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Establish the Relationship

The relatonship with a client may, and perhaps should, have social
aspects that go beyond its professional dimensions. Meeting over
coffee or lunch, talking about other aspects of personal life, and
even sharing hobbies can add important elements o the associas
tion. Unlike psychotherapists, developers should not avoid social
interactions with clients, as this aspect of the relatonship is bene-
ficial and retlects the broader collegiality of the academy.

Often scheduling and agenda setting are very informal ("Let’s
meet in two weeks, and you can tell me how your students are
responding 1o your new discussion technique”). Whether you
prefer formal or informal methods, it is important to schedule
meetings and agree on their purpose 1o ensure that progress will
be made in a timely fashion,

Empower Your Clients

In consulting work, you must be explicit about your availability,
the extent to which you can be a resource for your client, and the
kinds of resources that you can provide, Keep in mind the limitas
tions on your time and energy; you have many obligations and
responsibilities and often less free time than the average faculty |
member. The easiest (and often most personally rewarding)
response to client needs is to provide all the strategies, tools, and
information resources yourself, but you should avoid the tempta-
tion to do so, Although you may expect that the duration of & con=
sulting relationship will be fairly short or limited in scope, if you
don't train your clients 1w be sell-reliant, they may call on you 1o
solve routine problems long after the initial relationship is over.
Employ collaborative problem-solving techniques o enable eli=-
ents 1o take ownership of wsks and projects and to identify other
campus resources that vour client can use (for example, the writing
center, the learning center, or the counseling center). It can be use=
ful to have clients categorize the kinds of help that they think
they will need and “fill in” support resources under each cates
gory. The categories may be as broad as course planning, assess
ment, or classroom presentations or as specific as how to use
classroom equipment or how to evaluate online writing assignments.
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This strategy creates a useful resource for clienis and gives the
developer a picture of how faculty members conceprualize their
needs. The technique also gives the consulant an opporumity to
discuss omissions, correct misconceptions, and frame issues from
the client's perspective,

Teach your clients the pedagogical concepts that underlie the
solution to a given instructional problem. If they understand that
some principles apply w many different situations, they can solve
future problems by themselves.

(ommit to Confidentiality

Confidentiality is absolutely essential in the consulting relation-
ship, and clients need o be assured that nothing shared in con-
sultations will become public. Violations of this rule can ruin
faculty members’ careers and destroy a faculty development pro-
gram. Most faculty development programs publish formal state-
ments of their confidentiality policies, and if your program lacks
such a statement, you should construct one immediately. The
FOD Web site and listsery archives are good sources of informa-
ton o help you develop a statement, but remember that it must
conform to the conditions that pertain to your own institution.
Engage other personnel in your office in creating the policy,
because it will have little meaning unless everyone agrees and
strictly adheres o it. Finally, make sure that you clear the policy
with the campus legal counsel to ensure that it conforms to insti-
tutional policies and applicable state laws,

Ask for permission to use the products of your work with cli-
ents (for example, syllabi, rubrics, instructions for assignments)
to use as exemplars with other clients. This practice affirms your
commitment to the confidentiality of your relationship, shows
Your clients that you place a high value on the outcome of your
work together, and will also make them very, very happy.

When a department chair refers a junior faculty member to
You for help, issues of trust and confidentiality immediately arise,
At minimum, you should be prepared for your client to approach
the relationship with reluctance, and you need to think of ways
10 reassure him or her that the relationship is both private and
collegial in nature. Let the faculty member know that he or she is
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your client, not the department chair or anyone else, and that you
will not divulge anything about your exchanges unless the client
wants you to share it with someone else.

Occasionally, a department chair will refer a faculty member
to you to avert a disciplinary action, and the chair will need docu-
mentation o fulfill legal requirements. In such cases, the best
course of action is to negotiate a letter of agreement among the
parties that reflects what you can offer the f:.-.l.'ultg.f member and
provide the necessary documentation in strict accordance with
the agreement. Resist the temptation to overstate the outcomes of
your work together, Simply submit—or have the faculty member
submit—evidence that supports change or improved outcomes,
and allow the evidence to speak lor itself.

Suspend Judgment

Your perspectives, knowledge, capabilities, and limitations shape
how vou frame issues and solve problems, but as a consultant,
you should try to ensure that your own experiences and prefer-

ences do not create a barrier 1o exploring the alternatives that

vour clients wish to explore or blur the domains into which
issues fall.

