility of both the indivichual
and the insuution

4 Faculty vitality is best presenved thie nigh preventive
medsures rther than heroic measares o save “SLagnant’
or stuckh” faculyy.

1. Leadership plavs aanteal role in indnvidual and mstita-
tional vitaling.

The Interplay between the Individual and the
nstitution and Their Dual Responsibilities

Procedent hronienn resotree decelupir ent perspecines i
higher edication hold that incdividued and institronal
catality are niterrelated and piteractive. Brocadiv speck
tee. the organization that v ests vt ddecelopmiert antd
cucation, that bas facilitenie orecnzalional poficy.
cned thett adiances s oen cmployees Is aperdaling with
o streitegy that huomans are enbedine vadhle Such e stred
et supports citaliny tClark 19920p 16300

The vitahne of mndividual Lwolin and the colleane vtality of
the mstitunon e msepatable A ity member cannet long
mantn the indindual components of vitabiy e g Tugh
morde. commement. motnaton, producinve cotleagues
withott the Teatures of avital imstiuton e g an appreciiiine

Phe Vitahity of seneo Doty Viembons

N




culture, rewards, and opportunities for advancement and
improvement). The same is true for the institution: It is not
productive or vital without produciive. creative faculty. And it
is the responsibility of both the faculty member and the uni-
versity or college 1o nurture both the individual and the insti-
tutional components of faculty development. “Clearly higher
cducation’s present and future success . .. depends on the
senior faculty, What is all too frequently overlooked. how-
ever. is the crucial corollary: senfor faculty members” success
. depends on the support of their instititions “(emphasis in
the original) (LaCelle-Peterson and Finkelstein 1993, p. 210,
The past has seen little sense of partnership between the
institution and the faculty member to accomplish continual
individual and institutional vitality. Even though many institu-
tions have offered faculty development programs, faculty have
often not seen them as facilitating their continued vitality.

There was . . . d precailing heliof that faculty must take
care of their caen vitality and professtonal decelopment
AN eme [5-vear humanitios instructor explained. “Lam
highly motivated o seek ont and take charge of ny:
owen professional decelopmient. And it’s a good thing 1
cm bocaiese no one else is going to do it " Most fuculty
in the survey did not credit their institutions with much
srentoring ™ or nurinring wheit it comes to professional
arowth Clucker 1990, po 120,

To address faculty and institutional vitality in o meaning-
ful way. faculty and administrators must beconme informed
sbout the individual and organizational components of vital-
ity und work together io identify which combination ol tea-
wires to focus on for their situation—or multiple situations,
While some features that Facilitate faculiy vitaliny apply to all
faculty, regardless of age, some do not. Younger faculty, for
example, need more to acquire initial teaching skills, build
their professional network, learn the unwritten rules of their
organization, and so on. Senior Eiculty. on ihe other hand.
iy feel stuck. Tace changing family issues, or feel disillu-
cioned about the gap hetween their expectations for o career
aned the readity of their sinnation.

The time 1s now to Qive voice to long-standing. age o
carrcer-rolited isies dird concerns and 1o haee them
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tetbernt more seriously by d mejority of research wniversi-
ties. To do less is to not wunderstancd the ot erall difficul-
tios aned barriers sonme mid- and late-career faculty are
facing to renew their careens cnted. therefore. possibly
transforn their lives for the hetter tCrawley 1995, p. Y1,

it is particularly important to pay attention to the institu-
tonal features. not because they are more important than
the individual features but because they are most often over-
looked. A review of the literatare on faculty development
from the 1960 to the late 1930~ found that hundreds of
programs and strategies had been used but that “individual-
fevel strategios were discussed cight times more frequenty
than department-level strategies. and five-and-a-half tmes
more frequently than institution-level strategies”™ (Bland and
Schmitz LOSS, pp. 192, 2021 Faculy and institutional vitaliny
is & complex. systemic issue tha calls for individual, institu-
tional, and integeated approaches

Preventing Stagnation
“Stagnation” is 4 word Erikson used to deseribe ageneral
date of mind and spirit among men and women in the mid-
dle of their v es who seem not 1o be moving ahead in thaw
own development or to be doing much tbout the develop-
ment of the next generdation or other things about which
they care Specifically. stagnation is manmifest in the careers
of midlife people when they feel “stuck™—a condition that
exists when we feel we dare not being ver stceesstul in our
career and that the prospects of being successtul in the near
future dre not great CRanter 10770 A ymewhat more de-
tailed description of “stuchness” would involve middie-aged
and disillusioned taculty who are not onh disillusioned with
thetr progress in b career Gis Kanter stggests), but also have
Adow sense of self-worth, are disengaged from their depart
ment and profession, are unpe uctive as scholars, re-
cearchers, and creators, and have become i slated trom
colleagies and students (Boee 19950

Guckness” kanter stuggests, is arelative ernn W con-
pare ourselves o other people with whom we work and
feel that time s passing s by that we hLiv e no aareet op-
portunities, that we are alwvys humping our heads against
cither 4 highhy visthle ceiling or tespe rdly in the case ol
ey s omen and minorites) an am paible Tglass™ ceiling
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Being stuck does not necessarily mean that we feel insecure
in our jobs. In fact, we often feel stuck precisely because we
do nat feel free to leave our secure. often highly paid. jobs
to find work that we enjov and that will give us a greiter
sense of achievement. When senior faculty become stuck
and disillusioned, they do not leave and they are not fired.
Instead, they become burdens o their institutions. They are
unsociable and oppositional and do not shoulder their fair
share of departmental duties ¢ Boice 1993).

Only a “small minority”™ of senior faculty at the major
rescarch university in one study exhibited characteristios of
being “stuck.” These faculty hud:

. hecome disencheanted with academe. Although they
hetve hetd relative success in the system, they seem to
hece lost their profossional zeal. Their work is loss
medningfud. and they are not resfronsive to the de-
mends of the institution. They often CAPDIess C)iticisim
and horedom. In part. their disencheantment is a resuls
of some carlior failires or disappointments. Those who
personally chose tao emiphasize teaching exyness o re-
SeRtment loweard the wiversity, which “puts too mch
cmphasis on resecreh Braskamp et al. 1982, p. 200,

These faculty are not. how ever, dissatisfied: they derive most
ol their satisfaction from their personal lite—tumily, frends,
traveling. or sports (Braskamp et al. 19821,

From the specific and narrow perspective of their institu-
tion, these Eealty members are Sstagnant.” They have met all
ob Frikson's criteria tor stagnation: They no Jonger find any
fulfilliment in their work. blame others for their own failures,
look with resentment or disdain .t the e mplishments of
their colleagues (especially those vounger than themiselves),
and Gl into a stanee of evnicism and boredom  How de ws
G nstittion e o revive e vitaline of these stuck or stg-
nnt Lculty membersz Although the institution would Tabel
these fculty “stuch.” they e not stagnant in their v es—
only in their carcers, Vitalization for these Eicaly miglt
therefore not be the central issue. It might instead he how 1o
bring the shilting interests of some senior Laculty into the
mstitution. O more preciseh s how do we expand our own
serse of the mission and boundaries of our institution <o that
itembraces anew set of roles and opportunitios for senior
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faculty? If a senior faculty member enjoys a renewed interest
in sports. then how do we integrate this interest into the
current activities of our college? If a professor wants to
spend more time with his family, then how do we enable
the family o become more fully a parnt of our university?
Clearly. recapturing the interest of stuck faculty is very
difficult. Thus. the institution would be wise to strive o pre-
vent stuckness or stagnation, and guidance on how to do so
comes from two studies (Boice 1993 Corcoran and Clark
1983). Corcoran and Clark's study involved a group of highly
active and vital faculty members and a group of “representa-
tive faculty™ at the University of Minnesota, The highly active
and vital faculty members had not gone through their careers
untouched by barriers and disappointments. “The experience
of carcer blockage is one that most faculty members will ex-
pericnee at some point in their carcers. How they view the
experienee, to what they attribute it and how they address it
now lseeml to be what is significant for understanding fac-
ulty vitality”™ (Corcoran and Clark 1985, p. 69).

Vittually all the faculty interviewed at the University of
Vinnesota identified one or more ciareer blocks. They had
platcaued as rescarchers. had had 1o set aside rescarch proj-
cets 10 take on administrative work. had ceased to be attrac-
tive to funding agencies. had failed to receive support from
colleagues for their research. had been unsuccessful in com-
pleting a major research project. or had been unable to suc-
cessfully shift o a new project. The highly active faculty
members, however, were eventually able to make the neces-
sary shifts in their priorities and activities. 1 is particularly
noteworthy that these generative faculty members:

Ctended to take a more getive problem-solving ap-
procch (than did their more stagneait colleaguies].
rooted in a realistic understanding of the circum-
stetices of dedadenmic life. Some also showed a maturing
concern for helping younger colleagues and graduale
stucdents in shaping their careers. expressing d conceri
for tgenerdtive” responsibilitios i for sereing dppro-
priately in mentor relationships (Corcoran and Clark
JO8S, p. "2,

Thut. faculty can avoid becoming suck by being armed
with strategics, or assisted by administrators in identifying
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strategies. 1o overcome their career blocks, such as reaching
out to other people as teachers, sponsors. and mentors, and
by embracing a wide range of interests, thereby being able
o move elsewhere when stuck in any one project.

