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Executive Summary

This briefing is designed primarily for department chairs, but it will also be

useful to other academic administrators responsible for faculty develop-

ment. It is based on a series of findings reported from our major study of

the field of faculty development in higher education (Sorcinelli, Austin,

Eddy, & Beach, 2006). It asks two important questions: What are the key

challenges facing faculty members and their institutions? and What are the

issues around which faculty members are likely to need support over the

next few years? It is important to note that while the term faculty develop-

ment broadly refers to assisting faculty to become more effective in per-

forming all roles related to academic life, a large number of our findings

focus on roles and responsibilities related to teaching and student learning.

We begin this briefing by identifying the key challenges and pressures

facing faculty members and their institutions in this changing world of

higher education. These are the changing nature of the professoriate; the

changing nature of the student body; and the changing nature of teach-

ing, learning, and scholarship. Next, we offer an overview of each of these

challenges and discuss how department chairs can initiate activities that

respond to them in ways that support the professional development of

their faculty. We conclude by offering five specific action steps that chairs

can take as they guide and support their departments in an era of dra-

matic change, not only in the expectations for our faculty and the profile

of our students, but also in our paradigms for teaching, learning, and

scholarship.

IINNTTRROODDUUCCTTIIOONN

Efforts to support and enrich faculty work—particularly in a changing con-

text—are critically important to faculty members, department chairs, and

institutions. In fact, fostering the growth and development of faculty mem-

bers may be a department chair’s most important challenge and opportu-

nity. It is a challenge because although any organization’s effectiveness

relies on promotion of the ongoing growth of its human resources, profes-

sional development in higher education is often expected to happen natu-

rally, without departmental or institutional support. Even chairs who are

committed to supporting the development of their faculty may find that this

priority fades into the background under the pressure of other demands on

their time. But a chair who understands the importance of his or her role as

a faculty developer—as a support to colleagues as they grow as teachers,

scholars, and citizens—will find this to be one of the most rewarding parts

of chairing an academic department.
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To consider the future of faculty development, we conducted a sur-

vey to collect the views of faculty developers today. There have been

earlier, large-scale studies of faculty development structures and activ-

ities (Centra, 1976; Erickson, 1986), but our study is the first to ask de-

velopers specifically what goals and purposes guide their programs,

what the influences on their programs and practices are, what services

are currently offered, and how useful they are. Perhaps most important,

our study is the first to ask developers to identify the key challenges

and pressures facing their faculty and their institutions and to project

what they see as potential new directions for the field of faculty de-

velopment.

The population that we studied were members of the Professional and

Organizational Development Network in Higher Education (POD Net-

work), the oldest and largest professional association of faculty develop-

ment scholars and practitioners in higher education. The 500 respondents

were directors of teaching and learning centers, faculty members, depart-

ment chairs, academic deans, and other senior administrators. Respon-

dents came from research and doctoral universities, comprehensive

universities, liberal arts colleges, community colleges, Canadian universi-

ties, and other institutions such as medical and professional schools (Sor-

cinelli et al., 2006).

When asked what best described the structure of faculty development

efforts at their institutions, respondents categorized their structures as

follows:

• A centralized unit with dedicated staff (54%)

• Individual faculty members or administrators (19%)

• A committee that supports faculty development (12%)

• A clearinghouse for programs and offerings (4%)

• Other structures, such as systemwide offices or special-purpose cen-

ters; for example, for medical education (11%)

Our findings demonstrated a dramatic increase during the past five

years across all institutions in the number of centralized units with dedi-

cated staff, a trend that can be of great advantage to department chairs. As

Bland and Risbey note in the July 2006 issue of Effective Practices, a central

faculty development office can provide resources and expertise to depart-

ments, serve as a clearinghouse for sharing strategies across departments,

and facilitate institutionwide initiatives.

What, then, are the issues that these faculty development programs,

services and resources will likely need to address in the next 5 or 10

years? What future directions will be important for chairs to consider

when they make decisions about faculty development support and re-

sources? Faculty developers in our study identified a constellation of is-

sues that coalesced around three primary challenges and forces of

change: the changing nature of the professoriate; the changing nature of

the student body; and the changing nature of teaching, learning, and

scholarship. Let us address each of the issues under these three broad

categories.
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TTHHEE CCHHAANNGGIINNGG PPRROOFFEESSSSOORRIIAATTEE

Although some elements of faculty

work continue unchanged across the

decades, professors today are facing a

growing array of changing roles and

responsibilities that will require them

to engage in ongoing professional

growth. In general, our study found 

a disparity between what our respon-

dents perceived as the importance of

various development services to sup-

port that growth and the extent to

which such services are offered. One

survey respondent, a director of faculty

development at a research/doctoral

institution, highlighted the crucial

role that department chairs and other

academic leaders need to play: “[We

need] greater emphasis on working

with chairs and deans to create envi-

ronments that support good teaching

and scholarship. Faculty live in their

departments and schools. While

changes can be implemented univer-

sity-wide, the quickest and most pro-

found changes will occur through

departments and schools” (Sorcinelli

et al., 2006, p. 147). Here we describe

several key challenges to faculty

work—the expansion of faculty roles;

the challenge of finding balance; the

concerns and needs of new faculty;

and the increasing array of academic

appointments, in particular part-time

and non-tenure-track appointments—

and identify the chair’s role in helping

faculty to meet each challenge.

TThhee  EExxppaannssiioonn  ooff  FFaaccuullttyy  RRoolleess

Universities and colleges face extensive

changes and pressures from both their

external environments and the internal

environments within the institutions

themselves. In our recent study, about

one-third of the faculty developers at

research/doctoral, comprehensive, and

liberal arts institutions (but fewer at

community colleges) identified chang-

ing faculty roles as one of the most

important issues concerning faculty

members at their institutions. Depart-

ment chairs most likely can easily iden-

tify some of the pressures that are

causing faculty roles to expand.

CCaallllss  ffoorr  AAccccoouunnttaabbiilliittyy

Over recent years, the public—includ-

ing employers, parents, and legisla-

tors—has become skeptical about the

contributions of higher-education in-

stitutions and increasingly interested

in the extent of access to postsec-

ondary education, the efficiency with

which universities and colleges oper-

ate, the ways in which universities and

colleges contribute to economic devel-

opment, the relevance and impact of

research on societal issues, and espe-

cially the abilities and qualities of

graduates as they enter the workforce.

In response to societal calls for ac-

countability, faculty members must

become adept at assessing student

learning outcomes; interacting with

the public to explain their research in

ways that are understandable to indi-

viduals outside their areas of expertise;

and engaging in collaborative projects

that couple their scholarly expertise

with the interests and questions of cit-

izens in the local, national, or interna-

tional community in order to address

significant problems.

