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Foreword

FHE INCREASING PRESSURES ON HIGHER I DUCATION-—THE NEED FOR
more faculty. facilities, and funds to provide for more students—have
1esulted 1n an intensitication of concern for-the effective use of faculty
talent and time. Various conferences held under the auspices of the
American Council on Education attest to the Council's long interest in
this problem. Other organizations and institutions, as well as an in-
creasing number of individuals, have also shown interest. In November
1959, the Council's Office of Statistical Information and Research in
cooperation with the three regional associations (New England Board
of Higher Education, Southern Regional Education Board., Western
Interstate Commission for Higher Education) sponsored a conference
at Purduc Univeraty on problems relating to faculty work load. The
attendance at this conference and the acceptance given the report of
the proceedings (Bunncll, Faculty Work Load: A Conference Report,
American Council on Education, 1960) gave additic.wa <. 2 .. 2 of
tac widening interest in the problems relating to faculty work loads.
However, statements on definitions and methodologies applicable in
the measurenient of faculty work load were not readily available, and
the necessity for additional clarification of possible procedures became
apparent. The Council’s Oflice of Statistical Information and Research
was fortunate in securing the services of Professor John E. Stecklein,
director of institutional research, University of Minnesota. for the
preparation of this brochure. Dr. Stechle:n has developed the issues in
a practical way and has suggested alicrn isve methods of procedure.
Both his cautions and his suggestions va procedure should prove
helpful to all those concerned with the ivsues with which he deals.

ARTHUR S. ADAMS, President
American Council on Education
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l. Uses and Values of Faculty Work Load Studies

‘VERY FEW BUSINESSES OR INSTITUTIONS OF . ARABLE SIZE, COM-
plexity. and diversity of function operate with z; little detailed knowl-
edge and uaderstanding of the basic activities of their workers as do
most colleges and universities. Even in colleges where size is not a
factor, litde is usually known about faculty activities over and above
the assigned clussroom meetings with students and a few committee
assignments. In some very small institutions, the college president or
dean may be so familiar with each faculty member’s work that he has
a fairly complete picture of total faculty activities. But in too many
institutions little has been done to collect systematically information
concerning the total faculty work load.

Studies of faculty load provide vital information which can be used
to improve an institution in many ways. Current faculty utilization
must be thoroughly uncierstood if an institution expects to adjust to
conditions caused by the rising shortage of qualified faculty members.
Knowledge of faculty functions is important not only in reorganizing
educational programs to serve new objectives, but in asscising the
effect of such changes upon faculty activities and needs. The de-
velopment and use of new tools or methods of instruction, such as
teaching machines and television, changes to some extent the .oncept
of the college teacher's work role. Similarly, an increase in inde-
pendent student study and other devices to increase st.dent responsi-
bility in the learning process will affect faculty work patterns. In
short, a good understanding of faculty work activitics is essential to
the efficien: operation of a college or university, and important in
assessiny the effect of new elements and changes in higher education.

It would seem appropriate to comment at this peint that the faculty
load study process has immediate and direct value long before any

1



O

ERIC

Aruitoxt provided by Eic:

< HOW 1O MEASURL FACULLY WORK LOAD

dutad have been analyzed. 1t tequires the individual staff member to
tihe toch and thank out hoes e spent his time during the terms being
sudied. Many Laculty members have never stopped to determine
exactly where their time goes and have no over-all perspective con-
cerning the use o therr nme. The collection of faculty load data may
result in chunges made by the faculty members themselves, without
adnunistrative suggestion. Such wids are extremely important to a
sroup s relant upon self-evalustion as are our college and university
dwademie statls,

In practice, fuculty load studies may evolve in a number of waty's,
The president of an institution may want detailed information con-
cerming the activities and services of his faculty to document a request
to his bourd of trustees or to the tegislature for salary increases, A
department chairman or o dean of a college may want information
soneernimy Lacmity activities as a supplemental basis for comparing
requests for additional statf or new budget allocations from units
under his jurisdiction. A study by o faculty committee may be
prompted by the feeling that certain faculty activities are not receiv-
ing proper recogaition by department heads or other administrators.
Another commiittee 1epresenting the faculty of an institution, college,
o department may seek detailed information about faculty activities
to provide a framework within which to reappraise the functions
served by the unit. Administrators may be concerned about instruc-
tioral costs and need accurate faculty load data 1o determine such
Congs.



2. Various Methods of Measuring
Faculty Work Load

THE ATTFMPTS THAT HAVE BEEN MADL TO STUDY FACULTY WORK
load have usually reported loads in terms of the number of credit
hours. class hours. student credit hours, or student class hours taught
per semester or quarter of the academic year—gencrally because such
information is readily available in the registrar’s or dean’s office.! For
more than twenty years experts have protested that such work an-
alyses are incomplete and present a distorted picture of faculty
dutics. Some, in fact, attribute the popular misconception of the
wacher as a4 person who has only a 15-hour work week to such prac-
tices.

Nuturally, when a study of faculty activities is extended beyond
assgned classroom instruction, the problem of measurement or eval-
uation becomes far more complex. Measures of such activities as ad-
ministration, research, public and professional services, and counseling
have not been consistently categorized or defined, and many problems
arise when an attempt is made to measure the cxtent of faculty partici-
pation in such activities. Similarly, although the credit hour, class
hour, student credit hour, or student class hour nave, over the years,
become rather uniformly accepted and understood in academic circles
as measures of the teaching load, even an instructional analysis be-
comes much more complicated and difficult if it is extended to include
the amount of time spent on related activitics, such as preparation for
class, conferences with students, composing tests, grading tests and
term papers, or editing theses. These latter activities arc all essential
aspects of most classroom instruction, and yet most institutions know

'W. Hugh Stuchler, “Working Matcrial and Bibliography on Faculty Load."
in Faculty Work Load: A Conference Report. ed. Kevin Bunnell (Washington:

American Council on Education, 1960), pp. 80-97,
3
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very httle about the relationship of time spent on such activities to
tune spentan the classroom. The traditional idea that two hours out-
side the clastoom are spent for cach hour of clussroom instruction
has o most uncertan ancestry, wnd appears to be especially open to
question when at is tahen as a standard for nearly all faculty, regard-
less of rank and levels and subjects taught.

Some people oppose the idea of faculty load measurement because
they belicve that it is impossible to categorize the various faculty ac-
tvities into mutually exclusive classes. While it may be true that dis-
erete classitication is very diflicult, and perhaps impossible, the prob-
lerms e no more difticult than those cncountered by business and
industry when they allocate costs of administration, supervision, and
design. Others argue that it is not possble for a faculty member to
recall exactly what he has done dwing a certain period of time, or
to allocate his time accurately among the various activities that he
does cach day. Evidence suggests, however, that man's ability to
estimate time spent is amazingly well developed and will probably im-
prove with practice.