Similarly. guidance on how to prevent stuckness can be
derived from Boice's study (1993). in which he intenviewed
astagnant group of faculty who had been identified s
middle-aged and disillusioned (MADEs) and a generative
group who were considered exemplary and productive. The
MADFEs were found to have a low sense of self-worth and to
be disengaged from their depantment and profession. unpro-
ductive as scholars. and isolated from colleagues and stu-
dents. Further, MADFs had experienced crucial events du-
ing the first veurs of their academic careers that they in-
terpreted as collegial isolation or neglect and collegial disap-
proval. These experiences. in wrn, left them with self-aoubts
about competence, teelings of victimization. and a SUsp-
cious attitude, In contrast. senior faculy identificd as exem-
plany performers by their department chairs found strong
social networks when they arrived on campus and aceep-
tance from their students. These faculty were immiediately
successful in writing grant proposals. publishing the results
of their rescarch. and finding opponunitices to consult or
travel carly in their careers. These findings suggest that cru-
cial events early in one's career are g major cause of later
disillusionment ¢n the case of MADES) or success (in the
case of exemplany performers).

The key questions then become how o help voung faculy
deal constructively with crucial events affecting their careers
and thus avoid getting stuck. Or, once stuck and disillusioned,
how do faculty get reengiged? Boice found an answer to the
second question—at least for the MADFs with whom he was
working—asking them to participate as mentors in a project
where senior faculty were paired with junior faculty. This
acknowledgment of their vilue 1o others resulted in signifi-
aant positive changes in their behavior in their departments
and toward their depanment chairs and e dleagues, Never-
theless, while devising strategies for sahvaging stuck faculy
members is important, proactively preventing stuckness
would be much more productiv e, Strategies for prevention
nclude helping junior faculty avoid negative evenes, it Pos-
sible. but, when they do happen. coaching them on how 1o
handle them as apportunities for growth,
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Leadership

Leaders in higher education have increasingly complex
roles. Not only must they interact with and support their
faculty: they are also asked to work with many types of
staff. manage sophisticated budgets. work with external
constituencics, and more. NOw, we dre Also asking them to
understand the individual and organizational features that
facilitate productivity. which includes some understanding of
adult and career development. And we are asking them to
actively assist individual faculty in maintaining vitality and
Alter institutional features to maintiin coltective faculty vital-
ity. Certainly, such teaders need formal training and perhaps
incentives o maintain senior faculty members’ vitality, rather
than “shedding” the faculty members.

Summary
Because of the interpliy between institutic mal and individual
features of vitality, vitality is optimally facilitaed by an inte- _
grated approach thiat simuttancously addresses both types of
features, attending particularly to the varied needs of faculty The best
At different stages of their careers and development. Jaculty

Thus. the best faculty development program is proactive development
and preventive. The health-care industry is finding that good program is
health is facilitated, and costs are contained, by promoting proactive
healthy lifestyles and by screening for potential problems to and pre-
prevent disease or addressing problems carly when they are ventive.
most treatable, Similarly. continually monitoring and attend-
ing to the needs of individual faculty and higher education
institutions can do much to ensure their health and to en-
sure that fewer resources need be spent on rescuing” fac-
ulty. How does one continually monitor the vitulity of each
faculty member and institutional factor and attend to the
vitality of both before they become problems? We wim to
the answers in the final section of this monograph.
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APPROACHES TO FACULTY AND INSTITUTIONAL VITALITY

It is quite clear that the environment of the institution where
senior faculty work affects the quality of their work, the
attention and service they provide to the institution, and
their own sense of self as an academic professional—just as
it does any other faculty member. “Environmental factors
can affect faculty morale. commitment to the institution. and.
consequently. productivity” (Gill et al. 1992. p. 3). The kev
environmental factors for senior faculty appear to be oppor-
tunities for growth (Baldwin and Blackburn 1981}, a sense
of heing appreciated by the leaders of the institution and a
sense of collegiality (Bowen and Schuster 1986). and a sense
of commitment by the leaders of the institution 1o the col-
lege's or university's founding mission (Tucker 1990, The
portrait of Stephen Abbot is of 2 man who is struggling to
remain vital in an institution that he perecives no longer
appreciates his contributions, acks o sense of collegiality.
and has abandoned it commitment to mnovation in general
and educational innovation in particular, I circumstances
remain unchanged. through Abbot's inaction as well as his
organization’s apparent Lick o interest, Abbot could readily
become disenchianted. The marginalization of Stephen Ahbot
—and other senior freulty like him—would he aprofound
Joss 1o his university as it prepares for the next millennium.
The sense of appreciation for Stephen Abbot and other
wenior faculty need not be expressed through salany in-
creases (Bowen and Schuster 19860, Senior faculty recognize
that they are usually at the top of the pay scale and that their
merits can no fonger be acknowledged with money. More-
over. in many instances, senior faculty are not as financially
hard-pressed as they once were when they were building
their familics and social networks along with their careers.
Appreciation for senior faculy like Abbot often can come
through other means. Opportunities for pre wessional devel-
opment dre signs of appreciation. as are institutional pro-
grams that featare suchinitiatives as partiay reimbursed
cabbaticals, flexible teaching schedules, Late-career grant
programs, retraining. and carly retirement Gilthough carly
retirement progrims can be demeaning, if they are inade-
quately designed and promoted).

Traditional Approaches to Faculty Vitality
When Lieulty in liberal ants colleges weie asked o dentily enti-
cab events that haye significanth influenced their careers. they
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- Srequently described opportunitios for professional
growth fe.g.. sabbaticals, workshops. rescarch projects,
independent study grants). In the latter four carcer
stages. the proportion of factdty mentioning growth
opportinities ranged from 39 percent of experienced
assistant professors .. to 91 percent of continuing full
professors (Buldwin and Blackburn 1981, p. 607,

One can conclude from these findings that faculty in liberal
arts colleges see the beneficial effects of opportunities o
expand their protessionat capabilities. Moreover, these fac-
alty may begin to fully appreciate these benefits only at the
latter stages of their careers. It is ironic that senior faculey
v be beneficiaries of the least amount of professional
development services precisely at the point in their careers
when they appreciate them most.

Do these findings hold up with faculty in other kinds of
institutions? And how active are senior faculty with regard to
professional development? They may recognize the value of
these programs, but do they have the time (or sufficient in-
terest) to participate in them? Although some evidence sug-
gests that senior faculty are less likely to participate in for-
mal professional development activities than their younger
colleagues (Baldwin 1990, p. 300, other evidence is some-
what contradictony (El-Khuwas 1991). Based on 1989 results
from the Higher Education Research Institute, a large pro-
portion of senior faculty participated in faculty development
pragrams at their institutions during the previous two vears.
the proportion bemg much higher (75 percent) for senior
faculty at two-vear institutions than for those at four-vear
colleges and universities €40 percent (El-Khawas 1991, p.
71 Inthe case of both two-vear and four-veuar institutions,
the devel of participation for senior faculty wis close to the
fevel for al faculi .

Most senior Liculy members albso mregularly atiend profes-
stondal mectings away from campus, but tepically for only a
few days cach year™ (F-Khawas 1991, p. ™) Onee again, the
level of participation by senior faculty at two-year and four-
vedr institutions varies considerably, with senior faculty
four-year institutions devoting more time than those at two-
vear institations to- professional activities away from campus.,
Among senior facalty at four-vear institutions, 30 percent
indicate that they devote five to 1o dayvs cach vear o profes-




sional activities, whereas only 21 percent of senjor faculty wt
two-year institutions spend five to 10 days away on profes-
sional activities. At the lower end of the spectrum, 36 per-
cent of senior faculty at four-year institutions devote one 1o
four days to professional activities, while ST pereent of se-
nior faculty at two-year institutions devote one to four days
cach vear 1o professional activities. Only 13 percent of the
senior faculty at four-vear institutions indicate that they
spend no time on professional activities. In contrast. 21 per-
cent of the senior freulty at two-year institutions report no
days away for these activities.

Based on a study of developmental shifts over tme
among liberal arts faculty. no one professional development
program will appeal to all faculty members (Baldwin and
Blackburn 1980, In his carly years. Stephen Abbot was en-
thealled with instructional innovation. Axclrod used him as
an example of the professor who cared about his students
and explored new eaching methods and style. Yet now, in
the 19905, Abbot would probably be one of the last faculty
members at his university to volunteer for a new progriam
on instructional innovation. 1F invited to lead such a pro-
gram, however. Abbot might once again hecome interested.
for vital involvement often begins with the act of apprecia-
tion (Srivastva, Cooperider, and Associates 19900, He we nild
probably not. however, view such o program as responsive
1o his own current interests.

Each faculty member must be treated s a distinctive indi-
vidual whose needs and interests will shift over ume. Senior
faculty like Abbot often prefer opportunities for arowth that
“they can design and carry out at their own pace.” whereas
vounger faculty may prefer formal workshops and seminars
that provide colleagueship and support s well s knowl-
cdge and skills (Baldwin and Blackburn 1981, p. 61D, In-
stitutions that offer nothing more than instructional improves
ment progeams do not address the primary necds of miany
faculty—uespecially ~senior faculty like Abbot "Except in the
first vear or o, teaching is 4 smaller concern than, sav, an
unfilled desire to nutke acontribution to one’s fickd. Higher
cducation institutions now need to broaden their focus to
include the professional. organizatonal. and personal devel-
opment of feulty” (p. 608), While this study can be faulted
for leaping 1o such a broad condlusion based on only a
sty of facutty from one speditic kind ot institution (prest-
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gious liberal arts colleges), many other professional devel-
opment practitioners have argued for years that an cffec-
tive faculty development program should address many dif-
ferent dimensions of a faculty members life (see. e. g.. Berg-
quist T981).

