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IMPROVING INSTITUT&ONAL ACCOUNTABILITY THROUGH FACULTY"DEVELOPMENT:

o K .
REACTING TO CONFLICTING PRESSURES IN POST SECONDARY EDUCATION .d®

© . Robert G. Simerly, Syracuse University
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Three out of every ten people 1n,the Un1ted States are directly

-,

— / 1

involved in education. Education has.hecome our nat}on s largest enter—” .

\

prise. Even though there is evidence to suggest that enrollments in’

» {

hlgher education are beglnning,to stabillze, accordlng to the.Digest of
Eﬁucatlonal Statistics (1974)/ne have 8.5 milllon students enrglled r I
degree—credlt programs 1n higher educatlon. This 1s the largest enroll-f
-ment at %ny time in our history. These 8 5 mllllon students attend '

2,797 . c?lleges or univer?sities in the Umited States. Currently 620,000
; : ) '

i . -~

~facuit§ members'teach in these institutions (p. 136). Thus higher K

i -«

educatlon has its fair Shere oi\our natlon s largest enterprise.
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« The Creation of Conflicting Pressures .o ) ‘\\>h

N
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Sin&e World War iI, higher education has expanded at an nprecedented\

| . p
rate in our race to, educate our youth and to provide continuing education

opportunlqles.for adults. Now that our enrollment appears to have stab1—

lized at the same time we are experiencing diminishing financial resources,
.. ‘v .

‘

we are beginning to examine who ‘pays for educatinn and what we are getting

e s B .

for our expendifures. At private institutioms, st dentF bear 653 pet

. ~ . ¢ .‘ - . L . \
cent of the Costs of their education while 34.7.per cent of the cost comes

¢ -‘ ———

from other sources. However, at state supported institutions, students

contrlbute only 22. l\per cent of the cost of their\Education with 77. 9 per

-

cent of the cost-coming from other, sources (p. 112).




. " We are now fécihg the conflicting pressure in post-secondary education

R ] . . .

of providing-.quality. education at the lowest possible cost in an age of

.

tight financial

sources whem faculty are demanding salary increases and

.

‘students.ang~taxpa§@ s. are raising the issue of consumer rights.and
° [ .

. - .
. . ¥

accountability. M -t . ‘
e . N - v * ‘ *
The Pressure of Being Equalitarian -
i, . . . ‘. , .
- o In addition, we hdve moved toward an equalitarién view of higher & "

. <

edpcatioh. Atjgrican higher education is no longer consideréd to be the

N v

'
. . privilege of the few. Thus our image of colleges and universities is .

: 4 changing. Where formerly we tended to view our institutions simply as .

- ' r ’ '
that of being a community of scholars, we are now beginning to recognize

.

that higher education is big business that emplhzi\fifg}ars to produce
. t P ~
many of its products and services. And as we have begun to convert to

e

this big business view of education, we’ have experienced many of the

conflicting pressures that business has experienced. . We have demands for : / .
[ Y A‘ . ' . I3
accountability and reactions to accountability procedures. We have-
. \" . ' ) ’ !
L faculty members who, following the big business model, have unionized. ™ /
. . Our growing pains are lord.and they are painful. The conflicting pressures /e (
RN . - /

/

i - .

in post-secondary education have never been greater in the entire history

— Q , |
- of humankind. ; ~ .

’ - . \
L d

—

. \
" The Role ¢f théiInStituthonal Researcher ~{ \\\ '
| .

' v

One of the ways in which institutional .researchers can playsa major -

role in assisting their institutions to react more effectively to con- -

’
»

flicting pressureé is by’creating reliablg data bases re;E?ging the myths

&

.

i and the realities of conflicting pressuges within their institytioms.

E




rish Pressure -

The Publish or
\ o

One oé e major professional pressures ideucified by faculty members

is the polarized approach to teaching verses’ research that results 1n the v

.

- publlsh‘or perishdilemma. -However, an examlnatren—of che«actual researchsﬁvee,e ]
»

~
L

that has been done of the research and publicatlon records of faCUlty
v : , . i

members in higher &ducation shows that the publish or perish controversy -

is largely a myth. The fact is that most faculty members in higher educa-

’
-

ticn éngage in little or no research or publishing. This has been noted -

-~ < £ r . M <

by Cartter (1966) and Mayhew‘(1971). In faét Mayhew charges that the’

faculty "steep ‘themselves in the stale intellectual brew first mixed when
¢ - ~

they themselves were in college" .(p. 496).