Measures Based on Course Inventories

Nearly every college and university lists, for internal use, all courses
taught cach quarter or cach semester of the academic year, and tallies
the names of the instructors, the credits offered, the size and type of
classes. and the number of hours that the classes meet per week. These
basic tabulations are a ready source of information for faculty load
studies which concentrate only on the instructional functions of the
faculty. Such data can be used to determine the total number of
credit hours, class or contact hours, siudents, student credit hours, or
student class hours taught by cach faculty member, analyzed by rank
groups or by subject-ficld groups. These types of faculty load meas-
ures, however. are based upon faculty assignments and do not get
down to the basic clement of faculty work loads—the actual amount
of time that cach faculty member spends doing what he has been
assigned to do—or to consideration of the many duties which faculty
members voluntarily assume,

Common sense suggests that the time involved in teaching a 3-credit
course in freshman mathematics may be quite different from the time
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tequited to teach 4 3-aiedit sophomore course in English, a 3-credit
junior coutse m physies, or @ 3-credit senior course in sociology.
Although department heads customarily attempt to adjust faculty
istructional assignments o tahe into account extra-large enrollments,
muliiple sections, or ditferences in levels of courses taught, such
adjustments are almost never made on the basis of factual knowledge
regarding diferences in time requirements fot teaching difterent sub-
jects, at duferent Jevels, and by ditferent individuals. Faculty loads
have not been studied enough to give us a thorough understanding,
based upon repeated measurement under the same and different con-
ditwis, of what determines ditferenves among subject fields and
among lesels of instruction and of how great these differences can be
expected to be under a certain set of circumstances.

Some institutions have attempted to augment the central instruc-
tional load study by collecting from the individual faculty members
data concern:ng the amount of time spent on the various aspects of
intruction-—course preparation, paper grading, student tutoring, and
student evaluation. Such information makes it possible to study the
relationships between credit- hour or class-hour loads and the amount
of time spent by faculty members in the various ranks as well as by
facuity in diffeient subject fields. At one institution, for example,
exploratory comparisons showed that full professors spent a larger
proportion of their time for each credit hour of lower division instruc-
tion than did the awociate professors. Similarly, in comparing teaching
loads in different subject ficlds, analyses showed that assistant profes-
sors in the Romance languages spent more than three times as much
time per student clock hour of upper division instruction than did
assistant professors in physics or mathematics.* Additional studies
are needed to determine whether such differences fluctuate widely or
are relatively stable from year to year.

Although such data provide a valuable addition to the understand-
ing of instructional loads, they do not answer-the complaint that the
instructional work load constitutes only part of the total faculty load.
Still missing is evidence concerning the extent to which cach faculty
member has assisted in the operation and administration of his de-
partment. his college, or his university. Similarly lacking is informa-

' Unpuhlished studics. Bureau of Institutional Research, University of Minne-
Sola.
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tion concecming the extent to which cach faculty member has been
called upon by community groups or professional organizations for
s services. And notably lacking, particularly in the multifunctional
institutions, are measures suggesting the extent «» which each faculty
member has attempted to advance his partiondar field of knowledge
through research. Faculty members also frequeatly participate in the
operation of dormitories, cafeterias, physical plant, library, or various
student services, and these too, are not accounted for in a faculty
load study that concentrates only on instructional duties.

Measures Based on Faculty Reports

Unles one resorts to the “efticiency expert™ approach of having an
observer accompany a faculty member as he performs his various
dutics. it is necessary o use some type of report or survey form to
vollect information about the various activities that faculty members
petform. Many institutions routinely request faculty members
to repont their publications, offices held in professional organizations,
and other honors or public services rendered during the year. Although
such information is invaluable in understanding what college faculty
members do. it can be interpreted better if time allocation data are
alvo available. As one method of providing both kinds of informa-
lion, faculty members are sometimes asked to keep diaries of their
activities for a week or two as a basis for answering report forms.
Other times, faculty are simply asked to estimate their time, in terms
of number of hours per week, per semester, or per quarter spent on
vatious activitics. or are asked to indicate on a percentage basis how
their total activity was distiibuted among various activitics. Any of
these techniques provide considerably more detailed information con-
cerning faculty performance than do lists or course inventory data.

Data coliected in a more comprehensive approach enubles an ad-
ministrator to compare individuals within departments, or within
colleges. on research activity, extent of involvement in administration
and committee activity. amount of coun:. ling uad other student serv-
wes, and demand for public services, and provides basic information
about the activity that consumes the bulk . | the faculty member's
time—his instructional load. In other words, all of the information
that can be collected in the simpler study aescribed above can be
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abtumned. plus much more valuable and worthwhile data, For this
teanon, the rentander ot this monograph will suggest procedures to
be followed i mnahing a comprehensive study of faculty load.®

"1t should be pointed out that sny meaningful faculty load study involving
the amount o1 tacuity time spent on activities is practically impossible in un
instiluion whete a standard load has been established. For example, if a col.
fege hus extablished ¢ 44-hour work week as standard, composed of 36 hours
for untiuction (12 credit hours plus 2 hours of outside preparation and related
getivity for cach ctedit hour of class activity) and the remaining 8 hours for
commuttee or student activities, it is almost impossible to get facuity members
to aindicate. ither an terms of hours or percentages, any other distribution of
time I atas etficidly recopmzed that 26/44 of a man's time is to be spent on
instruction, at will be the very unusual fac ity member who wel report a smaller
proportion of his nme devoled to that activity. In such & situation one might
obtain avcurate reports of individuals who worked move than 44 hours per
weeh, or who spent more than 36 hours per weeh on instruction, but few indi-
viduals will adnut thev are “substandard™ by reporting less than 36 hours on
instruction or less than 44 hours for his average work week. On the other hand.
moamstitutions whete no average or standard work load has been established.

there would appear to be less compunction on the part of staff members in
reporting low or high numbers of heurs of work activity.

TISVIUAY AJOD 1530



3. Recommended Procedures for Making a
Comprehensive Faculty Load Analysis

WHATEVER THE PURPOSE OF A FACULTY LOAD STUDY, ITS USEFULNESS
will be limited by the accuracy, completeness, and representativeness
of the data collected. If the data cannot be relied upon, conclusions
cannot be drawn with confidence. Procedures which have been found
helpful in gathering reliable data about faculty activities arc discussed
in the following sections.

Formation of a Faculty Advisory Committee

Because it is so essential that the data collected represent each
faculty member’s best estimates of his activities, the nced for faculty
cooperation cannot be overstressed. If the faculty members are not
convinced that the load study is for their best interests as well as for
the good of the institution, they are not likely to complete data forms
conscientiously and carefully. The need for strong faculty coopera-
tion and interest in a faculty load study suggests that if a central
administrative officer wishes to make a faculty load study, he should
enlist the cooperation of a strong faculty committee—perhaps the
educational policies committee, or another leading committee of the
faculty—convince the members of the value of the study, and solicit
the committee’s cosponsorship.

If the study is faculty-initiated. a faculty committee will probably
be established to conduct it. To assist a faculty committee in making
as effective a study as possible, funds should be made available to
provide consultative and clerical help in the development and print-
ing of forms, in the collection of data, and in the subsequent analysis
of the data. At least, the chairman of the committee should be re-
lieved of some of his regular instructional activities to devote ample
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tme to the study. It the study is amtiated by an administrator, the
advice of the taculty comuaittee should be sought in setting up defini-
tons and closiiications, in the development of the questionnaire
forms, and in the intaapretaion of tindings. The committee will also
be most helptul in endorsing the need for the study und requesting
fuculty couperation for it

If an institutional rescarch office is given responsibility for the
study, it too. should work with a faculty advisory commitiee as de-
seribed above. Resides providing capert advice on the design of report
forms and analysis of data, the rescarch office will supervise the
processing. pristing, distribution, und collection of questionnaire
forms, and eliminate the need for special staff and relcased time for
committee: membess.,

Determiration of Guiding Pelicies

Ceitain policies concerning the design and conduct of a research
study should be et up at the outset. Most of such policies relate di-
rectly or indirectly to the purpose and scope of the study, but a few go
beyond to cover special situations, personnel, or conditions.

