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Executive Summary

This briefing is intended primarily for department chairs and other unit ad-
ministrators responsible for regular faculty performance reviews. It offers
an overview of faculty performance reviews in the broader context of faculty
development at the unit level and provides guidance for academic adminis-
trators on conducting reviews and writing appraisals.

The role of the faculty performance review has been elevated in recent years
for a number of reasons. Increasingly, colleges and universities award salary
increases on the basis of merit or performance, which requires an accurate as-
sessment of performance relative to some standard. In a resource-challenged
environment, aligning the efforts of faculty with unit and institutional goals
becomes more critical; performing well in important areas becomes more im-
portant. Standards for earning tenure and promotion seem to rise constantly.
A record of excellent performance is usually necessary for a favorable tenure
and/or promotion decision. In the face of public criticism and/or institutional
self-examination, many institutions have iniated post-tenure review to ensure
that tenured faculty are performing at acceptable levels. The annual faculty
performance review, especially when it has a developmental component, helps
to ensure that faculty perform at high levels year in and year out.

While a variety of organizations use performance appraisals, the unique
culture of higher education must be considered in order to provide effective
faculty performance reviews and development systems. Important aspects or
underlying assumptions include (1
in the light of the unit and institution’s vision and objectives, (2) faculty ex-

) faculty independence and self-direction

pectations of involvement individually and through the governance process,
(8) the importance of process and procedural fairness, and (4) the need for the
system to be legally defensible.

This briefing provides a framework for the faculty performance review
process that includes, ideally, six components: (1) institutional enunciation
of goals, vision, and values; (2) unit establishment of equitable workloads,
performance criteria, and standards; (3) faculty career development plan
with annual update as basis for review; (4) faculty self-appraisal through the
annual activity report; (5) appraisal of faculty performance by peer review
comimittee and/or chair; and (6) performance feedback session and written
performance review.

This briefing also offers specific guidance on writing the faculty per-
formance review, along with sample reviews for faculty at different per-
formance levels and career stages. It provides strategies for dealing with the
“problem” faculty member and for using the results of the review for faculty
development, as well as diversity considerations in the review and develop-
ment process. Finally, it offers comments on post-tenure review and the role
of the dean.
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INTRODUCTION: PERFORMANCE REVIEWS, PERFORMANCE APPRAISAL,
AND PERFOBMANCE MANAGEMENT

That “faculty are the most important resource of the university” is not
simply a cliché. Higher education institutions, like other knowledge-
driven organizations, find human capital the core component of organi-
zational success. The knowledge creation and dissemination activities of
taculty——their research, teaching, and service endeavors——are the prin-
cipal products of the academy and the reasons for its existence. Activi-
ties related to helping faculty members excel in these duties, such as
faculty performance reviews, are essential to individual and institutional
excellence.

Performance review or appraisal as an informal process has no doubt
existed among employers since the first employee began working. In
higher education, students and administrators have provided feedback—
whether requested or not—about faculty teaching, research, and service.
Faculty receive outside feedback about their research from:

= Agencies and foundations that provide funding for faculty research

* Referees who make decisions about publishing faculty research in
scholarly journals

= Conference organizers who choose presentations for professional
conferences

= Publishing houses and presses that publish academic books

The formal process of periodically (inost often annually) appraising
employee performance started to grow in use in public and private
sector organizations in the 1940s. It can be defined as “the process of
evaluating how well employees perform their jobs when compared to a
set of standards, and then communicating that information to those
employees” (Mathis & Jackson, 2003). In higher education, periodic
formal assessments of faculty performance during the reappointment,
promotion, and tenure process have long been a normal part of the
human resources process. Deciding whether or not a faculty member
should be reappointed to a second probationary appointment, promoted
to associate professor, awarded tenure, and/or promoted to full profes-
sor, have all routinely involved an assessment of faculty performance,
over some period of years, relative to standards, with at least some min-
imal feedback to faculty (if nothing more than whether the decision was
yes or noj.

During the 1990s, as calls for accountability in public higher education
grew (as well as for other public sector institutions), formal processes for
annual faculty performance reviews or appraisals were re-emphasized, if
not revised. Additionally, increasing rigor was often added to the reap-

pointment, promotion, and tenure process; for example, requiring outside

review letters, creation of college-level committees, increased expecta-
tions for external research funding. At the same time, accountability con-
cerns led some institutions to establish formal processes for post-tenure

review for tenured faculty.
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At a minimum, performance appraisal
or review relates to a process of compar-
ing perfornfance to standards and pro-
viding feedback to the faculty member
about that performance. More fully,
the performance review process begins
with the identification and enunciation
of institutional goals, vision, and val-
ues, and with unit establishment of
equitable unit workloads, performance
criteria, and standards. The process
continues to include data collection and
reporting so that faculty performance
can be compared to those standards
(the appraisal or evaluation). Feedback
is then provided to the faculty member,
orally and/or in writing,

Performance management and devel-
opment, by contrast, can be defined as
all of those organizational and adminis-
tratively driven processes designed to
help faculty perform as effectively as
possible. Institutional goals, vision, and
values, of course, again set the context
for performance management and de-
velopment. Additionally, defining re-
sponsibilities, setting expectations,
providing the necessary resources,
giving ongoing feedback, periodically
appraising performance, and using the
resulting information are included.
Uses include

¢ Making human resources decisions
(e.g., merit pay, post-tenure review)

* Solving individual and organiza-
tional problems

* Developing people and organiza-
tional systems

The review or appraisal is but one
aspect of the broader process of per-
formance development. Performance
review looks back and asks the ques-
tion, "How well was the work done?”
Performance management, by con-
trast, asks a future-oriented question:
“What can be done to help faculty
perform as effectively as possible and

make a maximum contribution to the
mission, vision, and strategic initia-
tives of the unit and institution?”
{Curry, 2000)

INSTITUTIONAL ENUNCIATION OF
GOALS, VISION, AND VALUES

Faculty Performance Reviews:
Underlying Assumptions

Colleges and universities are knowl-
edge-driven institutions, but with a
history and culture unlike other organ-
izations. This culture and character
lead to a set of underlying assumptions
and principles that must be recognized
when considering faculty performance
reviews and development questions for
higher education.

Faculty Goals and Institutional Direction
Faculty drive university teaching, re-
search, and service with a level of self-
direction and independence foreign to
employees in most other organizational
settings. An important challenge for
the institution is the need to balance
that faculty self-direction and inde-
pendence with the institution’s mission,
vision, and strategies. It is not enough
for faculty to perform well; in a resource-
limited environment, faculty must per-
form well on the “right” things,
including the “right” things from the
institution’s perspective. Potentially
this presents one of the greatest chal-
lenges for academic administrators. In-
dependence and self~direction, guided
by personal interests and aspirations,
as well as the values and incentives of
the global professoriate to which the
faculty member belongs, are usually the
principal drivers of his or her research.
Increasingly, funding opportunities
also provide drivers directing the ac-
tivities of faculty. There are no easy
solutions when such conflicts arise.
Wise leaders strive to minimize such
conflicts by involving faculty in the
creation of the unit’s vision and by

ensuring that the vision reflects the
global direction of the discipline or
professional field. Where a faculty
member’s interests diverge only
slightly from the unit’s direction, and
she or he performs at a high level, the
unit administrator may decide to ac-
cept this slight divergence as part of
the nature of the academy, with the fac-
ulty member understanding that per-
formance may not be appraised at the
highest level. Where such divergence
1s substantial, and where positive ef-
forts at communication and coaching
have failed to bring the interests or be-
haviors of the faculty member in line
with institutional and unit direction,
consequences can include poor per-
formance reviews, related poor merit
increases, and post-tenure review.