The results of this study also suggest that Faculty may
need considerable support from administrators and col-
leagues at certain points in their careers and very little assis-
tance at other points. “Faculty performance might be im-
proved by casing some responsibilities (v.g.. committee
assignments) or providing some additional support (e. i
seeretarial help, research assistance)” during the p: uticularly
stressful periods of transition (Baldwin and Blackburn 1981
p. 61 1. Conversely. during more tranquil pesiods. faculiy
might be given particularly challenging assignments: “A new
adminisirative sk or community service project me v injedt
a sufficient dose of variety to enliven the routine of an es-
tablished college teacher™ (p. 611). Given that students’
learning and development tend 1o oceur at those points in
their lives when there s a balance between ol lenge and
support (Santord 1980), perhuaps we should offer senior
fuculty support during times when their careers are heing
most fully challenged and ch: dlenges when their careers are
relatively quiet and filled with supportive structures (Bakd-
win and Blackburn 1981). Faculty should also be given the
Opporunity to participate in career-planning activities that
they can adapt:

-conscionsly and systemeatically to personal and in-
stitutional changes. .. Understanding the career as
L CCOllIoNary process permits o profossor o antici-
Deite cord prepare for caocational changes. Planned co-
reer decelopnient showdd be more rational and reward-
g than evolution stimdated h chance opportiitios
e roine periods of dissatisfeiction. . Professors
showdd regutarly assess what they have achicred profes-
sonally. where they are headed. and bow these factors
match with their personal values and goals (Baldwin
and Blackburn 1981, pp. 611-12)

These career-planning activitios should be supplemented
and supported by Hesble deave policies and opportunitics
tor internships.

l)l
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A Comprehensive Approach to Faculty Vitality*
Preserving the vitality of senior faculty clearly requires at-
tending to the multiple factors that affect vitality. Thus. to
maintain faculty and institutional vitality. specific people at
the institution, college, and department should be assigned
to monitor the individual and institutional factors that facili-
e vitality and to address the ones found to be weak. At
the institutional level. this person would likely be the vice
president for human resources of the vice president for tac-
ulty affairs. that is. the person responsible for facilitating
faculty and organizational vitality.
vhile traditional faculty development often acknowl-
edged and was built on many individual features of vitality.
it usually lacked an institutional or systems approach. Be-
lieving one’s offorts contribute to a larger goal is a powerful
personal motivator (Locke and Latham 198+4). On the other
hand. from the organization’s point of view, why support
individual renewal if it does not contribute to the accom-
plishment of the organization’s larger mission? This essential
link between an individual's goals and his or her develop-
ment and the institution’s gouls (see. ¢ 2. Bland and Schmitz
19806: Votruba 1990) brings us hack to the institutional por-
tion of the model in figure 1tp. 401 As previously de-
seribed. rescarch finds that it is necessary but not sufficient
for a4 faculty member to possess the individual characteristics
listed in the model: to be highly pre yductive, the faculty
member must also be a member of an organization that has
the features and leadership lisied in the model. Insum, to
maintain the productivity of older faculty members—as well
1s their vounger colleagues future productivity—a compre-
hensive approach is required that addresses: (1) the individ-
ual's goals, motivaton. lite stage. competencies. and inter-
cat: (2) the organization's goals. jeaddership strategics.
culture. policies, and resources, and the systems that affect

productivity; and (3) the essential link between these tactors.

Neardy all writers discussing vitality stress that various
strategies are needed o address the varied needs of these
fuculty members who come from various disciplines, are w
ditferent stages in their caredrs, and bring distinctive personal
Circumstancee (s, e Bergqist 1981: Bergquist and Phillips

—————

spopions of s subseanon weee drawn, with permssion, from ¢ BBland.
June (9970 Bryond Corporaie Downsizing A Better Way Lo Medical
shools o Succeed ina Changing Wenkd ™ Acadene Medicme 720 1314

To maintain
the produc-
tivity of
older
Saculty
members—
as well as
their
younger
colleagues’
Juture
productivity
—a compre-
bensive
approach is
required.
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1977 Bland and Ridky 1993: Wheeler and Schuster 1990).
Bergquist and Phillips (19754, 1973h) advocated a compre-
hensive approach more than 20 years ago, suggesting that
effeetive instructional and. more broadly. professional devel-
opment will be successful and sustained over nuny yeurs
only if coupled with effective personal and organizational
development programs. Since the 1970s, however, most col-
leges and universities have focused primarily on instructional
improvement, with some professional development Cusually
within the discipline) thrown in for good measure (Blund and
Schmitz 1988). Veery little has been done in the arca of per-
sonal development, other than some efforts at interdisciplinany
dizlogue and an occasional life or career planning workshop.

The similar failure of most colleges and universities to
embrace the organizational development components of a
comprehensive faculty development program is evident in
the finding in 1985 that recommendations for faculty devel-
opment up to that point “typically [focused] on efforts to
change the individual in some manner. but ignored the orga-
nizational and institutional contexts that shape and structure
faculty careers”™ (Corcoran and Clark 1985, p. 38).

In addition to not being comprehensive, attempts at fa-
ulty development are usually not coordinated. Universities,
schools, or depantments frequently ofter a he sdgepodge of
structural changes and development strategies that have 2
much smaller impuct than would a similar number of efforts
guided by an overall plan. Instead, as an alternative to this
hodgepodge, we offer a ¢ mprehensive approach to human
and organizational development that provides i rational
foundation for sclecting i combination of individual and or-
ginizational activities that together will have 2 Lirger impact
(Bergquist. Phillips, and Gruber 1992: Bland and Ridky 1993).

Th comprehensive approach begins with the under-
standing that the purpose of a hunun and organizational
development program for collegiate institutions is quite sim-
ple—to facilitate faculty members” and the staff's commit-
ment and ability (o achieve their own career goals and their
institution’s gouls by (1) continually assisting and developing
dl emplovees (new and experienced. administrative and
nonadministrative) in arcas related 1o both their goais and
the institution's goals and (2) continually improving the or-
ganizational features that facilitate quality work, These fei-
tures include, for example, clear organizational goals, struc-
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res and mechanisms that coordinate individual goals and
organizational goals, equitable personnel policics, cffective
reward structures, and @ supportive climate.

A university or college should ultimately aim for a compre-
hensive human resource program that addresses all employ-
ces at all career stages and that continually assesses and mod-
ifies its organizational structure and processes. Realistically.
most organizations must choose from a e mprehensive ap-
proach where to put the majority of their development cfforts
at any given time. But having in mind a comprehensive ap-
proach allows one to select the best place to focus cfforts and
when and where the focus of these efforts should change.

What is a comprehensive plan? A comprehensive plan for
human and organizational development addresses the three
key aspects of an organization: the attitudes of people whe
perform the work (g yals, values, morale. culture, expecta-
tions, dreams). the processes used o perform the work
(teaching, research, writing, advising), and the structures
designed to facilitate the work (reward structures, lines of
authority, procedures, fanctional units). Anything that has an
impact on any one of these aspects eventually affects the
other two, How does such a comprehensive plan work? To
address these three key aspeets of an organization. three
hroad development approaches have been used over the
yvears: organizational development, personal development.
and functional development.

The organizational development appre sach assumes that
prople and organizations are improved by focusing on is-
sues larger than the individual person: henee, shifts in orga-
nizationwide structures, processes, and attitudes (culiure)
are cmphasized rather than individual factors. In contrast.
the personal development approach assumes that perse nal
characteristics are all-important. People bring to the orguni-
zation not just their jobs skills, but also certain characteristics
and circumstances that affect their professionul productivity.
such as interpersonal skills, finuncial status, habits and preju-
dices. family situations, and plans for their lives and careers.
From the perspective of personal development. we influence
and improve organizational functioning by improving the
personal conditions and perspectives of those who work in
the organization. The functional development approach
brings together the individual and the organization. This
approach concentrates on equipping people with the skills,
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atdtudes, and knowledge required o be continually produc-
tive ina changing, organization, It emphasizes both the as-
sessment of job performance and jis improvement.

These theee approaches o human and organizational
development are graphically represented in figure -+, The
columns show general examples of the strategies the three
dominant approuches use 1o address an organization’s three
Rev aspects. “Diagnosis assessment” provides examples of
the types of methods cach development approach uses to
assess the current level of development of the individual or
organization. Ideatly. an organization constanty conducts
dAsessments o guide where it needs to put development
cfforts. Figure S offers an even more detailed list of activities
that colleges and universities can use with regard to cach of
the three approaches,

FIGURE 4

A Comprehensive Model for the Development
Of Human and Organizational Resources

| Organizational Development Approaches
Features
Chrgernizalionet! DPersonral Freenctionel
Dietelopmnent Developnicin Devetopnrent
Atitteele Organizational culture: Creativity sensitivity: Emplovee motivation
inerventions development progriams
workshops Employee transitions
Personal counseling progrims
rocess Vision building Interpersonal skills Technical training
Team building training Manmagement skills
Self-nunagement developmen

workshops

Structure Reengineering Emplovee support Job planning and
Restructuring SCRVICes design
Personnel policies Incentiv e planning
procedures redesign and design
Duetgiroses Organizatonal Lile career plinning Petformance appraisal

Assessmend dingnoss

Mote See fignne S o aomore detafed st ol srteies kor cacl development approadh
Srerces Adapted trom Besgaguist, Phlkps, and Graber 1992 and fram Bland 199=
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Typicathy. development eftorts are initiated 10 an uncoot-
dinated Fashion as a resalt of a crisis, individual agendas. or
funding requirements or opportunitios. For example, most
medical schools recently established courses on the respon-
oible conduct of rescarch because of NI s requirenwent or
hecittse of notoricty from recent cases imvolving fraud in
resedreh, Similurly, colleges hav e offered courses on teach-
ing or curriculum design s oresult of a1 toundation’s call for
wuch proposals. They are all worthy andd important efforts
toward development. but they most likely were not initiated
it result of carefully deciding which eftorts would best
facilitate facubty and institutional vitality or hest cnable indi-
viduals to aecomplish their goals or collectively realize the
Uiy ersity s vision, Taking an integrated approach that iden-
ufies the arcas that simultane )Ll.\l} need to be addressed to
facibitate individual and collective productivity will inerease
mam tmes over the impact of singular, uncoordinuted cf-
forts, (Eaamples of strategices for montoring, institutional fea-
tres and identifving the areas that need attention are fisted
in figure 30