FFiissccaall  PPrreessssuurreess

Many higher-education institutions

also face fiscal pressures, as costs rise

and state and federal support do not

keep pace. Faculty members must do

their part in carrying out institutional

missions efficiently as well as effec-

tively. In addition, there are rising ex-

pectations that faculty members engage

in entrepreneurial work that brings in

revenue. For example, faculty members

may need to develop the necessary skills

for offering short courses in revenue-

producing programs, repackaging

courses into workshops for new audi-

ences, and marketing these learning

opportunities so that they will attract

the public.

TThhee  EExxppaannssiioonn  ooff  KKnnoowwlleeddggee

The rapid expansion of knowledge

has led to new specialties and the

blurring of disciplinary lines. Fac-

ulty members whose graduate work

focused on particular disciplinary

areas must keep up with new direc-

tions and emerging specialties in

their fields, and frequently they

must learn how to engage in inter-

disciplinary programs and research

projects. Increasingly, faculty mem-

bers must have the ability to work

closely with colleagues whose bases of

knowledge and research traditions

may differ from theirs. Skills in col-

laboration, conflict resolution, and

group dynamics become useful in do-

ing productive scholarly work.

TThhee  PPrreevvaalleennccee  ooff  TTeecchhnnoollooggyy

Faculty members also need to assume

new roles in the face of an increasingly

technological workplace (Gumport &

Chun, 2005). Technological develop-

ments affect teaching and learning

processes (as we discuss later), thereby

requiring faculty members to be adept

“Here we describe several key

challenges to faculty work—

the expansion of faculty roles; 

the challenge of finding balance;

the concerns and needs of new

faculty; and the increasing array

of academic appointments, in

particular part-time and non-

tenure-track appointments—

and identify the chair’s role 

in helping faculty to meet 

each challenge.”
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at facilitating individualized instruction

and to consider new ways to organize

their courses and learning materials.

Technology offers new and engaging

ways for faculty to interact with stu-

dents and colleagues, but at the same

time, the speed and omnipresence of e-

mail means that faculty members feel

pressured to be always available, which

can intrude on the reflective time nec-

essary for thoughtful research and

writing. Technology opens access to

immense sources of information, which

enhances research; yet these oppor-

tunities require faculty to master new

research skills.

SSuummmmaarryy

Each of the developments—societal ex-

pectations for accountability, fiscal con-

straints, the expansion of knowledge,

and the prevalence of technology—

offers exciting new avenues through

which universities and colleges can ful-

fill their missions. However, each also

places demands on faculty members to

master new skills and expand the na-

ture of their work. The career stages of

faculty members also play a part in the

extent to which they are prepared to

handle the new roles accompanying

these changes.

Department chairs will need to care-

fully consider their expectations for the

faculty role, identify how it is changing

in their department, and ask how they

can encourage faculty members to find

and use opportunities for professional

growth that enable them to handle new

situations and tasks, and undertake new

directions, successfully.

FFiinnddiinngg  BBaallaannccee

Closely related to the challenge of

managing expanding and new roles

for faculty is the challenge of achiev-

ing balance in work and, more broadly,

in life. In our research, faculty devel-

opers identified balancing and finding

time for one’s responsibilities as a sig-

nificant issue for faculty, an observa-

tion also supported by other research

(e.g., Rice, Sorcinelli, & Austin, 2000;

Tierney & Bensimon, 1996). Expan-

sion of the roles that faculty members

are expected to fulfill is often referred

to as “ratcheting” by observers of

higher education. Ironically, Boyer’s

(1990) call, more than a decade ago, for

appreciation of a variety of forms of

scholarship—which has encouraged

faculty members and their institutions

to recognize the scholarly contribu-

tions of teaching and engagement as

well as more traditional discovery-

focused research—has sometimes re-

sulted in greater pressures on faculty

members to add to the roles that they

fulfill (O’Meara & Rice, 2005).

New faculty members, in particular,

express concern about “finding enough

time” to get their work done (Menges

& Associates, 1999; Rice et al., 2000).

Moreover, graduate students aspiring

to be faculty members report that they

have observed the hectic lives of their

professors and wonder if it is possible

to live a “balanced life” as a faculty

member. This concern has led some of

these students to doubt whether they

should choose such a lifestyle (Austin,

2002). Aspiring and new faculty mem-

bers observe that research and teach-

ing are very important, with their

relative importance varying depending

on institutional type, but note that

service to the institution, advising, and

engagement with the community are

also expected. How to prioritize and

balance these duties is a worrisome is-

sue, particularly as early-career faculty

try to figure out the best route to

tenure. Especially at institutions that

are striving to enhance their reputation

and rankings, which is often the case

for comprehensive institutions, faculty

members have heavy teaching loads

while also facing expectations for in-

creasing research productivity (Ward

& Wolf-Wendel, 2003). Our research

has indicated that faculty developers in

community colleges, which concen-

trate their focus on teaching, do not re-

gard balancing multiple roles as

critical a challenge as do developers at

other types of institutions.

In addition to early-career faculty,

more advanced faculty members also

find the issue of balance to be an ever-

present challenge (Bland & Bergquist,

1997; Finkelstein & LaCelle-Peterson,

1993). As they progress in their careers,

they know that accepting mentoring

roles; assuming leadership for institu-

tional issues; and, for some, stepping into

formal administrative roles, are elements

of being effective and responsible fac-

ulty members. Although they may have

found ways to handle their teaching and

research effectively, they now must add

this array of other important roles.

The issue of balance, however, goes

beyond the myriad responsibilities in

the academic workplace. Faculty mem-

bers also are concerned about how to

achieve balance as they handle personal

responsibilities and commitments as

well as those that are professional. Not

surprisingly, concerns about balancing

work and family issues are especially

important for women, who often face

the press of the biological clock for

childbearing while also trying to start

their careers and, in many instances,

earn tenure. However, recent research

shows that many males aspiring to pro-

fessorial roles or in the early-career pe-

riod also are committed to creating

lives that include time for personal as

well as professional commitments.

Nonetheless, having responsibility

for dependents affects male and female

faculty in different ways. For male fac-

ulty, time spent on work increases with

the number of dependents, whereas for

female academics, work time decreases

as dependents increase (Leslie, 2005).
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Research at one large research uni-

versity also showed that tenure-track

women report choosing to have fewer

children than they would prefer to a

greater extent than their male col-

leagues (Mason & Goulden, 2004).

These findings make the challenge

of time and balance a key issue for in-

dividual faculty members but also a

critical issue for chairs who strive to

have a happy and productive faculty

and who wish to ensure the diversity

of their departments. Chairs will need

to determine how they can best help

faculty members handle multiple roles,

intense time commitments, and the

challenge of developing a sense of bal-

ance in their lives.