Faculty Involvement in

Setting Expectations

While employee empowerment and in-
volvement are relatively new concepts
in much of the private sector, they are
woven into the historic fabric of higher
education. Faculty have historically
been major contributors, if not leaders,
on issues that are the purview of man-
agement in other industries; for exam-
ple, hiring, promotion, tenure, and
merit pay. This level of involvement
has served the institutions well be-
cause of the nature of the product of
the academy—knowledge generation
and knowledge dissemination. There-
fore, for cultural and practical reasons,
effective faculty performance review
must include the involvement of fac-
ulty in setting and clarifying expecta-
tions, as well, perhaps, as in assessing
performance. This includes the collec-
tive involvement of faculty through
the governance and peer review
processes, as well as the individual in-
volvement of each faculty member with
respect to his or her performance.

Effective Practices for Academic Leaders
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Giving Feedback

The assumption that faculty members
deserve some formal feedback from
their institutions about their perform-
ance warrants explicit enunciation,
rather than implicit acknowledgment.
Some would say that faculty receive
plenty of feedback—teaching evalua-
tions, acceptance or rejection of their
publications and grant proposals, the
size of their merit increases. This
feedback is deficient in two respects:
It is not developmental; it does not
talk about improvement or alignment
strategies. Also, it does not address
the faculty member’s performance
relative to expectations of the unit
and institution. Both individual fac-
ulty as well as institutions benefit
from faculty members receiving feed-
back on how they are doing relative to
the unit and institution’s expecta-
tions, and from the faculty member
receiving feedback and engaging in
dialogue on how he or she can be
more effective in performing his or
her duties.

Merit Pay and Assessment

As long as colleges and universities
continue to use compensation as an
incentive and reward tool, faculty per-
formance appraisal and reviews will
continue to serve as essential ingre-
dients for academic human resources,
While institutions frequently use
monies budgeted for salary increases
to deal with multiple compensation
challenges (e.g., salary compression,
as newly hired faculty earn nearly as
much as more senior faculty because
of rising market hiring rates; market
changes resulting from supply and
demand of faculties in certain disci-
plines; inequities arising over time,
etc.), usually the major stated purpose
of merit pay is to reward exemplary
performance.

Transparency

In faculty performance reviews, as with
other human resources transactions,
both outcome and process are impor-
tant. Procedural fairness relates to the
faculty perception that the process used
by administrators is handled in a con-
sistent way, following pre-specified rules
and guidelines and conforming to mini-
mum due process requirements. While
faculty pay attention to the outcomes
of performance review processes, pro-
cedural justice research indicates that
they will often support negative out-
comes if they perceive the process to be
just and fair. The words and phrases
that characterize this fifth assumption
are “transparency” and “no surprises.”

Legal Protection

Finally, in our increasingly litigious so-
ciety, employer human resources deci~
sions are more frequently challenged.
The many exceptions to the employ-
ment-at-will doctrine, the explosion of
fair employment practices statutes (i~
tle VII of the Civil Rights Act, the Age
Discrimination in Employment Act, the
Americans with Disabilities Act, etc),
and defamation lawsuits have brought
employers into courts to defend their
decisions. Because performance ap-
praisals are often the only tangible ev-
idence by which a jury can determine
the employee’s worth, appraisals po-
tentially provide either a devastating
weapon for the employee or an impen-
etrable shield for the employer (David-
son, 1995).

The design of the performance man-
agement and appraisal process, as well
as its implementation and use, provide
critical indicators as to whether the
performance appraisal will be an em-
ployee weapon or a university shield
supporting the institution’s perform-
ance-based decisions about merit pay,
reappointment, tenure, and promotion.
To prevent and to defend allegations

concerning an adverse personnel deci-
sion, the written performance review
and other documentation should pro-
vide support for the following concepts:

¢ The faculty member received clear
communication concerning the ex-
pectations for her or him in the fac-
ulty role.

= The expectations set and commu-
nicated were reasonable and fair
and were consistent with general
University guidelines.

* The process used by the unit was
fair and consistent with its (and
University) policies.

« The faculty member was treated
consistently relative to other sim-
ilarly situated persons.

Where guidance is needed in this
area, particularly if dealing with a
difficult faculty member or if sanc-
tions are anticipated, chairs should
not hesitate to seek guidance from the
offices of the dean, human resources,
or, if necessary, the institution’s legal
counsel.

Performance Review and

Career Development

Finally, while assessing the perform-
ance of faculty and documenting that
performance in written performance re-
views is usually an annual occurrence,
its most important purpose is as a part
of an ongoing process of faculty career
development. This includes, first, the
use of reviews to assist in the guidance
of junior faculty in the years leading
to reappointment, promotion to asso-
ciate professor, and tenure. Afterward,
the awarding of tenure leads to colleges
and universities having a faculty com-
posed of professors with many years of
service. Training, mentoring, appraisal,
and feedback are all critical in helping
to ensure that faculty continue to be
productive and contributing scholars
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who help the institution fulfill its mis-
sion and achieve its vision.

UNIT ESTABLISHMENT OF EQUITABLE
WORKLOADS, PERFORMANCE
CRITERIA, AND STANDARDS

There are three prerequisites for effec-
tive faculty performance reviews: set-
ting expectations, establishing clear
guidelines, and establishing perform-
ance criteria and standards

Setting Expectations

First, ideally the university and unit
must enunciate their mission, goals,
objectives, and values. This sets the
context for faculty performance expec-
tations. Without these, faculty risk per-
forming successfully on low-priority
criteria. A unit or institution that val-
ues the earning of top rankings for re-
search is more likely to define faculty
research excellence as publishing in
top tier refereed journals and receiv-
ing large external funding grants (de-
pending, of course, on the discipline).
Another unit or institution with less
research focus might define faculty re-
search excellence as simply publishing
in refereed journals with less concern
for journal rankings, number of publi-
cations, and external funding.

Establishing Clear Guidelines

Second, the unit must establish and en-
force clear guidelines concerning fair
and equitable faculty workloads. What
is the teaching load? What percentage
of faculty effort should be devoted to
teaching versus research versus serv-
ice (and in some institutions versus
outreach)? Under what circumstances
does the workload differ for faculty
within Some
institutions/units have employed dif-
terential workloads for faculty, in
which some have greater teaching or

the unit?

research responsibilities relative to
others. The advantages of such assign-

ments include (1) better use of faculty
talent, as a faculty member may have
greater strength in one dimension—
for example, teaching or research, than
in others; (2) accommodating the
changing interests and strengths o
faculty, especially as those evolve over
the life cycle of the faculty member;
and (3) better resource utilization as
some faculty may have funded research
that may allow them to “buy out” of
some teaching, while others may not

p
i

have as active a research program.
These potential advantages can be es-
pecially useful in large institutions and
units where a wide mix of initiatives,
strategies, and activities are in place
{e.g., expectations that faculty and/or
units engage in outreach or engage-
ment with the broader community and
stakeholders). Disadvantages include
(1) the perception that some are not
fulfilling the full faculty role and (2) a
possible excuse for some who choose
not to perform the full faculty role at a
time of limited institutional and unit
resources. Challenges include deter-
mining how merit is determined and
how rewards are allocated. If a faculty
member’s assignment does not include
the full mission of teaching, research,
and service, can performance be con-
sidered fully meritorious?