Monitormg the individual features that tacilitate pr wluctiy -
ity 1~ more difficult. How canoan institution attendd 1o the mam
v idual features that v aeross, for example, age. disci-
phne, career stage. and gender and ~ll be matnageabler One
W is o focus on helping faealty examine ther own dircunt:
cuances and needs, Thus, the organization does not offer all
tpes of faculy development” programs but rather assists
faculy m forming ther yearly goals Janed what s needed o
meet those godls, and then sernves s loctor or Jdedaring-
hotse 1o ather resourees o meet the identitied needs. This
strategy works best when the institution and s departments
hay e organizational goals within which individual faculty
members or freulty teams write yearly work plans and when
they reward accomplishment of vearly plans thr ugh public
tecognition, advaneement.and salany incredases CWeeram TU e

Such a strategs provides the link between the indndual
and the organization. Te provides @ mechanism for the indi-
idnal to feel a part of and contribute to the organizaton
while sumultancousty building the raitonale for why the or
canizanion shouid comnut resourees 1o the indin dusl's goals,
Purther veanly plans enstre at faculiv emerge pre wlucie
m therr semor vears, thereby preventimg st kness dand nin:
Loy moneniunt and compettiveness Finallv, this strateay

e e
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FIGURE 5

A Sample of Activities for Each Developmental Approach

Organizational Development
Clarity institutional and collegiate and departmental) mission and vision,
Assure (not simply allow) participation in governance,
Develop and encourage institutional leadership by faculty.
Proactively arrange opportunities for development for faculty. c.g.. fellow-
ships. subbaticals, loans to corporations, faculty exchanges.
Provide opportunitics for faculy to senve as mentors.
Moderate cultural contlicts in institution.
Develop and naintain common academic values.
Revise personnel policies and procedures, addressing the problems of
viriable benefits and appointments.
Review the adequacy and equity of salaries.
Initiate opportunities tor post-tenwre review and link them 1o faculty de-
velopment.

Personal Development
Offer waining in interpersonal skills.
Offer financial planning workshops and consultation,
Offer cross-cultural training.
Provide required courses on recognizing and avoiding sexual harissment.
Help fuculty tdentify need for and sources of personal counscling.
Create in-house child-care services., :
Offer career counseling.
Offer lite- and career-planning workshops.
Provide a career-altiernatives program that encourages the exploration of
nontraditional functions.,
Ofter fitness and wellness programs.,
Provide opportunities for part-time cmiplavment.
Provide options for carly retirement.

works best when the organizational representative (e, de-
partment head or faculty developer) who works with freulty
in establishing gouls is aware of life stages and helps the in-
dividual also recognize and Gipitalize on these characteris-
tics in their plans,

Idealty. faculty would be asked to write goals in e some-
what measurable form for each year, These goals should be
relied o the college s roader goats and 1o the mission of
the depatment and the division in whicls the taculty mem-
bers teach, as well as to the individual's goals and circun-




Functional Development
e Provide technical training for faculty.
o Provide training in curriculum design.
o Offer in-service courses on the responsible conduct of rescarch.
o Ofter leadership development progrims.
e Offer workshops on presentation skills.
o Offer workshops on instructional skills.
o Provide workshops and consultation on instructional technology.
e Support attendance at national disciplinary meetings.
o Initiate instructional evaluation systems.
e Fund advanced-degree programs for faculty.

Diagnosis/Assessment

Organizational Developrient

o Conduct morle and climate surveys.

o Conduct institutional comparison studics.

o Conduct exit interviews.

e Track number of academic misconduct and senate judicial cases.

e Use employees” evaluations of systems, e.g.. financial. hunun resources,
sathary.

Persantctl Development

o Analvze faculy self-reports for annual goal statements andd var-end
meetings.

e Track number of sexual harassment cases.

o Track reasons for missed work.

Frnctional Developmert

o Use faculty self-reports in annual goal statements and vedr-end mectings.

o Condudt post-tenure reviews,

e Conduct student or peer assessments of teaching,

o Track number of grants patents acquired.

e Conduct annual assessment of administrators,

aanees. And cach vear at least one goal should be aimed
updating one’s abilities, Obsolescencd is inevitable unless
the individual, with the help ol the organization, continu-
oushy and systematically works at staying up o cite in Jus or
her content and technical areas. Before submitting these
goals 1o the department chair or head. cach person should
formally discuss his or her goals with at least two other de-
patmenti] fculty members.,

‘This discussion is reconimended as aresult of stadies on
productive rescarch organizations cAndrews 197 wlich
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found that the most productive ones had @ svstem in which
more than one person contributed to a scientist's work plan
Glthough the scientist had the finad <av. This step also facil-
ittes the use of colleagues” knowledge of one's abilities,
future necds, and wvailable resources in setting goals. 1t also
cnsures that colleagues will know about whit others are
doing: thus. they can serve as immediate reminders of goals
established and as informed colebrants of accomplishments.
Further. it places subtle peer pressure on staving up to date
and productive. Finally. this approach relicves the depart-
ment chair or head of being the only “heavy™ 1o expect rea-
sonable goals and accomplishments or be the only source of
recognition tor accomplishing goals. On the other hand., it
provides the faculty member support for his or her plan in
negotiations with the department chair or head.,

For the sime reasons. faculty members” end-of-vear re-
ports on goals accomplished should be periodically re-
viewed by faculty peers in addition 1o the department chair
or head (Edwards 199 1),

In return for developing vearly career plans that mect
both individual and organizational needs, the faculty mem-
her receives o commitment from tic organizaion for essen-
tial resources or training needed o accomplish the plan and.
when appropriate, help in identifving and obtaining re-
sources or training, I return for accomplishing vearly plans,
the faculty member should receiv e satisfaction. recognition,
and other vidued rewards These plans and the vear-end
review of how well goals have been met, and an agreed-
upon reward stracture provide the framework for an auto-
matic but individualized system of faculty dey elopment,
motivation, and eviduation.

Features of Individual, Institutional, and Leadership
Vitality Likely to Need Attention

By continuathy monitoring individual’s and leaders™ vitaliny
andd by requiring cach faculty member to include adevelop-
ment goal in his or her vearly plan, the institution s slerted
toarcas it should address proactively o facilitate faculty and
institutional success: In the past. colleges and universitios
have tound that a significant namber of faculty member,
want to enhance their abilities 1 afew consistent areas cacl
veur-—perhaps computer skills, curriculm design, teaching




strategies such as problem-based learning. collaborative
learning, and computer-assisted instruction. or writing.

Many institutions are redefining their missions and goals,
losing the cohesion of their culture. struggling with decreds-
ing resources (people. equipment. and dollars), facing de-
clining physical facilities and decreased morale among fac-
alty, and so on. Thus. therce is likely also to be a common
subset of institutional features that need attention, Speci-
fically. with regard to the sustained vitality of senior faculty.
we stspect many institutions will find they particularly need
{0 attend to institutional purpose. positive institutional ¢li-
mate. morale. maintenance of hasic academic values, partici-
pative governance. the abilities of leaders. and the mainte-
nance of competence.

By way of illustration, the following paragraphs bricfly
discuss the conditions conmmon to many institutions regard-
ing senior faculty members’ morale and institutional climate.

Faculty morale

Among the idealistic young faculty of the 1960s—men and
women like Stephen Abbot—it was widely assumed that
abundant financial support would be present indetinitely
and that American colleges and universities would continue
1o embrace innovation and continuous improvement. Only
i the late 1970s and carly 19805 were these assumptions
fully challenged. Impatient young faculty during the 1970s
would complain about minor drops in funding for their divi-
sions or about a reduction in the rate of budgetary growth in
their institutions. They would grow frustrated with the seem-
ingly slow rate of innovation in their depanments.

These minor disappointments and frustrations. however.
would soon seem trivial when compared to the much more
significant ramifications that confronted faculty members in
the 1980s and 1990s. As usual, we do not know that we
have lived through the “good old days” until we are faced
with the new realities of our present time. Like Stephen
Abbot. many faculty members faced disillusionment and
sense of personal disengagement during the 1980s at a time
i their lives when they would expect to be most influential
in their colleges and universities. fronically, as Abbot discos -
eredd, they may have actually been more influential carlier in
their careers,

Now, some senior faculty feel unappreciied by adminis-
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trators of their institutions and have ceased to believe: thar
their institutions are places that can be improved and again
miadde vital. Abbot seems 1o be disce wraged. He finds some -
satistaction in his teaching to particularly bright students but
holds little hope for renewed public support for his institu-
tion or renewed wisdom on the part of his university’s fac-
ulty and administrative leaders. While facuhty like Abbot may
not themselves be burned out and may in fact play ceffective.
generative roles in their institutions, it is often in spite of,
not hecause of, the institution. Thus. we fail 1o honor the
founders of our institutions (in the case of community col-
leges) or those who have led us through the difficult years
of growth and retrenchment (in the case of four-year institu-
tions). When we fail 1o recognize these contributions from
the pust, we also minimize the chances of significant contri-
butions in the near future from senior colleagues,

Itis of course hard for anyone to maintain high morale
and to live and work productively and collaboratively in an
organization that fails to appreciate his or her efforts. It is
particularly hard, however, for the senior members of colleges
and universities. Morcover, mature men and women like
Abbot are less inclined to tolerate these slights. We are more
inclined in our senior years to reject inconsiderate behavior
and hassles. and so we tend to avoid committees, interper-
sonal contlicts, and camipus politics (Bergquist, Greenburg,
and Klaum 1993). Midcareer faculty in the social sciences and
humanities find it increasingly difficult o tolerate “endless
committees and paperwork™ (Tucker 1990, p. 8). And “scnior
professors appear more likely 1o solve problems indepen-
dently than do their junior colleagues™ (Baldwin 1990, p. A,

Institutional climate

Perhaps most important to senior faculty is the eavironment
we create that encourages their own ongoing development
and. in turn, their own internally motivated desire for pro-
ductivity. Stephen Abbot may not need a professional devel-
opment program. What he may need instead is an apprecia-
tive and supportive environment for his own individu.l
pursuit of new ideas (such as postmodernisnn) or new
modes of teaching. Said one community college faculty
member, T ean ke cue of my own renewal, but 1 need 1)
surround myscllf with kindred spirits, and T need administra-
tors and people thar understand what T do and trust that |
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am doing my job, Camaraderie is the single most important
word that sums up what I need” (Tucker 1990, pp. 16-17).
Thus. it is importuant to attend to the culture and climate in
the organization as well as to the pereeived mechanism tor
individual support.

