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Reviving the “Deadwood:”
How to Create an Institutional Climate ior the Professions! Growth and Revitalization of

Mid-career Faculty in the Community College

Most college students have experienced the "yellowed lecture note syndrome” at some
point during their college experience. This can be 8 very frustrating experience for
students who are aware thet they are not receiving accurate, timely information. Others
may not discover that they had been receiving out-of-date instruction until they leave
college. When they try to enter a career field they may discover that their skillsand
knowledge are many yeers behind current practices.

in addition to the frustratien experienced by students, the “yellowed lecture note
syndrome” should be viewed as a symptom of much more critical problem: faculty
members who have lost interest in their field. Perhaps they are bored with the repetitive
nature of teaching the same classes for many years. Maybe they had never been highly
involved in their field. Or it is possible that their interests have shifted aver the years.
Whatever the reason, when faculty lose interest in their discipline, not enly are students
cheated, but the institution also loses a potentially vital human resource.

In the community colleges, the lack of vitality among mid-career faculty may bean
even more severe probler than it is in four-year institutions. Community college faculty
often gain tenure in the first few years of their teaching career. Tenure is generally
granted almost automatically, with just a few evaluations of teaching and ususlly no
evaluations of scholarly involvement. Moreover, unlike university faculty, community
college faculty have no reward structure which recognizes the importance of involvement
in the discipline. Ranks and salary are typically determined automatically through years

of service rather than through echievements in teaching or in the discipline. Finally, the
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heavy teaching load of community college faculty mitigetes against involvement in the
discipline. Community college faculty may teach as many as five classes each semester,
which leaves virtuslly no time for direct involvement in the discipline through research,
publication, performance, or any other appropriate professional activities. In addition,
with the heavy teaching load it is very difficult for many faculty members to simply keep
up in the discipline through reading journals, attending conferences, or taking workshops
or graduate~- tevel courses in the discipline.

The thesis of this paper is that community colleges can make some institutional
changes which will result in the revitalization of mid-career faculty. Although each
faculty member may have individual reasons for having evolved into “deadwood,” the
institution can make changes which will directly encourage the professional growth and
renewal of mid-career faculty. Through these changes community colleges may be able to
tap some of the initial energy and excitement that faculty members brought to the field
when they were new. Alternatively, colleges may also encourage burned-out,
distTlusioned faculty members to find that new excitement by retraining for another field,
ar by embarking on a slightly different career path in the institution. In either case, |
believe that it is possible for community colleges to revive the “deadwood,” and to
recapture the vitality which may be simply dormant.

This paper has been organized into three major sections. First the problem of faculty
vitality will be examined: why it is acritical problem given the impending faculty
shortage; symptoms of faculty burnout; measures of faculty vitality; and the specific
nature of the problem of faculty vitality in the community college. Second, institutionsl
causes of the probiem will be analyzed, includtng the campus culture, workload, changes
in the student population, and the tenure system and reward structure. Finally, solutions

tu the problem will be discussed by examining successful practices for revitalization
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which have been used in business and in institutions of higher education. The conclusion
will offer some specific applications for community colleges based on the literature by
answering the following question: what can community colleges do to enhance the
professional growth and vitality of mid-career faculty?

The Problem: A Lack of Vitality among Mid-Career Faculty

Recently college facuity have been receiving considerable criticism in the popular
media. Charles Sykes' 1988 book, ProfScam, was an indictment of the American
professoriate which provided fodder far newspaper editorials and lively discussions on
radio talk shows. Among other “indictments® in his first chapter, Sykes notes that
university professers “. . . are overpaid, grotesquely underworked, and the architects of
academia’s vast empires of waste"(p.5). Sykes continues, “They have twisted the ideals of
academic freedom into & system in which they are accountable to noone . . .“ (p.6). More

recently, Page Smith's book, Killing the Spirit ( 1990) and Roger Kimball's book,

Tenured Radicals ( 1990) have also been highly critical of the American professoriate.

in August, 1989 the Los Angeles Times published en editorial entitied “UC Tenure: a
Forest of Deadwood,” in which Jack Miles, a former professor, criticized the tight
workload and lack of research productivity of University of Californis proiessors. About a
week lster Joyce Appleby, a professor of history at UCLA, responded in a letter to the
editor by enthusiestically agreeing with Miles' editorisl. Appleby added, ". .. most of us
accept the benefits of our situation. The fault lies with the university administration,
which tolerates this use of taxpayers’ monay.”

The issue of faculty vitality surfaced again in the L A. Times in October, 1989, inan
articie titled “"Plan for firing of inept UC P:rafessas‘s Siirs Debate” (Gordon). Thisarticle
outlined the U.C. Berkeley Faculty Senate’s proposal for firing tenured professors for

reasons of incompetence, and noted arguments in opposition to this proposel. In January,

o



Reviving the Deadwood
4

1990 snother editorial appeared in the L.A. Times on the same subject, titled "Should
Universities Remain Shelters for the Slothful?,” which steted, “Tenure has long since
deter forated into @ shield against the reality of the marketplace, a cover for incompetence
and laziness . . ." (Yardley).

The point is, it is likely thet the public is gaining a highly unfavorable opinion of
college and university professors through the popular media. Colleges and universities
may want to consider responding in kind, by pointing out the positive contributions of the
majority of faculty. Although these articles are distasteful to many who are involved in
higher education, it should be pointed out that they make some important points about
faculty vitality: there are faculty members in higher education who do @ minimum of
work and are generatly not accountable for their productivity and vitality once they are
tenured. For this reason, colleges and universities should consider meking some
institutionel changes which address the problem of desling with thé “slothful” or the
“deadwood,” to encourage the revitalizetion of the disengaged faculty.

[Mid-career Faculty and the impending Faculty Shortage

Why shauld colleges be conzerned about revitalizing mid-career faculty? First,
mid-career faculty are 'ikely to be at the institution for 8 number of years. If theyare
disengaged, this would represent a terrible weste of potentially vital human resources.
Second, 1nstitutions will be looking for many new faculty in the future as one large cohort
of faculty retires aver the next decade or more. |f many mid-career faculty decide to
retire early, or decide to leave higher education, colleges could be facing more severe
faculty shortages than predicted. Moreover, mid~career faculty will provide some needed
continuity for academic programs during this period of transition.

iMid-career faculty may be loosely defined as those who have achieved tenure, have

been college faculty for perhaps between ten and thirty years, and who may be between the
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ages of 40 and 55. According to a recent survey of the Nationa! Center for Education
Statistics, the average age of full-time college faculty is 47, and one quarter of all college
faculty are age S5 or oider (Mooney, 1990, February). With a modal retirement age of
65 (Bowen & Schuster, p. 266), the mid-career faculty are likely to continue as faculty
members for at least ten years or as many as twenty-five years. Of course, when the
mandatory retirement age is lifted in 1994, faculty could choose to continue beyond age
70. In any case, this represents a significant amount of faculty time and human resources
for an institution. According to a survey of community college faculty, older faculty
showed less concern for students and spent less time interacting with students { Cohen &
Brawer, 1987). If asubstantial proportion of the mid-career faculty is no longer
enthusiestic, the vitality of instutitions will suffer, and the quality of instruction is
likely to decline.

The impending faculty shortage, en issue brought to prominence by Bowen and
Schuster { 1986), is likely to result in & greater dependence on the mid-career faculty.
Because colleges and universities may be hard-pressed to find enough faculty, 1t will
become critical to retain existing faculty members. George Keller comments on the aging
of the faculty: "For any institution that wishes to increase its quality of instruction and
research, the continuing rejuvenation of its faculty in the period ahead is supremely
urgent” ( 1983, p.23).

it is possible that mid-career faculty who are disillusioned with academic life may
choose to leave for positions in business or other non-academic settings. Mid-career
faculty may feel “stuck” in their career due to a variety of situstiona! or contextual
reasons (Clark & Corroran, 1987). Bowen and Schuster (1986) point out that
mid-career faculty tend to move out of the academic setting when sslaries in related

non-academic settings are more attractive. However, if colleges are able to revitalize the
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mid-career facuity by helping them o maintain thair enthusiasm for their work as
college professors, faculty members will be more satisfied and less likely to leave, and
colleges will be able to mest their own future staffing needs.

Symptoms of Faculty Stress, Malaise, and Burnout.

How can institutions determine the extent of the problem of burnout emong
mid-career facuity? Caffarelle, et al. ( 1989) point out that some faculty members will
continue to be productive, according to traditional measures of productivity, even though
they have lost enthusiasm for their work. Results of the 1984 survey of faculty done by
the Carnegie Foundation for the Advancement of Teaching indicated that about 40 psrcent of
the facully surveyed were "less enthusiastic about their work now then when they began
their academic cargers” (Schuster & Wheeler, 1990, p. 11). However, amore recent
faculty survey shows that faculty morale may have improved somewhat: 34 percent were
less enthusiastic about their work (Carnegie Foundation for the Advancement of Teaching,
1989). In recent years, several studies and reparts have documented low morale and &
general malaise among mid-career faculty (Bowen & Schuster, 1986; Baldwin &
Blackburn, 1983; Boyer, 1987, Eble & McKeachit:, 1986).