Establishing Performance

Criteria and Standards

Third, and most important, after defin-
ing equitable workload, the unit must
establish performance criteria and stan-
dards. Performance criteria relate to the
relative importance of teaching, re-
search, and service. Some units apply
weights as a mechanism for specifying
relative importance. While a unit might
typically use a 2/2/1 weighting (40%
research, 40% teaching, 20% service), a
research-oriented institution or unit
might use a weighting of 50 percent re-
search, 30 percent teaching, 20 percent

service, or some similar variant. Addi-
tionally, such weighting may apply dif-
terently to faculty members within a
unit, either because the nature of as-
signments for faculty in that role is dif-
ferent (e.g. an outreach orientation) or
because the individual faculty member
has been given a different assignment.

Performance standards relate to
the determination of excellence on
each criterion. How is excellence de-
fined in teaching and how will it be as-
sessed—student evaluations at a
certain threshold level, assessment of
a teaching portfolio, in-class observa-
tions by trained assessors? What is
excellent research—articles in top tier

journals, books published by elite

publishers, research grants received,
dollars awarded, presentations made?
What is excellent service or outreach

. and how will it be assessed—service

to the unit and institution, service to
the profession, alumni activities, devel-
opment and fund raising, service to the
professional community, teaching non-
traditional students and/or in off~cam-
pus locations? Performance appraisal
requires comparing performance to
some standard.

Each academic unit must establish
faculty performance expectations and
standards if it is to appraise faculty
performance fairly. If the unit cannot
establish and articulate performance
criteria and standards for and with
faculty, the unit cannot fairly hold
faculty accountable for attaining the
standards. The absence of such
agreed upon criteria and standards
leads not only to individual perform-
ance appraisal problems, but also to
unit and institutional level problems
concerning reappointment, promo-
tion, and tenure. Ultimately, the fac-
ulty member must be on the same
page as the unit {through the chair),
college (through the dean), and in-
stitution.
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FACULTY CAREER DEVELOPMENT
PLAN WITH ANNUAL UPDATE AS
BASIS FOR REVIEW

The Faculty Career Development Plan
Assuming the prerequisites are in place,
units should consider a process that be-
gins with the establishment of an in-
dividual career development plan for
each faculty member. This plan recog-
nizes that while administrative cycles
for merit pay and performance reviews
are usually annual, faculty work activ-
ities, especially in the research and cre-
ative arena, often extend over a period
of years. Research-active faculty have
projects that extend over longer peri-
ods of time and have pipelines of work
at various stages of development at any
one time. Career development plans
ask faculty members to describe their
plans in research, teaching, and service
over an extended period of time, usually
three to five years. The thought process
required to develop such a document
is in itself developmental for faculty
members, forcing them to crystallize
thinking about the various research
projects and activities in which they are
engaged. The discussion of this docu-
ment with the chair, administrator, or
relevant mentoring committee is also
developmental, providing the opportu-
nity for critical questioning, further re-
view and refinement, and necessary
revisions. Not only is the career devel-
opment plan designed to help faculty

succeed, it is also the responsibility of

the chair/administrator to ensure that
the plan includes expectations that
meet the rigorous requirements of the
unit for building and sustaining an ex-
cellent unit.

While career development plans
may be most valuable for junior faculty
members, especially as they lead to ar-
ticulation and agreement on the activ-
ities that are likely to result in
reappointment, tenure, and promotion,
these plans can also prove beneficial

for faculty at more senior ranks. The
process of thinking through, reducing
to a document, and discussing work
plans may improve the choice of activ-
ities in which the faculty member is
engaged, and the discussion can pro-
vide improvements through sugges-
tions, support, and networking. Career
development plans provide the vehicle
for discussion with all faculty about
their activities vis-a-vis unit and insti-
tutional priorities.

There may be hesitancy, if not re-
sistance, in some units to using career
development plans. The potential ben-
efits of career development plans may
be great enough that a unit might con-
sider encouraging their use on a vol-
untary basis first. Alternatively, they
could be instituted as a part of a men-
toring or developmental process only
for newly hired faculty, or they could
be used with those faculty not yet
tenured. Figure 1 shows a sample ca-
reer development plan.

Using the Career Development Plan
in the Annual Performance Review
The faculty career development plan,
when updated annually, provides the
template against which the annual
activities of a faculty member are com-
pared. The agreed upon set of expecta-
tions for the year must reflect unit
workload standards and definitions of
excellence. The performance evalua-
tion question, whether asked by a chair
or committee, then becomes, “How did
you do last year on those things that
we agreed were your expectations?”
This approach maximizes the hoped
for assumption of “no surprises” in the
review process. If faculty members
know clearly that their career develop-
ment plan’s annual set of agreed upon
activities forms the basis of the review,
they will be more likely to direct their
activities in that direction.

Even with annual updating of the

career development plan, reviewers,
whether an administrator or a peer re-
view committee, must recognize the
rapidity with which the world of an ac-
ademic can change. Government and
foundation funding priorities change.
A major collaborator becomes incapac-
itated in the middle of a project. A spe-
cial opportunity arises to submit
something unplanned that would im-
pact the unit, institution, or profession.
You are suddenly asked to teach XXX
400 because Professor Y'Y is hospital-
ized. When these and situations of sim-~
ilar significance arise, either party can
initiate updating the career develop-
ment plan. The administrator should
ask the faculty member to draft pro-
posed changes. If they are minor, the
changes should simply be acknowl-
edged. More significant changes may
warrant discussion.

FACULTY SELF-APPRAISAL THROUGH
THE ANNUAL ACTIVITY REPORT
Self-Appraisal and Input
Every unit should develop a facuity ac-
tivity report for the systematic report-
ing of data and information about the
year’s performance by each faculty
member. Relevant teaching, research,
service, and outreach data should be
captured in a consistent manner for
each faculty member. The expectation
that they will collect such data, and
complete and submit the report, should
be communicated to faculty as part of
orientation and reviewed periodically.
In addition to simply reporting data,
the process is improved when faculty
are required to provide supporting
documentation (copies of publications,
citations, awards, recognition letters,
grant information, etc.) and context in-
formation. This provides a more com-
plete picture of faculty performance
during the review period and increases
the likelihood of accuracy in the assess-
ment. The process is further enhanced
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when faculty are asked to provide com-
mentary on their performances relative
to the expectations set in their career
development plans (or other state-
ments of objectives for the period).
This allows for faculty self~appraisal, a
powerful tool for perceived fairness
and procedural justice. Finally, many
units require that faculty members
submit updated curricula vitae.

Figure 2 presents an annual activity
report form for faculty from one de-
partment. In adapting this form, de-
partments should consider the culture
and expectations of the department,
institution, and discipline, as well as
the most appropriate timeline for the
reporting of data (e.g., the department
might want to use the academic rather
than the calendar year.)