CCoonncceerrnnss  ooff  NNeeww  FFaaccuullttyy

As significant numbers of experienced

faculty members retire in the coming

decade, a considerable number of new

faculty members will enter academe.

Our study identified new faculty devel-

opment as a critically important area to

address. Over the past decade, various

studies have focused on the experi-

ences of new faculty and have offered a

similar conclusion (e.g., Austin, 2003;

Austin, Sorcinelli, & McDaniels, in

press; Menges & Associates, 1999; Sor-

cinelli & Austin, 1992). See also Betsy E.

Brown’s “Supporting Early-Career

Faculty” (2006). Young faculty mem-

bers are attracted to the profession by

opportunities to pursue their intellec-

tual interests; guide young people in

learning about their disciplines; partici-

pate in a stimulating, collegial environ-

ment; and contribute to the betterment

of society. At the same time, however,

they express significant concerns about

academe and the lives of professors.

TThhee  TTeennuurree  PPrroocceessss

A major concern centers around the

tenure process. Although they respect

the value of peer review and the stan-

dards of quality represented by tenure,

early-career faculty members are often

frustrated by and worried about unclear

information regarding the steps toward

tenure; conflicting information about

expectations that they should meet and

a sense of a “tenure bar” that keeps get-

ting higher; and insufficient, unclear,

and sometimes conflicting feedback

about their progress toward tenure.

Early-career faculty members also ex-

press concerns that their senior col-

leagues may not be familiar with newer

directions or specialties in their disci-

plines and, thus, may have limited abil-

ity to assess their work. In addition, the

tightening of external funding support

in some fields exacerbates the stress as-

sociated with the tenure process for

many early-career faculty members.

TThhee  SSeennssee  ooff  CCoommmmuunniittyy

Early-career faculty members express

disappointment in the extent to which

they find a sense of community in acad-

eme—a concern that more advanced

faculty members sometimes also lament

and that is at least partially related to

the time pressures already discussed.

Early-career faculty members often de-

scribe their idealism when beginning

their roles, hoping to experience the

kind of colleagueship, intellectual ex-

change, and camaraderie that charac-

terize the ideal graduate experience.

However, new faculty members report

that instead they often feel isolated and

sometimes alienated from their col-

leagues. They observe that people are

too busy for both casual interactions

and deeper conversations around topics

of mutual interest. Women faculty and

faculty of color, in particular, have called

for a stronger ethos of mentoring and

collegiality in departments.

TTiimmee  CCoonnssttrraaiinnttss

A third concern that emerges fre-

quently when new faculty members dis-

cuss their experiences is the time bind—

the pressured feeling of having multiple

roles and too little time to carry out the

tasks associated with them well. We

have already noted how faculty mem-

bers entering the professoriate in the

last decade seem particularly committed

and articulate about doing meaningful

work and having lives with room for

their personal interests alongside their

deep commitment to their professional

and scholarly work. In fact, they some-

times comment that they hope to create

lives as academics that are not as hectic

or apparently stress filled as those of

their more established colleagues. How

to achieve this goal, however, creates

deep concern and uncertainty for many

newcomers.

Early-career faculty members often

point to a supportive department chair,

in particular, as playing a key advocacy

role and as having a positive effect on

their performance and success. Chairs

play a critical part in the hiring

process. They also can help new faculty

members examine their priorities, take

advantage of mentoring and other sup-

port at the department level, connect

with institutional resources especially

designed to help them thrive, and or-

ganize their work in ways that opti-

mize their progress and success.

PPaarrtt--ttiimmee  aanndd  NNoonn--TTeennuurree--

TTrraacckk  FFaaccuullttyy

The increase in part-time faculty and in

full-time faculty holding non-tenure-

track appointments is a major trend

(Baldwin & Chronister, 2001; Finkel-

stein, Seal, & Schuster, 1998; Gappa &

Leslie, 1993, 1997; Gappa, Austin, &

Trice, in press). In fact, addressing the

needs of part-time and adjunct faculty is

a primary new direction for faculty de-

velopment, according to our study;

among community college developers,

it is one of the issues that they consider

most important (which is not surprising
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given the large proportion of commu-

nity college faculty members who are in

part-time positions).

The increase in hiring part-time fac-

ulty is motivated partly by efforts to

achieve fiscal savings by minimizing

the expense of the benefits that accom-

pany full-time positions. Additionally,

by hiring part-time and non-tenure-

track faculty, institutions can maximize

their flexibility to respond to changing

student interests and, in some cases, to

help students connect their scholarly

studies to the practical experiences

shared by part-time or adjunct instruc-

tors with experience in the workplace.

In some instances, increased enroll-

ments and the growth of distance ed-

ucation are factors that contribute to

institutional interest in employing

part-time faculty.

A few statistics highlight why the

professional development of part-

time and non-tenure-track faculty

warrants attention from academic

leaders. In 2003, more than 50 per-

cent of the faculty in the United

States held part-time positions (U.S.

Department of Education, 2004), and

among new full-time faculty, more

than half held non-tenure-track

appointments (U.S. Department of

Education, National Center for Edu-

cation Statistics, 2004). To illustrate this

trend, we note that in 1987, 20.6 percent

of all faculty members held non-tenure-

track positions (U.S. Department of Ed-

ucation, National Center for Education

Statistics, 1988), whereas the compara-

ble figure in 2003 was 31.9 percent (U.S.

Department of Education, National

Center for Education Statistics, 2004).

Most certainly, this trend has continued.

Faculty members in part-time or

non-tenure-track positions can feel iso-

lated, alienated, invisible, and power-

less (Gappa & Leslie, 1993). In studies,

part-time faculty members express a

sense of exclusion for several reasons,

such as not being invited to depart-

ment meetings or social events, having

problems with securing office space,

and encountering a lack of opportuni-

ties for professional development or

travel funds. Similarly, whereas some

institutions or departments include

non-tenure-track faculty members in

the life of the department, in other in-

stitutions they are marginalized by col-

leagues and excluded from all unit

decision making (Gappa et al., in

press). Unlike most of their tenure-

track colleagues, these faculty mem-

bers often find their work “unbundled,”

which means that some are expected to

focus on research whereas others are

allowed to devote their time to curricu-

lum design or teaching. This separa-

tion of responsibilities can further add

to the isolation of faculty members

from each other and from a coherent

sense of community.

The contributions of all faculty

members are important to academic

departments and institutions. As the

faculty ranks become more diverse in

terms of the nature of appointment

types, chairs will be well advised to

find ways to ensure that each faculty

member, regardless of appointment

type, feels respected, appreciated, and

supported. The alternative, far less de-

sirable for either departmental health

or individual satisfaction, is a bifur-

cated faculty in which some individu-

als hold places of prestige and others

are “second-class citizens” (Gappa et

al., in press).

