
 FROM THE CEN TER O UT

How Do Universities
in the UNC System Identify
and Reward Excellent Teaching?

by Kim Kebschull Otten

The Center' s latest book-length research report
examines how universities  in the UNC  system iden-
tify and reward  excellent teaching . The following
excerpt is taken from the report' s executive
summary.

Over the past three years, the North

Carolina Center for Public Policy Re-
search has studied teaching in the
University of North Carolina system

- its importance within the overall scope of the
universities' missions, the amount of attention it
receives at each university, the means by which
universities and their component departments and
divisions evaluate teaching, and the ways in which
exemplary teaching is promoted and rewarded.

As part of this study, the Center sent a survey
questionnaire to the chairperson of each depart-
ment, the dean of each college or school, and the
vice-chancellor for academic affairs at each uni-
versity within the system - a total of 492 surveys.
The overall response rate was extremely high for
survey research, 78 percent, which thus gives us a
very complete picture of teaching within the uni-
versity system. Center staff also conducted exten-
sive interviews with UNC system administrators,
chancellors, deans, department chairs, faculty mem-
bers, and students to discover their perceptions of
what is being done to promote and reward good

teaching at the universities. The study also in-
cludes information on unique departmental and
university-wide programs on such topics as train-
ing new faculty members and teaching assistants
in how to teach effectively.

To provide the most accurate and fair analysis
of the data we gathered, we used the standard
Carnegie university classifications, which were
published in 1987 by the Carnegie Council on
Policy Studies in Higher Education, a division of
the Carnegie Foundation for the Advancement of
Teaching. The classifications are based on such
factors as the number and types of programs and
degrees offered, the size of the institution and the
number of faculty, and the budget and external
funding of the school. They permit comparisons
of generally similar types of institutions in order to
detect patterns of similarities and differences among
them.

North Carolina's public universities, with the
exception of the School of the Arts, which is not
classified, fall into five Carnegie categories. North
Carolina State University and the University of
North Carolina at Chapel Hill are both  Research
Universities  1.1 The University of North Carolina
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at Greensboro is the state's only  Doctoral Grant-
ing University I, although  the university would
like to move up to the category of Research Uni-
versity II, a step below Research University 1.2

There are eight universities in the UNC sys-
tem that fall into the next Carnegie category, that
of Comprehensive Universities and Colleges 1.1
These include Appalachian State University, East
Carolina University, Fayetteville State University,
North Carolina A&T State University, North Caro-
lina Central University, the University of North
Carolina at Charlotte, the University of North Caro-
lina at  Wilmington, and Western Carolina Univer-
sity. Several of these schools - East Carolina,
North Carolina A&T, and UNC-Charlotte - also

The Strolling Professor
- a statue  at North

Carolina State
University.

are attempting to boost their status to the next
level, Doctoral Granting Universities II.

Three schools are in the fourth category, Com-
prehensive Universities and Colleges  11.1 These
are Elizabeth City State University, Pembroke State
University, and Winston-Salem State University.
Of these, Pembroke State and Winston-Salem State
plan to seek Comprehensive University I status
within the decade.

The University of North Carolina at Asheville
recently received approval to change its status
from a Comprehensive University II to a  Liberal
Arts University I. Liberal Arts I universities are
considered highly selective, primarily undergradu-
ate, institutions, and award more than half of their
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degrees in the arts and sciences. The University of
North Carolina Board of Governors must approve
all plans to add programs in order to change a
university's status within the system.

Survey Methodology

I n order to get a comprehensive picture of what
universities in the UNC system are doing to

evaluate and reward good teaching, staff of the
N.C. Center for Public Policy Research conducted
extensive surveys of the universities during 1990
and 1991. Three separate questionnaires were de-
signed: one for all Vice Chancellors for Academic
Affairs, one for all deans of schools or colleges,
and one for all department chairpersons.

Prior to administering the surveys, staff con-
ducted a trial run to ensure that our questions were
applicable and our procedures were clear. Partici-
pants (two department chairpersons at each uni-
versity) were told that the surveys were prelimi-
nary, and were encouraged to make comments or
suggestions for improvement. With a response
rate of more than 80 percent, we were reasonably
confident that we could also expect a good re-
sponse rate for the actual survey.

On August 1, 1990, the Center mailed a total
of 492 surveys, letters explaining the project, and
postage-paid return envelopes: 15 went to the Vice
Chancellors for Academic Affairs;' 69 to deans of
schools or colleges; and 408 to department chair-
persons.

The overall response rate to the survey was
very high - 382 returned, or 78 percent - and
well above any statistical standards for reliability.
Eleven of the Vice Chancellors responded, for a
rate of 73 percent; 57 of the deans, or 83 percent;
and 314 of the department chairs, or 77 percent.
No university's departmental response rate was
lower than 64 percent, and several universities had
response rates in the upper 90s.

Mission Statements and Teaching at
UNC Institutions

T he 16 constituent universities in the UNC sys-
tem completed  a mission  review process in

the spring of 1992 - the first time these had been
reassessed  since 1976. Early in 1991, each univer-
sity submitted its proposed  mission statement, goals
for the years 1991-2000, and desired program

changes to President C.D. Spangler Jr., the Board
of Governors, and a group of four  consultants
composed of current or former university presi-

dents. The consultants made their report to the
Board of Governors in November 1991, recom-
mending that the universities strengthen basic un-
dergraduate education in the system rather than
focusing on additional high-level graduate pro-
grams.' The Board of Governors reviewed the
suggestions and made final decisions about mis-
sions and programs in early 1992.