You should seek to meet your clients’ needs at the level that

thev define them in order to 1) resolve their immediate con=

cerns, 2) increase the probability that they'll come back with

higher-level needs or with ideas they wish to explore, and 3) _h.:.'ip
establish an ongoing development relationship with each client,
For example, you may feel strongly that your clients should learn
to use interactive or group-hased strategies instead of lecrures,
but you are likely to be more effective in the long run if you hcl!:li
them improve their lecture techniques and course materials, if
that's what they really prefer at this stage in their development.
Like a good mentor, you can help clients benefit from your
knowledge and experience, taking things that resonate with their
teaching philosophies and postponing things that they are not
ready to explore, This approach also helps you reinforce the mes:
sage that they can continue development efforts on their own at
their own pace.
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Share Your Own Goals

Consulting, like mentoring, should be a two-way street. Tell vour cli-
ents what you personally hope o gain from the relationship; share
your own experiences in teaching and encourage vour clients to
shure what they have learned. This kind of dialogue helps establish
a common bond as teachers and promotes the idea that your rela-
tionship is collegial rather than therapeutic. This approach also
shows that you respect vour clients and value the things they can
teach vou,

Practice Active Listening and Directive Engagement

Obwviously, faculty developers need to listen carefully and genu-
inely hear what their clients are saving, as well as summarize their
chients’ communication periodically to validate that they have
heard them correctly. However, successful consulting also requires
directive engagement with clients, which means drawing them into
purposeful discussions of the issues 5o as o lead them w solutions
that you consider the most appropriate for the individual, Directive
engagement implies equal participation of both partes, reducing
the possibility that either you or your client will dominate the con-
versation and focus on only one aspect of the issue at hand.

Actively promote dialogue by asking open-ended questions
and directive questions such as these:

What do you think is the main concern here?

What evidence led you to that conclusion?

Could you give me an example?

How do you think your students feel about this situation
(issue, problem)?

Have you tried this? or How did that work for you?

How did you feel about that outcome (result)?

What problems did you encounter, and how did you handle
them?

What kinds of assessment could (did) you use in your class 1o
monitor this situation?

What do you think needs to be done to resolve this issue?

* Can you think of any alternative solutions?
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Accentuate the Positive

Be positive, be encouraging, and be believable. Many clients
have struggled with their teaching alone, with limited success,
and often feel that there is no hope for progress. Junior faculty
members are frequently so overwhelmed by everything they must
do to gain tenure that they don't see how they can possibly find
the time or the energy o work on their teaching. Instructors
who are required by their departments to teach in new, unfa-
miliar ways, such as problem-based learning in the health sci-
ences, are often bewildered and frightened by the prospect of
change. In short, many of the instructors who seek our help
iare, to a greater or lesser extent, discouraged and frightened,
and developers need to provide positive, encouraging MEessiges
to their clients.

To be effective, a positive outlook should not be forced, nor
should you raise false hopes for impossible gains. However, you
can point out improvement when you see it (even if the gains are
small) and, metaphorically or literally, give clients pats on the
back for their achievements, If their progress is slow and bum
it 1s especially important to let them know that your faith in their
abilities is still strong, If vour clients think that you believe in
them, they will work harder and will succeed, just as students do
when they think their teachers believe in them. They are also
more likely to experiment with new techniques and methods if
they know you believe they can handle them successfully.

Program Goals

You can establish your credibility and reputation in an instimue-
ton relatively quickly by providing programs and services that
target your constituents’ expressed needs, as long as they are
within the scope of your charge. However, as a professional devel-
oper, you should also try 1o ascertain needs that are not expressed
and create programs that address these as well. Remember that
your program goals should be closely aligned with institutional
goals. Explore the Web sites of teaching centers in your institu-
tion's peer aspiration group for program ideas and services you
can offer.

Exreiential LESSONS 1% THE Pracricn oy Facuiry Deviioraess 27

Discover Wants and Needs

Initating conversations with deans, chairs, faculty members, and
TAs is the best way to discover what they want. On the basis of
these interviews, you can prioritize their ideas and plan the pro-
grams to implement immediately or in the future, From here you
can put together a five-vear plan.

However, you should also perform an “environmental scan”
of your institution to determine hidden needs. If your institu-
tion has published the names of schools in its peer aspiration
group, conduct a comparauve study of your institution and
those in this aspiration group to help you see the big picture
of your instinution’s goals. Then set targers for how you might
help your school achieve those goals. Read the back issues of
the student newspaper and, if one exists, the official institutional
paper for the faculty: delve into the faculty senate archives and
administrative memos to the faculty; interview students and retired
fuculty; read local and area newspapers as well. This kind of research
can reveal structural and organizational problems of which most
faculty are only dimly aware. You may also uncover issues that
hive been buried lang ago but nonetlieless continue to have an
impact on the institution and can affect the success of your
programs.

Advocate and Collaborate

Become an advocate for special constituencies and institutional ini-
tiatives that seek to enhance the academic climate. For example, if
Students have organized a servicelearning program, you may be
f'mf‘ to help them grow the program and institutionalize i, bring-
g in faculty support. Try 1o visualize teaching issues and instruc-
tional needs from a painstitutional perspective, Faculty developers
re uniquely placed to support multidisciplinary, interinstitutional
didlogues, projects, courses, and programs for faculty and smudenis.
From this buse you can accomplish institutional change on a large
“le by exercising leadership and by collaborating with other cen-
ters within the institution. Moreover, such collaboration helps
Establish a network of supporters for your own program.
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Evaluate Your Work

To judge by conversations with many Faculty developers in POD,
we are, as a group, terrible at evaluating our work and worse ar
keeping detailed records that document it Although evaluaton
and documentation will not prevent a determined president or
provost from abolishing your program, the lack of data like these
places it at considerable risk, even in the best of times.