Department chairs, who work on a

daily basis with the faculty in their

units, can do a great deal to create con-

texts in which each faculty member is

valued, with his or her work-related

needs supported and professional de-

velopment encouraged. Chairs might

offer an orientation for part-time fac-

ulty members in which departmental

colleagues address common teaching

issues (e.g., preparing a syllabus, un-

derstanding who their students are,

outlining testing and grading guide-

lines) as well as department policies

and practices. Chairs might also

wish to designate a “go to” colleague

who can provide mentoring, visit a

class, or review teaching evaluations.

TTHHEE CCHHAANNGGIINNGG NNAATTUURREE OOFF

TTHHEE SSTTUUDDEENNTT BBOODDYY

The myriad challenges of a chang-

ing professoriate are matched by

the challenges of a changing stu-

dent body. With each year, the stu-

dent body becomes larger and more

diverse across several variables: ed-

ucational background; gender, race

and ethnicity; class, age, and prepara-

tion (Keller, 2001). Today, only 16

percent of the student population can

be described as “traditional” in terms

of entering college right out of high

school, attending full-time, and living

on campus. Further, more than 70

percent of students work, almost half

are over the age of 25, and more than

half are women. Many of these new

students are the first generation in

their family to attend college (Smith,

MacGregor, Matthews, & Gabelnick,

2004). This growing diversity of stu-

dents is a significant and applauded

“In studies, part-time faculty

members express a sense of

exclusion for several reasons,

such as not being invited to

department meetings or social

events, having problems with

securing office space, and

encountering a lack of

opportunities for professional

development or travel funds.”
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aspect of American higher education;

individuals’ lives are enriched and the

country benefits from a more fully

prepared citizenry and workforce. At

the same time, the increasing diver-

sity of the student body places consid-

erable and new demands on faculty

members. Here we highlight two key

challenges that deserve the depart-

ment chair’s attention: increasing

multiculturalism and diversity, and

underprepared students.

IInnccrreeaassiinngg  MMuullttiiccuullttuurraalliissmm  

aanndd  DDiivveerrssiittyy

Faculty members and academic depart-

ments are faced on a day-to-day basis

with the realities of changing student

demographics. One concern for chairs is

the need to increase the recruitment,

retention, and graduation rates of under-

represented students. Another is the

growing disparity in terms of diver-

sity between who teaches and who is

taught. But an emphasis on increasing

diversity requires an expanded focus

on how we can foster learning envi-

ronments in which diversity becomes

one of the resources that stimulates

learning—and on how to support fac-

ulty with students who learn most ef-

fectively in different ways.

In our study, faculty developers

identified multiculturalism as it relates

to teaching and learning as one of the

most important issues that needs to be

addressed through faculty develop-

ment services; however, there was

great disparity between perceptions of

the need to address this issue and the

extent of faculty development services

being devoted to it (Sorcinelli et al.,

2006). As one survey respondent

noted: “[We need] to focus more on

the realities of changing student de-

mographics—how this will impact the

culture of the diverse classroom—and

to support faculty in this endeavor”

(Sorcinelli et al., 2006, p. 84).

DDiivveerrssiittyy  aanndd  IInnccrreeaasseedd  

DDeemmaannddss  oonn  FFaaccuullttyy

Chairs already have ample evidence of

the impact of diversity inside and out-

side of the classroom. They have seen

how—because a diverse student body

also has diverse needs—faculty mem-

bers are expected to give more individ-

ual attention to their students and be

available far beyond the traditional

workday. Furthermore, students who

have grown up in the age of technol-

ogy expect faculty members to com-

municate freely using technology and

to integrate technology in meaningful

ways into the learning experience.

Students older than the traditional 18-

to 22-year-old group, as well as many

within that age range, are likely to

want their education to be relevant to

the work world, convenient in time

and location, responsive to their inter-

ests and needs, and characterized by

high quality (Levine, 2000). Faculty

members must have the flexibility and

interest to offer programs that re-

spond to labor-market changes in their

regions and in the country.

More multicultural and diverse

students bring to faculty members

other interesting but demanding ex-

pectations. For faculty members to be

able to meet the learning needs of

their students effectively, they must

stay abreast not only of new develop-

ments in their fields, but also of the

characteristics of their students, the

various strategies for multiple learn-

ing styles and levels that can enhance

learning for a diverse group of stu-

dents, and the possibilities for facili-

tating learning offered by technology.

Faculty members must couple dedica-

tion with flexibility and willingness

to continue their own learning. They

may need the encouragement and

support of their department chairs to

ensure that the courses and programs

that they offer are at the cutting edge

in content, quality, and responsive-

ness. Chairs also can promote teach-

ing methods and strategies that

increase students’ capacities for prob-

lem solving, teamwork, and collabo-

ration—skills required in a rapidly

changing and increasingly global

world. Further, faculty members may

need guidance in engaging diverse

students, particularly in the class-

room, about the sensitive issues sur-

rounding gender, religion, race, and

ethnicity.

Traditionally, campuses have tended

to focus diversity efforts on student af-

fairs, which suggests that diversity

concerns are a student development

rather than a faculty development is-

sue; faculty members themselves may

be reticent about addressing issues of

diversity inside and outside of the

classroom because of a lack of train-

ing. However, such efforts are impor-

tant if chairs wish to help their faculty

members cope with demands; embrace

change; and, ultimately, prepare stu-

dents for life and work in a culturally

diverse environment.

TThhee  CChhaalllleennggeess  ooff  tthhee

UUnnddeerrpprreeppaarreedd  SSttuuddeenntt

Underprepared college students have

been a hot-button issue in politics and

the media over the last several decades,

as have various efforts to improve pub-

lic primary and secondary education.

Yet, today too many high school grad-

uates are still not prepared for college-

level work.

TThhee  EEsssseennttiiaalliittyy  ooff  SSuuppppoorrtt  SSyysstteemmss

The American Association of Colleges

and Universities reports that about 50

percent of students entering our col-

leges and universities are academically

underprepared; that is, they lack basic

skills in at least one of the three funda-

mental areas of reading, writing, and

mathematics (Miller & Murray, 2005).
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It was surprising, then, that only indi-

viduals in community colleges listed

teaching underprepared students as

one of the top three challenges facing

their faculty and institutions. How-

ever, it can certainly be argued that

paying attention to student academic

preparedness is the business of every

institution and that the issue of un-

derprepared students’ needs should be

addressed more broadly throughout

higher education. According to Astin

(2004), “The education of the remedial

student is the most important educa-

tional problem in America today, more

important than educational funding,

affirmative action, vouchers, merit

pay, teacher education, financial aid,

curriculum reform and the rest” (p. 1).