Strategies for Addressing the Vitality of

Individuals, Institutions, and Leaders

This discussion of senior faculty with regard to morale and
the institwtional climate illustrates that the features of the
individual. the institution. and its leaders that predict and
facilitate faculty productivity are not independent. Listing
them separately in figure 1 allows us to display the features
for discussion and more accurately reflects how they are
studied. But they are quite interdependent. The disadvan-
tage of this interdependence is that it one or two features
become weak or negative, it simultancously negatively af-
fects many other features and ultimately faculty productivity.
This domino effect was seen most recently on campuses
where governing boards tried to weaken tenure codes. de-
Crease security in a position, and streamline procedures for
removing facuhy. Faculty understand this approach as disee-
gard for the culture and values of the academic profession,
especially academic freedom. peer review, and participative
governance. This perecived decline in the appreciation of
the academic culture results in the simultancous effect of
significantly lowered faculty morale, institutional climate.
participative governance, and so on. Thus, it appears that o
productive institution redies on the presence of multiple
features that singularly are quite fragile. But when most of
them are strong and positive, they provide the founcation
for a highly productive. robust institution.

The advantage of the features” high degree of intercon-
nectedness is that the stritegics that improve one teature
positively affect others. Having an institutional office to
address weak features that affect vitality can be an effective
wiay to implement strategies that simultancously and posi-
tively affect multiple features. Such an office also provides
evidence of the institution’s commitment to and support of
the continucus improvement required to avoid obsolescence
and renain productive. 1Cis also efficient for addressing
common faculty or leadership development needs and insti-
tutional development. In fact. a review of strategies affecting

A produc-
tive institu-
tion relies
on multiple
Sfeatures
that singu-
larly are
quite frag-
ile. But
when most
of them are
strong and
positive,
they pro-
vide the
Joundation
Jor a bighly
productive
institution.
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faculty and institutional vitality found that insiitutional strate-
gies to promote productivity are becoming more frequently
used than are individual or departmental approaches (Bland
and Schmitz. 1990). For example, the most recently used
strategy was “alternative personnel policies,” such as “midca-
reer change (cither to another career or to new duties), early

retirement and buyout options . . . | flexible benefits ...
carly recruitment of faculty from graduate school . . . | flexi-
ble staffing patterns . . . | time-shared positions . . . . and

combinations™ of them (pp. 32, 56).

Institutional offices could, however. appear disconnected
from. or irrelevant to, some faculty members. To avoid this
perception, strategies such as lidisons to each department or
college or an advisory committee of influential faculty mem-
bers are recommended. Or the institutional office could senve
as a coordinating umbrella over multiple local programs to
take advantage of existing programs and use their collective
strength to address faculty or institutional neceds (Witson and
Grossman 199-4).

Despite the fact that the needs of individuals, institutions,
and leaders of cach organization will be somewhat peculiar
to that organization, there will also likely be common needs
across institutions. Some general development strategics will
be usctul in addressing these common needs: they are de-
scribed in the next subsections, specifically institutional poli-
cies on and opportunitices for or approaches to institutional
leadership by faculty, mentoring colleagues, early retirement,
career alternatives, linking faculty evaluation and develop-
ment. proactive arrangement of opportunitics for develop-
ment, faculty renewal in content and technical skills, and
development for administrators.®

Institutional leadership by senior facultly
Institutional vitality in the next century clearly remains in the
hands of those men and women who at a much vounger

“These subsections provide general desanptions of the stuategies. For descnp-
tons of actaal Taculty and institutionat des clopment progrims, readers should
wirn to such sourees as Bowee 1992 Finkelstem and LiCelle-Peterson 1993,
Schuster and Whevler 1990, scagren, Creswell, and Wheeler 1993, and the
annual 7o fanprare the Acddemy Resotrcos for Facedey, fstreectionel. and
Orgeenezatticonedd Decelopment publshed by the Protessional and Organ
zatonal Devetopment Neisorkoan Pligher Fdacation An FRIC search on aieas
necdmg attention wall quuckhy adentity dozens of Tighiv selevant anicdes, e
uding the most recent ooy ations 1 laculty deselopmen Other databases,
particularly Medbine and Pave i Abatracts, sall abso pros e information
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age forged the distinctive character of contemporary Ameri-
can higher education. Those men and women who joined
four-vear colleges and universitics during the late 19005 and
carly 1970s as young und idealistic faculty members over-
whelmed the established professoriat in both numbers and
enthusiasm. They had not only new ideas. but also access 1o
much more substantial financial resources, student enroll-
ments. and public support than ever hefore in Americun
higher education.

For those faculty members who entered two-year commu-
nity colleges in the late 1960< and carly 1970s, an even
greater opportunity often presented itself o immediately
provide institutional leadership. for in many instances they
were among the founders of the college or at least were
warmly welcomed by other relatively voung faculty who
were founding members. Those young idealists looked for-
ward to gaining assistance from other ye wthful colleagues
who shared similar populist dreams of providing high-
quality educition to those who had previously been under-
woerved in their communities. Today. senior faculty once
again have been given the opportunity to exen significant
leadership in their institutions, They must once again play a
critical role in transforming American higher cducation for
the next generation of students and the next millenniunm:

The senior factdty now in place constifutes the lerrgest
facudty cobort ini the bistory of American higher educa-
tion. This group of professas provided leadershipy in
shaping the bastc characler of American colleges ctined
wniversitios in the second half of the fentieth centinny
coned will also pleny a pivotal role ni selecting the fere iy
who will lead s into the new ¢ty If American
higher education is to he froardamentally cltered over
the next seeeral vears, the present cobort of seitionr fue -
vty el be inpmensely influential in shaping the Jutire
(Rice and Finhelstetmn 1993 po 70

W hether for good or il the fac i who are now in or
entering their senior vears pre foundly changed American
colleges and universities dusing the fate 19008 und carly
[0=0n, Stratepies shoahd be implemented o ensure they plan
1 eritical Teadership role again and serve s mentors fo these
who are vounger of less experiencedan the compleatios o
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nstitwtional governance. curriculum planning. and campus
politics.

Mentoring colleagues

The senior vears are apparently a perfect time to ence urage
the mentoring of younger colleagues. given the orientation
of many faculty during these vears toward generativiry.
While senior faculty may be 4 little tired of directing their
generativity toward the teaching of undergraduate or gradu-
ate students, as they typically have been doing for many
vears, the prospect of helping a voung faculty member (or
an older faculty member who has just entered the academy
after & career owtside higher education) is likely to be new
and exciting.

Notonly are many senior faculty oriented toward the
mentoring of colleagues, but they also are invaluable to the
process beaause no one else in the institution knows it quite
like they do. Given the large turnover in faculty expected
with the retirement of many senior faculty and the necessary
recruitment of many new faculty into institutions that nmay
actually be growing again. the role of mentor is crucial:
“Preparation for this eventual turnover in the faculty ranks
must include consideration of how today’s senior faculty can
provide the models, the supporting policies. and the appro-
priate reward structures to sociilize tomorrow's new faculty
into the teaching role™—as well as other roles in the institu-
tion (Finkelstein and LaCelle-Peterson 1993, P DA faculy
member like Stephen Abbot has learned much over his
many vears of service that can be conseved to vounger fac-
ulty. We have learned from Axelrod's portravial of Abbst
over 30 years: couldn’t his vounger ¢ etgues also learn
trom him?

Mentoring can take many different forms. It can literally
mean teaching other faculty how to perform specific func-
tion. or it can mean coaching or counseling less experienced
Frculty in their work an the institution s teachers, committee
members, researchers, scholirs, and so on. Mentoring can
Ao involve serving as role models Typically. senior faculty
themselves never received much orientation w hen they firs
entered the academy. usually as new v nunted PD s or
professionals with lide academic CNpericn e

Today s senror faeulty were hired i a period when social-
tzation to the teaching role ok back <eat to other. seen-




ingly more immediate concerns, such as building enough
classrooms 1o house burgeoning enrollments and publishing
MANUSCHpEs o s not to perish. Socialization was also
deemed unimportant because of a pervasive assumption
during this heyday of American higher education (the late
1960s and carly 1970s) that new faculty members should
continue in the tradition of their own graduate mentors.
They needed no orientation by faculty at their new institu-
tions hecuse they were hired in large part to emulate the
style and priorities of faculty wt the prestigious institutions
from which they graduated. Today. we are all too painfully
aware that this traditional, collegial model is often inappro-
priate and that new faculty must often break away from
what they observed or were taught in the rescarch universi-
ties from which they graduated. They must instead learn
about teaching, conducting rescarch and scholarship. and
performing institutional functions in a college or university
with a quite different tradition. purposc. and culre. They
need mentors who know the institution and can guide them
1o an appropriate style and st of priorities.