Altshuler & Richter ( 1985) describe the true burnout victim asone who “. . . hasan
overwhelming sense of failure and loss of pride related to being in the wrong career at the
wrong place for too long & time, with no prospects for change.” Faculty greet each other
with another horror story about unmotivated students or unreasonable administretors,
often assuming that burnout is the norm. Cohen and Brawer provide the following
description of faculty burnout: “Burnout suggested people whose fatigue was caused by
environmental pressures beyond their control” ( 1989, p. 80). One example s the
pressure to do too many diverse tasks in oo little time: teaching, research and writing,

and committee work ( Seldin, 1987). Another example is a simple lack of enthusiasm for
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facing another week of work. Jaffe and Scott describe the burned out as those whe . . .
experience little satisfaction, feel uninvolved, detached, and uncommitted to their work
and coworkers.” in addition, they work “far below their potential” ( 1988, p. 16). Itis
likely that the pace and intensity of the workload of faculty contribute to the burncut and
malaise which occur in mid-career faculty.

Interestingly, James F. Calhoun, professor of psychology at the University of Georgia,
asserts (nat those most succeptible to stress are “the best™ “The one who has the mast to
give is at greatest risk to give out” ( 1988). Professions which require intense
involvement with others tend to breed stress and burnout due to the constant or repeated
pressures of dealing with peaple. Calhoun ascertains, “. .. prolonged and unreligved
stress Ieads to burnout -~ in one's persona! life, in one's professions! life, and in the life
of an institution.” Symptoms of burnout are typically high absentesism, low morale, and
high job turnover. Agsin, colleges facing faculty shortages may want to carefully consider
the possibility that some of their potentially “best” faculty could be burned sut, and may
be 1ikely to jeave the institution due to the results of stress and burnout.

A more serious form of burnout, termed "Professorial Melanchalia” by psychalogist
David F. Machell of Western Connecticut State University, is an emotional disorder, 8
“crisis of low self-esteem,” which Machell believes is unique to the professoriate
(Mooney, 1989, November 1). Unlike those in other professions, professors are more
likely to be self-critical when they do not meet their own expectations of perfection. This
can result in faculty who feel misunderstood, discouraged, resentful, and isolated.
Ultimately, as mid-career faculty, they may become hypercritical and angry toward
others. Machell recommends counseling for those suffering from “Professurial
Metancholia,” as well as developing relationships with positive people, and seeking

diversions.

o



Reviving the Deadwood
8

Measures of Faculty Vitality

In most four -year colleges, both ressarch institutions and stete colleges which are
generally considered to be teaching institutions, faculty vitality is typically measured in
terms of research productivity. Seme faculty handbooks state clearly that in reviewing
candidates for tenure and promotion it is important to consider that professars must have
“something to profess” which is the result of their own research ( Gonzalez, 1987).
Usually research productivity is measured quantitatively: how many articles or books
have been published? Sometimes weighting systems are used to compare types of books or
articles. Citations are also counted es a quantifiable measurs of perceived guslity among
peers (Braxton & Brayer, 1986). In ail cases, publications are usually the prime
consideration in determining faculty produntivity and vitality.

Finkelstein ( 1984) found five charactaristics that were typica! of the “professorial
publisher:" 1) holds the doctorate; 2) is strongly oriented toward ressarch; 3) began
publishing early, even before earning a doctorate, and received early recognition for
scholarly contributions; 4) is inclose contact with developments in his or her field
through interactions with colleagues and keeping up with the literature; and S) spends
more time in ressarch, less time in teaching, end is not overly committed to
administrative chores (p. 98). In addition, intrinsic factors, such as high
self~expectations and an or fentation toward research, tended to predict publishing
productivity mare than extrinsic factors, such as institutional pressure to publish.

Faculty in highly selective libere! arts colleges, including Amherst, Swarthmore, and
Oberlin, have long followed 8 "teacher-scholar“ model. E. Peter Yolpe notes,

A professor in any discipline stays alive when he 1s engaged in creative work ,

however modect. He stays alive when he carries his enthusiasm for discovery

into the classroom. The professor is academically dead when the spark of inquiry
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is extinguished within him. it is then that he betrays his student. (Bassis &

Guskin, 1986).

VYilliam C. Nelson concurs, "Can a faculty member be & really good teacher unless he
continues to take seriously his own learning -~ his scholerly develapment? For a while,
perhaps, but indefinately, no” (Bessis & Guskin, 1986).

However, for many faculty there is s conflict: the institutional demends for ressarch
productivity are not congruent with the faculty’s preference for teaching. (Austin &
Gamson, 1983). The National Center for Education Statistics 1988 faculty survey
revealed that in four-year institutions, faculty typically spend 52 percent of their time
in teaching-related activities, 20 percent doing research, and the remainder in
administrative and other activities (p. 48). Moreover, in the 1989 faculty survey, the
Carnegie Foundation for the Advancement of Teaching found that S8 percent of faculty
members in four-year institutions viewed themsslves as teachers, not researchers (p.
43); 45 percent egreed thet the pressure to publish reduces the quality of teaching (p.
S1), and 74 percent agreed that there should be better ways, besides publicstions, to
evaluate the scholarly performance of the faculty (p.52).

In his 1987 book, College: The Undergraduate Experience in America, Ernest Boyer
states,

While not 8l professars are or should be publishing researchers, they, nonetheless,

should be first-rate scholars. We understand this to mesn staying abresst of the

profession, knowing the literature in one's field, and skillfully communicating such
information to students. . . . As scholars, they must continue to learn and be seriously
and continuously engaged in the expanding fntellectual world (p.131).

A new report by the Carnegie Foundatian for the Advancement of Teaching is now urging

colleges and universities to take a broader view in defining faculty scholarship which
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includes professions! activities other then traditional research {Mooney, 1990, April
11). Eugene Rice, co-suthor of the report, explains that this is a four -part mode! of
faculty scholarship which inciudes advancement of knowledge, integration of knowledge,
application of knowledge, and scholarship that supparts teaching (Weimer, 1990). This
new model of faculty scholarship is a shift away from the “teacher-scholaer " mode! which,
Rice asserts, “. . . poses impossible standards that very, very few of us can meet.” Rice
believes that this proposed mode! of faculty scholarship recognizes the different strengths
of individual faculty members and disciplines. Paul Lacev, professor of English at Earlham
College agrees with this new definition of faculty scholarship, and asserts that there isa
good apportunity now to recruit and prepare a new generation of college faculty with a
greater emphasis on scholarship which enhances teaching rather than scholarship which
enhances a resesrch career ( 1990).
Faculty Vitslity in the Community Colleges

Generally, very little is known about faculty productivity and vitality in the
community college. Recently, however, a profile of cutstanding community college
teachers was developed by the Alliance for Excellence in Teaching, an erganization which
promotes quslity teaching at {11inois’ stete community colleges. The profile was basedon @
survey of 19 of the faculty members who were selected as top teacher of the year in their
con munity college. The “typical” top teacher belongs to about four professional
organizations, attends shout three professional conferences each yesr, and has published
six professional works (Wisniewski, 1989).

Community colleges have generally not used research and publication as 8 method of
determining faculty vitality. Because of the strong teaching mission of the cocmmunity
college, it would be rare to find 8 community college faculty member who prefers doing

original reseerch over teaching. in contrast to faculty in four-yesr institutions,
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community coliege faculty spend 71 percent of their time in activities releted to teaching,
3 percent doing research, and the remainder in administrative and other activities
(Nationa! Center for Education Statistics,1988, p. 48). Seidman ( 1985), however,
addresses the “false dichotomy” of teaching and research:

... the consequences of separating research from teaching plague their teaching

effarts, affect their aspirations and sense of themselves, undermine their intellectual

energy and conflict with a major source of satisfaction and renewal that should be

available to all teachers as part of their wark (p.253).

Under the new definition of faculty scholership provided by the Carnegis report,
community colleges could measure faculty vitality by looking at faculty involvement in at
least three of the four types of scholarship: integrating knowledge for effective
presentation to students through the development of course materials, textbooks, and
lectures; applying knowledge through part-time consulting and professional work in the
field, and scholarship thet supports teaching, including the development of teaching
methods which are effective for specific disciplines or for specific student populstions.

institutional Factors which Contribute to Faculty Vitality Problems.
Faculty vitality is influenced through individual factors and institutional factors.

individual factors include life cycle and career development stages, and motivations for
productivity which are dependent en highly individualized intrinsic rewards. Devries'
study of faculty anslyzed the reasons for the amount of time spent on teaching, research,
end a&ministretian. An individusl faculty member's self-expectations were by far the
hest predictor of the amount of time spent on each type of activity, with .."genizational
expectations a distant second ( Finkelstein, 1984, p. 93).

Unfortunately, other than careful hiring practices to select individuals whoare

highly self-motivated, institutions have little control over intrinsic factors, particularly
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in mid-career faculty. For this reason, this paper will focus on the institutional factors
which may have an impact on faculty vitality: the influences of institutions! culture,
department climate, and colleagues; faculty workioad; changes in the student population;
the tenure system; and the reward structure.