Essential to any well-conceived faulty load study is a clear con-
ception of its purpose. As studv purposes vary, so will the nature of
the forms used, the people involved, the kinds of information col-
lected. the timing of the study, and the kinds of analyses of data. If
the pu:pose is merely to identify the various kinds of activities per-
formed by fuculty members at one time or another, without concern
about the amount of time devoted to such activities, a short, simple
form might be adequate. If the underlying goal of the study is to im-
prove the utilization of faculty, forms wili have to be developed which
will obtain information concerning time spent on the various activities,
so that data will be availuble for comparative purposes, both within
and among departments and colleges. If the basic purpose of the study
is to gather isformation concerning costs, some provision must be
made to enable the conversion of faculty time spent on various activi-
tics to dollar amounts representing the costs of that time,

Faculty and administrators should be equally informed about the
purpose of tie study. to aveid uncertainty and suspicion, and to en-
courage cooperation. They should be told how the data will be han-
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dled. who will see them, ard in some instances, how they will be used.
If 4 continuing series of ~tedies is planned. the faculty might be fore-
warned o that they may heep better records.

Thought must be given te whether the proposed load study is to
be a “one-shot atfair™ or is 0 be the forerunner of i set of periodic
studies of its hind Although a single study is better than none, maxi-
mum benetits are derived if the study is 1epeated periodically. The
clements that influcnce faculty load data are too complex to be fully
understood after a single studs. however complete and well designed
it may be,

Imphicit in any statement of purpose is the assumiption that ma-
terials and intormation collected will be used in a professional man-
ner, whether by faculty commitices or by administrators. Data pro-
vided by faculty members will represent varying degrees of con-
fidentiality that should be respected. Actions based upon interpreta-
tions of data should be taken cautiously until it is possible to check
the reliability and validity of the data. This implies that the best use
of faculty load data is in long-range study and planning—the identifi-
cation of triends and groupings rativer than a search for individual var-
wations, Certainly to be avoided is the hard-to-resist tendency to de-
welop a mechanical basis tos establishing faculty load. salaries, pro-
motions, or other administrative acts. based upon the statistical data
coticeted. Faculty data might better be considered a clue to arcas of
operation that wanant furthes inve-tigation than a solution to particu-
lar problems. The collection of statistical data concerning faculty
activitics cannot replace. and should be only intended to supplement
and undergird, the qualitative judgmenis that are necessary in con-
ducting an academic enterprise and in dealing considerately with
academic personnel.

Even if it has been agree ' that a comprehensive analysis of faculty
load is to be made. it is necessary to determine precisely what the
study will include. The comprehensive study has been defined as
including all of the professional functions of a faculty member (as
nearly as such a complex of overt and covert activitics can be identi-
fied), as contrasted with simple analyses of his instructional duties.
But still to be decided is how far to carry the analysis of i iculty
activitics. How muuch descriptive detail should be obtained abou: - «ch
astivitn” Should side jobs for extra pay be included? The most fre-
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quent practice has been to exclude fiom the study all activitics that
weee pertormed b faculty incimbers for extra remuneration. In other
words, the analysis of faculty load has been restricted to those pro-
fesaonal activitios which weie connidered to be the regular duties of
facuity members on appomtinent to the institution, Activities were
consdered to be segular duties if they we:e performed without extra
remuncration, and as an academician, not as a citizen,

The recent incicase in consultative demands and opportunities
suggests, howeser, that a request for data on “extrainstitutional”
activitios should e an integral part of the report forms used in faculty
load studies in the fuiwe. It is unlikely that information would be
requested concerning the income fiom such activities, but data on
amount of tune spent or the kinds of such jobs could be appropriately
sought. Such antormation should be kept separate from data on
regular dutics of the faculty, to permit separate analyses.

Development of Report Forms

Once the scope of the study has been determined, the next step is
the development of a form which will give cach faculty member ade-
quate opportunity to describe what he does in his capacity as a mem-
ber of the faculty. Several essential questions have to be answered
catly in the process of developing report forms for a faculty load
study:

* Who is to be included in the study?

e What kinds of questions are to be answered by the collection of
the faculty load data?

e How are the data from the report forms to be analyzed?

¢ Is information desired beyond actual faculty activities” For ex-
ample, data concerning educational history or previous experience
of the faculty members?

* How should cach faculty member be asked to report his work
load—in terms of hours per week, per quarter, or pe: semester, or
in terms ol the pereentage of his total working time spent on each
of the kinds of activities?

* When is the best time to distribute the faculty load study form?

* How long a form can a faculty member reasonably be expected to
complete?
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The reader will recognize that a faculty advisory committee will be
indispensable in answeting most of the questions listed above.

b orms used by other institutions in faculty load studies may or
m.:) not be adequate for aspecitic new study. The extent to which
theyv aie u.able depends upon the similarities of institutional type and
study puiposes. Generally, other forms are most uscful in providing
ideas concerning format and the kinds of questions to be used; but
for the best and most etfective collection of data, an institution should
develop its awn form, using the expericnee of others to improve its
dati collection progess.

The preceding sentences imply, then, that no one single set of
amswers can be given to the questions listed above; they will have to
be determined by each institution in light of its particular purpose
in studving faculty loads, It is possible, however, to suggest some
answers for the seven questions isted above which are based on other
studies and expericnce gained from working on faculty load measure-
ment.

o What staff members should be included? Often not considered
until too late is whether certain groups employed by the college should
be included in the load study. This question should be considered
carly because the inclusion of certain groups necessitates the inclusion
of special categories or special questions on the report form to ac-
commodate those groups. For example, in many institutions mem-
bers ¢of the library stulf do not teach. Should these individuals be
included as part of a faculty load study? In other cases, faculty mem-
bers serve part time supervising the operation of a dormitory or
cafeteriz. Should these individuals be included in the study? Should
teaching assistants be included?

Some studies have included only those individuals who held aca-
demi¢ appointments.® Eligibility for the academic payroll varies from
institution to institution. howewver, and is not a usable criterion for
every college. One group of schools, although interested in all faculty
activities, wis most concerned about instructional costs, and conse-
quently included only those persons who taught at least one course,

' Ruth E. Eckert, "The University Faculty Load Study.” in Studies in Higher
Piducanion, Biennial Report of the Committee on Educational Research. Uni-

versity of Minnesota, 1940-42 (Minncapolis: University of Minnesota Press,
194%), pp. 1-31.
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tegardless of what payiall they were on.s In a truly comprehensive
faculty toad study, however, all academic staff-—full- and part-time
Faculty menmibers Gncluding student assistants)—and all administrative
peisonnel would probably be included. Civil service employeus, staff
members on special summer appointments, or staff paid on an hourly
basis would geneially not be included. The primary aim, of course, is
to get as complete o pictute as possible of the activities of those in-
dividuals considered to be the academic faculty of the institution.

o Whar questions showld the studv answer? The following are
eramples of questions that can be answered by faculty load data:

I What 15 the toial full-time equivalent staff devoted to instruc-
tion at eacht level--lower division, upper division, and graduate? To
all inst:uction combined? To various types of instruction?

2. What i the total full-time equivalent staff devoted to research?
To adnunistration? “To student counscling? To public and professional
services?

3. What is the sclationship between type of instruction and per-
centage of time devoted to such instruction®” Between type of instruc-
tion and time spent on various phases of instruction?

4. How much extracuriicular consultation and service are pro-
vided by faculty members for extra remuneration?

5. What is the average percentag: of time spent by professors on
each of the various levels of instruction? What is the average percent-
age of ime spent by cach of the other rank gioups on each level of
instruction?