It is safe to say that all faculty development programs evaluate
their workshops, seminars, and group events, and some also
evaluate other services such as consultations and publications,
However, in most cases the evaluations are limited to fuestions
naires that survey satisfaction with the event or the experience.
This kind of information can be dismissed by critics as “smile
data” that reflect the faculty's positive feelings about workshops
or services rather than what they learned. These data do provide
important feedback on the quality of the workshop and a rough
measure ol Liculty interest in a particular subject. However, fac-
ulty development programs also need to evaluate and document
their impact in terms of expanding pedagogical knowledge, alter
ing teaching practice, and improving the teaching and learning
environment.

Faculty should gain knowledge about pedagogy from works
shops and consultations, and this kind of learning can be
assessed  with  welldesigned  surveys, Follow-up assessments,
including student ratings, classroom observations, and student
performance data, can document positive changes in teaching
behavior. Keeping track of the number of faculty development
clients who go on to win reaching awards is another measure of
the program'’s impact on teaching behavior. Institutional impact
is more difficult, but not impossible, to assess. For example, if you
help a department revise its curriculum and the result receives
positive feedback from teachers and students, those data can be
presented as evidence of institutional change. Campuswide
student surveys, such as the NSSE, mentioned earlier, and the
Faculty Survey of Student Engagement, can show trends in key
indicators of teaching practice such as active learning and criti
thinking.
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Keep Good Records

Keeping track of the clients you work with each vear is helpful in
many ways: the record can provide the documentation that you
need o request a funding increase: it can show the extent and
depth o which you are reaching (or failing to reach) your con-
stituencies, and it can help improve the overall performance of
vour office. Using a spreadsheet or similar software that allows
you and your colleagues to sort data in a number of WIHYS, Vou
can track your work by entering each occurrence of cngap;rm.enl
with vour clients; at 4 minimum you can enter the client's name,
department, rank, and the category of service that he or she
received. You can also track participation in woarkshops or other
group evenis by entering data from a sign-in sheet or registration
record.

Assessing the records in your client roster will enable Vou to
gauge where your everdisappearing time is going, how much
time you are giving to one or two clients ar departments, and how
much time you are spending on different categories of service or
strategies that reach different constituencies or produce different
results. This assessment will help you set next year's performance
goals to remediate any problems you've discovered.

By compiling records of all consultants in an office (after
deleting any confidential information) and sharing them inter-
nally, your office can improve its practice by enabling you 1o
identify important trends, For example, learning that two consul-
tants in your office are meeting with clients on the same jssue.
from the same department, provides an opportunity to initiate a
more programmatic or collaborative approach to the issue
(rather than individual consultations), Sharing records internally
can also help you avoid embarrassment il your advice differs sub-
stantially from that provided by another consultant in your office,
or if clients extol the virtues of another consultant and vou are
uninformed about the relationship. Examining these records
can reveal an overall picture of the balance of services, the
extent 1o which your office has “penctrated the market” (served
the disciplines and types of instructors represented), and how
It has done so. Assessment of documentation can also drive
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program development, help set the direction yvour office will take
in the coming year, promote a shared vision, and support the
creation of measurable long-term plans.

Make Friends

Build a base of support among the faculty; after all, the junior
faculty you help today will be the deans and department chairs of
tomorrow. Working one-on-one with faculty, trving not to say no
(at least not wo often), and being as accessible as |‘ms-sih|:- are
critical to winning their support. Although workshops and other
kinds of group programs are more visible than one-on-one con-
sultations, individual work with teachers is the most effective way
to improve teaching, and it also inspires intense lovalty from
those you help. Filty percent of your time is not an unreasonable
amount o spend on individual consultations,

Constantly sell your program to those in the highest level of
the administration. If your work is not well known and well
respected at this level, your program, budget, and position could
all disappear in times of fiscal exigency.

Give others credit. When you collaborate with faculty groups
or other centers, make sure you give them an appropriate share
of the limelight. They will do the same for you if you have done it
for them,

Conclusion

The principles described here are based on lessons we learned
from real events and occurrences, pleasant and unpleasant, dur
ing our faculty development careers. One final principle, which
is also derived from long experience, is that you try not to be dis
couraged if things don’t go as well as you planned. Being in the®
people business, we deal with the most variable entity on earth.

Each faculty member and administrator is a unique individual,

and, as in health professions, one person’s medicine may be another
one’s poison, We can't always know in advance how a client will |
respond to our bestintended advice. So when a given day falls®
short of our hopes, always keep in mind Winston Churchill’s deb-
nition of success: “Success is going from failure o failure without”
aloss of enthusiasm.”
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