Institutional Culture

The “culture” of an institulion is determined by a set of commonly held beliefs and
values which guide the practices of those within the institution. Although the velues may
differ from one institution to another, each college has a set of values and beliefs which
form the foundation for the institutions] culture (Martin, 1985). Martin notes theta
cohesive culture is essential for a strorg cotlege. He states,

Good cotleges can be grouped into three generic categories: The research university

culture construes the university as pathfinder and disseminater of new knowledge, the

community college culture views the college as a center of educationa! services, and

the comprehensive liberal arts college culture interprets the college as contributing

to vital connections, including the connections among body, mind, and spirit ( p.80).

Accord’ ng to research done by Clark, Boyer, and Corcoran, faculty vitality is "a
contextus! phenomenon that veries in different institutions! settings” (Baldwin, 1990, p.
162). For instance, 8 faculty member who is considered to be "vital” in a research
institution may not be considered “vital” in a community college. Generslly, “birdsof @
feather flock together:” those who want to do ressarch are mare likely to be found in
resesrch universities with others who enjoy doing research. This is largely a function of
the recruitment and selection process in which each type of institution selects those who
are likely to "fit" with the institutional mission (Dill, 1986). A comperison of research
productivity measured in the number of publications indicates clearly that those in

leading research universities have published considerably more than those in four-year
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colleges, who, in turn, have published more than faculty in two-year colleges
(Brenneman & Youn, 1988, Finkelstein, 1984; Dill, 1986). The culture and mission of
the different types of institutions and the emphasis, or lack of emphasis, on research is
widely known. The expectations of the institutinn have an impact on the amount of
research and publishing done by faculty in each type of institution.

In their recent study of college faculty, the Carnegie Foundation for the Advancement
of Teaching ( 1989) found that in general faculty feel positively about their own
institution. in fact, 65 percent of the community college faculty felt that their institution
was & "very good place,” whereas 41 percent of four-yesr college faculty felt the same ,
way about their institutions (p. 95). Fifty-seven percent of two-year college faculty
rated the quatity of life at their institutions as “excellent” or “good.” But again, four-year
faculty were somewhat less satisfied: 47 percent gave “excellent” or "good” ratings for
the quality of institutional Tife (p. 113). Community college faculty felt more positively
about the “sense of community” at their institutions, with 45 percent giving "excellent”
ar "good” ratings, whereas only 32 percent of four-year faculty gave “excellent” or “good”
ratings (p. 115). A study of the Humanities faculty at Virginia Commonwealth University
agreed with this finding: older faculty members felt that the sense of community was
missing in some institutions of higher education (Armour, et al., 1987, p. 6). Finally,
the intellectus! environment at the institution was rated generally higher by two-year
faculty than by four-year faculty: 49 percent of two~year faculty gave “excellent” or
“good” ratings, and 42 percent of four-year faculty gave the same ratings to their
institutions (Carnegie, 1989, p. 114).

Overall, it would appear that two-year college faculty are less critical and more
satisfied with the environment of their institutions than four-year college faculty. This

is particulerly interesting in tight of the commonly-held belief thet faculty in community
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colleges may be less satisfied because thay are in institutions which are generally
considered to be at the bottom of the higher education hierarchy. Moreover, community
college faculty are generally more satisfied with the intellectual environment of their
institutions than facully in four-year institutions, even though the community college
environment typically does not encourage scholarly pursuits such as research and
publication. These findings seem to indicate that the institutional environment in the
community college encourages faculty vitslity.

Department Climate
Fifty-eight percent of two-year faculty and fifty percent of four-year faculty reted

their departments as "very important to me” in the recent Carnegie Foundation study of
college faculty ( 1989, p. 118). This would seem to indicate that at Teast half of the
faculty identify strongly with their departments and are, therefore, likely to be
influenced positively or negatively with the climate of the department.

in a study titled, "What Characterizes a Productive Research Department” (1986,
Leonard Baird concluded that the factors varied from one discipline to another. In the
sciences, for instance, up-to-date laboratory facilities influenced the number of articles
published. In other disciplines, apprenticeship programs made 8 positive impact on
research productivity. For this reason, it is often recommended that faculty vitality bc
studied in the context of departments and disciplines (Baird, 1986; Clark, 1987). One
generalization may apply across disciplines: departments which show a high level of
research productivity have an atmosphere in which research is encouraged. In fact,
young faculty coming into consistently productive departments become productive: their
publication rates match the norms of the department ( Baldwin, 1988).

The major difference between research universities and community colleges is the

way in which faculty vitality is measured. In the cum_munity cotleges, although
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departments do not normally encourage the type of traditionsl research which is
encouraged in research universities, the norms of the department are still likely to
influence the behavior of others in the department. Faculty members who find themselves
“surrgunded by people who are creative and energetic” are likely toalsoexhibit these
traits: vitality tends to breed vitality ( Schuster, 1985). In departments which sre very
active faculty may typically develop new curriculum on a regular basis, sttend
professional meetings, and par ticipate actively in developing or learning innovative
teaching methods which will make the department courses more effective. inother
departments in which the norms are not es active, faculty vitality might be discouraged
rather than encouraged.

Influence of Collesques

Peter Drucker  1973) notes that work is a sacial bond and a community bond: work
provides companionship, group identification, and a social bond. Drucker points out that
companies who poll their retired employees find these typical reactions: “What we miss
isn't the work; it's our colleagues and friends. What we want to know isn't how the
company is daing but what the people do with whom we worked, where they are, how they
are coming along” (p. 187).

The social aspect of research in universities fits with Drucker's theories. Dill cites
several studies of research productivity which have shown that research and other
scholarly activities involve a social process. Dill states, “The amount of collegial
exchenge and social interaction among research colleagues appears to be relsted to
individual research performence” (p.14). The benefits of social interaction smong
cotleagues nclude having the opportunity to test new ideas and share discoveries as well as
simply enjoying exchanges with others who share similsr interests. Creswell ( 1985)

maintains that “Productive resesrchers are those individuals who maintain regulsr
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contacts with colleagues, especially ressarch-griented colleagues” { p.38). Creswell cites
research which has shown that productive researchers tend to maintain regular contact
with colleagues on a semi--weekly or daily pesis.

in colleges and universities, the "group identification and socisl band™ is twofold,
including both colleagues in the institution, and colleaques in the seme discipline in other
institutions or even outside academe in business. Finkelstein ( 1982) found that
productive faculty were strongly involved with off~campus colleagues 8s well &s
colleagues in their awn campus department. Interpersonal contact includes telephaone
conversations and personal visits with colleagues autside the institution, correspondence
with major research facilities, and receipt of unpublished manuscripts from colleagues.
impersonal contact mainly involves being on the receiving end of new information through
professional journals and attending conferences. Research cited by Creswell ( 1985)
indicates that the interpersonal contacts are far more important in determining faculty
productivity than the impersonal forms of professional contact ( p. 39).

The recent Cernegie survey of faculty indicated that eighty-one percent of two-year
college faculty and 77 percent of four -year college faculty felt that their academic
disciplines were “very imporfant” (p. 117). However, when asked “How important to you
are national or internation societies in you discipline?,” only 21 percent of four-year
faculty and 13 percent of two-year faculty agreed that they were “very important” (p.
119).

{n light of this, it is not surprising to find that many community college faculty feel
out of touch with colleagu=s in their fields (Commission on the Future of Community
Colleges, 1988). Although community college faculty donot fit the research collsberstion
mode! presented by facully in research universities, it i just as important that they

remain vital in their own discipline by maintaining contact with others in the discipline,
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both within their own institution and outsicke the institution. Although community coliege
faculty sttach a great desi of importance tu their own discipline, it is possible that
community college facuity do not maintain contact with others in the discipline simply
because they do not attach importance to their own professional societies. In addition,
because they are not collaborating on research projects with other faculty, they may not
feel a pressing need to maintain regular contact with them.

Workigad

Facully in the community college face a major problem: finding, sufficient time for
any type of scholarly involvement. One faculty member states,

At a teaching college you teach and you teach and you teach with no time for research,

ne time for contemplation, no time for participation in cutside effairs. Just teach and

teach and teach until your mind grows dutl and your creativity vanishes and you

become an automaton saying the same dull things over and over to endless waves of

innocent students who cannot understand why you are so dull, lose respect and fan this

respect out into the community (Gleazer, 1980, p. 167).
in contrast, most faculty in research universities teach less than nine hours per week,
spend more time in ressarch then in teaching, and show three te four times the resesrch
productivity of other types of institutions (Dill, 1986). “The task structureof faculty in
research universities, tharefore, discinctly supports resesrch performance” (Dill,
1986). But does the task structure of faculty in community colleges atlow for sufficient
involvement in the discipline in order to support teaching psrformeance?

Some believe that facully are required to do toc many different jobs which are
unrelated. Several studies have reported that one of {1 greatest sources of stress is the
excessive demand to perform many different tasks (Austin & Gamson, 1983, p. 76). In

additien_ to stress, this may result in lower efficiency and 8 poorer quality of work.
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Howsver, at the other end of the scale, Armour  1987) notes that some faculty fall into
the trap of monotony:

Faculty members are perhaps in the only profession in which the most qualified

people perform the same tasks they did when they entered the profession. In business,

when a person moves up the corporaste ledder, ho or she assumes different

responsibilities, but in academe the duties remain much the same (p. 5).