In discussing any university's mission, one
issue that frequently arises concerns the institution's
tendency to aspire to higher status. Some observ-
ers of the scene, such as Clark Kerr, president
emeritus of the University of California, call this
phenomenon "upward drift." According to Kerr,
"Many within this category [comprehensive col-
leges and universities] would like to move up into
the doctorate-granting category.... Most of their
faculty have doctorates from research or other
doctorate-granting institutions. In moving `down'
to employment at the comprehensive level, some
act as though they inhabit a graveyard of disap-
pointed expectations. Doctorate-granting status
also brings, generally, lower teaching loads, higher
salaries, more travel funds, and better library fa-
cilities."'

Salary patterns at North Carolina's public uni-
versities bear out Kerr's supposition: at the state's
two Research I universities, the average salary for
a full professor is $64,600; at UNC-Greensboro,
the state's Doctoral I university, the average salary
for a full professor is $58,900. At the state's eight
Comprehensive I colleges, the average full
professor's salary is $51,400, and at the three
Comprehensive II universities, a full professor's
pay averages $47,367. (At the one Liberal Arts I
University, it averages $51,900.)$

Many analysts, however, stress that the desire
for upward mobility destroys the distinctiveness
of the school's current mission, and that "research"
status is not the be-all and end-all of a univer-
sity's existence. Darryl Greer, executive director
of the New Jersey State College Governing Boards
Association (an organization viewed as a model by
many other states), writes, "It must be remem-
bered that the leading research universities do not
serve as a pattern for all higher educational institu-
tions. The vast majority of students who seek an
undergraduate degree attend colleges and univer-
sities that are very different in their missions.
Individual institutions must excel in their distinc-
tive roles, serving within their mission."9

There are clear, though differing, benefits to
students attending both "research" and "compre-
hensive" universities - the two main types repre-
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Students studying at East Carolina University in Greenville.

sented in the UNC system. Ursula Wagener, who
conducted a study on university teaching for the
Pew Charitable Trust's Higher Education Research
Program, writes, "[F]aculty at research universi-
ties understand that their first task is to advance
knowledge and that good teaching must be
grounded in the research function. . . . The
mentoring aspect requires bringing this knowl-
edge into the classroom and helping students to
participate to some degree in the scholarly aspect.
In contrast, faculty at [other] colleges see their
relation to students as more personal and indi-
vidual. Students are encouraged, in and out of the
classroom, to think, question, and explore
extradisciplinary methods and problems. Faculty
at the colleges see the first task of teaching as a
more general approach to thinking and living."10

These differences in the form of education
that universities offer must be made clear and
explicit to students and the public. Students ap-
plying to North Carolina State, UNC-Chapel Hill,
or UNC-Greensboro (the state's research and doc-
toral universities) should be aware that their pro-
fessors  are  expected to devote a good deal of their
time to research, and that graduate teaching assis-

tants (TAs) will be teaching some of their classes.
Indeed, the proposed 10-year plan and mission
statement of UNC-Chapel Hill states that "With
many higher education opportunities available, it
is important that UNC-Chapel Hill counsel and
advise students who will thrive in the critical open
environment of a research university... "

At the same time, however, good teaching at
research universities - whether by regular faculty
or graduate students - should be expected and not
lost in the shuffle. As national attention to teach-
ing has increased within the past five years or so,
each of these universities also has increased the
prominence it gives to its teaching mission. As
The News & Observer  of Raleigh, N.C., noted in
an editorial about the installation of Larry Monteith
as chancellor of North Carolina State University,
"He ... set some other priorities, students first
among them. He has been an advocate for better
undergraduate education, with more senior faculty
members involved in teaching first-year students.""

Undergraduate students attending the other
universities in the system expect, on the other
hand, that their professors will spend the majority
of their time in class or in preparation for teaching.
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Table  1. Examples of Evaluations Used in  UNC System  Schools

1) Student course evaluation surveys:

Within the UNC System

99% of UNC departments

At Four-Year
Univs. Nationally

98% nationally

2) Self-evaluation by faculty  members: 45% of UNC departments 60% nationally

3) Peer review by faculty  colleagues: 30% of UNC departments 54% nationally

4) Review of syllabi , assignments,

5)

and tests:

Videotaping of faculty

26% of UNC departments

6)

members' classes:

Exit interviews with senior

9% of UNC departments

7)

departmental  majors:

Comparison with national  peers:

UNC-A History department

UNC-G Biology  department,
using  the IDEA* system

8) Reviews of classes and faculty
published by students: UNC-CH  Carolina Course Review

*A national course evaluation service that uses data from student evaluations to determine how
faculty compare with their national peers.

Source:  N.C. Center survey data, 1990.

Good teaching should, therefore, be the norm, and
students expect that faculty members will give
them their time and attention.

Given their various  missions  and expectations,
what are the universities in the UNC system doing
to ensure that excellent teaching is pursued and
supported at their school? Are the universities that
are looking to change their classification to add
more research still paying attention to teaching?
And are the schools whose primary purpose is
teaching doing an adequate job of promoting and
encouraging it?