Senior Faculty mentors can Al an important role by run-
ning interference. tormulating supportive policies, providing
encouragement, or serving as the friendly critic for new fac-
ulty members. 1t is essential that senior Fculty help to estab-
lish and maintain an environment that is conducive to the
professional growth of new faculty. More than anything else.
suceessiul mentors create conditions for taking risks and
learning in the organizations that they lead. Suceessful men-
(oring cun also fundamentally alter the culture and priorities
of the institution: “Engaging scnior faculty. who control the
[reward] structure, in reflection on how excellent weaching is
best supported can fundamentally alter institutional prioritics
toward 4 more appropriate balance between teaching and
rescarch—toward a better weaching environment” {Finkel-
ein and LaCelle-Peterson 1993, p. 2). A similir case could
no doubt be made for @ mentoring program that cmphasizes
reseitreh or scholaeship, or service o the institution or local
community. Senjor faculty have played a major role in forg.
ing and sustaining the culture of their institutions. They also
can play @ major role in altering this enhre.

Early retivement
“The issue of carly retirement s rather confusing, On the one
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hand, there seems to be an abundance of senior taculty
members at the present time who are receiving high saluries
and by at least some accounts are less productive or compe-
tent than they once were (or at least less productive and
competent than their younger colleagues). If this is the cise,
one cannot help but come to the conclusion that senior fac-
ulty members should be ene uraged to retire carly. thereby
making room for more new faculty members, who will enter
at lower salaries and make 2 greater contribution to the insti-
wition. Many respected obsenvers of contemporary higher
cducation have reached just such 2 conelusion. For instunce,
having reviewed much of the literature on faculty supply and
denandd in higher education. group of scholars on facuhy
issues brought together by the Western Interstate Commis-
sion for Higher Education concluded that “institutional poli-
cies should provide opportunities for carly retirement and for
cireer-change training programs™ (Gill et al. 1992, P

Comversely. much could be lost it many senjor faculty
members opt for carly retirement, “Many senior faculty have
the capacity o nuake continuing contributions” to their insi-
tutions, and “those who can enthusiastically deliver quality
instruction and use their depth of experience 1 henefit stu-
dents should be permitted 1o do so ™ (Lorenzo and Banach
1992 p. 12 Untortunately, some of the very best faculy
may be those most attracted 1o carly retirement, precisely
because they are tikely 1o perceive themselves s having
more options than those faculty members who are stgnant
and feartul of starting @ new career. Further, the push for
carly retirement may signal a lack of respect for those senjor
faculty who have made and continue 1o make significant
contributions to the college or university,

Finally, senior faculty can pluyvan imaluable senvice in
orienting the new faculty to their profession and the institu-
tion. It many senior faculty take carly retirement. then w ho
will be available to ensure that the mission, values, and e
ditions of the academy will be sustained? Without a gradud
transition from the okd o the young faculty, some valuable
lessons from the past will be Jost, and the w hecl is likely to
be trequenty and paintully reiny ented by voung faculy
starting from scrateh,

Fhusccarly retrement s olyes 1 maior dilemnir, Al
though new Brculiy: must be brought 1 to keep costs down
anc to respond 1o students” Changing necds and rapickhy




shitting bases of knowledge, carly retirement may lead to
the oss of a college's or university's hest senior faculty and
1o the retention of those senior faculty who should move on
for the sake of their own stegnated lives as well as for the
well-being of ihe institution.

Moreover, early retiresnent sends it message of disrespect
that can adversely affect the morale and productivity of all
senior faculty members, regardless of their sense of genera-
tivity. As one senior faculty member we know recently ob-
served. “Ttis hard living with the fact that the most vajuable
contribution 1 can make 1o this institution at this point in my
career is o retire and open a position for someone who is
younger and more enthusiastic.” This is indeed a sad state of
affoirs if. after o lifetime of service to his cotlege. the only
contribution he can make is o leave.

Career alternatives

Early retirement is at besta stopgap. It ereates “flexibility
only slightly sooner than would have occurred anyway dur-
ing the critical period of the yews 1983 1o 20007 (Renner
1980, p. 31.2). The goal should be not to get ridd of a lirge
number of senior Ereulty, but “to more evenly distribute
faculty ages and to allow the expansion fin student cenroll-
ments] predicted to beginin the vear 2000 to more fully
SUPPORL its true costs™ (p. 312). The replacement of many
senior faculty withe junior faculty would be moreover “fulse
cconony”™: "It would begin again another eyele that would
be difficult to support later™ (p. 312), that s, another orisis in
the faculty cohort when all of these young faculty hired m
the vear 2000 are ready to retire in 2035,

Suggesting that carly retirement will not solve the prob-
let. and that other options must be considered © address
the challenges associted with avery farge fuculty cohortis
quite prophetic. In many instances. senjor faculty can be re-
placed with part-time or adjunct faculty. thereby achieving
mpeal” cconomy. But for this proposal to work. colleges and
unis ersitios must encourage faculty to consider shitting their
careers in midlite. Though Renner does not prinurily con-
cern himselt with deseribing what such @ program miglt
look like, he does address several of the njor coneerns
with this strategy

First, evidence from a rescarch progect Dalhousic
University in Canada indicates that about € pereent of its
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faculty would be interested in an alternative cireer. Further,
those who expressed interest are more likely to feel trapped
in their profession than those who did not. thus suggesting

that such o program is most likely to attract faculy who are
most burned out.

Morcover. the professional productivity of these two
groups is about the same. although those who want 10 con-
sider analternative wre more interested in tedaching than re-
search and has e feweer publications and research Lrunts o
thedr credit than those who are not interested in this option,
Thus,an alternative carcer will not necessirihe take aw av the
bestand the brightest of the faculi -

Ihere is wo reason to beliore that a Career Alternatives
progran wounld sclectively cost a university its hest pea-
Ple. Qi the contrary, those who expwessed con interest in
o Career Alternatice represented a cross-soction of the
Sacudty on professional aned demagraphic vevicabiles,
They differed from those wha were not interested in o
Career Alternative only os their current lovel of per-
sonal dissatisfaction wuh their work.  There dappears
(0 he d group of facrdty whe wonldd ik to step aside. if
thett were made financially feasible, this making room
Jor new young faculty (Renner 1991, p. 122y

Yet this same argument could be made for the value of an
carly retirement plan. as such a program would abo allow
Ereulty to move on o a second career or pursue a more
gratifving avocational interest. Morcover, it similar results
were obtained in other colleges and universitios that are less
oriented toward research, one wonders whether it is o good
idei to lose those faculty who are most interested in teach-
ing and retain those who are most interested in research. An
orientation toward teaching may be pasticularly IpoOrtant s
contemporary colleges and universitios face tighter budgeis
and g graater demand for accountability from the public
with regard 1o qualey of cducation,

W hat specitically can be done to encourage senior faculty
in their exploration of alternative careers?

Therc are some xenior e wdty] for whonr the whaolg
direction of Career necds 1o be rethought This is ex-




coedingly difficudt for fucudty and other professionals.
Institutions dand cotleges couldd be maore active in sup-
porting individuals seeking ot new directions of work.
Leares of absence to test ol yew jobs and sufpont for
retraining are two of the institutional means available.
Disciplinary groups could be more supportive theot they
often are of members who change careers. But it is. of
cowse, individuals who need the conrage 1o cmbark on
sich changes. Perbaps. if there were more informetion
acailable that wordld cncourage people to seek such
possibilities and see them as promising of success. they
would be more frequently undertaken (Corcoran and
Clark 1985, p. 750,

I most instances, neither carly retirement progrims nor
alternative careers should be considered until fuculty menm-
ber has avdiled himselt or herself of some form of life or
career counscling. Conversely, a life- or cueer-counseling
progrim should be planncd in conjunction with institutional
initiatives that identify potential options for @ aareer. hoth
inside and outside the academy. for those faculy members
who are “loosencd up™ by the planning process.

Linking faculty evaluation and development
Academic evaluation systems need to be part ot a profes-
ional development program and she wuld be sutticiently flexi-
ble 1o accommodate changing patterns and Jevels of faculty
productivity, Posttenure reviews should he structured as part
of a facuity professional development pre yaram™ (Gl et al,
1992, p. 7). Inother words, we should not evaluate what we
cannot develop (Bergquist 1981 Bergquist and Phillips
19730, 19770, This is particularly the case for senior faculty,
who usuadly already have tenure and have achieved the
highest academic position in their institutions. Not only do
senior faculty not appreciate the papers ork and administra-
tive hassles of post-tenure review . they also e inclined o
interprei this review s a4 sign that their contributions aure not
appreciated or that their e mtinuing ability o serve their
institution is being questioned.

yel if eviluation is coupled with wprofessional develop-
Ment Progiim or, even more specilically. a professional plan.
then it holds the potential that senior faculy will receive itin
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@ positive manner. “Institutions have much invested in their
tenured taculty. For some institations, post-tenure evaluation
ticd to facully development iy be but one way o protect
and renew aerticdl hunan resource—the resouree that di-
rectly helps shape institutiona] flexibility and quality. And
therein lies the opportunity™ (Licat 1980, P. 09

Colleges and universities may find 4 few senjor faculty
members who are simply pertforming below par or who find
themselves in especially unproductive situations for Virious
reasons. Departmental. collegiate. and institutiona] leaders
should help improve, reassign. retrain, or outplace faculty
members or administrators who are no longer productive or
who cun no longer thrive in their current situations.