It is interesting that faculty whe are considered to be “vital" by their colleagues tend
to vary their tasks mare than other faculty. Although the majority of their time is spent
in teaching activities, “vital” faculty tend to spend more time in research and
administrative activities, but less time in instruction-relsted activities than their
colleagues. The “vital” faculty also tend to work longer hours than their colleagues
(Baldwin, 1990, p. 167). Inanother study, the highest research performance resulted
when faculty spent about 30 percent of their time in research activities and the
remainder on teaching and administration. interestingly, low research performance was
associated with a time commitment of less than 10 percent or more than 80 percent (Dill,
1986). Perhaps faculty who are the most productive and vital maintain their vitality by
participating in e veriety of activities rather than spending virtuslly all of their time in
instruction-related activities or in research-related activities. Community colleges
might consider this question: do faculty have sufficient diversity in their tasks to keep
them intellectually stimulated and vital?

Changes in the Student Populetion

The studk ot populstion has shifted in higher education to include many more
underprepared students. Faculty who were surveyed at the Virginia Commonwegith
University believed that the missign of the institution had changed without their consent.

- The researchers note, . ... the necessity for teaching the marginally prepared student isa
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laudable goal, but not one many faculty members chooss for themselves” (Armour, et al.,
1987, p. 6). The 1989 Carnegie faculty survey indicated that although faculty showed
more positive feelings about the profession than in 1984, many felt that the quaiity of the
student population had declined ( Mooney, 1989, November 8). Specifically, 70 percent
of four~year faculty and 85 percent of two-year faculty agreed with the statement, “The
under-graduates with whom | have close contact are seriously underprepared in basic
skills” (Carnegie Foundation for the Advancement of Teaching, 1989, p. 19). Many
faculty also see a generally low level of student motivation: S1percent of four-year
faculty and 63 percent of two-year faculty agreed that “Most undergradustes at my
institution only do enough to get by."

How does the change in the student population affect faculty vitality? According to
Cohen and Brawer ( 1989), faculty vitality may be affected in two different ways. First,
n underprepared unmotivated student population is likely to lead to dissatisfaction with
teaching, because it becomes more difficult for faculty to affect the achisvement of their
students. Mast faculty originally chose to teach in college because of the intrinsic rewards
of affecting student learning and growth. Second, a large population of underprepared
students often results in a shift in college resources: more remedial and basic classes and
fewer advanced, specialized classes. For this reason, faculty members who used te look
forward to the oppertunity of teaching a class in their speciality to the more capable,
motivated advanced students now rarely have that opportunity.

Tenure System

The majority of American college faculty, 59 percent, do not believe that abolishing
tenure would improve the quality of American higher education {Carnegie Foundation for
the Advancement of Teaching, 1989, p. 142). Chester E. Finn disagrees. Finn recommends

abolishing the tenure system because he belisves it adversely affects productivity.
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Once you get tenure there is sssentially no obligation to do enything et a1l other thango

thrrough the motions of meeting your classes, which in many cases are not all that

numerous. . .. nothing prohibits you from doing next to nothing ( 1987, p.27).

Although many have criticized tenure for the same reasons noted by Finn, there is
very little herd evidence to indicate thet faculty vitality is lower as a result of tenure. In
8 study of faculty st institutions using “term contracts” rather than tenure, no significant
relationships were found between the absence of tenure and faculty performance or faculty
morale (Cheit and Ford, 1982, p. 50). Although Finn and others contend that abolishing
tenure would increase faculty productivity, this study was not able to offer conclusive
evidence of this. Perhaps the number of colleges which do not use tenure systems is so
small thet it may be difficult to make any accurate comparisons. Moreover, faculty who
choose to work at colieges without tenure are likely to have somewhat different attitudes
toward tenure, thus complicating the validity of any comperisons.

Another method which may be used to evaluate the effect of tenure on faculty vitality
is to compare those in tenure-track positions who have not yet achieved tenure with those
whao are tenured. The recent faculty survey conducted by the National Center for
Education Statistics showed that full-time faculty of all ranks, tenured end untenured,
spent an identical number of hours working st the institution: an average of 48 hours per
week ( 1990, p. 47). The same survey revealed that there were only minor differences in
the amount of {ime spent in the three activities of teaching, research, and afministration:
full professors spent more time in research and administration and less time teaching
than faculty in the other two ranks,; sssociste professors spent more time in research and
administraticn and less time in teaching than assistant professors; and assistant
professors spent slightly more time teaching and stightly tirne in research and

administrative activities compared to those in the higher ranks (p. 50). These results
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gppeer to indicate that faculty behave in similar ways before and after tenure.

Moregver, Chait and Ford ( 1982) point out that tenure is too prevalent to be easily
overthrown. They report that a tenure system is used by about 85 percent of 8!l
instituticns which emplay about 95 percent of all faculty (p. 10). According to the 1988
survey of college faculty by the National Center for Educsation Statistics, 60 percent of all
full-time faculty were tenured and an additional 22 percent were in tenure-track
positions { 1990, p. 7). 1t would be hard to conceive of this large majority of faculty
voluntarily giving up tenure to imprave productivity. Moreover, it would probably be
more difficuit to attract new faculty to the profession if tenure were abolished entirely
(Bowen & Schuster, 1986).

The Joint Committes for Review of the Master Plan for Higher Education in California
addressed the issue of tenure in their 1989 report:

Tenure isnot . . . intended to be a shield for the later neglect of feculty dutiss or for

incompetence. In order to protect the institution of tenure from sbuse. . . each

institution of higher education must insure a continuing process of post-tenure
evalustion, compled with programs designed to insure continuing competency on the

part of all faculty (p.91).

Reward Structure

inan article entitied “On the Folly of Rewarding A, While Hoping for B,” Steve Kerr
notes that muny colleges have dysfunctional reward systems which may discourage rather
than encourage desired bshaviors ( Mowday, 1982). in universities, ressarch is
rewarded, slthough good teaching is considered desirable. Feculty members generally
want to spend their time in instruction-related activities, but they are encouraged,
through the reward system, to neglect their teaching duties in order to spend more time on

the more highly rewarded research activities.
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The reward structure in community colleges is somewhat different. Tenure in
community colleges is often aimost automatic and is generally based on teaching
evaluations, with little consideration for continued involvement in the discipline. Salary
increases for community college faculty are often based on a lock-step progression on a
salary schedule according to a combination of years of service and academic credentials.
Although these salary schedules are structured to be .air to all faculty, they do rot provide
incentives for achievement and vitality. When a faculty member reaches the highest point
on the salary schedule, salary increases are minimal and are often dependent on negotiated
scross-the-board increases in the salary schedule. For this reason, salery increases
generelly do not provide substantial rewards for mid-career faculty.

McKeachie ( 1982) notes that research has shown that when an individual receives an
extrinsic reward, such as a salary increase, for doing something which is enjoyable for
its own sake, the individusl's motivation te continue that activitiy drops. McKeachie
argues that salaries are not the reason that individuals choose to become college faculty
members, instead they are driven by intrinsic motivations. Although he believes that
salaries should not be heavily emphasized, he notes that low salaries are bad, particularly
if they fell below expectations. Low salaries are likely to breed dissatisfaction and 8
deterioration of commitment to the job and to the institution.

Many college faculty gain tenure and reach the top ranks of the professoriate with
twenty years or more left before retirement (Armour, et al., 1987). The lack of
opportunities for promotion or advancement can result in a certain lavel of
discontentment or feelings of “stuckness.” Ksnter notes that “moving” workers, those who
cantinue to learn and advance professionally, are far more energetic in their work than
those who feel professionally "stuck,” who tend to have low morale and limited

productivity ( Baldwin, 1990). For this reason, institutions which offer rewards in the
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form of epportunities for cereer growth and advencement, and opportunities for
developmental activities which open new career pcths within the institution are likely to
see  greater amount of effort exerted by faculty, and a greater degree of work
commitment (Baldwin, 1990; Clark, Sorcoran, and Lewis, 198€; Toombs, 1885).

in a recent study (Baldwin, 1990), faculty who were considered to be “vital” by their
colleagues were compared with a representative group of faculty in the ssme institution.
Although they encountered identical envirenmental conditions, those who were identified
as "vital” faculty tended to gain rewards by capitalizing more fully on the available
opportunities and resources then their colleagues. For instance, simost half of the "vital”
faculty had received some form of assistance from administrators, but only one fifth of the
representative faculty had benefited in the same way. “Vital” faculty alse received more
research grants, received rmore suppert for professional &e’lapment, and received more
encouragement, recognition, and rewards. Sebbatical programs, tesching improvement
grants, and summer seminars were slso mentioned by “vital” faculty as stimulsting their
own professions! growth. These results would seem to indicate that although it s a good
idea to offer resources and rewards, those who are most likely to benefit are those who are
already the more "vitel" faculty.