Assessing and Evaluating Teaching

A ssessing and evaluating teaching, both for the
purpose of improving it and for identifying

which professors should be promoted and tenured,
takes many forms in today's universities. Some of
the more popular methods used in UNC system
schools include student course evaluations; evalua-
tions of classes and of a faculty member's knowl-
edge, presentation, and organization of the course
by fellow professors; and self-evaluations by fac-
ulty.
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Student Course Evaluation  Surveys
The practice of having undergraduate students

evaluate the teaching of their professors has been
regarded with some skepticism, but until recently
it has been the only method routinely used by most
departments in most universities, including 99 per-
cent of all departments in universities in the UNC
system. (According to a study by the U.S. Depart-
ment of Education in 1990, approximately 98 per-
cent of all departments in four-year schools across
the country use student questionnaires to evaluate
the teaching performance of faculty.12)

Typical student evaluation forms are gener-
ally administered at the end of the semester and
ask that students evaluate instructors on a five-
point scale, with responses ranging from "Strongly
Agree" to "Strongly Disagree" on items such as:
1) The instructor was organized and well-prepared

for class.
2) The instructor demonstrated enthusiasm and

interest in the subject.
3) The instructor graded exams and papers fairly

and returned them promptly.
4) Lectures were clear and stressed important

points.
5) The instructor was open to questions and an-

swered them thoroughly.

The questionnaires are most often computer-
graded, but frequently include some open-ended
questions for student response. These ask students
their opinions on, for example, what they liked
best/least about the class, what they liked best/
least about the instructor, and what they would
recommend to change or improve the class.
Department chairpersons interviewed for this
study said that while students' write-in comments
could be fairly critical, they were also helpful in
getting a more complete picture of the professor's
teaching.

Peer  Review :  Faculty Review
of Colleagues' Classes  and Course Material

If student course evaluations make faculty
apprehensive, imagine how faculty feel when they
are told that their department head or other col-
leagues are coming to visit their class. Nonethe-
less, more than 30 percent of all departments in
UNC system schools have professors and/or the
department head review each others' classes -
commonly known as peer review - in addition to
using student course evaluations. (This compares
with 54 percent of all departments in four-year
colleges across the United States.) 13 Most depart-

ments conduct these evaluations less frequently
than they do student course questionnaires, gener-
ally using them only when a faculty member is
considered for tenure (at about the sixth or seventh
year of teaching) or promotion.

There are thought to be several advantages of
this form of evaluation, especially when used in
combination with student evaluations. While stu-
dent ratings can give a good idea of how well
faculty come across in a classroom, students may
not be the best judges of a faculty member's schol-
arly competence or command of his or her disci-
pline.

Fellow faculty members can also assess how
current their colleague's material is and whether
he or she is presenting the material at an appropri-
ate level for the students. Twenty-six percent of
all departments at UNC system schools review
faculty members' class syllabi, paper assignments,
and tests administered in order to gauge the organ-
ization of the class, how the material is presented,
and how papers and tests are graded.

Self-Evaluation and Videotaping

A number of departments (about 45 percent in
the UNC system) ask that professors contemplate
and review their own progress in teaching - com-
monly known as self-evaluation. The typical evalu-
ation is similar to that described by Ron Lunsford
of the English department at UNC-Charlotte:

"By the time a faculty member is ready for
reappointment (after three years), tenure
(after six years), or any other promotion,
they are asked to go through an extensive
self-review process about their teaching.
They submit a document about how they see
their teaching and the progress they've made,
and they also provide copies of their syllabi,
tests, and new courses they've worked
on. " Lunsford added that "If they're not
teaching well, they will not be reappointed
or tenured. "

Finally, a small percentage of departments (only 9
percent in UNC system schools) make videotapes
of a faculty member teaching. Some departments
use the videotapes for evaluation and review, but
most use them to give professors the opportunity
to see themselves teaching. Often consultants,
either another professor in the department or a
staff member at the university's teaching center,
are available to review the videotape with the
faculty member and point out areas where teach-
ing techniques could be added or improved.
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Use Made of  Evaluations and Assessments
After department chairpersons gather any or

all of the evaluations described above, what hap-
pens next? Responses varied among the depart-
ments in the UNC system (See Table 2), but almost
all use them to provide feedback to the professors
and to enhance teaching skills. Many include
them in a faculty member's permanent file and use
them both to support requests for tenure and pro-
motion decisions and as an important factor in
giving merit pay raises. More than half of all
departments use the results of evaluations to iden-
tify faculty members for teaching awards.

Tenure and Promotion

pro-

M

ore than any other element, tenure and pro-
motion guidelines show how universities

and the divisions within them really view the over-
all work of their faculty members. Tenure and
promotion guidelines are often clearly spelled out,

with specific weightings attached to a faculty
member's performance in their three major areas
of responsibility: teaching, research, and service.

Within the UNC system, approximately 82
percent of the universities responding to the
Center's survey have university-wide written guide-
lines for promotion and tenure decisions (the re-
maining universities allow departments to devise
their own criteria). About half of all departments
make additions to their university's policies, often
to describe departmental expectations for teach-
ing, research, and service, and to determine the
specific weighting given to each component. At
Winston-Salem State University, for example,
weightings among the various components of a
faculty member's job range from 50-75 percent for
teaching, 15-25 percent for research, and 15-25

percent for service. At the beginning of each
academic year, faculty members specify what they
want given to each component and are evaluated
accordingly.  -continues on page 78

Table 2. Departmental Use of Student Course Evaluations
in the UNC System

Department  chairpersons '  response to the question:
How are the results of  the evaluations used?*

a. To provide feedback  to the instructor:

b. As part of the instructor's file for tenure,
promotion, and merit pay increase decisions:

c. For monitoring performance in order
to enhance teaching skills:

d. As a basis for determining teaching awards:

e. Other:

f. Made no response/not applicable:

305 departments, 97.1%

281 departments, 89.5%

268 departments, 85.4%

168 departments, 53.5%

17 departments, 5.4%

3 departments, 1.0%

*Departments may use evaluations for more than one purpose; percentages, therefore, exceed 100.