-

ature on.the ‘o

.

One of the.best reviews of the research-based 1i

.publish or perish contfhversy has baenm done by Lewis (1975). Lewis'
* ’ ¢ ,,/‘ ’ .
review of research also confirms the fact that the majority of»faculty .

members in higher educatlon engage in Idttle or no research or publlshlng

a

Blackburn (1975) has %ound eV1dence to show that time in rank seems to be

the only‘important factor' in determining promotion. - v

N}h analyzing the publish or perish myth it is interesting to note

that practically.no‘one has made an attempt to find out vhat conditiong

are necessary to contribute ;o rhé dévelopment of a publishing scholar:’ ’
.Simerly (1973) found that faculty felt that inadequate available time
hindered“the}r overall growth and‘development. &his percebéion of inad-
equate available time may be a najor psichological block to faculty growth

[N

and development when you consider that Blackburi's (1974, p. 77) review

- Al ,
of the research on faculty workloads shows that most faculty members work
- co , : .

\’5' / ‘ ’
- 'u ~ -



A4 ’
bgfﬁeen 55-60 hdurs per week. ’
-y ~ - When féﬁpf%y‘mémbers do engagé in résgarch and publishing, Blau .
AN . L ) .
. (1973, p. 111) found that a faculty member's own,graduate training did
o AFETeto ' - ; oy N
: iittle to promote this research-publishing orientation. Rather ‘he found
. that the size of an institution affects a faculty member's research out~ .
..\ ’ o~ " . ) . * , -
put but that even size has Anly an_ind%&ect influence. Large institu- .
Ce o ) e
‘ .tions tend to p

ERIC
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- w7
roduce more faculty members who actudlly engage in research
, LT too . '

&

and publishing. queﬁer, he found that large size.must alsé be combined

It

° . . > v . . - . - N - LV
with a®luence and that this—da-turn allows’ institutions to ‘develop , p <
,. N . ,u/// ) ' -

personnel policies that allow for.the recruitment ,of research-producing

~ i

e

faculty. Thus the climate of haviﬁg superior résearch—prbduciﬂg colleaéues
. + ., - p

seems to be the major determining factor in facilitatiné the production

.

of publishing scholars émong the entire faculty (p. 239). - C- i

Yet the publish-perish myth persists because of the
- ‘e . . R

incongruencg

between the real reward structure of institutions and the perceived

.

{eward structures.‘,As the Gaff—W?lson (1971,and 1975) -studies found,

most faculty members perce%ﬁé that research and publishiné rather than

* -

teaching constitutes the major reward systems even in highly diverse .

.« ’ . . . < T
institutions. . R ) e .
. ‘f P N 4 _7 .
It is interesting to note that this incongruency in perceptions
{ ) . e . .
between real and perceived reward Systems also carries over into other
- L \ .

aspects of,faculty\members' perceptions of their world. The Blackburn
(1975) study involving administratof, colleague, student,'aég self-

ratings shows that® professors also have erroneous perceptioﬁb of how:

others perceive and access them. Faculty member$ consistently give them—

v

. ek ' o . . ‘
— selves higher ratings on overall teaching effectiveness than do students
&

—6‘-;_ - Rt .

. . ‘
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A "or peers. . . ’
- ‘L . v‘. ’ - . - 14 .
: The Faculty Work World : . . )
B S .
’ ‘ Another, way in which institutional researchers can better help their s

institutions more effectiVély deal with conflicting pressures is to find . S

. > - - - - - * .

. - ]
better ways to conceptualize and repdrt on the work that faculty members

" P4 ' - v, ST
do. : - - — e

.