What about those who are doing minimal work? A study conducted by the research
firm of Yankelovich, Skelly and White found that about half of the people they interviewed
said that they worked just hard enough to avoid getting fired, and 75 percent said that thay
could be “significantly more effective on the job.” But more then half of this same group
said that they have an inner need to do the very best job, regardless of pay. However,
when they were asked why they did not work harder, two answers emerged: they did not
get paid any more for working harder, and their managers did not provide incentives fo

work herder (Naisbett & Aburdene, 1985, p. 85).
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The inner need to do e gond job recerdless of pay appears to be in conflict with the ides
that good work should be rewarded with more pay or other incentives. How does this apply
to promoting faculty vitality? First, it is widely recognized that college faculty tend to be
motivated by the intrinsic rewards that come as a result of seeing growth and achievement
in students, or by gaining recognition in the discipline. As mentioned earlier, McKeachie
( 1982) believes that faculty motivation will drop if financiel rewards are given for an
intrinsically rewerding activity. But according to the business study cited by Naisbett and
Aburdene, these workers were also intrinsically motivated, yet they wanted some
incentives end rewards for their good work. Perhaps colleges might elso consideringa
reward system in which faculty are given incentives and even additional compensation for
excellent work.

Solutions: How institutions can Promate Faculty Vitality

Before considering solutions which promote faculty vitality, it might be useful to
consider the attributes of “vital” faculty members in order to better understand the goals
of an integrated institutional program to enhance faculty vitality. A good descriptionof
vital professors is provided by John W. Gardner from his 1963 book, Self-Renewal:

Vital professors are curious and intellectually engaged. They enjoy the respect of

their colleagues and are effective in the multiple roles of members of the academic

profession. Perhaps most significant, vital professors grow persons!ly and
professignally throughout the academic career, continually pursuing expanded
interests and acquiring new skills and knowledge. Adjectives that would apply tovita!
professors include: enthusastic, caring, dedicated, vigorous, creative, flexible,

risk-teking, and regenerative ( Baldwin, 1990, p. 180).

in his book entitled Pegk Performers ( 1986), psycholgist Charles Garfield offers

several insights into individuals who are “peak performers” in their field: “They are
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always willing to evolve and grow, to learn from the work as well as to complete it, to be
‘better than | ever was'" (p.16). Garfield continues,

Pesk performers are realists who believe: "In the final analysis, | will make it.”

They focus on achievement . . . “as an indicator that | am getting better, making

progress toward being the best | can be.” . . . [ they] communicate a single theme: "

have done well, and | am capable of achieving much more. | am not finished yet. There

is much more to me than this" (p.20).

Finatly, Garfield notes that when asked, “Why are you so thoroughly involved in your
work?,” "peak performers” are likely to reply,"Because | love it!” (p.34).

Although Oarfield studied high achievers from many different fields, kis observations
are similar to Gardner's description of vital professors. “pesk performers” in any field
are individuals who have a desire for personal and professional growth and development.
In promoting faculty vitelity, perticularly among disengaged mid-career faculty, it is
important for institutions to facilitate this growth by providing a variety of opportunities
which will meet many different individus! needs.

{t is important to recognize that faculty must be self-motivated to regain or maintain
their own vitality. But institutions mey teke positive steps to encourage the vitality of
mid-career fac v These sirategies for promoting faculty vitality fall under six general
headings: encouraging individualized professional growth, providing opportunities for
greater job variety, offering faculty development workshops, evaluating post-tenure
faculty, providing incentives and rewards for activities leading to faculty vitality, and
cresting & campus environment for vitality.
Individyglized Professional Growth and Development

Each faculty member had very personal and individusl reasens for chaosing a career

in his or her discipline: the initis! interest and excitement about the discipline was
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sparked by some event or some person. Likewise, each individual whe is now disengaged
and no longer excited about the discipline also had individual reasons for Josing that initial
enthusiasm. For these reasons, an individualized approach to faculty renewal may be very
effective for mid-career faculty.

individuslized Growth Plans. An individuslized professions! growth plan is s

self-designed written agreement which includes objectives, timelines, and action plans to
meet the goals and needs of the individual. Because it is custom-desioned by each faculty
member, an individualized growth plan can meet the diverse needs of many different
faculty while also serving institutional goals.

The first step in designing an individual growth plan is a planning conference between
the faculty member and a campus coordinator of faculty career development {or the
department c~air) in which job responsibilities are reviewed and areas for growth are
determined. The coordinator also assists the faculty member in developing qoals end
objectives for growth which meset individual needs and are congruent with the goals of the
institution. The second step is to reguest the approval of the administration for the
allocation any released time and other resources which are necessary to implement the
growth plan. The third step is the implementation of the plan by the faculty member, and
monitoring of progress toward goals by the coordinator. Finally, the fourth step is an
mutual assessment of progress toward the growth goals upon completion of the contracted
time between the faculty member and the coordinator. At this conference, a new growth
contract may be established for the faculty member (Miller, 1989).

Individua! growth plans might include the following activities: advanced course work;
curriculum development; develonpment of new course materials or alternative delivery
methods; specialized training in new skills or state-of -the-art equipment ; business or

industry internships; faculty exchanges; instructional projects related ¢o the discipline;
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serving as 8 consultent; instructional improvement ectivities such as videotaping class
sessions and peer observation and mentoring; and research projects; (Miller, 1989;
Tucker, 1984).

Gordon College, a private Christian callege near Boston, has been generally recognized
as the first to use individuslized growth plans. Their program started in 1976, and has
been quite successful. Five years into the program, about two-thirds of the faculty were
voluntarily developing professional growth plans. Ninety-two percent of the past
program participants believed that they had done things as a result of their growth plans
that they otherwise would not have done (Baldwin, et al., 1981). in addition to Gordon
College, several other colleges have also developed programs of faculty renrwal through
individualized growth plans, including Moraine Valley College in 111inois, Columbia State
Commumty College in Tennessee, [1linois Central College in East Peoria, and North
Hennepin Community College in Minnesote (Miller, 1989).

Career Planning. in the recent book, Enhancing Faculty Caresrs ( 1990), Daniel W.
Wheeler points out that career consulting for college faculty is a recent phenomenon. It is
often assumed that college professors are “called” to their profession, and are, therefore,
unlikely to change careers. However, this view does not teke into account the changing
conditions of the environment of academe mentioned earlier, nor does it address the
“stuckness” felt by many mid-career faculty. For this reason, Wheeler recommends that
colleges offer facuity a career consulting service which provides an opportunity for -
faculty to reassess their careers.

The Council for the Advancement of Smal! Colleges and the Associated Schools of the
Pecific Northwest developed a program entitled, “in Support of Cereer Planning and
Development.” The program included four components: first, an intensive three-day

workshop in which faculty assess their current life situstion and develop individual plens
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for the next phase of their lives and careers; second, follow-up faculty workshops which
address specific career development needs, such as retirement planning and job change
strategies; third, workshops to assist administrators in supporting the growth and
development of faculty; and fourth, faculty support groups and career change networks.
Through these four components faculty were provided with the support necessary to
re-evaluate their own careers, and to make changes in their career direction as needed
(Baldwin, etal., 1981).

In asimilar career renewal program in the Pennsylvania State College system, the
facully who participated in career development workshops continued their own renewel
one year after the workshops. Some took ssbbaticals or leaves, some changed careers, and
others had develsred new research interests. All participants agreed that the wcrkéhups
were very worthwhile (Baldwin, et al., 1981).

A variety of career and life plenning workshops for faculty and administrators have
aiso been offered by a number of community colleges, including Prince George's
Community College in Largo, Michigan, Lansing Community College in Michigan, the
Maricopa Community College District in Phoenix, Arizons, and De Anza College in
Cupertino, California. De Anza's program includes a three month career transition
workshop which meets once each week for three hours, individual career counseling, and
released time for faculty retraining in areas where the institution has a growing need
(Baldwin, et al., 1981).

Career planning end consulting services have been used in the business world for
many years. However, career aptitude testing is being used more frequently among
mid-career professionsls who are looking for new careers which may bring more
personal satisfaction. Career consultant Helen Hewitt notes, "We're finding that peaple

are not really happy, excited, passionately in tove with what they're deing” (Mott, 1990).
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Career aptitude testing could also be used te point out new options to mid-caresr faculty.
Through career aptitude tests, faculty might discover new talents which might be used to
revitalize their academic career and to benefit the institution.

Faculty Exchanges. Sometimes a change of environment in the form of a faculty
exchange provides ravitslizetion for faculty members. In a faculty exchenge progrem,
faculty members have the opportunity to teach in another institution for a semester or for
gyear. Anexchange provides faculty members with the opportunity to experience
different programs, curricula, and educational philosophies. Faculty who have begn an an
exchange typically return te their home campus with new energy and a change in
perspective. In addition, the departments receiving new faculty members typically gain
new insights into their own programs. The Community College Exchange Program (CCEP)
is a nationa! exchange program for community college faculty, administrators, and staff
sponsored by the American Association of Community and Junior Colleges, The League for
innovation in the Community College, and Maricops Community Colleges in Phoenix,
Arizona. This program started in 1985 and was modeled after a simflar program for
faculty of four-year colleges, the National Faculty Exchange ( Revitalization, 1990).

Feculty Internships. internships are often considered to be only for students who are
embarking on & career, or who want to try out a career before becoming fully committed.
However, internships can serve several valuable purposes for mid-career faculty. First,
for faculty in vocational and professional fields, an internship in business or industry
provides an opportunity to update skills and to become reacquainted with new practices
and procedures in the field. Second, for faculty who are considering a career change, an
internship can provide & “try-out” period. Finally, for faculty who wish to ultimstely
more into an administrative position, an administrative internship can provide valuable

insights into the scope of the job and necessary skills for administrative work.
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Many colleges have offered professional growth opportunities through faculty
internships. De Anza College started a faculty internship program in 1981, Faculty
interns who teach primarily in vocational-technica! fields work in non-academic settings
for two to six months in order to stey up todate in their field (Baldwin, et al., 1981).

