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Abstract: New faculty are critical to fulfilling 't
task of acquiring new faculty, developing them as educators and integrating them into the
institutionds community is both EBxciting and
training for fulfilling their roles or for interpreting the complex landscape of an
institutionds formal, informal, social and p

practices relating to new faculty orientation and their application atantieylar

institution. The authors discuss the importance of ageleloped orientation process

and theuse ofasociallyi ch mentoring program to increase
the importance of clarifying faculty performance expectations andrthicality of these

factors in new faculty success.

Introduction

Academic institutions are founded on several mandates. The first and foremost mandate
academic institutions are chartered to help students learn. Second, academic institutions
are suppo=d to advance the knowledge base, some through a research emphasis and
others through a focus on teaching. Third, academic organizations serve their
communities; including providing continuing education, cooperative partnerships, and
fostering social relanships. All of these mandates circle back to finding, attracting and
keeping the best faculty.

In a climate of low unemployment, comparatively modest salaries and competition for a
limited supply of qualified applicants, leading institutions are dewetpstructured

orientation, training and mentoring programs to increase faculty performance, retention
and job satisfaction. This paper shares the experiences of one university in addressing the
new faculty introduction process.

Background

ABy t hheyearn timdr degree, doctoral students are generally well prepared as
researchers and scholars in their field, but are they similarly prepared for other faculty
roles and responsibility? According to a national survey of doctoral students; probably
n o tTotelli, 2004, p. 3).



Many new faculty spend most, if not all, of their doctoral studies immersed in researching
and examining discipline specific issues, and analyzing theoretical constructs for
dissertation approval. Most faculty, outside of educati@jors, have little instruction in
teaching methods, practices and/or applications. Furthermore, doctoral students who may
have been immersed in academia for a large part of their career may be sheltered from the
management and administration realitiea éacultyemployee relationship. The

combination of little teaching experience, combined with a lack of practical experience in
the processes of the organization; makes for a pressoker environment as new

faculty attempt to meet the demands of &tedching load while learning the

operational, personal and organizational demands of a given institution.

Finally, even for faculty who have previous teaching experiences, arriving at a new
institution offers challenges in understanding differencetsntiag exist in the new

setting; including new institutional missions, structures, cultures, and processes. If these
are misunderstood, they can significantly increase the learning time to proficiency and at
worst, disillusionment and turnover.

A Ne w ¥ nausturraivel the organization structures and values, expectations for
performance and advancement, and the history and traditions of their new campus
settingo (Sorcinelli, 1994, p. 474). While p
isalsotre f or faculty moving from one institutio
purposes of this article is therefore defined as those just receiving their degree or those

new to the institution. While the issues for newwiinted graduates as opposed to

experenced educators may differ, the stress of learning a new institutions roles, while

finding time to get the work done, have many similarities.

Fink (1990), for instance, reported that new faculty had difficulty juggling pressures for
publication and heawteaching loads and Sorcinelli (1994) added that new faculty have
difficulty balancing the demands of teaching too many different classes, dealing with

poor students and their own inadequate preparation for teaching, in general. Additionally,
the abilityof the new faculty member to fit within the social and intellectual dimensions

of the institutions adds to the netarmf acul ty
employment situations. Several studies ( Boice, 1991; Fink, 1984 & Whitt, 1991)
illustrated that the inability to understand the social network and gain support from senior
faculty members is a significant concern for new faculty members. These studies suggest
that welldeveloped orientation programs including a formal mentoring prograstd co

be valuable for new faculty in helping them to learn the social and intellectual nuances of
new settings.

All of these initiatives should be designed toward three objectives. One, shortening the
learning curve toward faculty proficiency. Two, impnogithe total faculty experience
while reducing stress. And three, greater staff retention. An outcome of effective staff
development programmes is better staff morale, and ultimately resulting in greater staff
retention (Bligh, 2005).



Based on these csiderations, a new faculty training program should consider:

1.) An orientation that includes a discussion of the institutions Vision and Mission
including how the Vision and Mission relate to the faculty role and differences
that might exist from other ingtitions.

2.) An overview of the organizations structure, personnel and how each of those roles
relate to the facultyds needs.

3.) A substantive discussion of teaching and research expectations at the institution.

4.) Directly related to the above, a discussion oftémire and promotion process
and promotional criteria.

5.) An explanation of student support resources including learning help, drug/alcohol
rules, and other student policies and resources.

6.) A structured mentoring program.