Source:  N.C. Center survey data, 1990.
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Recommendations re: University Practices  in Assessing and
Evaluating  Teaching

1 The UNC Board of Governors should
require that teaching evaluation pro-

cedures in all departments consist of  student
evaluations  of each section of every course
as well as at least  one other  objective method
of evaluation,  preferably  some form of peer
review. Although the use of student course
evaluations at UNC system schools is wide-
spread, departments at some universities
evaluate classes less frequently than the N.C.
Center recommends - only once a year rather
than every semester, or for only one class
rather than all the classes taught by the faculty
member.

Student evaluations have been found to be
valid indicators of an instructor's teaching
ability. As the findings of the Committee on
Teaching of the College Arts and Sciences at
UNC-Chapel Hill (the Stadter Committee)
noted:

"The numerous research evaluations of
student ratings overwhelmingly demon-
strate their reliability and validity... In
spite of commonly shared myths to the
contrary, student ratings are not corre-
latedwith grading difficulty, sex of student
or professor, size of class, or teaching
load.... In spite of many attempts to
demonstrate otherwise, across all sub-
jects and student levels the single most
valid indication of an instructor's effec-
tiveness at communicating his or her
subject to students and motivating them
to work to learn it is student evaluation. "
Other forms of evaluation are essential as

well, though less common in the UNC system.
Only about 30 percent of departments in UNC
system schools use a system of  peer review  of
faculty teaching, as compared with 54 of all
departments in four-year colleges across the
United States. Furthermore, only 45 percent
of UNC departments require faculty  self-evalu-
ation,  as compared with 60 percent nationwide.
Clearly there is much room for improvement;
UNC departments should at least meet, if not

exceed, the national average in terms of well-
rounded evaluations of teaching. Either the
university administration or individual depart-
ments could determine the procedures to be
used, but the university should verify that all
departments are conducting evaluations.

2
Department chairs should link the
results of the evaluations to faculty

teaching assignments . Well-designed evalu-
ations, whether completed by students, peers,
or the faculty members themselves, should
reveal the type and level of classes individual
faculty members are best suited to teach. Al-
though  some  commentators recommend that
full professors should be required to teach
introductory classes, evaluations may demon-
strate that certain instructors, teaching
assistants, or less senior professors are most
skilled at teaching particular  classes.  Regular
and thorough  evaluations  would also help en-
sure that all faculty, regardless of tank, are
keeping abreast of developments and changes
in their fields.

3
Universities  in the UNC  system should
consider implementing a comprehen-

sive assessment program similar  to that of
the University  of Tennessee at Knoxville.
Prior to instituting its form of assessment,
which examines both faculty teaching and the
campus environment for learning, UT had
come under fire for stressing research produc-
tivity at the expense of teaching. Now, with
numerous forms of assessment such as the
Student Satisfaction Survey, a graduate stu-
dent questionnaire, and an alumni survey, the
university has the data to gauge both problems
and improvements over time and across de-
partments. Though the state of Tennessee
requires assessment for all colleges and uni-
versities in the state, North Carolina's public
universities could begin their programs with-
out waiting for a state mandate.
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4

u A

The campus at the University of North Carolina at Chapel Hill,

Much controversy surrounds the subject of
tenure and promotion. Faculty and administrators
in one camp feel strongly that tenure and promo-
tion should be awarded primarily on the basis of
research productivity, as that is what enhances the
prestige of the department and the university, con-
tributes to the overall body of knowledge in the
field,  and  strengthens teaching.

Those in another camp believe that teaching is
undervalued, even ignored, in the tenure and pro-
motion process. "In the university, concerns about
teaching are generally regarded as the second-best
preoccupation of those who have not been suc-
cessful in the world of scholarship," writes Harriet
Sheridan, director of Brown University's Center
for the Advancement of Teaching. "Find the most
successful nontenured teacher on a campus, the
one who has received the student award for teach-
ing, and you will find someone whose days are
numbered there." 14

Faculty  Development Programs and
Teaching Centers in UNC System
Schools

Interest in faculty development and teaching im-
provement programs on college campuses has

waxed and waned over the past two decades, but
appears to be picking up again with today's re-
newed interest in "taking teaching seriously." "Fac-
ulty development" is a broad term with differing
implications depending on the campus, but at most
schools it refers to programs designed to assist
individual faculty members with their teaching.
Some universities have special teaching centers
located on their campuses, while others run their
programs through the offices of a dean, another
university administrator, or through individual de-
partments.

Regardless of who is responsible for faculty
development on a given campus, programs typi-
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cally offer similar types of activities, including:
  Workshops, conferences, or seminars on teach-

ing improvement techniques, presented by an
expert on teaching;

  Classroom visitations and/or videotaping by
staff members, who then review the teaching
performance of the faculty member who was
visited;

  Individual consultations with faculty members
on teaching methods and improvement;

  Training and orientation sessions for teaching
assistants and new faculty;

  Administration and analysis of student course
evaluation surveys;

  Consultation and financial support for course
development and design projects;

  Maintaining libraries and publishing newslet-
ters on teaching improvement techniques.