6. What praportion of his time does the average professor (or other
ranks) devote to public services? To research!? To administrative
dutics?! To student services?

7. How do the varicus departments or subject fields differ in
taculty time spent upon certain functions?

8. What is the average number of hours in the work week for
faculty members at cach rank? In cach subject field or department?

Y. What is the full-time equivalent staff per student class hour?
Per student credit hour?

*The report of this study was published under the title California and Western
Conference Cost and Statistival Report (New York: Fund for the Advancement

of Fdacation, 1960y, The form used to collect data for this study is reproduced
in by 2. on pp. S0-51. and is discussed later in this chapter.
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10, What o the relationship between credit hour or class hour
loads and percent or amount of time devoted to instruction at the
various Luths?

The content of the report form. of course, will reflect the kinds of
questions taised. both in teims of kinds and amounts of data re-
quested. '

o How should the data be analyzed? Consideration should be
given carly in planning the study to techniques that will be used in
tabulating and analyvzing the data. If the fuculty is quite small, tabula-
tion and classitication of the responses by hand may be simpler than
machine analysis, In cases whete a large number of faculty members
are involved. say 100 or more, it is generally advisable to plan the
form vo that the information reported can casily be transcribed to
punch cards for processing by machine. Planning ahead for the ma-
chine tabulation will enable the designers of the report form to code
the items in such a way that the transcription of the material can be
casily accomplished. Information muay be lost if the posing of ques-
tions is not closely related to the plunning of methods of tabulation
and analysis, Several kinds of analyses are suggested by the tables
toward the end of this monograph.

o What kind of report form should be used? 1t is essential that
cach faculty member feel that the report form gives him ample op-
portunity to describe accuratcly the kinds of activities that he per-
formed during the period under study. Planning such a form is diffi-
cult because the more provisions made for distinctive responses, the
more diflicult is the analysis and, usually, the longer the form, Some
compromise has to be reached that will give each faculty member
the opportunity to express adequately how he has spent his time and,
at the same time, preserve the simplicity of data tabulation and an-
alysis that is desirable.

*Generally. o faculty load report torm covering a year's activities need not
exceed three or four 82 x 11-inch pages. unless extra information is collected.
This number of pages should be adequate to cover the basic activities thut most
faculty members perform and enable them to indicate clearly how they spent
their time. 1f the form is limited to two pages or less, certain fuculty activities
m v be neglected and the study will no longer be a4 comprehensive analysis of
faculty load, or activities may be grouped together in such a way that the form
will not adequatelv differentiate taculty functions. Likewise, analyses of data

coliected by such fornms will not bring out the differences in faculty uses of time
thai shei'd be one of the gouls of a faculty load study.
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The vanation in activities and services provided by faculty mem-
bers, both waithin a department and among the vatious departments
of 4 college o university, mahes a fascinating study. To attempt to
et up o list of catezovies which would identify individually all of the
possible hinds of services and activities is an impossibility. The best
that one can hope to do is to group into several major categories the
hinds of sesvices and acuvities that are performed by most of the
faculty, and provide some device by which individuals with unusual or
distinctive tashs may describe them in enough detail that they can be
propetly clasitied, cither separately or in other categories, by the
rescarchers.

A minor but important detail is the method of producing the forms.
If at all possible, the forms should be printed, and in triplicate. The
wse of printed forms comveys the impression that the study is im-
portant and worth doing well. With extra forms, each faculty mem-
ber may heep a copy of his report, and one may he kept by his dean
or department head.

o What supplemental information showld be collected? In some
institutions, not only is little known about the actual activities of the
faculty members, but no attempt has ever been made to analyze
sistematically the characteristics of the faculty. For this reason, some
facaity load studies have gathered detailed information about the
educational history of cach faculty member, including such things as
his degrees or diplomas, the names and locations of institutions at-
tended. and his sears of attendance. Some have also solicited informa-
tion concerning types and amounts of work experience, including
other hinds of teaching or administrative experience, and experience
outside of the academic circle.t Other information that is sometimes
requested includes the age of the respondent, the year in which ke
joned the staff, the number and dates of his promotions, awards or
honors received duiing the year studied, editorships, books and jour-
nal articles published, or special honorary memberships or offices
held during the year of study.

Such information should ordinarily be in the central files, however.
*Robert J. Keller, A 1. Pugsley, and Nathaniel Evers, Comprehensive Edu-
canenal Sarves of Kansas. Vol I The Higher Education Stiady (Topeha.
Rans Kansas 1 egislative Council. March 1960). See pp. 3949 for 4 reproduc-

tton of the report form used to gather data for this study; discussion of the form
follows liter in this chapter.

TIVIVAY Ad0J 1538
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If it is available from any central source, the questionnaire form
should not be used to ubtain it.

¢ llow should the staff member report his work load? One of
the big problems in a faculty lead study is how the faculty member
shuuld be wskhed to report his woirk load. One approach is to ask him
to tepait the number of hours spent per week, on the average, on
cach of several specitied activities. Some researchers have felt that a
weeh ds oo shoit a period for good estimation, however, and have
ashed the individuals to estimate the number of hours spent per
quaiter or per semester upon each of the various activities, These
estimates then may be divided by 12 or 18 weeks to derive a weekly
wotk load from the quarter or semester report, respectively.

The major disadvantage of either of these techniques is that the
sum of the parts sometimes exceeds the whole, and faculty members
tend to arrive at a total work week that is rather high in hours. For
cxample, in one study weekly work loads ranged as high as 120 hours
wh.n the individuals were asked to repert in terms of hours spent
per quarter.” A second disadvantage is that hourly allocations of time
are very ditlicult to compile, unless a person’s program is quite stable
from week to week. Third, such data must be converted, individual by
individual. to percentages if percentage comparisons are desired or
if the duta are to be used for a cost analysis.

A third method avoids the difficulty that a faculty member may
have in specifying a certain number of hours of time spent on a
particular activity, by asking him to report his work load in terms of
the percentage of his total time that he has spent on each of the sev-
eral activitics. In other words, a full-time faculty member is considered
to spend 100 percent of his time on activities related to his job ap-
pointment; he is asked to estimate, for a particular quarter or semester,
what proportion of this 100 percent was spent on such things as in-
struction, depastmental research, and other activities.

The main disadvantage of asking for a percentage analysis is that
not all faculty members are using the same hours basc in estimating
their work loads. A second disadvantage is that no estimate can be

* Robert J. Keller und Margaret G. Abernathy, The 1950-51 Survey of Faculty

Actividles ap the University of Minnesota (Minncapolis: Bureau of Institutional
Rescarch, University of Minnesota, December 1951), 41 pp.
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obtained of the average number of hours spent per week by faculty
members in the ditfeient colleges, in ditferent departments, or holding
ditferent tanks. It is disconcerting, too, for sonie faculty members to
be asked to restrniet themselves to 100 percent time in reporting their
wara leads, they fecl that such a restriction does not permit them to
report the fact that they work more than what they consider to be a
full-time work load.