Proactive arrangement of opportunities

Jor development

This monograph has consistently referred o uthors w ho
have found it is essentiad that taculty not hbecome stuck or
disillusioned. This situation can threaten vitality anyvtime, but
itis particularly @ problem for senior faculty who do not
have the automatic mechanisms for support and feedback
found in pretenure vears or the options they used 1o have.
Thus. institutions should identify. devetop. and support nu-
merous opportunities for faculty o enrich their work, such
as sabbaticals, wam teaching, fellowships, part-time adminis-
tration. employee “loan programs™ with other organizations,
Frculty exchange programs with other institutions. and <o
on. And administrators should proactively encourage taculty
to participate in these opportunities,

Faculty renewal in content and technical skills

The task of staying up to date in one's ficld is becoming
increasingly ditficult. The growth rte of knowledge is phe-
nomenal: Each year the Institute of Scientitic Information
processes 7000 different journals with 2,500 issues. -+, 2001
articles, and 3,800 references., and each vedr 80,000 sources
publish over 2 million papers (Hubin 19901, Scicatific
technical inforninion is doubling ¢ ey five to seven years
CNaishett 1982 And the acquisition of new knowledge is
made more comples hecatise nutny new findings are made
A the intersection of disciplines, requiring one 1o be both .
specialist and a generalist,




New technology is exhibiting paraltel growth, and profes-
sjonals are faced with an enormous explosion in kne wiledge

and techinology. “Untortunatedy. ohsolescence is almost in-

evitable unless positive efforts are natde to counteract it ..
Overcoming or staving off Ohsoleseenee is NOL an casy nut-
ter. Tt requires sonw fundamentatl changes in habits, strong
personal motivation, and supportive conditions in the work-
place” (Dubin 1990, pp. Lo=1 1), Because of the enormity of
the problem of staying up 1o date. the shift in responsibility
for decpening onescll technicath and cognitively has gone
from being an individual’s pre blem to also becoming the
organization’s problem. Exemplary companies in the United
States such as the Maeolm Baldrige winners and innovative
companics such as the Saturn Corporation. for example,
hav ¢ hegun to reguire employees 1o spend significant we wh
time on continuing edudtion. and to provide spedialized
training and other activities and resources, such as confer-

ences and ciasy aveess 1o computcerized lirerare Iutses.

At the same time, special conditions and characteristios of
higher education exacerhate the problem of ohsolescence.
Unforunately. these conditions e well known to academi-
cians: Public financial support has drastically declined for
piany insitutions., mstitutions have cut faculty and support
Saft and asked the remaining demoralized faculty to carry
heavier foads, opportunities for advincement by moving to
Aew institutions are greatly reduced. Taculy are teaching
with obsolete cquipment. fower cibbaticals wre available.
money s not availible for conferences. and the publicis
asking tacults 1o spend more time reaching while at the
wame time looking to their researeh to fuel the engine of the
ceonomy. I response to these conditions. colleges and
universitios e redesigning themselves and expeating faculy
o make these new designs readity.

specifically with regard to senior faculty . traditional char
Jeteristies of higher education also contribute 1o the problem
of obsolescence. Typicatly. new (aeulty autonuticadly find
themselves in atenure-track system that expects and re
wards them for performing at the 1op of their icld. Mid-
carcer Leulty tofien full professorstoon the other hand.
seldom han e o systematic rew ard structure to motis ate them
(O sty up to date G leges and universities nevd o provide

spudific medhanesms and prograns that both support and
cnsure continual updating i content and technical knowl
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To achieve
Jaculty de-
velopment
and institu-
tional pro-
ductivity,
we should
perbaps
Jocus on the
development
of adminis-
trators.

edge. The institution can no longer expect the faculty mem-
ber 1o address this area alone.

Development for administrators

Without question, administrators are one of the most impor-
tant kevs o individual and institutional vitality. They control
or influence nearly all the individual and mstitutional fea-
tures that affect productivity. But the people who take on
this crucial role and who themselves are frequently senior
taculty seldom have formal training in monitoring or facilitat-
ing individual or institutional productivity.,

in addition, administrators., especially department chairs
and heads. are being asked o ke on more and more new,
diverse, and critical responsibilities under conditions of de-
clining public support and increasing public scruliny—28
roles for a department head trescarcher, mentor. planner., for
example) according to one count Tucker 198-6) and 9~ ue-
tivities for a department chair according to another (Creswell
et al. 199, But formal training is seldom available for these
roles or activities.

Notsurprisingly. many writers suggest that to achieve fuc-
ulty development and institutional productivin . we should
perhaps focus on the dey clopment of administrators., that i,
on department heads, deans, directors, provosts, and so on
EMiller 1990 Effective and extensiy e administrative deyelop-
ment programs increase the competeney of campus leaders
in their work, enable leaders to knowledgeably monitor and
Lacilitate faculty and institutional productivity, and allow
them 1o practice whua they preach Iy engaging in their own
development w hile cncouraging the development of their
Lrculy colleagues.

Conclusions

This monograph has identified the immense changes in
higher cducation our Liculty are expected 1o dccomplish in
the next decades, the exploding knowledge andd technology
buse that constantly thecatens 1o make them out of date, the
Lictthat the majority of our Laculty will be in therr Sts o
carly 6os and the speaal benefits and challenges that sina-
ton presents, the indnidual, mstitutional. and leadership
factors found to affeat vitding, and wass to ensuie a contng
allv compatent and productive Liculty and orgamzanion,
While we hope to e bre mght this information together in
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a useful form and added some new insights—especiatly on
adult and career development—much of ths information is
NOL NCeW.

There is no shortage of ideis about the characteristics of
the aging faculty or strategies for helping faculty and higher
cducation organizations remain vital Gsee.cg.. Buldwin,
Brakeman, and Edgerton 1981 Bland and Schmitz 1990;
Horner, Murray, and Rushton 1989: Schuster and Wheeler
1000: Wultf and Nyquist 1993). and the individual and insti-
ttional factors associated with faculty productivity have
heen described before, 1tis puzzling, then. why so few ainsti-
wtions actually invest significantly. cither intetlectualiv or
financially. in these efforts © make faculyy more motivated
and the setting more conducive o productivity. Although
about 1 percent of the academic budget should be spent on
facubiy development (Bevan 19531 and exemplary corpori-
tions cktim 1o spend much more, few higher cducation insti-
tions iy est heavily in or ke an informed. purposctul
systems approdacdi o maintaining the procluctivity of their
faculty members.

We beliey ¢ one reason is the previous lack of wclear
profile of the featares thit affect senior ety membersy
productivity and vitahity. without this information. leaders
hat e not known where to invest resources and thus perhaps
been reticent to do so. 1t is hoped this monograph will over-
come this barricr. We must take steps to fully engage and
cnsure the competence and vitality of all our fuculty mem-
bers. the majority of whom are now “senior.” We must mont-
tor the individual. institutional, and leadership factors that
facilitate vitadity, We must address weaknesses in these fae-
tors through a comprehensive appre vich and encourage
administrators 1o use such @ comprehensive approach to
address freuity and institutional development. which would
include training on such things as teatuares of productive
faculy members and etfective ademic organizations In
Addition. we must continually evaluate cach partof the com-
prehensive approadh. Thi~ information would serve as the
asis for constantly improving and tailoring the appre nich to
ones metitution. 1Cwould also document tor adl <takeholders
the benefits of investing in the development ol faculty and
administratons.

Let us teturn to the questions posed at the begimmng of
this monograph Is the tact that 30 percent of our full-tme
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faculy will soon be over 33 cause for alarm? Or are we for
tunate to be undertaking major changes in higher education
just when we have our most experienced Freulty members
on bourd? Just because there is snow on the roof. should w ¢
assume that the fire in the furnace has gone out? Our review:
of the literature suggests that senior faculty members are
perhiaps most interesting and capable people at this point in
their lives. The fire still burns brightly wnd with considerable
warmth. Senior faculty still question and probe bue with new
purpose and commitment. These men and women have
much to contribute 1o our « wicty and. in particular, 1o our
colleges and universities. Whether they are stll vital, or can
once again be vitak largely depends on the organization.
Our collegiute institutions and wrving” faculty like Stephen
Abbot who have effectively served these institutions for
My years certainly deserve this attention. More pragmati-
cally they require this attention it colleges and universitios
dare o be successtully redesigned to meet the challenges and
needs of the 20 century.,




APPENDIX: Critical Reflections on the
studies Cited in This Monograph

This monograph has been prepared specitically for those leaders of
collegiate institutions who must address the issue of vitahty among
wemtor faculy in the decisions they make and the ways they relae
1o these scasoned members of their faculy. We have therefore
Chosen N0 10 engage NN of the Controversies s winied with
he researeh we have dited. Nevertheless, we would b irresponsi-
ble it we ignored these controyersies and failed to bring them o
the attention of those readers who want 1o esplore the issues
more deeply.

specitically, the focus is on methodotogical problems that un-
derlic some of the studies we have cited. Many of the studies cited
offer generalizations about senior faculiy that are based on data
collected from it speaific group of faealty members, but many of
the other studies iare based on comparisons draw n hetween faculy
members tor, more generally. adults) of diftering ages. Several
problems are associated with hoth types of studies: the use of
Cross-sechional methodalogios and retrospedtive repe swting. and the
fadure o identihy individual differences.

Cross-sectional studies, Ideally, we should be condudting Tongi-
wadinal studics of faculty members, with these faculny members
coerving s their own “controls” when studving changes over time
We should he drawing comparisons between speatic taculty mem
bers when they are voung and when they are old, Instead, we wnd
1 use ross-sectionad methods, comparing one group of voung
facuby members with o second group of older faculty members.
When 4 cross-sectional approach is used. we can never be confi-
dent that the differences we observe are i function of age or of
wome other confounding varable, such as difterences m the histori-
cal events that have affected these two cohorts.