A comment from one of our survey re-

spondents linked teaching the under-

prepared student to “teaching for

retention,” because the underprepared

student will find it much more difficult

to complete a degree program. If col-

leges and universities wish to retain

students beyond the first year or two,

they need to design and implement

support systems for this cohort.

IImmpprroovviinngg  SSuucccceessss  RRaatteess

Miller and Murray (2005) suggest that

students fail to do well in college for a

variety of reasons, and only one of them

is academic preparedness. Other factors

may include self-confidence, study be-

haviors, and skill in navigating an insti-

tution’s bureaucracy. In addition, once

the underprepared student engages in

course work, there is often a substantial

mismatch between student and faculty

expectations for academic work, espe-

cially in terms of time devoted to study

outside of class. Improving the success

rates for underprepared students, then,

requires a multipronged approach.

The responsibility for helping un-

derprepared students may often fall to

academic staff in a student learning

center and may be seen as a burden to

individual faculty members or a threat

to the excellence of an academic depart-

ment. However, this issue affects every

department, and both faculty and chairs

must be ready and willing to encourage

academic effort and engagement. For

example, chairs can lay the ground-

work for success by paying attention to

the structure for academic advising and

rewarding faculty and professional staff

who provide effective advising. Chairs

can encourage faculty members, in both

advising and teaching, to emphasize

their and the department’s expectations

for students as well as the kind of one-

on-one interaction that students can ex-

pect from their advisors and instructors.

They can also familiarize themselves

and their faculty with resources offered

by the institution (e.g., basic skills

courses, tutoring, topical workshops,

supplemental instruction) and steer stu-

dents to the appropriate center or pro-

gram. Finally, chairs would be well

advised to raise the question of how

their own faculty members might act as

resources within the department and

how their department and other offices

might work together to address the

needs of such students more broadly

and deeply across the curriculum.

TTHHEE CCHHAANNGGIINNGG NNAATTUURREE OOFF

TTEEAACCHHIINNGG,,  LLEEAARRNNIINNGG,,  AANNDD

SSCCHHOOLLAARRSSHHIIPP

The changing environment for teach-

ing, learning, and scholarship has been

identified as a pressing challenge for

faculty and institutions. As noted

earlier, faculty members are facing in-

structional situations in which stu-

dents may differ widely in their levels

of preparation, commitment, learning

styles, and ethnic and social diversity,

compelling faculty to develop more in-

clusive course materials and teaching

methods. Faculty members are also

called on to provide educational oppor-

tunities through a widening range of

technologies and, thus, require techno-

logical support and resources. In addi-

tion, faculty members are being asked

to assess student learning outcomes

and document their own teaching. Fur-

thermore, as traditional boundaries be-

tween disciplines and fields are blurred,

faculty members are asked to engage 

in multidisciplinary work, requiring

deeper expertise in new knowledge do-

mains. Finally, at a number of institu-

tions, faculty members have been

encouraged to become more “engaged

scholars.” This means that they must

link their research more closely with

problems in the local, national, or inter-

national community, which requires

new skills for engaging with the needs

of constituencies on and off campus

(Sorcinelli et al., 2006).

In our study, faculty developers rec-

ognized these emergent challenges

concerning faculty work. The issues

that they identified as playing a partic-

ularly formative role in the future of

faculty work were emphasizing stu-

dent-centered teaching, integrating

technology into teaching and learning,

emphasizing assessment of student

learning outcomes, expanding the defi-

nition of scholarship, and building in-

terdisciplinary collaborations. Here we

discuss the possible reasons that each

issue is important to chairs and their

departments.

EEmmpphhaassiizziinngg  SSttuuddeenntt--

CCeenntteerreedd  TTeeaacchhiinngg

Faculty developers in our study identi-

fied the need to engage in student-cen-

tered teaching as one of the top three

challenges confronting faculty members

and the most important issue to address

through faculty development services

and activities. Despite their desire to

place student-centered learning at the

heart of the educational enterprise,

however, developers also reflected on
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the difficulties in using learner-centered

teaching strategies. An associate direc-

tor of a teaching center pointed out: “Al-

though faculty developers may think

‘been there, done that,’ I do not think we

are anywhere near getting faculty on

board for student-centered learning”

(Sorcinelli et al., 2006, p. 135).

TThhee  PPaarraaddiiggmm  SShhiifftt  ffrroomm  

TTeeaacchhiinngg  ttoo  LLeeaarrnniinngg

Student-centered learning has been a

central topic since teaching develop-

ment literature began. The issue really

gained momentum a decade ago, when

Barr and Tagg (1995) called for a shift

from a teacher-centered paradigm in

which the teacher dispenses infor-

mation to one in which the teacher

facilitates student learning. Student-

centered learning places less emphasis

on the transmission of information,

shifting the focus of attention on what

and how students learn. It places

greater emphasis on engaging stu-

dents in assignments and activities

(e.g., reading, discussing, writing)

that more fully involve them in course

content and in developing higher-

order thinking skills (analysis, syn-

thesis, evaluation). There is a large

repertoire of active learning strategies

on which faculty can draw, including

student-led discussions, team learning,

peer learning, small-group experiences,

oral presentations, writing-to-learn ac-

tivities, case studies, and study groups.

TThhee  CChhaalllleennggeess  ooff  tthhee  

NNeeww  PPaarraaddiiggmm

Weimer (2002) notes that the para-

digm shift from teaching to learning is

based on extensive literature and em-

pirical research on how people learn.

Much like our respondents, however,

she cautions that shifting to learner-

centered teaching is not without chal-

lenge and requires five key changes in

practice. These changes are in

1. The balance of power

2. The function of course content

3. The role of the teacher

4. Who is responsible for learning

5. The purpose and process of eval-

uation

Both students and colleagues may

resist a teacher’s learner-centered ap-

proaches. These approaches require

more work, and students lose some of

the practices to which they have become

accustomed (e.g., passive listening). For

many faculty, learner-centered teach-

ing may require new and unfamiliar

teaching skills and raise fears that they

will not be able to cover the content or

that they will have less control over as-

sessment activities.

Weimer concludes, however, that

learner-centered teaching is worth the

effort, because such teaching allows

students to do more of the learning

tasks, such as organizing content or

summarizing discussions, and encour-

ages them to learn more from and with

each other. Teachers, on the other

hand, can do more of the design work

and modeling and provide more fre-

quent feedback to students.

SSttrraatteeggiieess  ttoo  SSuuppppoorrtt  LLeeaarrnneerr--

CCeenntteerreedd  TTeeaacchhiinngg

What strategies might a chair employ

to support learner-centered teaching?

