Joe Cuseo

Components of a Comprehensive Faculty Development Program
1. Faculty Newsletter
       Such a newsletter would contain practical, professionally relevant news that faculty could immediately use (e.g., recent trends and innovations relating to faculty development in higher education; research-based "tips" on teaching and advising, publication and grant-writing strategies). The newsletter would function as a `feeder' of timely information to faculty who often lack the time to routinely review the professional development literature. Appended to the newsletter could be a response form through which individual faculty could request additional information, express an opinion/reaction, or provide practical suggestions of their own (e.g., the newsletter could contain a "what works for me" section to accommodate faculty's practical recommendations).

2. Faculty Development Resource Center
       Housed in a section of the library (or, ideally, in a faculty lounge or conference room), such a center would be stocked with continually updated literature on issues relating to faculty growth and development, including audio-visual resources such as videos of successful teachers practicing their craft, illustrating specific instructional techniques (some of these illustrative cases could be drawn from our own faculty who might be willing to have their classes videotaped for other faculty to view).

3. Seminars & Workshops
       These could be offered periodically on campus during the academic year (e.g., faculty focus-group sessions), and as a component or strand of the all-college weekend. Ideally, instructional issues addressed by such workshops should be practical, reflect faculty needs/input, and be consistent with the objectives of the faculty development program. "Minutes" of these workshops or seminars would be recorded and sent to all faculty who were not able to attend. These seminar summaries could be sent to the entire faculty, even to those who have not attended. Such "intrusively" provided workshop summaries may whet the interest of previously non-participative faculty and may prove to be instrumental in motivating them to attend subsequent faculty development activities.

   Research has indicated that workshop experiences in which faculty come together to address practical needs are most effective for "promoting communication and collegiality among faculty" (Lacey, 1988, pp. 64-65) and are also most effective for the institution "in terms of their impact on student learning" (Eble & Mc Keachie, 1985, p. 205).

    It is further recommended that workshop follow-up activities be planned to provide some sense of continuity (e.g., a follow-up questionnaire issued several weeks after the workshop to see if attendees have put any workshop ideas into practice, or a "user's reunion" of those faculty who've attempted to implement workshop ideas). Research suggests that such follow-up activities play an important role in determining whether the workshop has any significant long-term benefits (Joyce & Showers, 1983). As Bergquist and Phillips (1981) put it, "A workshop should be used primarily to whet the appetite of a faculty member. More intensive one-on-one consultation usually is needed to effect significant change and improvement in instructional performance" (p. 156). 

4. Teaching Consultation
       A faculty development committee, in conjunction with the director of the teaching institute, could provide a consultative service to individual faculty who would like to explore ways of improving their teaching. Such a service would be strictly voluntary and confidential.

   Rather than posing as an expert authority whose charge is to rescue floundering or incompetent instructors, the consultative service would be offered in the spirit of peer dialogue or collegial coaching provided by members of a supportive faculty development committee who, themselves, are also engaged in the process of trying to improve their own teaching. The committee would tactfully approach consultation as an effort to stimulate professional growth among an already competent faculty, rather than providing only a remedial service for teachers experiencing instructional difficulties. 

   As Freedman et al. (1979) put it, "At times the phrase ‘faculty development’ has a scary ring. Too often ‘develop’ is used in the active sense: faculty are wanting, and something will be done to perfect them, evolve them or promote their growth. The spirit resembles that of Western colonialism. Let us Christianize the heathen or civilize the benighted. Faculty members with a modicum of self-respect and dignity resent being treated this way" (p. x).

   To best obtain an accurate and complete picture of the instructor's strengths and areas that need improvement, the faculty development committee might utilize multiple informational sources, including:

   (a) A personal interview with the faculty member to determine and clarify her instructional objectives, to assess how instructional methods relate to these stated objectives, and to identify how the instructor's methods of evaluating students (assignments, tests, etc.) relate to her instructional objectives and methods.

   (b) In-class observation of the instructor's teaching, guided by some systematic model or conceptual framework that serves to focus the consultant's attention on those instructional behaviors most relevant to effective teaching and learning. (Ideally, this model should be consistent with the models or forms used to evaluate faculty who seek advancement in rank, for faculty moving from probationary to non-probationary status, and for prospective faculty during the teaching-simulation component of their interview process.)

   (c) Videotapes of the instructor's teaching which could be used to better analyze and identify specific teaching behaviors (e.g., via stop-action, replays) and to provide immediate feedback (e.g., the instructor observes a particular instance of his own behavior on videotape and immediately receives feedback from the co-viewing consultant on its effectiveness).

   (d) A review of student evaluations with the instructor to gain insight into student perceptions of the instructor's strengths and weaknesses. Further information could be obtained by comparing and contrasting student perceptions with the instructor's self-perceptions. Items on the evaluation form showing the greatest discrepancy between student and teacher perceptions would be useful in identifying target areas for consultation.