APPRAISAL OF FACULTY
PERFORMANCE BY PEER REVIEW
COMMITTEE AND/OR CHAIR

Process Considerations

The annual faculty performance re-
view can include both the process dur-
ing which faculty performance is
initially “judged or reviewed,” as well
as the dialogue between the faculty
member and the relevant administra-
tor. In many academic settings, peer
review 1s required as input to the unit
acdministrator. In other settings, the
chair alone makes the decision. In ei-
ther case, the chair or review commit-
tee examines the paperwork submitted
by each faculty member—career de-

velopment plan or other statement of

goals, annual activity report, updated
curriculum vita, and supporting docu-
mentation. The faculty member’s per-
formance is then assessed. In an
absolute approach to performance ap-
praisal, the assessment is made relative
to the expectations that have previ-
ously been communicated through de-
partiment standards and/or the faculty

career development plan. Some depart-

Figure 1. Career Development Plan

Kim Johnson
Depariment of Adult and Continuing Education

Research/Scholarship
Write Chapter for The 200X Handbook of Adult and Continuing Education
= Complete final draft by September 20, 200X
Publish chapter in the 200X Team and Organization Development Sourcebook
> Submit chapter by March, 200X
Publish book review on Mentoring Dilemmas in YYYY Journal
> Submit for review by April 200¥%
Present research on E-mentoring
> Brownbag to be held in Spring semester

Plan data collection procedures and collect data on Marysville project

> Fall semester
> Assistance will bs needed from graduate assistant, as well as secreiarial support for ran-
scribing results of field interviews

initiate study on women’s experience in learning organizations

> Frame key research guestion in Fall semester, followed by search for possible funding sources
> Teaming with A. Brown

initiate learning organization research at Zenon Manufacturing

= This grew out of the deparimental external review
> Research plan 1o be completed for submission to chair by January 1, 200X

Developmental Objectives
> Attend university workshop on grantsmanship
> Altend workshop on advanced stafistical methods

Teaching

in addition to teaching three undergraduate and one graduate class, develop PPP 412 into an online course

> Contact virtual university staff by September, 200X

> Meet with Mike Vandyke who has PPP 345 online by Sepiember 200X

> Develop a project plan for the remainder of the vear by October 31, 200X so that the class can
be up next fall

Developmental Objectives

> Attend faculty development workshops on hybrid learning strategies
> Explore collaborative teaching opportunities with other departmental faculty
> Apply for Newman Teaching Fellowship

Pubfic and University Service

Serve on departmental admissions commitise

Co-chair Commission of Professors of Aduit and Continuing Education Conference
Serve as department representative to College research commities

Developmental Obiectives

> Begin 1o work with studsnt groups
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Figure 2. Annual Facully Planning and Performance Summary

School of Labor and Industrial Relations
Michigan Stale Universily
{Due January 1, 2005)
January 1, 2004-December 31, 2004

2004 SELF ASSESSMENT

Please provide a statement of your 2004 goals and your performance relative to those goals. How did your teaching, research,
service and outreach have an impact—on the School’s reputation and visibility, on the profession, on our figld of study? Explain or
amplify any aspect of your performance or put your achievements into a more complete coniext for our review.

2004 AGCOMPLISHMENTS

1. Teaching—Credit Courses

A. Listing of courses taught: Pleass provide course number and title each term, number of studenis, copies of course syilabi,
and other materials you believe will be heipful is assessing the quality of your ieaching,

B. Piease provide any evidence of tsaching excelience and one paragraph regarding anything about your feaching in 2004
about which you wish the performance review committee 1o be awars.

2. Research and Other Creative Accomplishments: (Please indicate if publications are refereed and provide any available evidence
of the impact of the work.)

A. Publications that appeared in print during 2004: (Give complete citation including page numbers. For each publication,
please indicaie if the publication was listed in previous years as accepted for publication. Provide one copy of each publi-
cation that will be returned.)

B. Accepted for publication but not yet published: (Give publisher or journal and scheduled publication date. Please indicate if
the publication was listed in previous years as accepled for publication. Provide a copy of each publication that will be re-
furned.)

. In Progress {Describe content and status of progress.)

. List papers presented at professional mestings or similar venues.

E. Other Evidence of Scholarship, e.g. grants submitted and grants funded (including nature, amount, and funding source),

other creative accomplishmenis.

F. Please comment on the impact of these research activities on the school's reputation, field and profession.

o3

3. Duireach Accomplishments

A. Teaching: (Non-Credit Courses, Conferences, Other Programs, stc.) Give as much detail as possible including titles of courses
or conferences taught and number of teaching hours. Provide teaching evaluations for each presentation and other evidence
of teaching quality. Where evaluations are not avaifable, please indicate.

B. Program Development: Courses and conferences developed for new client groups; new program formats; new special ma-
ferials. Give program title, client group and nature of new materials.

C. Program Coordination: Administration of courses and conferences of a relatively routine nature with established client
groups. Provide specific information for each course (name, date, program length, location, instructors, number of partici-
panis, evaiuation).

D. How did these outreach activities have an impact on the School's reputation and visibility, the field, our profession?

=

Please describe School, College, University commitiees and other MSU activities in which you were involved. What special
accomplishmenis did you have or contributions did you make?

Please provide evidence of other service, outreach, and/or engagements to the profession and community.

. Other Relevant Accomplishments: {e.g. radio or TV appearances, news media, awards reseived, etc.)

. What are your goals for 2005 in teaching, research, outreach, and service?

In what specific additional ways can the School support you in accomplishing these goals?

. Do vou wish to identify any issues/concerns that can be addressed by the salary administration process?
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ments choose a relative approach to
performance appraisal, comparing each
faculty member to other faculty mem-
bers. This is the performance appraisal
equivalent to “grading on the curve.”

Many alternative approaches are
taken for “finalizing” the appraisal.
Some department chairs simply com-
municate to the faculty member the re-
sult of the appraisal in a performance
review letter. Others hold a perform-
ance review or appraisal meeting with
the faculty member to discuss the prior
year's performance, areas of accom-
plishment and needed improvement,
progress toward teniure and/or promo-
tion, and other developmental issues.

To maximize accuracy of the ap-
praisal and to enhance faculty percep-
tions of fairness of the process, ideally
chairs should meet with the faculty
member to discuss the review and fi-
nalize the appraisal. This also allows
for reaping the possible developmental
benefits of the process. It is helpful to
prepare a draft of the written perform-
- ance review to share with the faculty
member before or during the meeting.
The chair should listen openly and be
prepared to answer questions so that,
if possible, agreement can be reached
on each aspect of the review. If agree-
ment cannot be reached, the chair re-
tains responsibility to assess the faculty
member’'s  performance  accurately,
given the information available.

PERFORMANCE FEEDBACK SESSION
AND WRITTEN PERFORMANCE REVIEW
The Feedback Session

The following suggestions can help lead
to an effective performance appraisal
and feedback session:

o Schedule an appointment with the
Jaculty member. This allows time
for both the chair and the faculty
member to prepare for a produc-
tive session. Ideally, the chair has

talked with the faculty member
numerous times during the vear,
and the career development plan
is current so that there will be no
surprises during the session.

Give the faculty member a draft copy
of the letter or appraisal before or at
the beginning of the meeting. Some
argue that gives the faculty mem-
ber an opportunity to prepare de-
fenses. However, if the purpose is
primarily developmental, percep-
tions of fairness are critically im-
portant. If the faculty member has
the chance to see the draft letter,
she or he is more likely to feel that
her or his input is actually mean-
ingful, and that the chair and pro-
cess are fair,

Conduct the meeting in a private place.
Usually no one else should be pres-
ent at a performance review ses-
sion. The exception might be in a
unit with associate chairs or pro-
gram leaders who share some ad-
ministrative responsibilities with
the chair. Make sure that telephone
calls are held and interruptions
avoided.

Focus on performance, not personalzty.
Concentrate first on specifics with
respect to teaching, research, serv-
ice, and/or outreach, relative to in-
dividual and/or unit goals and
expectations, Discuss strengths and
areas that need improvement. Stick
to what was done or not done, said
or not said. Focus on outcomes and
behaviors—things that can be
changed.