Furman University in Greenville, South Carcline took a somewhat different approach:
they encouraged faculty in the humanities and social sciences to teke summer internships
in non-academic settings in order to "link a liberal arts faculty more effectively with the
worid their students would face following thel: college graduation” (p. 37). Although
there was some reluctance to teke part in this internship program, the faculty members
who participated had very positive experiences. in fact, several of the faculty interns
were offered permanen. positions! One interesting pesitive outcome was thet the
participants discovered, to their surprise, that their skills were valusble ina
non-academic setting. As e result, participants reported that this new awareness made
them mare self-confident in the clessroom.

The seven-campus Dalias County Community College District offers opportunities for
faculty to participate in an internal administrative internship program. Faculty
participants design their internship experience with the administrative unit in which
they will be working. Some faculty participate to acquire new skills, others want to see
how they would like administrative work, and for others it is simply an opportunity for
professional renewal (Baldwin, et al., 1981).

Sabbsticals. Probably the most common form of individualized professicnal
development is the traditional semester-length or year-long sabbatical. Nearly three
guarters of all institutions of higher education grant paid sabbatical leaves to facuity, and
in over half of all institutions all ranks are eligible for sabbatical leaves ( Zahorski,

1990, April). According to Ken Zahorski, Director of Faculty Development at St. Norbert
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College in Wisconsin, one of the the biggest challenges for faculty is the development of a
good sabbaticsi plan in crder to take full advantage of the sabbatical experience. Zshorski
has developed an extensive Sabbatical Handbook for the faculty of St. Norbert College,
which includes the campus guidelines for sabbaticels, a sabbatical check list and timetable,
and guidelines for ensuring a successful sabbatical. in addition, comments are included
from faculty who heve been on sabbaticals. One faculty member advises, “Pick a project
that actively challenges end engages you. Don't do what you think you ‘should do. Rather,
do what you know will stretch you and excite you™ ( 1990, p. 29). And another faculty
membsr recommends, "Don't be afraid to admit you've falien behind and want to become
current in your own discipline. In other words, don't let your ego and pride keep you from
learning and having a successful sabbatical” ( p.55). Finatly, another faculty member
notes, “Bresking the pattern was central to my sabbatical. | could have dug ditches and it
would have been as big & success es if | had written a book. Teaching requiras a periodic
bresk -~ if it is to remain good, enjoyable teaching” { p. 49).

A Sabbatical leave 1s one of the "perks” of academe which is not generally not available
in business. However, a recent book, Time Qut by journalist Bonnie Miller Rubin
(1987), mekes the point thet taking some time off from the job is just as important for
people in business. She recommer.Jss that individuals who want 8 bresk from their work
should negotiate & personal leave with their company, and make personal financial plans in
order to finance their own leave.

Some individuals ere fortunate enough to work for companies which offer their
employees some form of sshbatical leave. Rubin found that quite a few companies have
started to offer opportunities for unpaid pgrsonal leaves, and some, particularly the
competitive high tech companies, even have formal paid sabbatical programs. Larry

{hembertin, spokesman for Rolm Corporation in Santa Clars, California notes that the
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sabbatical leave is “one of our most popular benefits end one that helps us kesp -- as well
as attract ~~ quality people” (p. 27). Rolm offers employees three months of fully paid
leave for every six years of service. Tandem Computer, Inc., offers a fully-paid six-week
leave for every four years of service. {BM allows their employees social service leuves,
at full pay, to valunteer at nonprofit community organizations. Wells Fargo offers paid
“personal growth leaves.” Company spokesman Nancy Thompson explains, "A personal
growth leave should be something you love to do but can't accomplish becsuse you're
working” (p. 28). Wells Fargo employees have studied sculpture in Paris, the culture of
the South Pacific at the University of Hawaii, and bonsai gardening in Jepan. They have
spent time weaving Indian rugs, composing piano concertos, and writing children's books.
Finally, Time, Inc. offers ail emplayees with ten years of service a six-month leave with
fifty-percent pay for the purpose of "growth and discovery.” Ann Fitzgerald, benefits
manager for Time, Inc., explains the purpose of the sabbatical program:

The reasan we have the policy is that we want people to rejuvenate themselves. This

is a very high-pressure business and long stretches without a bresk do nothing for the

company and nothing for the employees. We want them to get out of the office and do

their own thing, to return younger and hesithier (p. 23).

For the most part, sabbaticsl leaves in academe are for the purpose of doing ecademic
work in the field: updating knowledge, doing research, writing, taking advanced
coursework, or retraining to teach in another field. Perhaps colleges might consider
incorporating some of the elements of the sabbatical lsaves offered by business for
personal growth and rejuvenation. One faculty member st St. Norbert College
recommends, “Keep everything in perspective and don't try to do too much” (Zahorski,
1990, p. 21). Another advises, "Attend to your soul as well as to yeur mind” (p.55). But
psychologist Brian Gould points out, "A lot of people take time off when what they really
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need is @ job chenge. A sabbatice! is not going to alter your feeling if you're returningto @
situstion you hate” (Rubin, 1987, p. 50).
uJob Veriety.

An academic career is quite different from acareer in the corporate world. Mast
corporate executives think of their careers in terms of moving through a sequence of job
positicns which increase in responsibility and prestige. Although professors move
through ranks end must work to achieve tenure, the duties remain basically the same
throughout an academic career: acombination of teaching, scholarship, and institutional
service. in fact, a study of the faculty st Virginia Commonwealth University revesled that
faculty tend to focus their energy on one ectivity over the others throughout their careers
(Fuhrmann, 1987). This can lead to stagnation or boredom in mid-career faculty.

Although a career in business probably offers more apportunities for career
advancement and changes in job responsibilities, it is not uncommen for mid-carser
professionals to ﬁr‘t 8 “career plateau.” They become frustrated if there is lack of
opportunities for promotion, and they are likely to get bored with the monotony of
performing the same duties. Hank Karp { 1988), acareer consultant, recommends that
mid-career professicnals reassess their current job by analyzing the tasks of the job to
determine what might make the current job more rewarding or challenging. Then an
action plan should be created to make changes in the current position which will make it
more rewarding. Karp recommends negotistions with the manager to make modifications
in the current position.

The same strategy may be applied to academic jobs. Pilendand Frase(1-.
recommend that faculty roles be restructured by using the "Job Characteristics Model”
which was developed for use in business and industry. First, the core characteristics of

the job are analyzed in three categories: veriely and significance of tasks, sutonomy, and
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feedback. Then jobs are restructured for the individual to emphasize «he more positive
attributes of the job and to resolve any deficiencies in the job structure. The process of
gnalysis and restructuring results in greater job satisfaction, higher intrinsic motivation
for the job, and higher quality performance.

However, some feculty may want to meke larger changes than job restructuring.
Faculty who want new chatlenges may choose ta make a temporery change in their
responsibilities. In addition to sabbaticals, internships, and faculty exchanges, faculty
might consider teaching an unusual class, helping other faculty to design new courses,
team teaching assignments, or helping to design end teach interdisciplinary classes
(Armour, et al., 1987; McKeachie, 1983; Lynton & Elman, 1987). Schuster { 1985)
recommends that department chairs strongly encourage faculty to teach a variety of
courses so that they do not teach exactly the same courses every year.

Some faculty may went to meke @ mare permanent chenge in job responsibilities, such
gs retraining to teach in adifferent field. Monroe Community College near Rochester, New
York has used a program of retraining to ease overstaffing problems in aresas in which
student demand has decreased by retraining faculty for areas which are difficult to staff
and areas in which there has been an increase in student demand. Financial support
includes a tuition reimbursement program and released time for retraining. In addition to
easing the staffing problems, the retraining program has resulted in a revitalization of
the departments in which the retrained faculty started teaching ( Petrovich & Hexter,
1986). The Northwest Area Foundation supported grants to institutions for retraining
faculty to teach in different disciplines, and for prepering faculty to move into
administrative responsibilities. Eugene Rice ( 1985) notes the advantages of faculty
retraining programs: ‘

Programs of this sort encourage professional renewal by enabling faculty to develop
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new areas of expertise and skill, while also fostering more efficient utilization of an

instituticn’s resources by moving redundant faculty inte areas of higher demand

(p.17).

Baldwin ( 1990) recommends that colleges encourage and foster more diversified
ecademic careers to provide faculty with continuing challenges and opportunities for
growth. Although tities or ranks may remain the same Baldwin maintains that, “new or
redefined assignments can maintain a sense of newness in one's professional life" (p. 175).
Colleges should not only encourage faculty who desire greater diversity in their duties,
but should also provide opportunities for faculty to achieve their goals. By providing
opportunities for new responsibilities, the institution benefits through revitalized
faculty, and the faculty benefit by having new and interesting challenges.

Faculty Development.

Peter Drucker has said that in order for 8 worker to take responsibility for his job,
three elements must be present: productive work, feedback information, and continuous
learning ( 1973). Drucker asserts that continuous learning

... satisfies the need of the employee to contribute what he himself has learned to the

improvement of his own performance. . . . It is also one way to come to grips with two

basic problems: the resistance of workers to innovation and the danger thst workers

will become “obsolete” (p.269).