No one report technique can be said to be clearly superior to the
other, although many people (including the author) believe that it is
casier for faculty members to allocate their time on a percentage basis
thun to itemize the hours spent on various activitics, Others believe
that an hourly itemization is necessary to derive a percentage estimate.
Because an administrator is interested in how much time & faculty
mentber spends on his work as well as how he allocates his time, both
hinds of information are desirable. The author suggests, therefore,
that percentage allocations be requested for specific activities, and an
houtly estimate be requested only for the stafl member's total work
week. The form should be set up in such a way as to discourage the
hourly allocation of time among activitics and the derivation of the
total from these time fragments. The emphasis should be on the
faculty, member’s conception of his total activity and how he divides
his 100 percent time. The hourly average for the week can be used
later by the responder . as a rough check, if he wishes,

The reader may question the accuracy of such estimates. Studies
made by the author which compared percentage estimates with per-
centages computed from hourly reports found agrecment almost al-
ways within § percent. Since it is likely that any method of estimating
time spent will be in error at least § percent, the procedure suggested
appears reasonable and relatively easy to follow, In another unpub-
lished Minnesota study faculty hourly estimates were found to agree
very favorably with diary records kept by a sample of the faculty
during subscquent terms.

o When should the forms be distributed? Should the study be
based on faculty activities during the current year, the past year, or
the coming year? Should they be based on only one term or the whole
vear? Generally, it is a good idea to base the study on all three quar-
ters or two semesters of a veur in order to take into account unusual
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changes an faculty tunctions from one term to another. Aside from
providing an adequate pictmie of taculty activitics, this procedure
engenders faculty contidence in the study because it gives them the
chance to desribe their work with whatever variations occur from
term to term.

It is most frustrating for a fuculty member to be asked to estimate
the amount or percentage of time “that be has spent™ on activities dur-
ing the current quarter or semester when the term has just begun. If
the study 18 to request information on faculty activitics for one semes-
ter or one quarter only, the report form should be distributed early
the following quarter or semester, thus allowing the individual to re-
port his estunate of what he actually did during the quarter or semues-
ter.

If the sudy is to be based on the entire ncademic year (the pref-
crable practice), proviions should be made in the report form so that
cach fuculty member can sepont the distribution of activities for each
of the tevms of the year. rather than attempt to estimate for the two
or thice terms combined. It at all possible, it is preterable to administer
the torm toward the end of the spring term, to minimize memory
Lapses, but penerally end-of-year duties put a heavy drain on faculty
tme and energy which does not encourage cooperation in any study,
much less one involving a guestionnaire. For best faculty cooperation,
it is preferable to collect all data at one time, and to request faculty
load data for a given academic year carly the following year.

Whatever the year selected as a basis for the study, many faculty
will compl.un that it is not a typical year, The answer, of course, is
that there is no such thing as a typical year—there is always some-
thing unusual or irregular about some aspect of an institution's pro-
gram, stalling. student enroliment. or other phases that would affect
one or more faculty member's work patterns, This is one of the un-
deslying reasens why faculty load studics should not be *one-shot
affairs.”

Content of Faculty Activities Report

One of the first requirements of any questionnaire study is to set up
a form that will be casily understood and casily answered. In a faculty
load study it is necessary to define the various faculty activities care-
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fully, and state clearly just how the questions are to be answered.
Some detimtions of ty pical faculty activities found uscful in faculty load
studies are descnibed below, with imphications for their use in a report
form

o Doty of actevnes. The major function of most college
faculty members is insttuction, Some faculty load studies seck only
an overall pereentage allocation of time spent on actual classroom
teaching. Some request that the percentage abwo include time spent on
prepasation, grading papers, counseling, and other aspects of instrue-
don. Other studies wsh for a breandown of the instructional percentage
among the various courses taught, Still other studies ask for a detailed
allocation of time spent or cach phase of the teaching job, for each
course taught.

In the Bist case, for example, a professor might indicate that he
spent 60 peicent of his time during the first semester 1958-59 on
instruction. He would then be asked to allocate the 60 percent among
the thiee courses that he taught that particular semester, say 20 per-
cent to cach of three courses, and to allocate the 20 percent for each
cour-¢ wneng the tme spent on preparation and reading for the re-
spective course, the time actually spent in the clas-room, the time
spent on nuaking up and grading examinations, the time spent on office
houis for cach cline, or the time devoted to making up final grades.
This crample illustrates the point that was .nade earlier; that the de-
gree of detail in a faculty load study must be carcfully thought out by
the 1esvareaers, because the more detail the longer the form will be,
and tae more difticult will be the task set for the individual faculty
member.

A second major activity of the academic stail is research; but this
activity is one of the most difficult to define. Rescarch, for example,
might be defined as svstematic intensive study [eading to the expansion
of the bady of hnowled:e or theory of the subject studied. (It would
presuniibly nor include reading and experimentation that were done
primarily as preparation for teaching duties.) Such rescarch might be
basic rescarch, applied research, or the development of processes,
materials, or devices, Special attention must be given, however, to
subject areas such as art, literature, and music, to determine whether
the creative activities of individuals in those departments should be
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convdered comparable o the sesearch conducted by other individu-
als. Another dstinction that should be weighed is the ditfereace be-
tween Jdepartmental and individual research conducted without out-
sde support. and orgamized or sponsored rescarch supported by spe-
ctal outside research tunds or conducted within an organized research
unit witlun the regular budget of the institution. It is usually desirable
to ditferentiate these two types of research because fuculty time spent
on organized or sponsered tesearch is not paid for by the institution,
and docs not constitute an insttutional expense, unless the institution
is contributing staff time, knowingly or unknowingly.

The demand upon college and university faculties for public and
protessional seivices is continually increasing. Public and professional
services in one study were defined to reflect time spent in all activities
carricd on in the interest of public and professional groups; but serv-
ices by the public in‘ormation oflices and agricultural extension divi-
sion wete clawified separately.® The category included time involved
in holding oftice in a public or professional organization, editing pro-
fessional journals, or conducting business or educational surveys. It
did not include. however, the time that the faculty member spent as
the treasurer of a church, president of a service ¢lub, or other public
activities that were not directly traceable to his professional compe-
tence in & particular ficld. Regular exten<ion services, too, were ex-
cluded, but listed clewhere. The Kansas study classified such activi-
ties simply as public services, subdivided into two categories—agri-
cultural extension, and general extension and other services.”

With the current tight academic market, a study of the effective
utilization of faculty might well want to distinguish between public
and professional services pruvided without remuneration and those
for which the faculty receive payment over and above their academic
salarics. Because the problem of detcrmining the extent to which fac-
ulty should be pennitted to sell their piofessional services for extra
pay is becoming increasirgly acute, any faculty load study conducted
in the future might well include a section which would attempt to get
at the extent and variety of demand for such professional services,

*Sce p. S1 for the pertinent section of the report form of the California and
Western Conference Cost and Statistical Study.

" See p. 44 for that section of the Kansas Higher Education Study form used
to obtain data on public services.
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over and above those traditionally peifoimed without extra compen-
sation. Certainly an instituten needs to hnow the extent to which its
faculty members wie spending their time on consultantships or other
activitios for extra pay, in arder to assess the effect of such activities
upon the regular responsibilities of its statl. - ‘

Another major consumer of faculty time is student services. Exam-
ples of activities performed by faculty members in this category would
be the regintrotion of students, or assisting in the registrar’s or the
dean of student's ofiice, or in the health service, In some institutions,
cach faculty member is expected to devote a certain proportion of his
time to counseling a number of advisees assigned to him. In others,
an organized student counscling center relieves the faculty of much of
the ¢ duties. Both tvpes of activities would be included in the cate-
gory of student services, However, time spent in talking with students
about vourse work taken from the faculty member would not be in-
cluded: such tashs would be included under the time spent on instruc-
tion,

Fuculty members frequently decry the amount of time that they
devote to comniittee activities necessary to the operation and admin-
stration of a depaitment or a college. In addition to committee work,
departmental or general administration might also be defined to in-
clude time spent by depastmental chairmen or de s on other kinds
of administrative tasks, and time spent by faculty on special assign-
ments such as ~tif recruiting, budgei-making, and so forth. Time
spent on departmental administration may or may not be scparated
from timz spent on the administration of the college, or of the univer-
sity, depending upen the amount of detailed information desired about
this category. .