Be specific, discuss results. Espe-
cially with respect to areas in need
of improvement, offer specifics—
number of publications, ranking
of journal, specific teaching con-
cerns, and so on. Focus on out-
comes or results for purposes
of describing merit, but discuss
methods and strategies when

working on development and im-
provement.

= Ask questions. & good review ses-
sion should be a two-way conver-
sation with the faculty member
doing most of the talking. This
requires the use of good open-
ended questions: “Tell me about
your research progress and sta-
tus.” “What ideas do you have for
correcting that?” “Are there ways
in. which your colieagues or I
could be helpful to you on this?”

¢« Serve as a coach and a helper. Fac-
ulty performance reviews are diffi-
cult because administrators must
do two things that can be in con-
flict. On the one hand the adminis-
trator needs to evaluate the work
effort of the faculty member; how
meritorious was it? On the other
hand, administrators should help
faculty grow and develop person-
ally and to better help the unit,
college, and university accomplish
its mission and objectives. Admin-
istrators should remember both
roles during the review process.

* Close positively, with a plan. If some
areas need improvement, adminis-
trator and faculty member should
agree on what improvement is
needed, by when, and with which
strategies. If major changes are
needed or if others must be in-
volved {e.g., advisory or mentoring
committee), the agreement may be
to schedule a time for follow-up
meeting(s) to develop
a plan.

The Written Performance Review

There 15 no one correct format for writ-
ing faculty performance reviews. Ulti-
mately, a chair or administrator must
find a format that fits her or his leader-
ship and communication style and the
culture of the department or program.
Some administrators prefer a letter

Effective Practices for Academic Leaders
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style; others prefer to send a memo.
Either method can work.

The following outline provides a
model that can serve as a checklist
in writing review letters. The chair/
director can vary the order in which
teaching, research/scholarship, out-
reach, and/or service are discussed to
reflect the relative importance of each,
given the mission of the unit and as-
signment of the faculty member.

General Format

1. College/unit/ unrversity procedure. Many
administrators find it helpful to in-
corporate boilerplate language at
the beginning of each review letter
that describes the unit procedure
for conducting faculty performance
reviews. Consider referencing the
relevant unit bylaws and university
procedures.

2. Teaching. Assess the faculty mem-
ber’s teaching performance, relative
to unit and individual expectations
and standards of excellence. Such ac-
tivities can include instructing, ad-
vising, and mentoring students and
curriculum development. Wherever
possible, cite specific evidence of
teaching merits, including student
ratings and comments, evidence of
teaching awards, information from
student exit interviews, publication
of teaching materials (e.g. cases, soft-
ware), innovative teaching method-
ologies, and the teaching portfolio
(Seldin, 1993).

8. Research/Scholarship. Assess the fac-
ulty member’s scholarly research
and creative activities, relative to
unit and individual expectations and
standards of excellence. Such activi-
ties can include writing proposals,
leading funded research, producing
and editing scholarly works, and
other accomplishments. Wherever
possible, cite specific evidence of re-
search merit, including publications;

s

funded proposals; presentations or
performances; exhibits; editing out-
comes; and development of manuals,
software, and videos. Where possi-
ble, specifically describe such evi-
dence of merit in terms of its impact.
Service. Assess the faculty member’s
service relative to unit and individ-
ual expectations and standards of
excellence. Such activities include
contributing to the department, col-
lege, university, discipline, profes-
sional associations, and community.
Evidence of service merit should in-
clude some assessment of the quality
of service activities. For example, ev-
idence could include honors and
awards, organizational leadership,
and written appraisals from various
sources. Where possible, describe
evidence of merit specifically in
terms of its impact.

Outreach. At some nstitutions, out-
reach or engagement activities con-
stitute an additional area of expected
faculty accomplishment for some if
not all faculty. Where this is the case,
assess the faculty member’s outreach
activities relative to unit and indi-
vidual expectations and standards of
excellence. Such activities include
knowledge extension and/or in-
structional extension activities. Evi-
dence of outreach merit can include
such activities as projects and pro-
posals funded, revenues generated,
the successtul integration of teach-
ing and research into outreach, and
leadership in outreach activities.
Where possible, describe evidence
of outreach merit specifically in
terms of its impact.

Summary. It is often helpful to sum-
marize the discrete assessments of
teaching, research, service, and out-
reach. For junior faculty, consider in-
cluding language about progress
toward reappointment, tenure, and/
or promotion.

7. Ouerall classification or rating of per-
Jformance. Provide the performance
descriptor used by the unit that best
describes the performance of the
faculty member for each individual
performance area. In some units this
is a verbal descriptor. In others, it
may be a numerical rating. To arrive
at an overall rating, appropriate
weight must be given to each of the
performance areas—teaching, re-
search, service, and/or outreach—
depending on the faculty member’s
assignment.

8. Next Steps. Describe the next steps
in the performance feedback and de-
velopment process. At a minimum,
faculty members have the right to
dispute the information contained in
the letter. In some departments, fac-
ulty are expected to acknowledge in
writing their receipt of the review
letter. Some departments have men-
toring or personnel committees that
work with faculty in certain stages
of their careers or whenever the
need arises.

Figures 3 through 5 show exam-
ples of performance review letters for
different faculty situations. Some de-
partments require the signature of the
reviewed faculty member to acknowl-
edge receipt of the letter, while others
consider this unnecessarily legalistic.

USING PERFORMANCE

REVIEW RESULTS

Recognizing and Rewarding the
Exemplary Performer

‘While performance review letters for
exemplary performers are usually eas-
ier (and certainly less anxiety provok-
ing) to compose, you still need to be
careful in writing them. Here are some
suggestions.

» Inevery area of the review where
appropriate—for example, teach-

—
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Figure 3. Evaluation Lelter—Unienured Assistani Professor, Prior to Reappoiniment

Dear Untenured

it is my responsibility to annually evaluate the performance of each faculty member, taking into consideration input from the de-
partment advisory committee. The following assessments follow the expectations identified in the letter of offer you recsived prior to
your appointment.

Teaching: Your primary assignment has been to teach the first year theory sequence and two sections of XXX 151, as well as a gradu-
ate seminar. Teaching the theory sequence has been a considerable challenge. We have talked about the student evaluation forms in
which your composite overall rating for these courses is 3.5 out of 5.0. This is below the department threshold for being considered
excelient, which is 4.5. The examination of your teaching portfolio does indicate that you have put considerable effort into your
courses. However, student comments indicate that your lectures seem fo lack variety in teaching technigues and could be betier or-
ganized. The large class setting posed particular difficulties that you continue to work o overcome. Your willingness to consult with
others who have experience teaching large required undergraduate courses seems 10 have been helpful, and | noticed an improvement
in the student evaluation scores in the spring semester. It was clear from them that you know the material very well and that you are a
dedicated teacher. | suggest that you examine closely the comments made by the peer review teaching commities. Members of this
commitiee would individually welcome a dialogue with you about these issues. | would also encourage you to continue videotaping
class sessions in the coming academic year. With respect to the graduate seminar, all indications from student evaluation forms sug-
gest that you did an excellent job. You should consider whether any of teaching strategies that work so well in this seminar could be
adapted to your other courses, different as they are in level and class size. Your teaching performance has besn rated as accepiable.

Aesearch: With regard {o research, the advisory committee and | agree that you are making good progress. Your article in Journal of
MMM and the one accepted in the Journal of RRR are a good start. These are Tier Ons journals in our department listing of journals,
and you shouid continue o publish in them. In looking ahead, however, you need fo establish a thematic focus and a research agenda
that will be cumulative in building vour national reputation. | will ask the mentoring committee to help you in this process. The devel-
opment of a career plan that includes a statement about your research direction would prove helpful here. Your research perform-
ance has been rated as excellent.