The traditional way to deal with faculty wotkﬁis'.o talk about it
e — - e

in terms of teaching, research, and senv1ce.. The traditiOnal'expectations 7~

» . ,o—_ -

— :
— associated with this taxonomy are- that faculty members should excel
N

. . [N

all of these three areas. However, this taxonomy‘and its resul/ant ex-

pectations developed at a time when change was not so rapid/and faculty
< , . / .
members did not have ‘so many confllctlng demands placed on ‘'their t;me._

[ “ N

AN

¢ " In an effort to more accurately study and class1fy what faculty - -

o~ e = .

memberslactuallv do and whac portion of thelr time is devoted to various ~

' //

‘components of their work, Stecklein (1974 P. 11) reports that the

National Center for Higher Education Management Systems (NCHEMS) in con- .

< - \

'+ nection with the Western Interstate Commission on Higher Education (WICHE) B \

’ vl
o ~

developed the following classification for faculty. work:

.
— -
]

' " ) 1. Teaching . N -

-~ L . -

2. Research, scholarship, and creative work o

+ 3. Internal service

. . / 5 ) ‘ L .. .
4.L Public sep?{ce‘ . . T )
. { .

[

. o, ‘This taxonomy representsan improVement over the previous traditional
. ; X . N - .

\ N -~

one in that it expands the research dimension to consider creative work
s . - \

by faculty members who can best demonstrate their contributlons to the .

-~

ERIC . E \ .
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Lo, - I e
. . ) / . . .. g ‘ . A
L intellectual community in fhis manner. In add{ition, this taxonomy recog- - -t
-~ . -y ) , . v
e . ) - L3 ¢ . > - ) N . < N
_nizes’' the difference betwegn interpal '1n'§‘tit:ut:ion'al service that may - ‘.
‘ .‘ : ! « ) -~ . o -
- -+, benefit the institution directly and t?(e moré broad ared of public service o
~ . : N / s 5 . ’ . ]
— that may on1y~ben t: t: e i@;y-tlomiu,indlreht_ways. Iﬁismt:a/xonomy is N
. . -- used most: of/en to des; E‘t&jacufty work in quantat:lve ways such as per - ' [
e »-—-—-—-w‘a-n—-z._mm
3 ; ST —
+\cent of time spent iy each des/;bedﬂrea of act:1v1ty. . - - ‘ -
" . \\-fﬂen‘gvef,/ becay e-of inpreased public dqmands for accountability, it S
////‘/./// . . \\‘-.,\ ’ ’a . ‘ . R ' . L
~ r» . 1is also necessary.jto dgvelop ways to évaluate _m@ quality of a facuylty .
- - - ~ " . LI Y . g - 7 . ”
T membet's .contribgtion.  For this an even more comprehensive takonomy -
' L} . ’ . . —
’ .o . -~
such as the one/ suggested by Miller (1974, p. 16) is appropriate. His . )
o .categories of/faculty -activity are: « i - - ~ .7 .,
* 1. Glagsroom teaching
. L4 L . : : 4 ‘
- - )/ / - . . N .w 4
2. _Advising . . ;o e . Lo . _
. ’ . v ’ s
3. aculty service and relqt;dns : . .
. ’ . / . [y
4. [Management (_adininist.rax.é)n) e L
l .5 Performing and vi dal arts L - . ) .
. . < : '/ I ) : . . R
. ' . Professional services AR - EY ) . 0
~ 3 . ’ e ——— ~ . -
i VR e S * . - - . N
- ! ’ . - . - . RS * . . : e . : PPy
: * /7.7 Publications _ | ' : / T
8. Public service - .
i f . .
~ ne ¥ N X o . ) . .
. 9. Research v : ' » S Caa o
T ) ) . ’_’:;,/“ _—
. . 2 . F - Y
This t:axonomy iends 1t:self well to the follpwing institutional, dses: ’
1. FaCulty self ~reports of workload‘s/ . - «
| Quant:at:lve and quallt:at:lve evaluatlo'ns of faculty performance in l \
’ ’ . 3 -~ e
N - . ’ : S ~r. f
R each o,f t;he ca:t:e’gorles. St ) . / . . PRt
- ) Q - . _—
. 3. 1Individual, departmental, college, aid institutional management - \
< > - , -

\
\




by objéEthes}systems.“3‘:
4. Long-range bianning_activities.

&

“The Faculty Deveiopment Movement ,

. As 1nstitutions begin/to consider long—renge planning///hey try.t/ .