As a first step, the chair can acknowl-

edge the challenge of transforming

passive students into engaged, self-di-

rected learners. He or she might ask

successful teachers to share their ap-

proaches with colleagues through de-

partmental seminars or forums. The

chair can also provide faculty develop-

ment funds to help faculty members

understand and implement active or

problem-based learning. Such funds

could support participation in a con-

ference that offers hands-on experi-

ence in employing learner-centered

teaching strategies, as well as individ-

ual mentoring from faculty experi-

enced with such techniques.

IInntteeggrraattiinngg  TTeecchhnnoollooggyy  iinnttoo

TTeeaacchhiinngg  aanndd  LLeeaarrnniinngg

Participants in our study from re-

search, comprehensive, and liberal

arts institutions named the integra-

tion of technology into traditional

teaching and learning one of the top

three challenges facing their faculty

colleagues. Respondents from com-

munity colleges considered the teach-

ing of on-line courses a more critical

challenge for their faculty. However,

respondents across all types of insti-

tutions said that the most important

direction in which the field of faculty

development should and will move is

technology integration, in both tradi-

tional and new teaching environments.

Respondents expressed a strong desire

that institutions focus on ways to use

technology to foster learning—in help-

ing students to acquire content knowl-

edge, develop problem-solving skills,

participate in learning communities,

and use digital information sources and

systems of assessment.

The integration of technology in

teaching was by no means welcomed

without reservation. Many faculty de-

velopers expressed strong concerns

and cautioned that not enough research

“. . . respondents across all

types of institutions said that

the most important direction 

in which the field of faculty

development should and will

move is technology integration,

in both traditional and new

teaching environments.”
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is being done to determine meaningful

and appropriate ways of integrating

technology. One administrator at a

comprehensive university wrote, “The

emphasis on technology is likely to con-

tinue—I wish we could do better on

knowing and integrating the most im-

portant aspects of technology, with the

focus on learning” (Sorcinelli et al.,

2006, p. 134).

When considering technology in

teaching and learning, one immediate

issue that faculty members face is what

tools—PowerPoint, e-mail, the Inter-

net, course management systems—

might best serve their student-learning

goals. However, the integration of tech-

nology in teaching is more complicated

than one might think at first pass. Zhu

and Kaplan (2006) note: “The success-

ful integration of technology entails the

careful consideration of course content,

the capabilities of various technology

tools, student access to and comfort

with technology, and the instructor’s

view of his or her role in the teaching

and learning process” (p. 221).

To add to the complexity, faculty

members may also be called on to de-

velop educational delivery in new for-

mats—through on-line courses, short

modules, and certificate programs.

Many faculty members have not been

trained to teach in these new contexts,

and, while specific needs vary because

of differing levels of experience and

interest, many faculty members will

probably require support and training

to function optimally in such a rapidly

changing technological environment

(Baldwin, 1998).

Chairs already recognize that digi-

tal technology will continue to change

not only how teachers teach and stu-

dents learn, but also how departments

will conduct their fundamental teach-

ing and research missions. Leaming

(1998) suggests that chairs and their

departments need to explore a range of

questions such as: How will we keep

pace with technological developments?

What are some of the advantages in us-

ing technology in our teaching? How

will technology change students and

classrooms, especially around issues of

time, place, and space? What does the

department need in terms of hardware,

software, and pedagogical support?

Finally, there are several faculty de-

velopment strategies that chairs can

try when they meet resistance to teach-

ing with technology. These include the

following:

• Developing a “peer innovator” or

mentoring program, so that fac-

ulty members who are early adap-

tors of teaching technologies can

work with colleagues

• Creating a system of recognition

and rewards for faculty members

who innovate their teaching

through the use of new instruc-

tional technologies

• Encouraging the use of assess-

ment tools to determine whether

and in what ways teaching tech-

nology approaches are working in

the classroom

EEmmpphhaassiizziinngg  AAsssseessssmmeenntt  ooff

SSttuuddeenntt  LLeeaarrnniinngg  OOuuttccoommeess

Assessment is an ongoing process

aimed at understanding and improving

student learning. It involves deciding

what students should be learning, mak-

ing expectations for learning explicit,

systematically gathering and analyzing

student assignments and activities to

determine what students are actually

learning, and using the resulting evi-

dence to decide what to do to improve

learning. In our findings, assessing stu-

dent learning outcomes was perceived

as one of the top three challenges facing

faculty and important to address

through faculty development. Further,

assessment of student learning was

viewed within all institutional types as

a critical issue for institutions as well as

for faculty members.

Although there has been a growing

demand across higher education for the

assessment of student learning, legisla-

tors, higher-education boards, accredit-

ing agencies, and administrators have

generally been more enthusiastic about

assessment than faculty members. In-

deed, until recently much assessment

has been at the institutional level, focus-

ing on issues of external accountability

or program review, rather than on de-

veloping assessment activities that help

individual faculty members improve

their own teaching and student learning

(Sorcinelli et al., 2006). This is chang-

ing. For example, there are a growing

number of resources that can help fac-

ulty members develop a better under-

standing of the learning process in their

own classrooms and assess the impact of

their teaching on it. They feature class-

room assessment techniques and advice

on how to adapt and administer them,

analyze the data, and implement im-

provements in teaching and learning

practices (Stassen, Doherty, & Poe,

2000a). Assessment can be a powerful

tool not only for diagnosing and im-

proving student learning at the course

level but also for evaluating programs.

Increasingly, chairs are being asked to

lead assessment processes to improve

departmental practices. Program or de-

partment assessment focuses on evalu-

ating the student experience to

determine whether students have ac-

quired the knowledge and skills associ-

ated with their programs of study.

Stassen, Doherty, and Poe (2000b)

suggest that effective program assess-

ment helps chairs and departmental

faculty answer three questions: What

are you trying to do? How well are you

doing it? and How can you improve?

Effective program assessment is also

systematic, built around the depart-
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ment mission statement, ongoing and

cumulative, multifaceted, and faculty

designed and implemented. Stassen and

colleagues (2000b) offer a primer for

getting started in department assess-

ment that includes how to take the fol-

lowing important steps:

• Define goals.

• Design an assessment plan.

• Identify strategies and methods

for collecting assessment data.

• Analyze and interpret assessment

data.

In encouraging both course- and

program-level assessment, chairs may

face some resistance from faculty (and

may even resist it themselves), but

there is clear evidence that assessment

is important. Equally, there is evidence

that chairs can play a pivotal role in

supporting the potential for assess-

ment to make the learning process for

students more effective while re-

sponding to the need for assessment

that is used to measure departmental

accountability.