Of the 16 universities in the UNC system,
three - Appalachian State University, UNC-
Chapel Hill, and Western Carolina University -
have centers for teaching enhancement or faculty
development. All three schools are vocal about
the importance of high-quality teaching at their
institutions and want to be seen as leading the way
in helping make teaching even better. Appala-
chian State's center is called the Hubbard Center
for Faculty Development and Instructional Ser-
vices; UNC-Chapel Hill has the Center for Teach-
ing and Learning; and Western Carolina's is the
Faculty Center for Teaching Excellence. All three
sponsor extensive programs on campus, and West-
ern Carolina's Faculty Center for Teaching Excel-
lence has served as the host site for several system-
wide conferences on improving the climate for
teaching in North Carolina. In addition to the

Recommendations re: Tenure  and Promotion Decisions

4 Results of teaching evaluations should
be linked to tenure and promotion de-

cisions. While the evaluations are useful to
help faculty members improve their teaching,
they also should be used by departments in
making personnel decisions. Though many de-
partments (about 90 percent in UNC System
schools) use the results of teaching evaluations
in making merit pay increase decisions, there
has been some hesitancy to use teaching evalu-
ations in tenure and promotion decisions. When
student course questionnaires were the only
evaluations conducted, faculty were skeptical
of their legitimacy and wary of giving them
much weight in decisions. If universities re-
quire additional forms of evaluations such as
peer review, however, as the Center recom-
mends, university leaders should be able to
persuade faculty that using such evaluations in
personnel decisions is appropriate.

While  recognizing  that  universities in
45 the UNC system have  different mis-
sions and emphases , the N.C. Center for
Public Policy  Research recommends that
the Board  of Governors  strongly encourage

that ,  in general ,  teaching ability and effec-
tiveness count for at least one-third of the
weight in a faculty member's overall
peformance (which includes teaching, re-
search, and service ).'-' The weighting given
to teaching will vary according to the indi-
vidual missions of departments and
universities, but good teaching should be im-
portant enough to the overall goals of the
university system that it count for a signifi-
cant proportion of the weight in tenure and
promotion decisions at  all  universities, in-
cluding Research and Doctoral institutions.
At Comprehensive I universities ,  teaching
should count for at least 40 percent of the
weight ;  at Comprehensive II and Liberal
Arts  universities ,  for as much as 50 per-
cent . Faculty members should be told in
detail what is expected of them and how they
will be evaluated.

Regardless of the type of university, fac-
ulty members should be told in detail what is
expected of them and how they will be evalu-
ated. Furthermore,  no  faculty members in any
university who are expected to teach  classes
regularly should be given tenure if their teach-
ing performance is consistently poor.
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Recommendation re:
Teaching Enhancement and
Faculty Development Programs

6
The  Board of Governors should
encourage universities to pursue

funding or consider  making grants to all
universities without formal teaching cen-
ters or faculty development programs to
enable the schools to establish them. Many
administrators expressed interest in begin-
ning or enhancing faculty development
programs at their universities, but said that
funding was the main obstacle they faced.
G.S. 116-11(3) and 116-11(9) give the Board
of Governors the authority to request funds
from the General Assembly for such areas
as new programs and activities, capital im-
provements, and improvements in levels of
operation. Additionally, UNC General Ad-
ministration has been very supportive of the
system-wide Carolina Colloquies on Teach-
ing held at Western Carolina University,
and additional funds for programs at indi-
vidual universities could help sustain the
efforts initiated by the Colloquy.

three centers listed above, several other universi-
ties sponsor teaching enhancement programs, and
all appear to be making a notable impact on faculty
interest in and attention to teaching.

Teaching Awards

M ost faculty members who teach well would
probably agree that they teach because they

enjoy it, not because they want to win an award -
which is not large in terms of money or recogni-
tion - from their department or university. Pro-
fessors interviewed for this study unanimously
agreed that the teaching awards offered at their
institution did  not  motivate faculty to be good
teachers; "If they're good, they're good regard-
less," said one department chairperson.

On the other hand, the fact that universities,
colleges, or departments give awards at all does
show that the institution values teaching and rec-
ognizes it as important and worthy of special rec-
ognition. The awards may not actually improve
teaching performance, but they do help to estab-

lish an institutional culture that is supportive of
teaching. And this institutional culture supporting
teaching is important, because, as Mickey L.
Burnim, the Vice Chancellor for Academic Af-
fairs at North Carolina Central University noted,

"People are not in the academy for
monetary reasons. The difficulty in
rewarding teaching has to do with academic
tradition - the focus of the Ph.D. experience
is to  teach people to become researchers,
not teachers. People sometimes feel that
they're sort of `letting down' their graduate
school if they `only teach. "'

According to responses from the Center's sur-
vey of all department chairpersons, deans, and
vice chancellors for academic affairs at UNC sys-
tem universities, only 9 percent of all  departments
give awards for excellent teaching; 55 percent of
all schools or colleges within universities give
teaching awards; and 91 percent of all universities
responding give teaching awards. In some cases,
the awards are in the form of recognition only; in
others, they carry a significant salary supplement.