Drucker believes that a program of continuous learning should be erganized, and should
provide the following challanges to the worker:

What have you learned that can make your job and the job of all of us more productive,

more performing, and mere achieving? What do you need by way of knowledge, by

way of tools, by way of informatien? And how do we best prepare ourselves for new

needs, new methods, new performance capacities? {p. 270)
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in the same respect, continuous learning is necessary if faculty are to grow
professionally, improve their performance, and prepare for new needs. Anon-going
program of faculty development is important for the continuing renewa! of atl faculty, but
it is particularly critical for the mid-career faculty who are likely to be at the
institution for many years to come. The former director of the Association of American
Colleges’ (AAC) Faculty Development Project, William C. Nelson, recommends a program
of integrated faculty development activities to serve the diverse needs and interests of the
faculty. The AAC Faculty Development Project provided faculty development activities in
four categories: "professional development,” including scholarship, research skills, and
broadening of scholarly aress; "instructional development,” such as tesching
improvement and developing new teaching techniques; "curricular change,” including the
development of new courses, making changes in current offerings, and the development of
interdisciplinary courses; and “organizational development” which includes the
development of reward systems to enhance faculty renewal, the development of new
committee systems, and a focus on campus-wide goals { Nelson, 1983).

In the State University of New York at Cortland, the professional development of
faculty members is encouraged through computer skills training (Cathoun, 1988).
Mid-career faculty members who are not yet computer-literate may feel somewhat
intimidated by computers and perhaps even sheepish about their lack of computer skills,
particularly in light of the fact that the majority of their students have probably been
using computers aimost as long as they have been walking. However, in a non~threatening
workshop atmosphere with other faculty members who are beginners on the computer,
faculty members may learn to feet more comfortable with the computer. Inaddition to
learning word processing skills, such as producing class handouts and exams, they are also

likely to learn about computer applications that they had never before considered,
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including research applications such as computer networks and datebases, and applications
for the classroom, such es in-class writing assignments in the computer lab, or even
classroom demonstrations from & projected computer screen.

Quite often mid-career faculty are resistant to instructional development workshaps
because they have had many years of teaching experience. They may assume that teaching
workshops are intended for new faculty or for faculty who need help to remedy poor:
teaching skills. But the majority of mid-career faculty received little preparation for
classroom teaching, if any. A "Teaching Fellows Program” is an example of a faculty
development program which provides for the instructional improvement needs of
mid-career facully. One mid-career faculty member who participsted, somewhat
reluctantly, in the University of Rhade island’s Teaching Fellows Program found it to be
extremely beneficial. For the first time in his teaching career he started to think shout
his philesophy of teaching, ebout the goals and objectives for his classes, and about the
effects of verious teaching methads on student learning { Barker, 1983).

West Chester University of Pennsylvenia has a week~long retreat each year which has
two main purposes: to improve the quslity of teaching, and to improve the guatity of
campus interpersonal relationships between faculty end students and emong faculty. The
name of the retrest is actually the philosophy of their faculty development program:
“Flourish Faculty Rejuvenation” (Rejuvenating faculty and staff, 1989).

Several of the faculty development practices rated "effective” or "very effective” in
Cantra's 1976 study included verious types of curricular reform, including the following
prectices: grants o faculty members for developing new or different approaches to
courses or teaching; visitation toother institutions to review educationnsl programs or
innovative projects; using faculty member curriculum development “specialists” to assist

other faculty members in instructional or course development by consulting on course
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objectives and course design ( Toombs, 198S).
No matter which companents constitute 8 faculty development program, it is very
important for the faculty to be involved in the planning process ( Tucker, 1984). Faculty
will take ownership of a program of faculty development only if they are involved in the
assessment of needs as well as the plenning and implementation of such a program.
Post-tenure Evaluations. |

In her book , Post~tenure fecultv evaluation, Christine L icata recommends, h
“Post-tenure review should have a direct tink to faculty development and should nat

operate in isolation from faculty development practices” (p.61). For this reason, the o
goals of the faculty developement program should be consistent with the criteris for
facuiiy evaluation. For fnstance, if one of the evaluation criteria is “the use of various
teaching methods which address different learning styles,” faculty development
workshops should be provided to equip feculty members with the skills they need in order : .
to use various teaching methods.
One of the rewsons for an on-going program of post-tenure evaluation is to support
fact'iiy developmen? and improved instruction ( Licata, 1986). Although each department
generally has a rigorous set of criteria with which to evaluate faculty for tenure, after
faculty have achieved tenwre the evaluations of faculty performance may be somewhat
cursory or even nonexistent. tn community colleges, although periodic teaching
evaluations usually continue after tenure, faculty rarely receive a thorough evaluation of
their continued professional growth. Consequeritly, community college faculty have little
or no external pressure for active involvement in the discipline. Those who choose to stay
involved and maintain their skills and knowledge in the discipline do so because they are
internally motivated.

Peter Drucker ( 1973) believes thet it is important to build responsibility and
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achievement into jobs by having each worker work with hisor her manager to devslop
objectives for their own job. Performence evaluations may then be based on the objectives
that had been set by the individual. In thisway, the individus! tekes responsibility for his
or her own achievement end buys into the evaluation process by determining their own
eveluation criteris and job performance objectives.

This same principle can be applied in colleges, particulerly for mid-career faculty.
1€ each feculty member developed an individualized professional growth pian, &s
recommended earlier, they may also be evaluated against their own abjectives in order fo
detarmine which objectives have been met and which areas of deveiopment may still need
some work. Licate (1986) recommends self-evaluation as one of four components of a
thorough post-tenure faculty evalustion. The other three companents are input from
administration, peers, and students.

Tucker ( 1984) includes an extensive list of criteria which might be used to eveluste
teaching, research and scholarly activity, and institutional service, and 8 point system
which might be used as a quantitative measure of faculty performance. Although
mesasurable standards for faculty evaluation are recommended by Licata, she also
recommends a flexible and individualized evelustion plan in which the criteria for
evaluation are not stendardized. In this way, the diversity of faculty interests and career
stages are recognized and appreciated.

One of the probiems in the community colleges has been the evaluation of scholarly
activity. For the most part, scholarly activity hes not been evaluated seriously becsuse of
the widespread feeling that community cotlege faculty are full-time teachers, not
researchers. Faculty typically have heavy teaching loads and are not really expected todo
any type of research. However, some have argued effectively that there is a false

dichotomy between teaching and research, and that they are actustly complementary

11




" , R s RN bt -, ; _: e
@ xq, - ™ T
Wm é:&;@ %ﬁﬁ m@ @&% 3-\&:& $@‘£( "~ @k‘: oy (S‘ﬁ @5}' ;!J‘na:hf uﬂt 6‘ Y ‘3@“&;}.’@ &‘ﬁ 50":}5‘& “@"*{“ ;”aw 1

Reviving the Deadwood
40

rather then mutually exclusive ectivities ( Seidman, 1985). Through his interviews of
community college feculty, Seidman found that by separating teaching from r
community colleges have unintentionslly caused probiems for the faculty. Specifically,
faculty felt that an emphasis on teaching to the exclusiaon of research “plagues their
teaching efforts, affects their aspirations and sense of themselves, underminds their
intellectusl energy, and conflicts with 8 major source of satisfaction and renewal that
should be available to all teachers as part of their work™ (p. 253).

Because community college faculty have been considered as strictly teachers, they
typically have very heavy tesching loads with little time for any type of scholerly
activity. One scciat science teacher remarked,

Teaching requires constant contact with information. It requires you to constantly go

back to thewell. You have to see what's going on. If you cannot do the research

yourself, you have got to have access to the ressarch. Therearetimes it's very
discouraging, because you know what has to bedone. You know intellectusily that you
cannot do what needs to be done if you have five classes. It isn't because | am inept.

{t's simply because the conditions mediate against it { Seidman, 1985, p. 253).

The ideal solution would be for community colleges to cut back on teaching loads across the
board. However, in most community colleges this is not finencislly feasible. An
alternative might be to award released time to faculty on a rotating basis so that they
would have the opportunity to become involved in scholarly activities periodically. If
opportunities were pravided for faculty to have sufficient time to become involved in some
type of scholarly activity, faculty might be evaluated on their scholerly endeavors. But
without sufficient time built into the job, 1t would be difficult to require community
college faculty {o take time away from their teaching for scholarly activities.

Attitudes toward the evaluat’.~ of scholarly activity in universities are starting to
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chenge in order to accomodate e variety of research interests and to encouresge more
attention to undergraduate teaching. In fact, some of the new definitions of scholarly
activity might be quite appropriate for community colieges. Eugene Rice, co-auther of the

1990 Carnegie Foundation for the Advancement of Teaching report, The New American

Scholar, believes thet reward structures must be changed so that faculty and
administrators recognize the legitimacy of ot!er forms of scholarship { Weimer, 1990).
In addition to traditional research and publication, the report recommends evaluating and
rewarding the process of gaining knowledge through a wide variety of professional
activities (Moongy, 1990, April 11). Thess activities might include keeping up with the
literature of the field, attending canferences, gethering and synthesizing new course
materials, developing new teaching methods, writing textbooks, consulting, and working
in the field, and collaborating on projects.

incentives snd Rewards.

incentives and rewards are forms of external motivation which may be effective in
revitalizing some disengaged mid~career faculty. In fect, it might require incentives and
rewards {o motivete mid-career faculty to become involved in new teaching and research
aectivities which will enhance their vitslity.