Many institutions have units that are related to but are not a part
of the instructional program of the institution. These units have been
classified in some studies as “organized activities related to instruc-
tion.” They have been categorized scparately in order to separate the
individuals and the amount of faculty time spent - a such activities
friom the individuals and faculty time devoted to the regular college
counses. Exampics of such uctivities are laboratory schools, museums,
dairy farms. and other special units.

Other classitications of faculty activities that might be listed on a
faculty report form arce those dealing with auxiliary services such as



22 HOW 10 MEASURL 1ACULLY WORK LOAD

(1 dormitories, food service, or health service; (2) athletic programs:
or {3 library and library services, Lach institution must determine
for itself which of the above activities should be listed in order to pro-
vide information in the detail desired. However, in every case a blank
category should be placed on the form in which the faculty member
may st a particular activity that does not seem to tit any ¢ che other
categories fisted. He should, of course, be asked to describe the activ-
ity briefly, to aid in the data analysis.

o Allocauon of time. Two examples of forms used in faculty
load studies during the past tive years are shownan Figures | and 2.
The form shown in Figure 1 was used in a state-wide study of higher
cducation in Kansas and was designed for all types of institutions,
both public and private. The form shown in Figure 2 was used to
obtain basic data essential to a cost analysis study involving several
major universities. The first form contains many of the definitions and
ducctions, whereas the second form was accompanied by a list of deti-
nitions and directions. With a list of activities such as that in section
V of Figure 1. each individual can indicate on the report form how
he distnibuted his time among the various categories; the total of his
percentage breakdowns should equal the total time for his appoint-
ment. In other words, if he is a full-time staff member, the total of
the percentages that he allocates among teaching. rescarch, adminis-
tration, and other services, should be 100 percent for cach semester
or each quarter. For those people who are on part-time appointments,
the total of the pereentage allocations among the various activities
should equal the percentage of time of the appointment. Thus if a
person is a half-time appointec. the 30 percent of his time that he
might spend on teaching responsibilitics plus the 20 percent that he
might spend on student counseling each term should total his 50 per-
cent appointment. If a full-time staff member was on Icave the first
semester, separate columins for cach term makes it possible for him
to indicate a total percentage of zero for the first semester, and allo-
cate his 100 percent among his activitics for the second semester.

To get a detailed analysis of the amount of time spent on the vari-
ous types and levels of instruction. both report forms have special
*Section V and VI of the original Kansas form have been interchanged in

Fig. 1 (pp. 44~49) 1o illustrate the method und sequence of reporting faculty
time distribution recommended by the author.
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grds an which the faculty member can list cach course that he taught
and the pecentage time spent on it during each term. Included in
these grids are spaces wheie the number of course credits, the type
of imtruction, the level of instiaction, the number of students en-
rolled. the number of class hours per week that each course meets,
and the number of sections of the class can be listed. either by the
registrar’s office (preferably) or by the individual faculty member. It
is Usually necessary to make some provision for courses by arrange-
ment, and for thesis advisement in colleges where students do not
register for a course dealing with thesis preparation. The most com-
mon piactice s to concentrate on day-time regular course instruction
only. at least in detail. because general extension and correspondence
classes usually represent extra compensation for the faculty member.
But in a study of the total work activity of a faculty, detailed data on
general extension and correspondence classes might be collected in
separate grids. It is better to have separate listings of these other types
of classes to avoid confusion in the collection and interpretation of the
information.

An illustraion of the use of the form shown in Figure 1 in report-
ing work load might be helpful. Professor R, a full professor, filled
out section V., dealing with total work load, as follows: Because he
was on a full-time appointment, he marked 100 percent as his total
percentage for each of the two semesters (see bottom of section V).
During the tirst semester he spent 75 percent of his time on teaching,
& percent on departmental rescarch, § percent on departmental ad-
ministration, 5 percent on general administrative duties, 5 percent on
public services. and § percent on student services. During the second
semester he was given responsibility for developing a new program in
his department and his teaching load was reduced somewhat. Thus
during the second semester he spent only 60 percent of his time on
teaching, zero percent on departmental rescarch, 25 percent on de-
partmental administration, 5 percent on general adn inistration, 5 per-
cent on public services, and § percent for institutional services—for
a total of 100 pereent.

The figures entered by the registrar’s office in columns “a” through
“g" of the teaching load report (section V1 of Figure 1), describe the
course responsibilities of Professor R. He taught Chemistry 205, a
§-credit course with lectures offering 3 credits and 1 labos atory offer-
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ing 2 credits, as shown by the codes of zero (for lecture) and 1 (labo-
ratory) in column "¢ (type of instruction). The course was open to
any underpraduate wcede 1, column “f") and the enrollment in both
the lecture and Laboratory secticns (column *g™) was 24 students, Tie
ather twes courses taught by Profesar R were Physical Chemistry 311,
a lecture course, and 312, an optional laboratory course, cach offered
for 3 credits. These courses, however, were open only to upper divi-
sion students, as is indicated by the code 2 under level of instruction.
Eighteen students were cnrolled in both the lecture and laboratory
sections.

At the bottom of column “h™ Professor R wrote 75 percent—his
estimate of the proportion of his time spent on teaching the first se-
mester. He then estimated that he had spent 20 percent of his time on
the lecture part of chemistry 205 and 12 percent of his time on the
luboratory part, considering all aspects of his tcaching duties. He
judged that he had spent 25 perceat of his time on Chemistry 311 and
I8 percent of his time on Chemistry 312. The sum of the percentages
for the four courses was 78 percent, the over-all estimate derived in
section V' and listed at the bottom of column “h.” The grid for the
spring semey'» was filled out in similar fashion; but Professor R did
not tcach a physicual chemistry laboratory course, and the proportion
of his time devoted to instruction was only 60 percent.

Deuwils about each of the courses taught can be entered by the
faculty member, if necessity so dictates. However, expericnce suggests
that data arc more complete and exact if a central office, such as the
registrar’s office, fills in the course details for all faculty. This proce-
dure also provides a means of checking whether a fuculty member
agrees with the registrar’s office as to what and how many courses and
students he is teaching.

Distribution and Collection of Forms

As suggested earlier, every device should be used which will en-
courage the full cooperation of the faculty, for without such coopera-
tion data turncd in may be incomplete or unreliable, Whether the
study has been initiated by the administration or by a faculty com-
mittec, it is a good practice to accompany the forms with a letter of
endorsement from the president, encouraging the faculty’s whole-
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hearted support. Some investigators have found it helpful to hold de-
partmental oo college meetings to et the stage for the study. The
faculty report form may be circulated through the campus muil system,
cither under the supervision of an anstittional research unit or the
secietatial <ttt of some department or cential administrative officer.

Practices vary as to wihom the reports are to be returned. Some-
time, the repotts are to be returned directly to the president’s oftice.
Other times they are to be returned to the chairman of the faculty
connmttee of 1o the umt responsible for institutional rescarch. Be-
caue of rather typical faculty uneasiness about the use of materials
returned directly to the president’s oflice, the recommended practice
15 to have the forns acturned to some other unit for analysis. Some-
times, but not alway s, the faculty member is told to keep one copy
and a third copy is sent to the appropriate dean or division head.