Service and Outreach: You parlicipate actively in facully meetings and on the department’s admission’s commitise and vou were a
panel member at this year's major outreach conference. This is a good level of servics for a beginning faculty mamber. Your service
performance has been rated as excellent.

Summary and Suggestions, Progress Towards Tenure: Overall you have made a good start. As indicated, vou will have to continue 1o
work to improve your teaching in the theory sequence; good teaching is required for tenure within the department. Because the fenure
decision takes 2 cumulative look at the fotal body of your work and its impact on the field, it is imperative that you articulate your re-
search focus and theme more clearly. The mentoring commitiee and | will be glad {o help. If this Ietier doss not accurately summarize
our discussions, or if you have additional questions or concerns about any of its content, please let me know as soon as possible.

ing, research, outreach, and serv- in funding priorities, resistant * While the performance review

ice—cite specific examples of
noteworthy performance.

Reinforce the behavioral skills that
contributed to effective perform-
ance; for example, “Your creativity
in bringing practitioners into the
classroom and encouraging stu-
dents to challenge their assump-
tions with the real-life experts .. "
Reinforce appropriate behavioral
skills even if the desired result has
not been achieved. There may be
factors interfering with the fac-
ulty member’s performance (e.g.
organizational changes, changes

colleagues, economic or market
changes). Be prepared to provide
or facilitate additional support to
help the faculty member over-
come such barriers.

Be careful not to reinforce ac-
tions or behaviors you do not
want the faculty member to use,
especially when an accomplish-
ment has been achieved by use of
less than desirable behaviors or
strategies,

Praise must be sincere to be ef-
fective in reinforcing positive
performance.

and review letter are excellent for
recognizing exemplary perform-
ance, reinforcement is most effec-
tive when provided as close to the
event as possible.

If the merit-based reward system,
in place at many institutions, works as
it should, exemplary faculty members

receive the obvious formal rewards:

Larger merit salary increases
Reappointment

Tenure

Promotion

Effective Practices tor Academic Leaders
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Figure 4. Professor {Any Rank} Performing Well

Dear Professor:

As required by our depariment bylaws and university policy, this is your annual written performance review, taking into considera-
tion input from the department advisory commitiee, and our conversation on February 12, 2XXX.

Teaching: Your teaching portfolio excellently presents the philosophy and accomplishments of your instruction over the past year.
Your graduate and undergraduate teaching has again been very strong. Students continue to sing your praises during the exit in-
terviews that | conduct with graduating students. They comment, and the student evaluation forms confirm, your creative approach
to presenting subject matter in ZZZ 301 that many undergraduates, especially non-majors, find difficuil. Your use of case studies
with visits from practitioners is frequently singled out. Your student evaluation ratings are once again near the 1op of facully in the
department.

You have done a very good job as thesis advisor to Mary Smith. Because | was also on her comimittes, | have observed firsthand the
guidance you have given her in her work. Her defense clearly demonstrated the research skills you have honed in her. Your work as
a student advisor and advisor to the student chapier of the Association is aiso acknowledged and appreciated by me and important
to the department. The deparimental advisory commitiee has given your teaching a rating of 1.0, the highest rating, placing it in the
top guartile, and | concur.

Research: You continue to be research active and successful. Your NSF grant was a major accomplishment and the grant proposal sub-
mitted to the state, while not funded, was creative and well done. Your pubfications are aimed at the top tier outlets in our discipline,
and our citation review indicates that the two thai appeared in the Journal of zzzzzzzzz last year have already been frequently cited. You
are progressing well and along the fines that you discussed with the mentoring committee and included in your career development
plan. My only concern is with the two articles that we thought would be published and were not. | understand the changing editorial
board of the Review, but we need fo consider how that work can be refocused while the data is fresh. With the NSF grant you should
have a new stream of data to keep your work moving for the next few years. Let me know if | can be of further help. ! will continue to
pursue leads with the state and will keep you informed of my progress. The departmental advisory commitiee has rated your research
serformance last yvear at 2.0, in the second highest quartile, and | concur.

Service and Outreach: Your department service has been very good. Working with the student association is an important contribu-
tion. Your active participation in the search committes, including personal requests to encourage minority and female candidates to
apply, was especially helpful.

As you know, outreach is an important new initiative in our depariment. While we have not expected much from facully in the past,
for next year you nesd to find outlets for the fine work you do among practitioners. Having had more experience in this area than any-
one slse on the faculty, | will be glad 1o help you. Let's meet in about a month to discuss some strategies. in the meantime, give some
thought to ways your aaaaaa research could be the basis for a workshop at our annual alumni conference. The departmental advisory
commitiee has rated your service/outreach performance as 1.0.

Summary and Suggestions: Your performance this year was been very good. You are progressing well, along the lines that you
described in your career development plan and discussed with the mentoring committee. Keep up the good work. | will have Pat call
you to schedule a meeting about outreach.

Overall Rating: Given the depariment’s weighting 50% research, 35% ieaching, and 15% service/outreach, the advisory commitiee
recommends and | concur that your overall rating is 1.30, in the department’s first quartile.

Conclusion: )f you have any questions about any of the issues addressed in this letier, please let me know. Thank you for another
fine year.

Other informal rewards are also used
in many acadernic units:

one performance area but poorly in
others)
» Travel funds

university level high-visibility
task force
» Requests to mentor junior faculty

B 2
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= Greater access to graduate teach- » More generous support for labo-

ing and/or research assistants

Differential assignments, such as
more time allocated to areas In
which the overall exemplary per-
former has performed well (not one
who has performed excellently in

ratory equipment, special teach-
ing materials,
discipline-related activities, etc.

Appointment to prestigious as-

profession- or

signments, such as chairing a
special committee or college or

Many other such possible informal
rewards should be considered. How-
ever, remember that some faculty mem-
bers will find a particular informal
reward motivating, while others may
have a different preference. At the same
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Figure 5. Full Professor with Performance Problems

[Note: It is assumed that this faculty member has had prior conversations with the chair about her/his performance. A letler with
this ione should not be the firs time thatl 2 facully member hears of such concerns. ]

Dear Full:

As chair, it is my responsibility to evaluate annually the performance of each faculty member, taking info consideration input from
the department personnel committee. Following my mesting with the committee, | prepared a draft performance review letter that |
reviewed with you on March 1, 2XXX. This letier reflects this combined input.

Teaching: Your undergraduate and graduate teaching performance has been rated as minimally accepiable. Your Student evaluation rat-
ings are 3.0, well below the department mean of 4.0. A review of course syllabi indicates litile inftiative; they have not changed in the last
five years. Despite our new compuler lab, vou have not incorporated computer assignments into your teaching and have no web page
for your class. Student comments indicate that your case studies seem dated. Different methodologies should be considered, including
discussion panels, guest lectures, and simulations. Students have also remarked negatively about your extensive travel, the use of teach-
ing assistanis to cover classes and lack of accessibility. As | said in last year’s review letter, your teaching performance must improve
and | am prepared to help. Moreover, our facully development office offers individual consuliations as well as workshops. | will arrange
a contact for you with that office. Additionally, | am willing 1o help facufly 1o develop their teaching skills by sending them fo outside
workshops related to instruction, but | must first see an interest, commitment, and facully effori.