P
e — \

find better ways fo. plén for the more effective use of® ?hysical finaﬂcial,

. 0

and human resourceéz/ For years, we have gix 4xxuj&ELto plannlng for

4»—\

the utilizatioﬁ—of_physical ‘and f1nanc1al resources, however, it 1s only

’recently tha//higher/edﬁcation‘pas turned 1ts attention to f1nd1ng more

.

pz effect/ﬁe‘ways to plan the utilization of its human .résource of the
- \

faculty. Such nning has become known as "faculty development'' sand
o : s .
[}

,Eithin‘the last fod} years between 400 and.500 faculty'development pro- .

.. grams have developéd in the United States. However, an gnalysis of these

~

prograﬁi:Eﬁgws that there is no clearrégreement about what faculty

Pl

devélopment programs should be doing. ’ , A

One of the problems in discussing faculty development 'is that we are
just now beginning to be able to conceptualize faculty developmént in

‘--mean1ngful~ways that consider the complex interaction of persgn, proﬁes—
h

sion; organization, and conﬁﬁmér*—~EbeL_g 71, 973). w,s/one of-.the first

s
to note that'we have made. few\attempts to con

.
\
. a7, 4 -

development process 6f facui y; As a}res lt,

\faculty*develooient in elementa;?:y hat=afe related to things that
. e

- s
. = . Lo . e
are only b £ Iof the 1nst1tutlon. .Recently the most
. . Pt i‘ R '/ .
comprehens

haye be

o date many activities and

ERI
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’

at /aculty development.\ The f0110w1ng taxonomy prov1des a useful way to

. \

categorize these major approaches to faculty developmentt
- ' . . A o
/ - . *

T

Faculty Derelopment as Individual,Preedom—-the Lassez-Falre Approach
s . /—~
remarked one dean

"My approach to. help g.faCUlty members deVelop,

-~

- .. . >,

recently, fis to hire : 17ing people, turn them lbose, and leave

- 0

them alone. They know wha;}pﬂi;'re suppese& to do. The tenure—promgtign

rev1ew then parates th 7g08d ones f%om the ba‘."~'This is the lassez-
o

T faire, hands—off managemeﬁt approach, fypical of peopIe who see faculty

members as s1mp1y’/erng//ﬂpart of a communlty of schokarstfx'

The’ as5umpt;on behind th1s approach is that somehow
of scholars w1;l act1vely work to define goals t éptable to an
. ‘ i
1nst1tut10n and the mulC1ple publlcs that serves. Howeyer, astrgss

/ K

‘and G ambsoh 1974) show.in one ﬁﬁ/{ e most comprehen51ve studles that

~ . -

. i NV
has been don on 1nst1tutional goals, the top goéls oE ‘the faculty gen—

R ‘ n,
$ /‘i K

erally are concerned primarlly/with preserV1ng the” status quo. . Eaculty

/y:membergagg,notﬂtgke“into accofmt ‘the w1de var1ety of conéerns berng

-are .to:
v -

) . - ’
- Protect academic fréedom.

Ensure confidence-of ‘contribut

' | B
" Maintain top quality in impof%;nt programs.
PR .« - P s
pZ

Inérease or maintain prestige.

- «
poes -

.. '
Train. students for scholarsh}p/research.

s P
& —IQ-_ '

0




' The authors interpret these ranked goals to mean that "the major

v
s

[N . N -, ’
un1ver51t1es,ofmthelUnited States emphasize support goals/GVEr output”
i

goals, especially the protectlon of academic freedom and other gdals

~ . /
related to the purSuit of personal faculty careers"

cern for studénts, eepeclally undergraduates,.comes near ég;

bottom:of
: N - : ’ '
the list of' 47 goals. (p. 197). ) ///

/

. L/ <
n : 3

. RS L S {

Facultv‘ﬁevelopment as Introductlon and. Initiation
£

e

N
T - o

1

T Hollenback (1964) Hlbbard (1966), and England (1967) have documented

N
3 \ L4 \\\\
v efforts at—faeu development that are concerned with orienfatxen\agtivl—

ties involved in bringing. otieone new into the organization. - Faculty
” ) >
development as introduction and initiation operates at the formal level
~ = - ) i-‘ ‘ v )
- ~of offici i i i

Tientation sessions and at the informal level described by

-

~Case (I971) in which facult:/memhers new to an organig?tion sniff out the
procedures,‘practices, and

ccepted norms that guide behavior.