If the faculty development committee can establish an effective teaching consultation program on campus, it may generate benefits beyond helping individual faculty on a case-by-case basis. A successful teaching consultation program could also serve to stimulate faculty dialogue on teaching in general, perhaps altering institutional "culture" in such a way that open, mutually supportive discussion of teaching issues and practices become the norm rather than the exception. Furthermore, individual faculty who've been successfully "coached" in the consultation program may, themselves, become effective "coaches" for their teaching peers--perhaps resulting in a "coaching network" that would have a more pervasive influence on teaching effectiveness than the faculty development committee alone could possibly achieve. A variant of this approach would be to empower division chairs with coaching strategies to they become the cadre of coaches who, in turn, can offer teaching consultation to members of their own academic department or division.

5. Guest Speakers
       Off-campus speakers with special expertise on issues pertinent to faculty development may provide a fresh, extra-institutional perspective. However, great care must be taken in speaker selection (e.g., nationally-prominent experts who've built their reputation through prolific publication records do not always make the best speakers and workshop leaders). A little background research on the quality of a potential speaker's previous workshop presentations may go a long way in preventing a workshop that "bombs" (also preventing a severe blow to the overall credibility of the faculty development program). Perhaps a "speakers’ network" could be developed with neighboring colleges to identify a pool of quality presenters and to minimize travel expenses incurred by the colleges. For example, nearby colleges could share the travel expenses of a guest speaker by arranging for him/her to make one trip while delivering presentations at two or more colleges in the same geographical area. (The academic dean could serve as a valuable liaison with local colleges to facilitate this speaker selection and cost-saving strategy.)

    To counteract the tendency for outside speakers to give "canned" presentations, focusing on their own present interests rather than our faculty's needs and interests, guest speakers could be given a very clear sense of the issues you would like addressed (e.g., verbally agreed upon, first by phone, then further reinforced and delineated via written correspondence--"get it in writing"). Canvassing the faculty for questions they would like the speaker to address would be one way to increase the speaker's responsiveness to faculty interests, and increase the likelihood that faculty will anticipate a relevant presentation (thereby increasing the likelihood they'll attend).     It's inevitable that a significant percentage of faculty will be unable to attend the guest speaker's presentation at the scheduled date and time. To accommodate those faculty unable to attend, the session could be videotaped and made available for faculty viewing. (These videotapes, along with any workshop handouts, could become permanent additions to the faculty-development "materials center" on campus.)

6. "Faculty Forum" Programs
        In addition to outside experts and consultants, the college faculty can serve as a valuable resource on topics and issues pertinent to faculty development. For instance, faculty members in communication studies could facilitate valuable forums on effective speaking skills that would be relevant for improving lecture presentations; faculty in computer science and communications media may have expertise on applications of these technologies to instruction and scholarship; faculty with scholarly interests in cross-cultural issues and multicultural education could provide valuable in-services on how to better communicate with international and minority students.

  In addition, forums could be provided in which faculty can share their recent scholarly interests and accomplishments with other faculty (e.g., at a luncheon, wine and cheese reception, or pot-luck dinner hosted at a faculty member's home).

   Such faculty-focused and faculty-conducted activities could serve the dual purpose of (a) increasing inter-departmental dialogue/collegiality, and (b) increasing faculty's active involvement in the faculty development program--as respected, expert contributors.

7. Faculty Mentoring Program
        A formal or informal mentoring program, in which a new full-time or part-time faculty member is paired with a knowledgeable and sensitive senior professor, may be an effective procedure for promoting collegiality and the professional growth of both new faculty and senior faculty. Research reported by Busch (1985) and Gerstein (1985) indicates that the mentor reaps significant professional and personal benefits from the mentoring process as well.

8. Program Evaluation
       Comprehensive evaluation of a faculty-development program would involve assessment of each of its individual activities as well as the program as a whole. Evaluation would include affective measures (e.g., structured interviews assessing how faculty feel about the program and its activities; Likert-scale ratings of faculty satisfaction/dissatisfaction with the program, including ample opportunity for written comments) and behavioral measures (e.g., number and variety of faculty actually attending program activities; number of faculty making follow-up inquiries/comments in response to articles in the program's newsletter; number of faculty actually implementing strategies/methods suggested in the program's newsletter and workshops; number and variety of faculty using the program's teaching-consultation service).

   It is unrealistic to expect all, or even a majority, of the college faculty to participate regularly in its faculty development activities. Perhaps the most valid indicator of the program's effectiveness is that involvement in its activities shows modest increase from year to year, or at the very least, does not decline over time. Though this may seem to be a very modest goal for a faculty development program, it must be kept in mind that national studies indicate that faculty development still functions as a "fringe" program at the vast majority of college campuses (Angelo, 1994). These results become less distressing if we focus on the total number of students who may be positively impacted by faculty involvement in faculty development activities. For example, if only a dozen faculty make some significant improvement in their teaching or advising as a result of their participation in a faculty development activity, the number of students who these faculty serve and who eventually profit from this professional improvement, will be impressively large.
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