EExxppaannddiinngg  tthhee  DDeefifinniittiioonn  

ooff  SScchhoollaarrsshhiipp

In his seminal work Scholarship Recon-

sidered: Priorities of the Professoriate,

Boyer (1990) argued that it was time

to move beyond the “teaching versus

research” debate and to redefine and

broaden the concept of scholarship to

include four distinct but interrelated

dimensions: the scholarship of discov-

ery, the scholarship of teaching, the

scholarship of integration, and the

scholarship of application. In particu-

lar, Boyer argued that excellent teach-

ing is marked by the same habits of

mind as other scholarly work and de-

serves greater recognition and reward.

In our study, developers from all

types of institutions agreed that ex-

panding the definition of scholarship to

include the scholarship of teaching is

an important issue to address through

faculty development services. In addi-

tion, regarding respondents’ hopes and

ideas about the future of faculty devel-

opment, there was strong affirmation

for the scholarship of teaching. One

respondent’s comment captured the

thoughts of many: “I think that the

whole scholarship of teaching and

learning movement is incredibly valu-

able in that it can change our campus

cultures in very positive ways to sup-

port and elevate teaching and learning

and create more reflective practice”

(Sorcinelli et al., 2006, p. 151).

TThhee  RRoollee  ooff  tthhee  CCaarrnneeggiiee  FFoouunnddaattiioonn

ffoorr  tthhee  AAddvvaanncceemmeenntt  ooff  TTeeaacchhiinngg

In recent years, the Carnegie Founda-

tion for the Advancement of Teaching

has greatly advanced the scholarship of

teaching and learning through work

with faculty, campuses, and disciplinary

associations. Although scholarly teach-

ing, informed by deep understanding of

one’s field and how students learn in it,

is a goal of many faculty members, the

scholarship of teaching and learning

goes further. Carnegie aims to advance

the development of a scholarship of

teaching and learning to foster signifi-

cant, long-lasting learning for students;

to enhance the practice and profession

of teaching; and to bring to faculty

members’ work as teachers the recog-

nition and reward afforded other forms

of scholarly work (Hutchings, Babb, &

Bjork, 2002).

Several lines of work at Carnegie

have contributed to our understanding

of the scholarship of teaching and de-

serve the attention of department

chairs, notably the projects exploring

the peer review of teaching, the use of

teaching and course portfolios, and how

teaching and learning differ among the

disciplines. The peer review project, for

example, developed strategies for mak-

ing the work of teachers available to

one another, to guide both development

and personnel decisions. Many faculty

members have explored the develop-

ment and use of teaching and course

portfolios to provide a fuller and more

informative assessment of teaching for

self-reflection, teaching awards, and de-

cision making regarding personnel. In

addition, disciplinary scholars are cur-

rently working with Carnegie to inves-

tigate how to expand the scholarship of

teaching and learning in the disciplines.

Chairs and their faculty have much

to add to this discussion. To this end,

Carnegie offers a wide range of exam-

ples of the scholarship of teaching and

learning as well as resources for fac-

ulty undertaking this scholarship.

Chairs can encourage efforts in their

own departments through seed grants,

departmental conversations, and pre-

sentations on course-focused research

projects centered on teaching and

learning presentations by faculty in

and outside of the department.

BBuuiillddiinngg  IInntteerrddiisscciipplliinnaarryy

CCoollllaabboorraattiioonnss

A substantial percentage of respon-

dents identified all of the issues previ-

ously discussed as among the top

challenges facing faculty members or

their institutions. Although developing

interdisciplinary collaboration was not

explicitly identified as one of the top

challenges facing faculty and institu-

tions, “building interdisciplinary con-

nections and communities of practice”

was indicated as an important new di-

rection to address through faculty de-

velopment. One survey respondent

from a research/doctoral institution

highlighted the potential role played by

department chairs and other academic

leaders: “I hope to see collaborative work

to break down barriers between depart-

ments and allow them to learn from each

other and expand their creativity, under-
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standing of others, and overall enjoy-

ment of work” (Sorcinelli et al. 2006, 

p. 139).

Interdisciplinary collaboration may

involve a variety of types of connec-

tions among faculty members, cur-

ricula, departments and disciplines,

and administrative units. Within the

academic department, it may mean

teaching a course with multiple depart-

ments involved, offering joint degree

programs, or working on a research

project from a multidisciplinary per-

spective. It may also mean building

departmental programs that link

service learning in the community.

FFiivvee  MMooddeellss  aanndd  tthhee  RRoollee  ooff  

tthhee  DDeeppaarrttmmeenntt  CChhaaiirr

DeZure (2000) identifies five models

of “border crossings”:

1. Interdisciplinary teaching and learn-

ing and the scholarship that under-

girds it: This could be courses on

complex social problems such as

world hunger or genocide that

require the insights of many dis-

ciplines.

2. Undergraduate student learning

communities that integrate the aca-

demic and social lives of students:

This model often relies on faculty-

student contact in and outside of

the classroom and on students

who serve as learning resources to

their peers. It also embraces faculty

learning communities first estab-

lished at research-intensive univer-

sities through the Lilly Teaching

Fellows Program, and now ex-

panded to include faculty learning

communities on a range of topics

(e.g., diversity, technology, early-

career faculty) and at institutions of

all sizes and types.

3. Assessment: As noted earlier in this

briefing, this can bring together fac-

ulty, staff, chairs, deans, and other

academic leaders to evaluate student

learning outcomes in courses and in

departments.

4. Development of a culture of teaching

in higher education: DeZure (2000)

suggests that this development

“was promoted by the publication

of Scholarship Reconsidered (Boyer,

1990), a document which gave voice

to the desire to reconceptualize fac-

ulty work beyond the traditional

paradigm of teaching, research, and

service” (p. 429).

5. Efforts to engage with the larger com-

munity, whether it is local or global:

Technology, for example, can bring

together faculty and students from

multiple sites around the globe.

In the department, interdisciplinary

work still is usually the result of indi-

vidual faculty members deciding to

engage in team teaching across depart-

ments or pursuing new areas in the

course of their research. Hence, it is im-

portant that department chairs under-

stand that this issue requires explicit

support and attention as a focus for fac-

ulty development. This is particularly

important because collaborations

among departments and programs

generally are facilitated by strong de-

partmental leadership. Chairs can sup-

port interdisciplinary connections by

rethinking departmental structures in

order to encourage team teaching and

linked courses. They can encourage

the development of interdisciplinary

courses, work with academic and stu-

dent affairs to develop learning com-

munities for majors, and nominate

faculty members for school or cam-

puswide interdisciplinary learning

communities around teaching and

scholarship.