1

. '\ a e - v —
Faculty Dev eer=Pe-

, Gustad (195/5: Eble (1971), and Scheln (19?1) are amo%g thos ®who-
/ .
- have studied ﬁ@gulty'dEﬂBlﬂpmehtgf10m~ih£LADiﬂ i oc1a1 psychoLogy

Lp»Wh}Ch the faculty member is s€en as. proceédﬂng along a career paiB}/
/// - —
“This method of con51der1ng faculty development is typ;call erned”»lth

e .

;such th1ngs as tenure*promqtlon_prgggdureﬁj’ﬁoundaries among assistant,
- - 1 . /)) . -
&7

-

associate, and full professors and rites of passage through these boundaries.

; 3 //;he fact that most faculf///embers know 11ttle about the feaching-
.\-9‘ . . -

.

§ Faculty Development as Curriculum Refo;m///;’(/

learning process and about educational technology strategies de51gned to

.
- N
.

o -

11~ -

L

- 11

(p SI),//haJor con- ~

4




facilltate/the teaching~learning process has been noted by Powell (

~t
MiltPn (1973), and Bergquist//pd/?hillips (1975) Asking faculty/members
< - -
— to-focug _on res;rucfﬁf;ng cufriculum is an organizational me/hod de31gned

e -

ai:,_ln_ctir.d,e_rJQ e

to facilitaEe~ehange—1n,a—system.-ﬂIhevlmplicatiQ Ls—th
L . // ~

change the curriozlum/that/faculty/ﬁemgéis/fhlmselves st exafmine and ’ ‘
) L "/ o T T
o~ changé th1ng/,tha’/they,are“doiné' . A,//f/ - i K /// .

P v ’

il ~ /
7% - .--Typical of this approach 1s/that,uti)ized by .the. Cent or Anstruc~’

’

. Syracuse

tional ?evelopment staffed by Bob D;amond and/hls associates

£ Univereity (1975). uThis office works closély with academ1? departments

in helping them to design effective’ teghnologles for 1mprov1ng the
=

instructional process. ‘Increasingly/there is good_evidence to suggest -
¢ -

.

,that this is one»of the best entry points for faculty development act1vit1es

-

.because "it is,possible to deal concretely WLth things in which faculty -

s

members have expertise——suhject matter® Dealing w1th the subject matter

/ LT .. .

. “ 3 . . . .
support system that b gins with confirmation of expertise rather than with
' ’ / e .

B T

" negative 1mp11cations that faculty members themselves need- to thange.

in which.faculty-memb:;s/already have expertise, provides a psychological

<

Suchithlngs as attltud%s and values of faculty members, organizational

- |

N

»meward systems, 1nterpersonal skills, and organizatlonal conflict manage—

. ’&a\ ~ .o
’ ment may ‘or may nit be dealt ‘with when uti/izing th1s approach.

/

, ¢

ﬁaculty Deuflopment_as Concept andﬂConstruEt v 'j

This is an attempt to conceptualize faculty development in Telation V"
- ~ /

“to Argyris' (1964) concept about the need to integrate the individual and /

the organigation so, that the goals and objectives of both the 1nd1vidua1



and the organizégion'één‘bglmet, This:move'toward a concept and construct
I — , =
of‘ffgpl development (s a sophisticated move to incorporate all of the~”

L
—

- previous approaches: to faculty deveibpmen% in a generaliziné and synthe-
+ sizing way.” ) . =7
. -+ . -
" Thus concept, to follow Kerlinger's definition (1973, p. 28), becomes
".’é - . i . l ‘/,
& ‘ an expression of, an abstraction that is formed by generalizing from- -

-

- particula;%. As Owens (1970, p.” 42) ndtes, the ideas in a concept don't

ngceésarily have to prave themselves./ Rather they are simply what z

~—

. ’ ' {
Griffiths describes as terms to wh¥ch we attach a particular meaning

(1959, p. 38). Thus a concept of faculfy development evolves from gen-

eraliiing and synﬁhesizing previously

. '

sed ways in which we have considered
L . -

e

e

' facultyldeveloﬁment.
o ) - — ’ e
i A step beyond a concept is a copnstruct. A construct is ast a con-
b "."—"bx:_-,:b...
S .cept; however, it has an additlonal meaning that is: consc1ously and

Kl - ~

vdeliberately attached to uhe word‘for a particular scientific pu;pose.