Do we know. for example. whether facultyin their S0s or 66s
differ from those in their 208 with regard to therr attitudes about
higher education s @ result of ditterent ages or the different status
of America’s colfeges and universities in the 1900s and 19907 Maore
precisehy . we may be observing @ critical interaction between age
and experience. A 28-vear-okd faculy member may experiencee the
problems, challenges., and opportunities in contemporiry colleges
and uniersities quite differently trom his or her 38-vear-old col:
feagues. They may share the same experienee but have different
perceptions and interpretations of this experience. “Regardiess of
ape. faculty who are Inred are wund the same period of e are
likety to hold similar vieses ol their own academie setng, simph
becatse they have been through some of the same expenences
togethes™ () kells 1991 p 163

The Charactes of a speatic mshtution might abso change ove
time, leading to differences m faculiy members atitudes, regardbess
ol ape A Laeuliy member who apphicd tor tenuie w hen a college
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was stll oriented toward teaching wilk hay e much more in common
with another frculty member from that same ert than a faculty
member (of any age) who applicd for tenure at 2 Later date, when
the college became oriented more toward rescarch, Different orga-
nizational or socictal expectations and pressures can dramaticadly
shape the churacter of a faculty member's career and sense of self-
worth and competence (shecehy 1995),

The influence of specific events and historical periods in the
lives of faculty members can be even more influential if they help
to create self-tfulfilling prophecies. If a faculty member—Ilers call
her “Susan™—was expected to publish or purish s itn assistamt
professor. then she is likely to define productivity and self-wonth as
an academiciin in terms of publishing rates and quality, even after
she receives her promotions and wenure, We sty that Susan is suc-
cesstub in her rescarch-oriented university because her own criteria
of success are compatible with those of her colleagues and the
university as a whote, But Susan's eriteria for suceess may have
been forged primarily by her carly experiences at the university,
niking the formation of these eriteria a self-fulfilling prophecy .

The impact of the institution and its prioritics on Susan uare
rareh discussed. Her sesearch orientation is assumed to be pant of
her “personality™ or ~attitude” rather than a product of her environ-
ment. Thus, when Susan and colleagues of her era later o mfront a
quite different environment ar the university. which has a new
emphasis on teaching and service, their reactions are likely to be
mterpreted as internal and related to age. Susan exprosses her
anger about the foss of support for rescarch at the university and
refers o the good old days when she had release time and travel
money tor conferences. Her vounger colleagues and the adminis-
trators at her university write off her complaints as a sign of her
midhite crisis. when in fact her discontent has more 1o do with the
shilt in prioritics at her university.

The key to understanding what has happened with Susan and
her senior colleagues lies i e mducting longitudinal rather than
cross-sectional studies. Unfortunately. tongitudinal studies of faculty
members have rarely been performed. and this dearth of such
studies casts doubt on conclusions reached about shifts in faculy
4 function of age. Because the datain most studies of the rela-
tionstup between faculty careers and A8iNg dre cross-sectionad
rather than longitadinal, “there is lide o no cmprical evidencee
that changes in values and performance are dge-related and recur
doross generations of professors” (Lawrence 1984, p. 57, Similarly,
With . erossasectional study., it is important o recognize tat par-
facular historical events may account tor some of the ditferences
found - An approaching wenure deasion hus different stresstal
comseguences today than it did 20 VOars ago tor a voung assistant
professor (Baddw i and Blackburn 1981, p 6020, Moreover., for
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Crossescctional studies, “the cohort eftect pr shably has an important
mpact on the findings. 1n other words. the faculty career pattiern of
comeone who is 00 vears old oday may not nec essarihy be consis-
tent wath the experienee of u aneyear-oldd faculty member 200y ears
from now " (D) RKelly 1o91 p o4}

Retrospective reporting. While many of the studies of change 0
abtlities and attitudes among older adults—and specifically senior
faculty—are hased on cre ys-sectional comparisons, others are
Pased on retraspective assessments by the prople being studied.
The person being nterviewed or surveyed reflects on his or her ife
experivnees and identifies changes that have occurred over time m
therr abilities and atitudes. Although the cone lusions reached by
these studies are of great value with regard 1o understanding how
wenor faculty pereeive and interpret changes m their lives, these
conctusions do not necessarily el us mudh about the actual
changes Gt anyi that oceurred.

Based on results from one of the few longitudina studies donu
of adults over a hfe span Ovaillant 19771 our experiences at any
specific moment in our life often look quite different at the mo-
ment they oceurred from what they do 10 or 20 vears later when
we dre dsked to retleet on them. We tend to impose order and
coherence on events and Tite chaltenges many years fater The
cvent or challenge was often experienced as much more clhaotic
and overwhelming when it actually oceurred

Thus. we must be cautious in aceepting the conclusions of any
retrospective study. The seening order and predictability of crises
and wansinons in one's fite may sy more about how we recall and
Lk about our hife experiences than abowt how we actadhy expen-
ence them firsthand, With speatic regard 1o the studies of faculy
vitalin, we should be careful about unerticadly aceepting results
from studies based prmarily on the exannnaton of difterences as
percened by the taculty themseles between who they are now
nd who they think they swere deertam number of years ago.

Failure to consider individual differences. 1is ahways very
tempting o draw general conclusions about wenior faeulty based
on the results of several impressive national cuchies, especially ot
these studies Jre Large, quantitative, and condudted by a maor
matonal assocaton or research institute We st he veny cautious,
howevetr gnen the simifcant ditferences that could e found
among Lreulty as 4 funcion of gender. race, cthicity . type of insu-
tnon. disciphne, fevel of success and satisfaction with one’™s careet,
cocoeconomic leveland soone The results of one study cBras
hamp et g4l 1082 p 20 would suggest that we must he partie ularly
carctul 1 nuking generdizauons about senot faculiy . for wdinvad
wal differences among these men and women nuy e particularhy
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pronounced. At this point in their careers, senior faculty have the
greatest opportunity to branch out and to make a distinctive con-
tribution to their disciplines, institutions. students. or avocations.
They can finally begin to listen to those ™ oices from other rooms”
that they ignored while establishing their careers, families, wnd
personal identities,

What do we know about individual differences RUBONY Senior
Freulty? The existing literature offers prinutrily: cautionary notes
rather than enlightening daa, For INstnce:

the literature teneds to mcke essumptions about foculty
carcens fthat] are linked closely to age. Because the repuonrts
provided by the National Conter ford Education Siatistics do
not break dow the date to indicate the relationship lamong/
age. gender. ethuicity. length of time as a faculty member,
and acedemic rank. assumptions ahout facilty carcer pat-
ferns may not be accurate. .. i oret Teuttng the stieios of
Jaculty careers. it is important to sefrdvente age-releteed issues
Srom carcer-decclopment issues [that] mety not be related o
dageth Kellv 1991, p.-n

Smilarly, senior faculty probably differ withy regard to nat only
career stages. but also discipline. instintional twpe. gender, and
cthiicity (Baldwin 19901,

Both Kelly and Baldwin go one step farther with regard 10 the
influence of gender by citing rescarch regarding the greater com-
plexity of carcers for women than men and many women's greater
need for Hexibility in balancing work and family. Baldwin does not
specudate. however, about how these differences might specifically
play out with regard to faculty careers. Although Kelly cites many
studlies that identify major differences bhetween nale aned female
faculty members. she does not identify any that specifically address
gender differences among senior faculty. She does offer the very
telling point. however, that women often move more slowly up the
academic tadder than men, tike time off from their jobe 1o rarse o
family. or enter the faculty ranks at a later age. Thus, diferences
between male and female faculty in thewr 508 mav be attributed to
differences in career stage rather than gender per s,

One nught similarly wonder about the confounding of such
varables as race, ethnicity, disapline, and institutional hpe with
ages career stage. and gender To what extent are certain racial and
cthnic minority faculty similar 1o female faculty inc that they are
likely to move more slow Iy up the rnks or enter the academic
tanks later in Tde? Are faculty in certun dise iplines te.g. history,
philosophy, or sociology more Ihely o feel tapped in their aca
denne professions tan are i ulty v other disciplines or prafes-
Stons fegcengmeening or medicine What about ditterences m e




perceptions of imtitutional leaders among senior faculty in commu-
nity colleges (who are often among the founders of their instise-
tions) compared o those from tour-year universities that were
founded many years ago? We cearly need more research that ox-
plores differences among senior faculty and exanines the mterde-
pendence ot dene yeaphic variables. Quantitative studics w ith el us
<omething about the magnitude of these differences and the scope
ol the interdependencices. Qualitative studices will inform us about
the ways m which these individuat differences influence fac aly
careers and faculty vitadity

We also necd studies of incis dual differences that focus not on
these demographie differences Gnput measures} but rather on
diftferences in outcomes among senior tacalty toutput measures)
Rather than just begmning w ith indn idual differences and tracing
therr impact on facully . swe must hoegm with faeuty who have ar
ived at difterent places in their scademic careers and then trace
the wauses of these differences One of the few studdios that com
pared seniot faculty who differ from one another specificalty wih
regard 1o oteomes iny estigated differerces hetwees faculty who
were designated by then department chas s middic-aged and
disltusioned and facutty who swere Aso muddle-aged but esenmre
plary performers Boice 1993, pp. 31, 300 The rich insights tis
qudy otlers regarding the causes of faculny burnout and the poten-
al strategies to avoid or ameliorate this condition spuak to the
wadue of dus approwch and o the need Tor more studies ol difterent
groups of senior facuin,

Given tut researchers in American igher cducation have just
Degiin o stady faculty at ditferent ages. we cannat fault them tor
failg to condudt suddios of mdisidual differences among various
groups of laculty w ith reaard to dhanges in absilities Lo mtudes
over time. Yot antil these studies are condudted, we st be care:
pub about generahizing the resutlis alreads reported or prematuieh
Puastg strateges for ey italiZauon on sen general results.
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