Setting the Stage: Mission, Visiorand Structure

Academic institutions share general teaching, research and community objectives. But

beyond these gross generalities, the differences between one setting and another are often
significant. Institutions may have significant, fundamentakdéhces in their purpose,

teaching, research and community constructs. Most organizations attempt to capture their

unique orientations in carefully developed mission and vision statements. The importance

and impact of creating and communicating an organizaon 6 s mi ssi on and Vvi s
documented. ABYy requiring specific items, su
development practices and goals or evidence of faculty development contributions to the
institution, reviewers are better abletompkea d g ment s about the exper.i
2001, p. 35). Wright and Miller (2000) stated that profiles of faculty persons add to the

visibility of the profession and the education settings and vice versa (as cited in Stanley).

Starting with the visiorta positive future state), new faculty can gain a sense of the

organi zationsd | ong range direction and goal
about how they can contribute to achieving t
orienting and mentoringew faculty to help faculty establish themselves in a career. In

short, faculty development shapes the lives of individuals, as well as the organizations in

ito (Heppner & Johnston, 1994, p. 451). Bot h
are about anwhere they are going.

The mission is generally used to fioperati ona
done well the mission statement is easy to remember, capturing the essence of the

institution including its unique and ultimate respongiles. Once understood, a clear

mission is capable of guiding both short and long term decisions, practices and actions.

To some degree, it establishes both the guidepost for decision making and the boundaries

for action (Stanley, Fall 2000). Understarglthe mission is critical as it relates to the

encul turation process and ultimately the fac
that align personal interests and styles with those that support the institution. A business



school 6s g ot&drrsng oukcones, anly adeemeaning when they are
intimately linked to the core values of the school (Dolan, Garcia, & Auerbach, 2003;
Legorreta, Kelley, Sablynski, 2006).

Failure to understand, accept and support the vision and mission of theiamsti&n

therefore lead to failure if new faculty efforts are disjointed and misaligned with the
organi zationds direction and approaches t
di scussing and rel ating t hesholdbBeiviewedasa d mi
cornerstone of all orienting efforts.

Organization Structure, Relationships, Processes and Personnel

Organization structures vary from complex to simple, formal to informal, hierarchical to

flat and large to small. Within, roles each of these structures may vary greatly between
institutions as well. For example, the Registrar in one organization may have strong

policy setting responsibilities and in another they may be very administrative. Other
positions may be heavily engagedh faculty or only respond to administrative
direction. How often have we heard AThe r
student schedul eso? I n fact, Wright & Mi
areas of responsibility. It important, then, to understand the nuances of various
organizations in faculty development, instructional development, organizational

devel opment, and the fiother devel opment o

For new faculty, understanding these roles, respditigis, channels and processes can

be overwhelming, particularly in large institutions. Whether a faculty member wishes to
address a plagiarism problem or present a new program, understanding the organizational
interdependencies and relationships igaaitto their productivity.

To this end, new faculty should be presented with a view of the organization that
illustrates each of the primary departments in the organization and detailed discussions of
personnel and procedures for contact. Of partidgomigortance is some discussion on

how much various department administrations will be involved in daily activities.

Clearly, these issues should be communicated to faculty ahead of time.

This should include discussion of how a faculty member raises $soegh the chain
of command, how to address perceived ethical or legal issues, and whom the faculty
member should contact regarding their ultimate responsibilities.

Teaching, Research, Community Service

The typical criteria used to evaluate faculty f@rformance and ultimately tenure and/or
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academics, including new faculty, know that the emphasis for each of these areas can
vary widely by institution. However, beydrthis general understanding, many subtleties

exist. This can be further complicated when

realities of the institutions assessment and promotion process. For instance, while all



institutions claim teaching as itsipose, some schools place a greater weight on research
and publications when it comes to renewal of annual contracts, promotion and tenure.
Alternatively, other schools, with a similar mission, may have unstated requirements for
publication or none at alExplaining these requirements to new faculty can help them
balance sometimes conflicting requirements, manage their own workloads and help them
become more productive members of the community. Beyond this general discussion,
some understanding of how d&nt classroom assessment, advising, peer observations

and administrative assessments are to be used by the faculty to improve performance and
ultimately tenure would need to be clarified. Even coaching plans can be designed around
these procedural issues.

Retention (Contract Renewal) Tenure and Promotion

Retention practices, processes and responsibilities can vary greatly by institution. New

faculty in particular are legitimately concerned with their loeign livelihood and how

the institution will evéuate their overall contributions to the university. This includes

when renewal or advancement decisions will be made, who will ultimately make those

decisions and the expectations placed on the administrations and faculty by the

institution. Leaving intgsretations to each faculty member to review the faculty contract

or handbook; it is safe to speculate that the interpretations of these requirements would be

like witness reports at the scene of an accident. Each will have their own view, no two
descriptn s wi Il match and ulti mately some will f
work only to be told they missed the mark.