An intermediate step in the collection of faculty load data is favored
bv some. Before the report forms are returned to the committee or
other dasignated peron for analysis, each set is routed through the
dean or department head who has supervision over them. The dean
o department head then reviews each of the reports in the light of
bis understanding and hnowledge of the over-all operation of the de-
partment or unit he supervises. He compares the time allocations
given on the forms by the various staffi members and notes any glaring
discrepancies. He may or may not change such discrepant figures. Not
only does this procedure make it possible for one individual to view
all reports from 1 given area with a single perspective, but it provides
the additional direct benefit of requiring each administrator to sit
down und determine how weli his conception of hiow his faculty mem-
bers spend their time agrees with the conceptions of the individual
faculty membets, Department heads who have participated in such a
procedure have expressed genuine appreciation for the opportunity,
and the experience has caused many to investigate discrepancies be-
tween their impression of what a faculty member was doing and the
individual faculty member’s report of what he was doing.

Generally at least two full wecks should be allowed for the faculty
members to return their reports. After the two-week period has
passed, cach person who has not yet returned his form should be con-
tacted by mail or by phone to encourage him to complete his report
and return it as soon as possible. A third and even a fourth follow-up
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may be necessary in certam sitwations, It incomplete reports are re-
turned, every ctfoit should be made to have the reluctant individuals
till out the forms completely. The success of a study of this type de-
pends upon complete returns and complete reports,

Tabulation, Analysis, and Reporting
of Results

The process of taking the returned forms, checking them for com-
pleteness, voding the answers, tabulating resul's, sorting, and classi-
fying for special analyses requires a considerable amount of time. If
an institutional rescarch unit is available, it will assume these tasks.
Without such o unit. tabulation and analyses will usually be done
under the supervision of the comnuttee or some person assigned to
the tash. Usually the Kinds of information on the reports are con-
sidered contidential and use of student help should be judicious.

Tables 1 through 6 illustrate methods that can be used to report
data obtained in faculty load studies and certain analyses of such
data. Space does not permit detailed comment, but Table 1, for ex-
ample, provides clues to the utilization of staff in offering various
tvpes and levels of instruction. The pattern of faculty functions is
discernible in Table 2. Much speculation and concern can result from
acareful serutiny of tables similur to those shown.*

The Kinds of tabulations will depend upon the scope of the study
and the kinds of data collected. Some of the tabulations of informa-
tion obtained from forms shown in Figures 1 and 2 could be made
from course inventories; others could be made only after using such
formis. Listed below are some of those tabulations that admigistrators
and faculty usually find revealing and interesting:

1. A distribution of full-time equivalent staff devoted ta each of the

various activities;

. A distribution showing the average percentages of time spent on
the various academic functions. teaching, rescarch, -administra-
tion, etc., for cach rank group and for all groups combined (see
Tables 2 und 3);

(Tect continued on page 31)

*For a more detailed discussion of the tables, see Stecklein, “*Methods of

Analyzing. Expressing, and Reporting Facully 1 oad Data,” in Faculty Work

Load- A Conference Report, ed. Kevin Bunnell (Washington: American Council
on Education, 1960, pp 26-3§
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3. A distribution of average number of hours worked per week, by
rank, and by department or subject-field classification (see Table
NIR

The full-time equivalent .. devoted to instruction of each type,
at each level, and in cach department or subject-matter classifica-
tion. (Nori: The full-time cquivalent is determined by adding
all of the percentages devoted to a particular level of instruction
and dividing by 100, to arrive at the number of full-time persons
who would have had to be employed to produce the same amount

of instruction);

Ranges of class size and average class size taught at each level of

instruction and by each academic rank;

. The total number of credit hours offered cach acudemic term, by

level of instruction; by academic rank; by subject field;

A frequency distribution of the numbers of courses offered at
cach level of instruction and by runk groups;

A frequency distribution of types of instruction used in courses
at each level:

TIGVINAY Ad0D 1538



) MY
o) <
To ol
oL
17

Q9 !
oy a4
£ ¢
' 7

A—Jtz

ety |
PPt g
0y ey,

x|
o1
ey |

WY
"9 |
13 2% 1
or ol
80 ¥

-
-4
tete S

_
TS _

-?——& )
1ty |
EL R Y _

SINV 1NNV AV RIY |

12°C- s
s 11 ¥6' 11
69 ¢ 11°01
§§°7 80°6
651 t6'9
_
PO | 8.9
§$°¢ ££°6
it 99
_ |
X NS
g MY [iT g
$6°6 X7
tie D oewe
1y o
! _
o 7 1y 8
98 L L
8L ¢ 1906 ~
9 ¢ “ [§ 2%
A B _
t i
ISt | ¢5s06
POIR 3 SR | g O
t6y | ws R !
LAY “ ot 8 |
I |
Cwnoyy | i.,u,_!w
N ) .l
IPDIG — dag b,
014983 2,1}
'g...r_ .::1.,- - {

91°1 ££°9
wL 6%
1t Its
"l 10°2
05’0 | 98’8
0 | 60'%
82°¢ | 191 |
s 2 ¥y e
o | 009
i
oto ' 8¢’
8l y : us'¢ :
190 ty'8
Y&T m vy
1Lz | sos
or'y _ t1'g
120 ¢ %t
'y o €1
FOO B - X
e T
0l tg' ¢ !
ol ¢ I 8 _
50 stool
sif.0 1 ” .O. T
Kl
-:.._.o.- l.. -.v.- p)
o .:..“_r._: '

LUCEHTIOY, TRV B8N0 ANV NNV AR 'SINIRIAVAR(]

9°1 00°9 o1 89 18°0 9L cretttrtrrpeRog,
¥.°'9 0r'9 916 6ty 0¥ £§°9 [0 00E
09°¢ S°L (438 4 L£°L L1200 | ¥8'9 |"°°°°" """ "661-001
902 e85 050 00° 11 - - SRRRRREERERRLY Paw ¢
90° [ P 99°0 R %0 08 | o0
IPINSQINOD SYNDL NIV
£ 1 % — _ $6'0 06 | ©epeog,
- — _ — 80°2 0ot} < 661-001
- - —_ - _ — o ° 6608
ts°l L0 4 - — 6.0 $8°'8 T 60
J40pmagsuy
71 2 o1 tf' 6 091 go°¢ T treiol
-~ — sEol] 296 | of | sy | 4
0t e tS°d o 06°0 £°C |77 "661-001
_ s 050 60 11 o s ERRRRREEE R P e
860 5L Lo 98°'8 L] B A YA T R S
. 240859f0sd puvisIssy
t6° 1 %y of' 0 o1y oLl _ L2 28 T g
81701 it'9 s oLt e o'g | +007
14 9 2 w's — - 16'0 tw'g | ) ‘661001
wT | 8s — — — — 66-08
880 My 6t8°0 6s°'9 — and T 60
240552fosd ayrrrosSy
1v'7 sS ¥ 61 19°§ £9°0 oL )y B L2
at t8'§ iR'8 96" ¥ 9¥ 19°9 | + 062
— — e | v | or1 | sy [ *661-001
- - N bl ol I “66-08
1 o' ¢ 12°0 §L°6 o s 60
240s52fud g
ﬂ-m“_“ FLT na:.“m_._ mopy M—ﬁ-u— ‘ napy
WP 3y aaow.-.- aa.._.a.u-.f. ..u&ﬂ._.r.v uauv:.uv. : WMJW H KO IMLISKT 40
01 dag . < lotigd, * 101 194 2, | “ !a3aag 35310 Uny axvy
SHIVNINLV]Y Sosand ANOTOUIASY

QHLIAVIS 40 STHTIOV | A8 SAIOH-YX01) INSAALS O H44 ANV HIOH{ 4001 AOLIANISN| HAd INYG AMIL 40 INDONA] (9 TTAVL

3

T .

wilarid %&8 hmmm

'

32

O

Aruitoxt provided by Eic:

E



RECOMMENDED PROCEDURLS 33

9. If data are available, distributions showing detailed analysis of
full-ime equivalent statl devoted to certain services included in
cach major category;

10, 11 desited, certam unit measuies can be computed and tabuluted
winch will show such taings as the average percentage of time
spent (by each academic rank, by subject-field classitication, and
by departmenty per ¢redit hour, per student credit hour, per class
hour, or per student class hour of instruction.