Rasegarch: You have not written the articles you had planned to write this year and you have no research project underway. There have
been no proposals submitied, research funded, or papers presented at professional meetings. Our department guidelines require that
10 be considered research active you must engage in at least one of these activities. In fact my review of your annual activities reports
over the last five years indicates neither publications nor funded research. Again, | will be happy 1o talk with you about ways 10 furmn
some of your activities into publishable materials; | can also suggest some of your colleagues with whom you might make valuable
research contributions. Your research performance has been rated as unacceptable.

Service and Ouireach: Your public service has been acceptable. You have been involved in technical commitiees, in reviewing papers
and in patent activities. However, your institutional service has been modest at best. Last year | identified concerns with respect 1o
your “department citizenship duties.” There has been no improvement on this front. Your visibility within the depariment is stili poor,
and it is stili difficult 1o contact you when necsssary. 1 is imporiant, that as a senior faculty member, you contribute to the well-be-
ing of the department. Additionally, given your consulting experience, devoting some of your efforis 0 depariment ocutreach pro-
grams would benefit you and the department. | would like to talk to you about a conference we could bring to campus that seems to
link nicely with some of your experiences. Your overall service rating is minimally acceptable.

Summary and Suggestions: The advisory committes and | agree that your overall performance this year is rated as unaccepiable,
given our stated requirement that “a facully member must be at least acceptable in every performance area (teaching, research, and
service) or she/he will receive an overall rating of unacceptable.” You must improve your teaching quality and accessibility, and the
Department must see you producing research in the form of publications and/or grants. Your departmental citizenship must improve,
and we must explore outreach activities as a possible mutually beneficial contribution you can make o the department.

i | have failed to mention or consider accurately any of your activities or have misrepresented our conversations, please feel free to
contact me immediately in order to correct the situation. | will call you within the next two weeks 1o schedule a meeting to discuss
your plans for the upcoming year and beyond, what the depariment needs and expects from you, and how we can work together to
help you to make imporiant contributions. | welcome your input and suggestions before or during that meeting.

time, the need for consistent and per-
ceived fairness requires that when mul-
tiple faculty members perform at the
same exemplary level, the unit must be
prepared to offer the same rewards to
all—formal and informal.

Dealing with the Underperforming
or “Problem” Faculty Member

Few situations are more challenging
tor chairs than dealing with the "prob-
lem” faculty member. Whether the is-

sue 18 substandard performance or
dysfunctional behavior, chairs may
face difficult review sessions with such
faculty. These issues are particularly
troublesome when they are continuing,

Ti

Fortunately, many institutions offer re-
sources to assist the chair, including
the academic human resources office,
employee assistance program, or uni-
versity physician. Early advice from
be critical in

these resources can

reaching a favorable outcome for prob-

lem faculty member situations. Addi-
tionally, in such situations the chair
should consider using the following six
steps.

Step 1: Opening the meeting—state what
vou've observed. 1t can be helpful here
to explain the purpose of the meet-
ing in terms of the specific perform-
ance or behavior concerns at issue.
A non-accusatory way of starting
the meeting might be to use an

Effective Practices for Academic Leaders
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opening statement such as one of the
following:

¢ “I have noticed that...”

¢ “I have a concern that . . "

= “I need to let you know .. .7

¢ “I want to discuss . ..”

= “I have some thoughts about .. "

Step 2: Wait for a response—make sure that
the faculty member understands the exis-
tence of a problem and its consequences.
A key concept here is getting faculty
nember agreement. If she or he does
not agree that a problem exists, it is
unlikely that there will be a change
in performance. To do so, consider
e Citing specific examples, using

phrases like

> “I've noticed that ..

= “I've observed this problem
several times.”

= “As discussed in our last per-
formance review meeting . . .7

¢ Clarifying consequences (both nat-

ural and imposed)

> Natural (help faculty member to
understand the results or out-
come of what he or she is doing
wrong or failing to do right)—
“If this continues, you will con-
tinue to have high turnover of
your research assistants.”

> Imposed (help faculty member
to understand the consequences
if there is no change)—"If your
performance record continues
on this trajectory, I will not be
able to recommend you for pro-
motion.”

Step 3: Remind the faculty member of the
goal: Refer to past reviews, unit criteria,
or individual career plan. Referring to
previously communicated expecta-
tions can be very useful. Addition-
ally, many units discuss unit values
or behavioral expectations for them-
selves as professional colleagues.
These provide powerful forewarn-

ing when the faculty issue being ad-

dressed is behavioral.

Step 4: Ask for specific solutions. Discuss
alternatives. Get commitment to
act. Explore with the faculty mem-
ber alternative causes for substan-
dard performance—for example,
analyzing the cause(s): (a) Lack of
knowledge or skill; (b) Lack of
motivation; or (¢} Lack of clear
expectations.

* Ask the faculty member to suggest
possible solutions, and suggest al-
ternatives as appropriate.

¢ Get a commitment to act—What
actions will be taken? (Specify ac-
tions, not just desired results.)
What is the person going to do to
change the performance?

Step 5: Agree together—close the meet-
ing. Summarize all agreements that
have been reached. Thank the fac-
ulty member for his or her partici-
pation, and review how and when
you will follow up. Finally, offer en-
couragement wherever possible.

Step 6: Prepare a written summary of the
meeting, including any agreements.
While the meeting is fresh in your
mind, document the meeting, both
from a substantive perspective as
well as an affective one. This will
be useful if the performance or be-
havior does not improve.

Using Performance Review Results
for Faculty Development

[deally, performance appraisal or review
is only a part of a broader process of fac-
ulty performance development. The
chair and unit must ask “How do we use
this information to help faculty mem-
bers perform as effectively as possible?”
While each institution will have formal-
ized resources available to help, depend-
ing on the nature of the problem (e.g.
faculty development offices, teaching
improvement programs, grant writing

workshops, employee assistance pro-
grams), chairs should also consider gen-
eral and unit-based strategies.

The most important general strat-
egy is to use “early warning” indicators
to identify potential problems before
they become intractable. Such indica-
tors can be behavioral (e.g, curtailed at-
tendance at faculty meetings or other
departmental events), or performance
based (declining publication rate or
teaching evaluations). It is helpful to
work with the faculty member in devel-
oping a detailed description of the prob-
lems to be overcome and articulating
the specific outcomes expected. Finally,
the chair should explore cross-depart-
ment and cross-college experiences and
exposure to introduce new options and
possibilities to the faculty member.

Specific unit-based strategies for
improving teaching, research, service
and outreach include the following:

e Teaching. Have the faculty member:

> Pair with an experienced, re-
spected faculty instructor in an
assignment

> Consult with respected in-
structors in the department or
college

> Attend disciplinary workshops
or national meetings on effec-
tive teaching

> Investigate competitive grant
programs for instructional im-
provement funds

> Consider publication of schol-
arly papers on pedagogy in the
discipline

> Use sabbatical leave to develop
new instructional skills or new
courses

* Research. Help the faculty member

to

> Become invoived with existing
research programs led by other
faculty

X
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= Identify potential research col-
laborators on campus or at
other institutions

> Use sabbatical leave to develop
new research skills and direc-
tions

e Service. Discuss with the faculty

member

> Selective appointment to key
unit committees

> Involvement with faculty who
hold leadership roles in profes-
sional associations

* Qutreach. Suggest that the faculty

member

> Become involved in existing
outreach programs led by other
faculty

> Identify potential campus col-
laborators for outreach activities

> Use sabbatical leave to develop
new outreach skills and direc-
tions

DIVERSITY CONSIDERATIONS

A sound process of faculty performance
- review and development can help to
foster a unit’s and institution’s efforts
toward building and maintaining a
inclusive environment.
Widespread involvement of faculty in
the process of developing departmental
standards and broadly communicating
those standards through sound men-
toring and other means builds a sense
of faculty ownership for the process and

diverse and

a sense of fair process and support from
the department chair. Furthermore,
meeting with the faculty member be-
fore finalizing a written performance
appraisal can help to eliminate unin-
tended and unintentional problems.