The retention orientation must review the expectations in each of the above areas, present
clear timelines and responsibilities fach of the requirements and offer both exemplars

and failed scenarios to emphasize the institutions requirements. Again, a mentoring plan
can be critical here.

Student Supporti Is there anybody out there?

New faculty will inevitably confront student@blems, some, clearly in their domain,

others not. These fishades of greyo situation
responsibilities to solve a student problem. While we might speculate that the first

category are part of the faculty learning procasany experienced faculty even suggest

that student problems are often complex, and, that many situations benefit from combined
resources if the faculty member understands knows how to access those resources.

Examples of these include tutoring, assessneenit)seling, financial aid, employment,

peer mentoring etc. Again, a good orientation and mentoring program can be invaluable

tools here as well.

Ment oringélearning the ropes and the knots

Understanding the mission/vision, obtaining a clear understanéliegching, research,
community service expectations, discussing the performance and advancement process,



reviewing the organizations structure and learning about the institutions support resources

offers tremendous opportunity for new faculty to sucdedbeir jobs. However, as

Boice (1991), Fink (1990) and Whitt (1991) pointed out, the inability to understand the

social network and to gain support from senior faculty members is a significant concern

for new faculty members. This may be particulanyetfor faculty who might not be as
accepting of the Aunofficial rul eso of the i
performance and ambitions with the institution.

The origin of the word fimentoro, comes from
hiswi se, ol d friend AMentoro to pass along hi s
AAl t hough mentoring of the natwural type has

education as any other field, it has been within the last 30 years that the education
literaturehas shown a greater awareness of the pos
(Valeau & Boggs, 2004, p. 50). A survey by Calkins and Kelley (2005, p.260) concluded
that na great need for faculty guidance in h
relatonvi pso with junior faculty exists. Many r
& Richman, 2002; Bowers & Eberhart, 2001) conclude that a well constructed mentoring
program should:

1 Strengthen and assure continuity of the organizational culture

1 Reduce new faulty anxiety

1 Improve new faculty decision making

1 Increase the potential for academic success

1 Increase new faculty commitment to the organization and retention.
These authors, along with the experience at our institution, suggest the following
components$or a wellcrafted mentoring program.

1.) The structure and responsibilities of the mentor/mentee relationship must be
defined with some flexibility to accommodate individuals. This should include
formal/institutional activities and informal, social and-ofmpus choices.

2.) Careful selection of the mentors should consider personal and discipline issues.
All mentors should have a high level of personal achievement, reflect the values
of the institution and have a personal and professional desire to assisigente
faculty.

3.) An orientation for mentors and mentees to clarify responsibilities, objectives and
the process.

4.) A budget for activities including social events, community activities and local
travel.

5.) A reward or recognition program for the mentors.

6.) Assessmeiet points during and at the end of the mentor program.

7.) An improvement process for implementing required mentor changes.

Orientation and Mentor Process at Saint Leo University

The process at Saint Leo University (SLU) consists of:



1.) President meets newdulty at informal breakfast.

2.) President meets with faculty and senior staff to discuss mission, vision and
relevance to the faculty role.

3.) Vice President of Academic Affairs (VPAA) and Deans meet with faculty to review
the academic structure, relationshigsd reporting mechanisms.

4.) Mentor assignments are determined by the VPAA and Deans.

5.) Orientation for Mentors with President, VPAA and Deans.

6.) Mentor/Mentee letters of introduction, lunch and group orientation meetings.

7.) Follow up lunches with administraticduring the year to check on progress.

8.) Informal assessment during the year, focus groups.

9.) Formal assessment at end of program.

10.) Improvement plan/changes imbedded in Orientation and Mentoring process for
the following year.

The orientation and mentor mess at SLU starts with an informal breakfast for the new
faculty and the President. This first meeting is designed to provide new faculty with an
opportunity to meet the President, where he shares his personal perspective on the role
and importance of nevaculty. To some degree this meeting is designed to establish a
high degree of performance expectations for the faculty while creating an atmosphere of
support and openness with the new members of the community.

The informal breakfast is quickly followleby a formal meeting where the President
presents the mission and vision of the institution. The vision is discussed in order to
describe the desired future state of the university and to both clarify the direction and to
motivate the faculty with an a#ictive perspective of the future. Again, the mission is
presented to clarify responsibilities and boundaries and to discuss its application to
teaching, advising, service to the community and professional development.