Of the teaching awards made by  departments,
most are in the form of recognition of some sort -
often the recipient's name is added to a plaque of
departmental award winners. Thirteen of the 28
departments that give teaching awards include a
monetary award with the recognition, in amounts
ranging from about $1,000 (for teaching assistants
in the English department at UNC-Chapel Hill) to
$100 for the faculty in the departments of both
Civil and Industrial Engineering at North Carolina
State. Recognition for good teaching by  schools
and colleges,  by contrast, is more likely to be in
the form of monetary awards. Almost 70 percent
of the teaching awards made by schools and col-
leges are monetary, compared with less than 50
percent of the departmental awards. Schools and
colleges, with their larger budgets, are more likely
to have the money available to make awards. Plus,
the money for some - such as the David Brinkley
Teaching Excellence Award at the School of Jour-
nalism at UNC-Chapel Hill - comes from outside
sources.

The  university-wide  teaching awards are al-
most all monetary, according to the Center's data.
Only one institution - Appalachian State - does
not include money as part of the recognition for
excellent teaching. Monetary awards at the other
universities range from $500 to $5,000. For ex-
ample, the Distinguished Faculty Award at
Fayetteville State provides $500, as do five
Chancellor's Awards for Excellence in Teaching

80 NORTH CAROLINA INSIGHT



at UNC- Wilmington . At UNC-Chapel  Hill, the
$5,000 awards are: the Bowman and Gordon Gray
Professorships ;  Johnston Teaching Excellence; four
Students '  Undergraduate Teaching Awards; and
six Tanner and Salgo Awards for Excellence in
Undergraduate Teaching .  UNC-Wilmington also
offers $5,000 for four University Distinguished
Professorships.

Though these figures represent a number of
ways of acknowledging outstanding teaching at
UNC system  schools, some critics claim that teach-
ing awards are just for show  -  that they're of less
value and duration than those given for research.
This charge applies especially to endowed chairs,
which are highly valued and given for outstanding
work  in a certain field . "There's a great discrep-
ancy in endowed chairs at universities ,  including
UNC-Chapel  Hill," according to Joel Schwartz,

director of UNC-Chapel Hill's Center for Teach-
ing and Learning. "Research chairs, such as the
Kenan professorships, are held for life, while the
Bowman and Gordon Gray chair for Teaching
Excellence is a one-time position (with a $5,000
bonus) and held for three years only." Addition-
ally, at many universities, recognition given for
research does not come in the form of actual awards
as such, but in the form of tenure and promotion to
higher rank, and therefore higher salaries. On the
other hand, endowed research chairs enable uni-
versities to compete for and keep excellent faculty
who might be attracted elsewhere due to their
research skills and reputations.

Interestingly, some of the UNC system uni-
versities that are the most vocal about the impor-
tance of good teaching give the fewest teaching
awards. For example, although some of the  col-

Recommendations  re: Teaching Awards

7
All universities in the system ,  and the
schools and departments within them,

should examine the feasibility of establish-
ing some form of recognition of or support
for excellent teaching . Though teaching
awards, in and of themselves, do not cause
faculty members to teach well, they do show
that a university or department believes that
teaching is important, and recognition for ex-
cellence establishes a supportive culture for
teaching. Currently, only 9 percent of all
departments  give awards for excellent teach-
ing, and only 55 percent of all  schools or
colleges  within universities give teaching
awards, according to the Center's survey.
Many of the awards for outstanding teaching
are in the form of recognition only, rather than
the monetary awards commonly given for re-
search.

Although  monetary  awards for excellence
in instruction would be most effective in help-
ing to put teaching on par with research, even
recognition as simple as a "Teacher of the
Year" plaque outside the departmental office,
or the funding and time to work on developing
a new course or revamping an existing one,
would be preferable to no award at all.

S The universities  should also seriously
consider establishing  endowed chairs

for teaching . These would be lifetime posi-
tions given for outstanding achievement in the
field, similar to those given for research ac-
complishments. Currently, there is a
discrepancy in endowed chairs at UNC sys-
tem universities. While research chairs are
held for life, chairs for teaching excellence,
such as the Bowman and Gordon Gray chairs
at UNC-Chapel Hill, are one-time positions
and are held for only three years. According
to UNC-Wilmington chancellor James R.
Leutze, this discrepancy between research and
teaching chairs "sends a very powerful mes-
sage about what's  really  valued." Just as
endowed chairs for research  enable  univer-
sities to  attract and keep faculty  members
with excellent reputations  as researchers,
endowed teaching  chairs could  enable uni-
versities in the UNC system to attract -
and build a reputation on - outstanding
teachers.
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leges  at Appalachian State give monetary teaching
awards  (such as the  College of  Business, which
makes one Outstanding  Teaching Award annually,
for $2,000 ),  the four university -wide awards are
plaques. Pembroke State,  UNC-Charlotte, and
Western Carolina all have very few departmental
or college-based awards and make only one uni-
versity-wide teaching award annually (all at
$1,000 ),  and Elizabeth  City  State has no award at
all. Some of these are smaller universities with
fewer resources with which to make awards,
whereas others may simply need to make more of
an effort.

Universities in the  UNC system  appear to be
making diligent  efforts to  establish a culture of
encouraging excellence in teaching on campus and
to reward the outstanding teaching of their faculty
members. However, not all teaching awards are
formally given and easy to document .  Many de-
partment chairpersons noted on their surveys that
excellent teaching is rewarded with merit pay in-
creases, travel funds to attend conferences ,  or leave
to conduct research  (See Table 3).  For example,
R.J. Thomas ,  head of  the Wood  and Paper Science
department at North Carolina State, wrote that in
his department , "Awards for  teaching are reflected
in merit pay increases .  Teaching excellence is part

of the job." Other responses mentioned that even
if the department has no award for teaching, the
chairperson does evaluate and recommend faculty
members for school-wide or university-wide teach-
ing awards.