AANN AACCTTIIOONN PPLLAANN FFOORR TTHHEE

DDEEPPAARRTTMMEENNTT CCHHAAIIRR

In the context of the range of chal-

lenges and strategies for faculty de-

velopment discussed in this briefing,

we conclude by offering five specific

action steps that chairs can take to

create and support professional de-

velopment opportunities for their

faculty:

1. Assess faculty members’ needs for pro-

fessional development and emphasize

faculty ownership of the process. In de-

termining what faculty develop-

ment issues to address, chairs stand

a better chance of success if activi-

ties and opportunities are designed

in direct response to the concerns of

their faculty members. To begin

with, the chair might wish to meet

with each faculty member—new,

midcareer, senior, and part-time—

to identify faculty development ac-

tivities that the department might

offer both to individual faculty

members and on a departmental

level. Another option might be to

meet with small “focus groups” of

faculty to help develop directions.

“Interdisciplinary collaboration

may involve a variety of

types of connections among

faculty members, curricula,

departments and disciplines,

and administrative units.

Within the academic

department, it may mean

teaching a course with multiple

departments involved, offering

joint degree programs, or

working on a research project

from a multidisciplinary

perspective.”
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Finally, some chairs appoint a

professional development commit-

tee to craft a faculty development

plan for the department. It is im-

portant to present such a plan to

the entire faculty, asking for feed-

back on strengths and areas for im-

provement. The chair should not

hesitate to call on faculty members

who are respected teachers and

scholars to help implement the

plan. Faculty ownership can en-

sure that professional develop-

ment activities remain responsive

to faculty needs. It also provides a

channel for the emergence of fac-

ulty members who can take a lead-

ership role in research or teaching

renewal. While the department

chair must oversee and guide ini-

tiatives, the faculty development

programs and activities should be

faculty inspired.

2. Know the resources of the institution

and be proactive in encouraging faculty

to use these options. Universities and

colleges typically offer a wide array

of resources to help faculty mem-

bers with their work as well as with

some of their personal responsibili-

ties. Having knowledge of these op-

tions and opportunities will enable

chairs to help faculty members find

the resources relevant to their inter-

ests and specific needs, such as poli-

cies explaining options regarding

the tenure process, parental leaves,

health issues, and dependent care.

The institution may also provide

orientation programs for new fac-

ulty, classroom coaching through a

teaching and learning center, and

workshops on the uses of technol-

ogy in research and teaching. Often

campuses offer faculty development

grants for teaching enhancement,

curriculum development, research,

and interdisciplinary faculty learn-

ing communities.

Chairs of new faculty need to

make it very clear that participation

in faculty professional growth op-

portunities is encouraged and valued

by the department. Women faculty,

for example, may be reluctant to use

the policies that afford them leave

for childbirth or options for adjust-

ing the tenure time line without

their chair’s and senior colleagues’

support.

3. Identify professional growth opportuni-

ties that can and should be provided at

the department level. Faculty develop-

ment at the department level re-

quires resources in terms of time and

funding. Department chairs can en-

courage faculty to take time for pro-

fessional growth and can allocate

funds that they manage to support

such purposes. For example, depart-

mental colleagues can join together

to provide an orientation for new

faculty to the norms, practices, and

resources within the department. Is-

sues to address might include how

the committee structure and gover-

nance processes are organized; what

colleagues can expect from each

other; how tenure processes work;

and how such typical tasks as book

ordering, travel planning, and paper

copying and faxing are handled.

Many chairs help early-career fac-

ulty members find mentoring com-

mittees of more experienced faculty

members both within and outside of

the department who are willing to

provide explicit guidance in research

and teaching to new colleagues.

Too often, professional growth is

focused on new faculty, but every

chair recognizes that his or her

tenured faculty members require

support as well. For senior col-

leagues, chairs might offer opportu-

nities such as team teaching with

early-career faculty, new roles and

responsibilities as mentors, or spe-

cial assignments in the department

such as leading a program review.

For the new chair, it may be impor-

tant to talk with other chairs; the

best sources of information and cre-

ative ideas on supporting faculty

development might just be the

chair’s colleagues in the same post.

4. Be sure performance reviews are used

to encourage professional growth and

excellence among faculty members.

Department chairs typically have

the responsibility of organizing the

process through which faculty

members receive annual reviews of

their work. Chairs can set the tone

for these reviews to ensure that the

process focuses on both evaluation

and development. They can also con-

sider how career stage may relate to

the needs of individual faculty mem-

bers and the most productive use of

a review for each colleague. Early-

career faculty members, in particu-

lar, need honest, clear feedback and

specific suggestions about what they

are doing well and in what areas

they need to improve.

All faculty members appreciate

recognition for high-quality work

and contributions, and many wel-

come opportunities to talk with the

chair (in a role as “interested col-

league”) as they plan and prioritize

for the coming year or two. Some

chairs make performance counsel-

ing a year-round, rather than just a

yearly, activity by using depart-

ment meetings or other forums to

highlight the ways in which faculty

members, individually or collec-

tively, are helping the department

to achieve its goals.

5. Foster a department climate of collegial-

ity and community. The department

chair is in an excellent position to set

a tone of collegiality, respect, and

flexibility. Chairs can encourage

their faculty members to think about
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how to function as a group in ful-

filling their teaching, research, out-

reach, and citizenship roles, rather

than simply as a collection of indi-

viduals with varying agendas. For

example, when a unit or department

agrees to work collaboratively in ful-

filling its tasks, faculty members

may be able to handle the teaching

responsibilities in ways that enable

individual faculty members to rotate

semesters with lighter instruc-

tional loads. Chairs can also help

build a sense of community by

sponsoring or encouraging a range

of social or intellectual activities,

such as brown-bag lunches or din-

ners, to celebrate occasions when

faculty members achieve important

landmarks in their careers.

CCOONNCCLLUUSSIIOONN

Universities and colleges live in a

world of rapidly changing demands,

expectations, and challenges. In this

environment, faculty development

should be one of the chair’s most sig-

nificant priorities. In our study, fac-

ulty developers identified three areas

that are driving change and shaping

the future of faculty development. A

critical issue is how to develop and

sustain the vitality of all of our fac-

ulty—newcomers, midcareer, senior,

and part-time—as faculty roles change.

A second factor is our increasingly di-

verse student body. It will be impor-

tant to invest in faculty development

as a means of ensuring that we culti-

vate teachers, students, and campus

environments that value multicultur-

alism. The third shaping influence is

the impact of a changing paradigm for

teaching, learning, and scholarly pur-

suits. We hope that the information,

strategies, and action steps presented

in this briefing can assist chairs in de-

veloping their faculty and depart-

ments in response to the array of new

roles, expectations, and priorities in

our institutions.
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