The last tabulation represents a more detailed analysis of the data
than is usually mude, but provides new insight into the relationship
between percent 1 of time spent on courses and the credit hours or
student credit hours involved (sce Tables 4 and 6).

If data have been collected concerning correspondence, evening,
or extension course work, tabulations should also include the number
and type of courses offered, by subjeet ficlds and by faculty rank
groups, the aumber of students involved, the level of instruction, and
ranges and averages of numbers of hours spent on such instruction.
If detailed descriptions of service activitics have been obtained, the
kinds of services should be summurized, possibly with number of oc-
currences or full-time equivalent staff devoted to each. Such sum-
marics can be developed for the regular professional activitics as well
as for thuse which are carried on for extra compensation.

The tabulations and analyses listed above are not intended to be
all-inclusive; they merely suggest the more common types of analyses
and tabulations that result from a faculty load study. Other analyses
may well be more appropriate for a particular institution’s purposes.

It is a good practice to make available to every study participant a
copy of the results of the study. The final report presumably would
not identify any individual and might consist of scts of summary tabu-
lations for those persons who wanted to study the findings in detail, or
a condensed interpretive summary of the findings for those individuals
who would not care to read statistical tables. Deans sometimes request
tables of all basic data for all units in the study so that they may make
analyses and comparisons of their own.

Generally the results of such studies are considered confideatial
and are restricted to distribution within the institution. This is one
reason why so few are found in published form. Increased exchange
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of faculty load data should be encouraged. however, because the more
that is hnown about how competing and noncompeting institutions
aperate, the greater will be the strides toward increased effectiveness
and eflicient operation of our colleges and universities.



4. Uses of Faculty Load Data

MOST FACULTY LOAD STUDIES ARE INITIATED BY SOME MEMBER OF
the admipictration, with some administrative use contemplated. Ad-
ministrators find faculty load data useful in many ways, including the
following: in identifying incquities in faculty load; in obtaining guide
lines for the assignment of faculty loads to new staff members; in
learning what activities, other than instruction, consume large amounts
of faculty time; indircctly, in recommending promotions or salary in-
creases; or in deciding whether to support or reject requests for in-
creases in staff or increases in curriculum offerings.

Faculty load data can be very useful, but they can also easily be
misuscd. One’s first inclination is to use them to set up a standard
work load for all faculty. Such standard loads are already in existence.
But ditlerences in faculty loads can easily be justified. Not all faculty
members should be expected to spend the same proportions of time
on the basic faculty functions. In the opinion of the author, no at-
tempt should be made to standardize the work load either in terms of
numbar of course credits taught or in terms of a standard number of
hours in the workweek. Many persons define academic freedom to
include the opportunity for a college staff member to work as little or
as much as he wishes and to serve as many functions as he wishes. In
counterbalance. however, administrators who support this definition
must temper such idealism with budgetary realism. Although they may
do cverything possible to develop a liberal academic atmosphere, they
must be alert and responsible for minimum activity that represents a
drain on the financial resources of the institution, and results in an
overload for other staff members.

Onc method of meeting this apparent dilemma is to gather and use
average work load data, obtained periodically for each department or

35
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cach college, as a topic of discussion between faculty and administra-
tors. Consideration could be given to whether faculty emphasis, in
terms of average stafl time spent, is consistent with the stated purposes
of the institution or department. For example, if a departmental or
college faculty decide that its resources should be devoted one-half to
instruction, and one-sixth each to research, public services, and stu-
dent services, these over-all proportions of faculty time may be main-
tuined approximately (until change scems warranted) without setting
them as a standard load for every faculty member. The departmental
functional goals can be met by balance rather than uniformity. Pro-
fessor B, who is particularly capable and interested in providing serv-
ices to community organizations may, with departmental approval,
concentrate all of his efforts on public service and instruction. Assist-
ant Professor C may concentrate on only instruction and research.
Still others may distribute their time among the three basic functions
while sume spend time on still additional functions that must be served
by the department or college. Most institutions are currently being
operated on a semi-intuitive basis, because no faculty load data are
being collected periodically to determine how well the balance is
being maintained and what staif adjustments, if any, are necessary.

Much additional probing is nceded into differences in the amounts
of time needed to teach courses at the ditferent levels, differences in
the amounts of time spent on instruction by the different rank groups,
and variations in amounts of time spent on courses at the same level
in ditferent subject fields, and amounts of time spent on different
modes of instruction. Further study is nceded corcerning the effect
upon the amount of time spent by an instructo: when he teaches
more than onc section of a particular course. More information is
needed also on the extent of committee work since many faculty mem-
bers consider this a heavy drain on their time. Ways should be studied
to improve the cfliciency of faculty participation in the operation and
policy-making of an institution. Accurate measures are needed to
cvaluate better the time spent on rescarch and professional activities.
More faculty load data can be helpful in looking critically at the tra-
ditional 132 or 2 to 1 rclationship that is frequently used in assigning
luboratory courses vs. lecture courses, or upper division courses vs.
lower division courses.

Itis a plain fact that not nearly enough is known about how faculty
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persons operate, how they decide how to spend their time, what pri-
orities are gven to coitain activities over others, and the extent to
which taculty members have a true conception of the functions of the
institution and the way in which their activities fit together with the
otlicial statements of function, The more faculty load studies are
made and the mote results of such studies are disseminate -nd
shared with other institutions, the better will be the understanuing of
how the college faculty memiber operates and serves his institution.

Such studies should not be “one-shot affairs™; they should be re-
peated periodically, probably not as often as annually, but at least
every thiee to five vews, It is unlikely that any extensive adminisira- |
tive decivions can be made allecting faculty utilization based on a
single year's study of fuculty load. However, with information on fac-
ulty servives and activities available from three or four studies con-
ducted over o decade, an administrator should have ample informa-
tion upon which to support recommendations for changes in load
assignments, changes in functions of the institution, establishment of
principles concerning outside activities for extra compensation, and
many other phases of faculty endeavor.
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AMERICAN COUNCIL ON EDUCATION

ARTHUR S. ADAMS, President

The American Council on Education is a council of national asso-
ciations; organizations having related interests; approved universities,
colleges, teachers colleges, junior colleges, technological schools, and
sclected private secondary schools; state departments of education;
city school systems and private school systems; selected educational
dzpartments of business and industrial companies; voluntary associa-
tions of higher education in the states; and large public libraries. It is
a center of cooperation and coordination whose influence has becn
apparent in the shaping of American educational policies and the for-
mation of educational practices during the past forty-three years.