Although both incentives and rewards are forms of external motivation, there iss
subtie difference between the two. incentives are offered hefore participation inan
activity as a condition of participation or as an enticemert to participate. Rewards are
given after the completion of an activity as a result of heving performed successfully.

incentives. Ernest Boyer ( 1987) recommends that colleges routinely set aside funds
which might be made availabie to faculty members as g~ants for the development of new

teaching methods or for research or other scholarly activities. Baldwin sid Krotseng

(1985) pqiﬂt out that mid-career facully who receive even a small research grant are
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often “brought back to life” professionally. The grant provides much more then monetary
support: it indicates that the institution believes in the capabilities of the faculty
member. For faculty with heavy teaching loads and 1imited time, reieased time and paid
leaves are incentives which might be used to motivate feculty to continue their learning or
to work on special projects (Wood, 1988; Bowsn, 1985). Department chairs, the
academic dean, and the director of faculty development should take on the responsibility of
working toestablish effective faculty incentive programs. Some campuses may need to
establish new policies, and some deans may need to maniputate the existing institutions!
structure and operating systems to provide faculty incentives, but the result is likely to
be better faculty morale, and more productive facuity (Bevan, 1985).

Rewards. Expectancy theory is discussed by Mowday ( 1982) as one method for
maotivating faculty. Faculty make decisions to participate in certain activitiesor to
exhibit certain behaviors because they know that these activities or behaviors are likely
to be rewarded. For instance, in research universities, research productivity is rewarded
through promotions and tenure. In community colleges the same principle is true,
although usually teaching-related activities are rewarded. However, at Kalamazoo Valley
Community College in Michigan, faculty are rewarded for their publications. Faculty
receive credit toward advancement on the salary schedule for each publication in the same
way that they would receive credit for completing graduate-level coursework (Kroll,
1989). This points out that community colleges might encourage those who enjoy
research and writing by building rewards o the salary structure.

It is often recommended that colleges set aside funding for extrinsic rewat ds for
faculty excellence. Bevan ( 1985) recommends that colieges reward their faculty for their

talants: faculty whoexcel in research should be rewarded with additions! research time;

»  faculty who are excellent teschers should be rewarded with relessed time for teaching R
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preparation; those who author books, exhibit ertwork, perform, or lecture should be
rewarded with released time to pursue these activities further.

Deegan and Tillery ( 1988) agree that excellent perfarmance should be rewarded, but
advocate a slightly different reward structure. For instence, excellent faculty could be
provided with opportunities to expand or diversify their teaching roles. Excellent faculty
with a desire for leadership experience may be recognized with quasi-maenageriat
leadership positions such as project director, researcher, coordinator, team leader, or
planner.

Because it is in e fairly remote location, Plymouth State College in New Hampshire
rewards their excellent faculty by sending them to conferences. One of the highest honors
for faculty at Plymouth State is to be selected as @ member of the faculty tesm that goes to
the annual AAHE conference. This reward provides provides recognition for excellence, an
opportunity for renewal, and a learning experience in which faculty gain appreciation for
the scope of higher education beyond their discipline (Kalikow, et al., 1990).

Merit pay is an example of an extrinsic reward which mey increase faculty
productivity (Wood, 1988). Although merit pay rewards productivity, it also penalizes
those who are desmed to be unproductive. Some faculty members ar.d faculty unions heve
argued {hat merit pay rewards those who are “friends” of the administration, and may
penglize those who are gutspoken or controversial (Chait & Ford, 1982). For this
reason, clear criteria for merit pav should be established and adhered to.

Gmelch ( 1987) notes that although monetary rewards have traditionelly been linked
with recognition of excellence, other forms of recognition can also be effective rewards.
Excellent teaching, research, and service may be recognized through annus! awardson 8

departmental level as well as at the institutions! level. News releasesan faculty activities
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achisvements. Recognition for excellent work takes relstively little time and trouble, but
is very important in demonstrating an appreciation for excellent work, and results in
promoting the self-esteem of the faculty ( Schuster, 1985).

institutional Environment.

The influence of the environment, or the “culture,” of the institution cannot be
underestimated. Facully vitality can spread like wildfire if the flames are fanned with a
vital institutional environment. Noted manegement expert, Robert Waterman, believes
that the leadership must create the environment for vitality and renewal ( 1987). Tom
Peters { 1985) says that although people must motivate themselves, ". . .they should work
in an atmosphere that fosters self-motivation . . . self assessment . . . and self confidence"
(p. 206). Although there is no specific set of factors which explain the differences in
faculty performance, Baldwin and Krotseng ( 1985) agree that "the academic workplsce
provides a context ( en organizational culture) that influences both the objectives and
performance of faculty members.”

How can g iess than vitsl atmosphere be turned around? First, in addition to
competent leadership and a strang commitment of organizational members, it takes a
substantial period of time to creste s new culture (Periman, et al., 1988). But it is
important to remember that facully are not likely to respond well to changes that are
forced upon them. To change the institutional environment it is crucial to buiid in
incentives and apportunities for faculty renewal. In this way, change can be stimulating
rather than threatening, and change can be rewerded ( Gleazer, 1980).

Other steps may be taken to creste @ more vital institutions! environment. Blackburn
and Baldwin recommend a thorough analysis of the structural components of the campus

enviranment, including formal and informal components, to identify the environmental

conditions that affect facuMty vitality { 1983). For instance, if the institution believes that
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reseerch productivity is important, the campus environment might need to be changed to
encourage more reseerch. Eastern Michigan University was able to create an environment
o research productivity through a well-crganized program of research collaboration
amang groups of faculty. These collaborations resulted in over 80 published articles and
many presentations at conferences in four years ( Goetter, 1990).

A congenial, curing atmosphere is also important to faculty vitality. Ann Lucas
( 1989) recommends that department chairs creste a positive department er vironment by
demanstrating humen caring, especially to the most alienated faculty members, through
warm graetings, asking for an opinion or advice, or occasionally invitinn faculty
members to lunch. Human caring cen also be demonstrated at the institutional level
through policies which demonstrate s commitment to the psychological well-being of the
individual. For instance, Miami-Dade Community College provides faculty witha
full-year of pay, but a roiling summer school schedule in which each faculty member
teaches summer school only every third summer. in addition, faculty promotions at
Miami-Dade provide recognition gnd salary increases.

Finally, the AAGJC report, Building Communities, recommends that every community

college show its commitment to faculty vitality and renews! through the development of 8
comprehensive Faculty Renews! Plan in consultation with the faculty. The development
and implementation of such a plan will demonstrate clearly th faculty that the institution
has a strong commitment to faculty vitality. Through this commitment, the institutions!
environment can be changed to one of vitality.
Conclusions; Implications for Community Colleges
Many community colleges are not wtt}mg to face up to the problem of mid-career

facmty wha are aut at gale. Byi xgnnrmg tne problem, valuable human resources are being
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mission: to provide a high-quality lower-division education for students who play to
transfer to & four-year university, and to provide high-quality vocational programs for
students who are preparing for careers which do not require a four-year college degree.
Neither of these missions may be accomplished if faculty members are out of date.
Students who transfer to @ university may find that they are behind, and students who
complete vocationa! programs may find that their skills are insufficient to gain
employment.
it is possible that some faculty members do not aven realize that aver the years they
have slowly become out of touch with their discipline. Others may be burned out or
disengaged and frustrated that they are no longer as excited about their discipline or about
teaching as they were when they first started teaching in the cammunity college. Aithough
the motivation for faculty vitality rests ultimately with the individual, community
colleges can provide an environment which encourages faculty vitality through the
following methods:
® Encouraging faculty to reassess their own individual growth and career direction, and
providing the means for faculty to enhance their own professional development.
e Qiving faculty opportunities to increase the diversity of their tasks.
e Providing faculty development opportunities including on-campus workshops and
travel funding for off-campus conferences and workshops.
e Evaluating faculty with regularly to provide feedback en performance and growth.
e (Offering incentives and rewards for excellence in discipline-related activities,
teaching, and campus administrative service.
e (reating an invigorating institutions! culture in which vitality is the norm through a
campus "Facuny Renewal Plan” devetoped in consultation wsth the facuity.
" The Repert of the Cemmrssmn on the. Future of Community Colieges ( 1988) presents
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an effective ergument for colleges to encourage faculty vitality:

The staff of a college is its single greatest resource. In economic terms, the staff is

the college’s most significant and largest capital investment. in these terms alone, we

affirm that it is only good sense that the investment should be helped to appreciate in
value end not be allowad to wear itself out or slide into obsolescence by inattention or

neglect (p.12).

Community colleges must be proactive in encouraging the vitality of mid-career
faculty. Ina period of impending faculty shortages and massive faculty turnover, this isa
human resources development issue which must be serfously considered by community
colleges. Through carefu! planning and allocation of resources for faculty vitality,

community colleges will be able to maintain their commitment to a high quality educatien.
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