At the same time, special issues
sometimes arise in units with few di-
verse faculty. One issue is the common
practice of over-involvement of minor-
ity and women faculty in service activ-
ities. At times this is caused by the

institution’s policies or practices, such
as requiring that every search commit-
tee have minority and female represen-
tation. At other times it is caused by
the natural tendency of minority or fe-
male students to seek out faculty mem-
bers like themselves for mentoring,
counseling, and feedback. The cause
may be the self~motivation and direc-
tion of the faculty member who wants
to “give back” to his or her community.
Chairs and units administrators have a
responsibility to monitor these activi-
ties so that they do not interfere with
the faculty member’s research and
teaching. With guidance from the
chair or unit administrator, it may be
possible to manage these activities so
that they support the faculty member’s
research and teaching agenda.

A second issue sometimes arises
with respect to the research/scholar-
ship of faculty members from under-
represented groups. At times the
minority or female faculty member’s
research interests or outlets may be
targeted to issues around gender or
ethnicity. They may be perceived by
the unit or chair as too specialized or
not mainstream. Managing these diffi-
culties can be aided by open discus-
sions among the entire faculty about
research and publication outlets, dis-
cussions that are enriched where nec-
essary with information about high
quality but “nontraditional” research
outlets and directions. The use of the
faculty career development plan, with
its a priori discussion of intended re-
search direction, can also serve as a ve-
hicle to minimize such problems.

POST-TENURE REVIEW

Since the mid-1990s, many universi-
ties have considered, if not adopted,
post-tenure review processes. These
processes vary greatly, encompassing
regular periodic reviews for all tenured

faculty to reviews only for “underper-
forming” faculty. They sometimes in-
clude peer review, and at other times
review by administrators (chair and/or
dean). The reasons for adoption are
varied-—for example, threatened leg-
islative action, perceptions that nonper-
forming faculty are protected by tenure
(so-called deadwood), and a develop-
ment tool to help all faculty.

Whatever form post-tenure review
takes at an institution, the process
works best when viewed as a part of a
larger process of performance develop~
ment. Just as performance appraisal
cannot be successful if locked at as an
isolated event, absent the setting and
communicating of standards and goals,
effective post-tenure review requires
similar discussion/agreement on work-
loads and standards. The post-tenure
review should be the evaluative compo-
nent of this broader process of helping
faculty succeed and achieve.

THE BOLE OF THE DEAN

Much of what has been written assumes
that the chair and unit handle faculty
performance reviews in a procedurally
correct and effective manner. Deans play
two critical roles in the process. First,
deans must set high expectations and
provide support for chairs with regard
to this critical aspect of faculty devel-
opment. Chairs are at the front line
of faculty development, but they need
resources, guidance, and monitoring
assistance from the dean’s office. For
example, in the absence of formal post-
tenure review processes, such mon-
itoring assistance should
identification of faculty with a recent
pattern of substandard performance re-
views. Additionally, deans must commu-
nicate clearly the college expectations

include

for faculty, as well as the performance
environment (e.g. workload, grant activ-
1y, etc.).
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The second and more important
role for deans is to support chairs when
they make tough performance-based
decisions. In the process of building a
high-achieving unit, chairs need back-
ing from the dean when they make the
difficult decisions to give a faculty
member a poor performance review or
poor merit increase.

CONCLUSION

The faculty is a college or university’s
most important resource, the human
capital that comprises the essence of
the institution. Helping faculty to be
successtul is one of the most important
roles of the chair or unit administrator.
The faculty performance review, as a
part of a broad process of faculty per-
formance development, is a critical tool
that dedicated administrators should
use to help faculty perform excellently,
as they are inclined to do. This is an es-
sential building block for excellent units
and institutions.

REFERENCES

Curry, T H. (2000). Moving from perform-
ance appraisal to performance manage-
ment. In E. Kossek & R. Block, Managing
lman resources in the 215t century: From core
concepts to strategic choice (pp. 15.1~15.22).
Cincinnati: Thompson Learning.

Curry puts performance appraisal in the
broader context of performance manage-
ment for organizations of all types. The
chapter explores the legal issues involved in
performance management and appraisal,
roles in the process, common biases and
how they can be overcome, and imple-
mentation strategies. The chapter also dis-
cusses new developments in performance
management including linking the process
to the organization’s strategies and multi-
rater approaches.

Davidson, I E. {1995). Temptation of per-
formance appraisal abuse in employment
litigation, Firginia Law Review, 81,
1605—1649.

Legal issues with respect to performance
appraisal arise when organizations use them
as tools to make or defend important human
resources decisions—merit pay, promotion,
retention, and dismissal, for example.

Statement of Purpose

2006 Issues

Courts have frequently been asked to judge
those decisions, most frequently when the
plaintft alleges that the decision was based
upon prohibitive characteristics, e.g. race,
gender, national origin, age, etc. The defen-
dant employer then relies on the perform-
ance appraisal, when done properly, to
demonstrate that the decision was in fact
based upon merit and not the alleged factor.

Mathis, R, & Jackson, 1. (2003). Human re-
source management (10th ed.). Mason, OH:
South-Western.

Mathis and Jackson have prepared one of
the most popular human resources manage-
ment textbooks used in colleges and univer-
sities at the graduate and undergraduate
level.

Seldin, B (1993). Successfil use of teaching
porifolios. Bolton, MA: Anker.

Seldin is perhaps the leading scholar on
the use of teaching portfolios as a tool for
faculty members to share information
about their teaching, including documents
and materials which collectively describe
the quality of a faculty member’s teaching
performance.

VoLume 1

Walter H. Gmelch: Stress Management

Theodore H. Curry: Faculty Performance Reviets

Irene W. D. Hecht: Becoming a Department Chair

Trudy W. Banta & Lauryl A. Lefebvre: Leading Change
through Assessment

Effective Practices for Academic Leaders is a monthly publication
that assists leaders to better manage thelr work agendas and
make key decisions by offering critical advice and information
in a concise format for ready application in administrative life.

Each monthly i16-page briefing sets out the context and
fundamental issues on a key topic; summarizes key scholarly
research findings to ground administrative practice; offers in-
sights and tips on effective practices drawn from real world ex-
periences, and presents an annotated bibliography. Each issue
is written by an acknowledged authority.

These briefings cover a wide array of leadership, manage-
ment, and governance practices associated with the roles and
responsibilities of academic administration, with special em-
phasis on topics germane to acadenic departments. They also
address the knowledge, skills, attitudes, and behaviors needed
for exemplary administrative performance.

An online subscription provides unlimited access to all
users of an institutional network.

Jerry R. Thomas: Fostering Scholarly Research

Donald E. Hanna & Michael J. Johnson: The Challenges
and Opportunities of Technology in Higher Education

Carole J. Bland & Kelly Risby: Faculty Development

Dan Wheeler: Change Management

Betsy E. Brown: Supporting Early Faculty Careers

Michael J. Dooris & Louise Sandmeyer: dcademic
Planning

Mary Deane Sorcinelli: Teaching and Learning

Ann Springer: Legal Issues

— B

Volume 1, No. 2, February 2006

5, Stylus Publishing, LLC ective Practices for Academic Leaders