«A.major test of a.cogiggg t, according to Kerlinger (p. 29) is that it enters
S

relates to'tHéoyetlcal schemes. Thus a construct of faculty

»

s . organiz atxonal th\Q; systems theery, and adult life stages. .
— Ls . .
. o \ . .’?{\l * .
e. ‘ Wlthln this coé%%pt and constymct-of faculty development, the
AN Dy .

in 1v*dua1 faculﬁ?ﬂmember can be cénsidered jn relation to t
2 , - . .

v, &

uthfgeAmajor dimensions: < —_— | . \ —
= ?2‘{4 o : - - YL , N .
. “1, 1. Personal ~ Co oo

Al

2* Professional

~_ : 3. quanizatignal . N\ \\~ :

ERIC ~ . .~ .




Each is equally important and
. "/\‘ A 4
11 of theée diméﬁsioﬁS\simultaneously.

- . \\

117 exclusive.

;peess componEnts of fagulty dizflopment
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’. . .//’ . < - .
It is at the level of develo‘;ngﬂconeepes~and—coﬁszEEISsthat the, °
. - institutional researcher can assqpe a major role in faculty deﬁelopmeht

At this level, the institutional researcher is the logical ¥

efforts.

- . person to be called on to create a reliable data ‘base for decision makiné

regarding the most effectiye‘use of the human resource of the,faculty.

N ) .
Thus through creation of this reliable data base about the personal,- pro-

., fessional, and organizatiogai“dimensions of faculty members, the insti-

*

tutional researcher can make a major iﬁpact. With accurate data about

the component parts of both structural and process dimensions that leads

to the formulation of a concept and construct of faculty development,

4

) » .
the institutional researcher dan exercisé power on the organizational

“

! elites who turn to the institutional researcher f6r guidance in decision

. ' ]
maki g.
L) v

N -

as that of being at the "nerve center' of the insfitution. o

.

'y 1 3y
H

i

Facq1t§ ﬁevelgpment as OrganizationaliMetagoal

¢ 5

’
.

\ ) " This-is\even a step beyond»faculty development as concept and con-

struct. This apptoach moves to the overr1d1ng ‘organizational commitment

.o ——to a metagoal, or generallzed OVer:;d;ng goal, that is institutionalized

. ¥ to the point of being abstracted to a process. Thus an organizational

v A

metag 1 suggested by Bennls (1967) might be to develop a, system for

constantly detecting new goals. Lippitt Q&969) describes this process as

Hefferlin '(1969) builds on this and states that

o

‘organizational renewal.

'a main goal. for institutions of higher education should be to develop the

capacity t¢ provide for continuous adaptability. ' ‘
. - .
Faculty development as organizational metagoal can be thought of as

. .
] ' v . 4

a . -16~ .
- hd -
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Romaine (1971) describes this approach to institutional research:

~




‘treating a reliable organizational daga base for the purpose of giving
PV a - ) M .
v conscious attention to planning, studying, and improving those structures
~

and-processés used bf.faculty to attain their goals as well as the goals

of the organizatiéﬂ. . : . o

~
N ’

. 'Faculty development as organizational metagoal, then, represéﬁts a

» ~

. conscious organizational commitment to the complex pfocess of deliberately ¢ \
. ,- ( . ‘ H
planning for the most effective use of the human resource of the faculty. ' .
4 . . R [
N . * e . .. .

-_gaaﬁg?i‘of'Institutional Researcher's Role

This, then, is the chéllenge to the institutional researcher--—to

. “create reliable data bases about the institution's faculty members and - -
. . @ .

N .

thus to influence the power elites within the institution té develop a

~
.

’ construct of faculty development as a metagoal for the

- s, .
o,
. v .

. . - R """’"""—&-...,‘__\ 1\
, . is action~oriented institutional research that makes a diffé¥ence.

v .~

institution. This .

- -~
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