The next meeting is with the AcadenvMe President and Deans. At this meeting the
VPAA and Deans discuss the structure of
faculty implications of the mission and vision and the operational mechanisms for
securing resources, measuring success andeithigawithin the institution.
The Orientation includes
Mission, Vision, Value$ implications for faculty from their direct administration
Academic Structuré reporting structure, resolving problems, protocols
Teaching Excellence definitions, measrements, resources.
Active Learningi what it means to be at Saint Leo University instructor
Advisingi Importance, types, time, and resources
Student evaluations, when, measurement reports and their impacts
A discussion of irclass observatits, by peers, supervisors, and others.
Classroom mechanics, times, cancellations, and dealing with interruptions
Promotion and tenure, timelines, key dates, content needed and exemplars
Change and how to initiate it constructively:
Through StrategiclBnning
The Budgeting Process
The various Curriculum Committees

t

he



Training

Saint Leo University uses extensive technology in its operations, teaching and
assessments. New faculty are introduced to each of the primary technology resources,
including tetinology in the classroom, Video Teaching Tools, online resources,
computers and other hardware.

All new faculty are required to attend Datatel/student records training in their first
semester for advisors and to expose them to other record keepingesctivghould be
noted that faculty are not assigned student advising responsibilities in their first semester
to allow for training completion and partial acclimation to the institution before this duty
starts. Training is an integral part of the univgrsnvironment. It fits and is laid over the
separate orientation/mentoring processes.

Mentoring at Saint Leo University

An outline of the process:
1.) Premeeting with Assessment, VPAA and DearSummer
2.) Review of new faculty list
3.) Selection of mentors
4.) Mentor meeting
5.) Mentee meeting
6.) Evaluation and Improvement

The mentoring program starts long before the new faculty arrive. Discussion on feedback
from the prior yearo6és program is |l ed by the
Deans. Process changaslude timing, method of assignment, clarification of

responsibilities and the criteria for selecting mentors; these are discussed one month prior

to the arrival of new faculty.

Mentors are selected based on demonstrated performance in illustratingtithéans

mission and values and a willingness to lead. The starting point for selecting specific

mentors starts with a review of the new hires. Saint Leo University has decided that there

is benefit to assigning mentors from outside the school/discifgittee new faculty

member. The purpose here is to create broader community connections for the new

faculty and to provide the new faculty member different perspectives on the institution.

This year a decision was made to pay a modest stipend for thersnamitwell. This was

al so done to reinforce the value of the prog

A meeting is held (prior to new faculty arriving) with the mentors to discuss:
1.) Why mentoring has value.

2.) Why mentors were selected.

3.) Discussion/refleadn meaningful mentoring experiences.

4.) Expectations, responsibilities, budget (for social events), etc.

5.) Administrative support, communication problems.



6.) Measurements used.

New faculty attend an orientation meeting following the general orientédi all new
employees. At this meeting, the VP and Deans discuss the same issues presented at the
mentor orientation. The VP and Deans share their personal stories of the mentoring
process, how it helped each of them succeed at Saint Leo Univershypwarntican help

the new faculty members develop great relationships, integrate into the organization,
enhance their performance, and increase their long term success at Saint Leo University.

The mentoring program concludes at the end of the academiw/iylea two part
evaluation. New faculty are surveyed to determine what worked, what did not work or
areas for improvement. Likewise, mentors are given a similar survey. Along with the
survey, a small focus group for the new faculty and mentors meetheibirector of
Assessment to discuss qualitative or subtle elements of the program that might be
redesigned to improve the value of the experience for all participants.

Overall, the program has proven valuable statistically and anecdotally:
Saint Leo facliy statistics include:

Figure 1: Attrition Rate for Full Time Faculty Less than 10%

100.00%

90.00%

80.00%

70.00%

60.00%

50.00%

40.00%

30.00%

20.00%

b M
0.00% - . - . .
2002 2003 2004 2005 2008 2007
Academic Year i

% Percent of Full Time Faculty Leaving for Any Reason

Average length of employment of faculty: 57.25% have been here fraddb §8ars of
service and the average years of service being 14.56

Attrition rate®) see above.

Faculty satisfaction measures: 57.9% are very satisfied aBth3e somewhat
satisfied.

More personal examples include new faculty observations shared as faculty move
through their careers, many becoming mentors themselves. Comments shared at new