Training Teaching Assistants to Teach
Undergraduates

M any graduate students, regardless of whether
they will eventually become professors,

teach classes while they are working on their de-
grees. Unfortunately for graduate students, popu-
lar lore surrounding graduate teaching assistants
(TAs) is full of illustrations and examples of TAs'
incompetence, lack of preparation or knowledge,
and - for some foreign-born TAs - inability to
speak English. Other complaints reflect under-
graduate students' disappointment that they are
taught many of their courses by instructors barely
older than themselves, rather than by more senior
professors who also are assumed to be better pre-
pared, more knowledgeable, and simply better
suited to conduct  a class.

Are these stereotypical criticisms accurate at
UNC schools? Are TAs, as some suggest, merely
ill-prepared cannon fodder? Are they enthusiastic,

Table 3. Teaching Awards Made  by Departments

Number of departments  in UNC system  schools giving teaching awards: 28 (9%)

Form of teaching awards  (multiple response):

a. Recognition: 21 departments, 75.0%

b. Monetary awards: 13 departments, 46.4%

c. Other: 5 departments, 17.9%

d. Funds for professional development: 4 departments, 14.3%

e. Reduced administrative load: 1 department, 3.6%

f. Leave time for research: 1 department, 3.6%

Source: N.C. Center survey  data, 1990
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Recommendation re: Training
and Monitoring Teaching
Assistants

9 The Board of Governors should
enforce its policy that no graduate

student teaches an undergraduate course
without extensive training ,  monitoring,
and evaluation . Although a number of
departments in the university system have
exemplary programs for teaching  assistant
(TA) preparation, others provide only rudi-
mentary training and monitoring. According
to responses to the Center's survey, only
half (71, or 48 percent) of the departments
reported having at least some form of train-
ing program or procedure. Some of the
departments offer their own training ses-
sions; others rely on a training course run by
the university that all teaching assistants are
required to attend. Even though the major-
ity of departments in the UNC system - 70
percent - have procedures in place for

monitoring and evaluating their teaching
assistants, there are still a number of TAs
who teach without proper preparation and
monitoring.

With sufficient support and guidance,
teaching assistants can do an excellent job
in the classroom; without training, under-
graduate education can suffer, especially at
the large universities where teaching assis-
tants frequently teach introductory courses.
Departments should be required to have
suitable training and evaluation programs
for their teaching assistants ,  and should
be given the money and personnel to put
these in place.  Ensuring that TAs are suited
for teaching and well-prepared for their as-
signments would go a long ways towards
removing the stereotypes that currently
plague them.

ready and eager to teach about a field that is still
fresh and exciting to them? Or are they some-
where in between - teaching because that's what
you do to earn your fellowship or stipend, and you
may as well make the best of it?

Not all universities in the 16-campus UNC

system have graduate programs, and even within
schools that do, not all  departments  offer graduate
instruction. This part of the Center's study, there-
fore, examined only the preparation and training
efforts of the 147 departments - 47 percent of the
total surveyed - that have both graduate pro-

grams  and  graduate students teaching undergradu-
ate classes. These students may either teach alone,
with a supervisory faculty member, or teach a
discussion section of a large lecture class taught by
a professor.

Training Programs for Teaching Assistants

In response to criticism they have received for
unleashing untrained graduate students on under-
graduate classes, universities across the country
are beginning to offer training programs for teach-
ing assistants. At some universities,  all  graduate
students who will be teaching undergraduates are
required to attend a workshop on teaching tech-
niques; at others, departments provide their own
instruction. This can range from one lecture by a
departmental administrator to a full-blown and in-
depth class.

In departments without formal training pro-
grams - however brief - faculty members are
generally assigned supervisory responsibility for
one or more TAs, and individual professors are
made responsible for their TAs' training. This
may produce some faculty who take a serious
interest in the training and monitoring of their
TAs, or it may lead to training that consists solely
of advice to "look professional."

Because of the possibility of great irregularity
in training, many faculty members advocate a more
standardized process. David Lowery, chairman of
the Political Science department at UNC-Chapel
Hill, said that in his department, "For years, TAs
were assigned to a faculty mentor, who
was supposed to go over their syllabus, give them
help in their teaching, and so on. This worked pretty
well, but it was dependent on how good a mentor the
TA had. For the last few years, we've instead held a
training course for incoming TAs in the August
before they start their teaching. It's an intensive
course, and all TAs have to take it."

Among the 147 departments at schools in the
UNC system that offer graduate programs and use
graduate students as teaching assistants, 71 (48
percent) reported having at least some form of
training procedure or program. Some of the de-
partments offer their own; others rely on a training
course run by the university that their TAs are
required to attend. Departmentally designed
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courses seem to be the more extensive of the two,
and offer the additional advantage that the mate-
rial presented about teaching can be specifically
tailored to the field's subject matter. While there
are some universally helpful teaching techniques,
what TAs need to know about teaching chemistry
might be very different from what they would need
to teach drama.

Monitoring and Evaluating Teaching Assistants

Even though not all of the departments in
UNC system schools provide formal training pro-
grams for their teaching assistants, the vast major-
ity - more than 70 percent - have procedures in
place for  monitoring and/or evaluating  them. In
many cases, according to data from the depart-
mental surveys, the monitoring and evaluation in-
cluded a training component, even if not expressed
as such. Evaluations of teaching assistants are
similar to those required of regular faculty mem-
bers - questionnaires completed by students in
the course - and the results are generally re-
viewed with the TA.

Although the departments in UNC system
schools with teaching assistants are making efforts
to train and prepare them for teaching, less than half

of all departments with TAs have formal training
programs. Even training consisting solely of a day-
long workshop would be highly useful to a graduate
student who has never taught before, and  no  under-
graduate student should be taught by an instructor
who has not had some type of training.

Departments are better at monitoring and
evaluating their TAs, but even here the procedures
are not universal. Teaching assistants need feed-
back - from both their students and their supervi-
sors - in order to continue to develop into good
teachers. Something as simple as mid-term stu-
dent evaluations would help TAs discover both
their teaching strengths and what needs work, and
would give them a chance to improve during that
semester.

The Next Generation:
Training New and Future Faculty

T he next ten to fifteen years will see a signifi-
cant turnover in the professoriate, as faculty

members hired in the "boom times" of the 1960s
reach retirement age. Those who are interested in
promoting teaching see this as an exciting oppor-
tunity to shape the university of the future, by
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beginning now to train a new generation of faculty
committed to and prepared for excellent teaching.

The new faculty members of today are differ-
ent in many ways than their predecessors of even
ten years ago. Many come in with teaching expe-
rience already under their belts, having served as
teaching assistants (TAs) during graduate school.
And because of the recent push to train and pre-
pare teaching assistants for their duties, the former
TAs are often at least familiar with general peda-
gogical issues and methods.

Nonetheless, junior faculty are viewed as need-
ing special help to adjust to their new careers,
especially with the pressures in many schools (in-
cluding most of North Carolina's public universi-
ties) to conduct research leading to publication in
order to receive tenure. Faculty members inter-
viewed for this study were highly sympathetic
towards the difficulties new faculty members ex-
perience; many of them noted the great stresses
that junior faculty face in their first seven years of
employment (the general time one serves as an
assistant professor before either being tenured and
promoted or let go).

A number of universities in North Carolina
sponsor programs for new faculty members to help
them develop into effective teachers. During the
late summer of 1991, for example, the first New
Faculty Seminar on Exemplary Teaching was held
at Western Carolina University. The program was
initiated by participants in the 1990 Carolina Col-

loquy on College Teaching, which brought to-
gether representatives of 14 of the 16 UNC institu-
tions in order to discuss ways to promote and
support good teaching on all of the campuses.

The New Faculty Seminar was designed for
tenure-track faculty who had been teaching for
three years or less at any UNC institution. The
purpose of the five-day conference was "to pro-
mote effective teaching practices among new fac-
ulty, provide an opportunity for new faculty to
interact with exemplary teachers, and to show new
faculty that teaching excellence is highly valued in
the UNC system." 16

The concepts of faculty "mentoring" or new
faculty working with a "master professor" have
also received heightened attention recently. Many
departments in North Carolina's public universi-
ties use either a formal or informal mentoring
system to help young faculty develop their teach-
ing skills, with senior professors advising on such
matters as presentation skills, time management,
and grading.

Several departments noted that they required
interviewees for faculty positions to present a lec-
ture or colloquium to the departmental faculty in
order to demonstrate their ability to make a schol-
arly presentation in an academic setting. Dr.
Lowery of UNC-Chapel Hill said that candidates
who did a poor job on their presentation greatly
hindered their chances of being hired. Candidates
for positions in the English department at UNC-

Recommendation re: New  and Future  Faculty

10 If universities are determined
to require and support good

teaching, administrators should insist that
departments make teaching a central crite-
rion in all hiring decisions ,  and that truly
poor teachers, regardless of their research
credentials ,  are not hired . As is already the
practice in many departments, personnel com-
mittees should require that candidates for
positions either teach an actual class to stu-
dents, if feasible, or present a seminar to the
committee, and the candidates should be evalu-
ated on their teaching performance.

Departments in the UNC system might also

consider instituting a requirement that new fac-
ulty, prior to their first teaching assignment,
have had a teaching apprenticeship as a core
part of their training. At the  very  least, depart-
ments should require that interested but
inexperienced new faculty receive special in-
structions in teaching, whether within the
department or through the university's faculty
development center.

New faculty - and their teaching - also
should be monitored especially carefully by
the department, and they should possibly be
assigned a mentor to help with acclimation to
university life.
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"To be professional in
the minds of some faculty
means directing all your
time and energy to your

discipline ,  your research,
and your professional

association .  Some ask,
where are the students in

all of this?" 17

- WILLIAM C. NELSEN

Charlotte also make a presentation to the faculty,
although department chair Ron Lunsford noted
that "You can't necessarily extrapolate from that
how well they could teach freshmen and sopho-
mores. I would like to begin a program where
candidates would teach an actual class to students,
but it's awfully time consuming and it also takes
time away from a professor's regular class sched-
ule." The Political Science department at North
Carolina State invites students to sit in on candi-
dates' presentations, both in order to avoid dis-
turbing regular classes and to get student feedback

on the candidate's teaching.

Copies of  How Do Universities in the UNC
System Identify and Reward Excellent Teaching?
are available from the Center for $31.80 plus
$3.50 postage and handling.
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