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If there is anything at the University that often feels like a 
moving target, faculty development surely is near the top 
of the list. Many faculty find themselves asking, “What 
does the University want? What does it expect? What is 
allowed?” When articulated this way, these questions often 
mean, “What does the administration expect or want or 
allow?” This uncertainty is often magnified as many faculty 
also feel torn between heavy teaching and mentoring 
responsibilities, curriculum development and maintenance 
and finding time to sharpen the axe. This three way tug 
of war has the potential of generating angst and in some 
cases frustration as faculty try to find the right sweet spot 
between these expectations. Navigating this space well is 
tricky because becoming out of balance or off center may 
leave us feeling less than satisfied with our careers, out of 
touch with our disciplines and students, or not hitting our 
marks in the classroom. 

In the paragraphs that follow, I attempt to describe a 
sweet spot for our unique mission. At the same time, I 
recognize that a variety of opportunities can be beneficial. 

Opportunities like faculty-led, mentored research are not 
out of the question and can be highly beneficial to both the 
students and the faculty, but to promote a single approach 
or experience as the only type of growth opportunity 
doesn’t address an essential balanced approach to a 
multifaceted set of expectations for faculty members at 
BYU-Idaho. As we work with faculty members across 
campus in facilitating faculty development opportunities, 
our strategy and messaging has focused on three important 
elements: data, planning, and balance.

Data
Really understanding what is happening in our 

classrooms and in our student interactions is an important 
starting point for mapping an effective path of faculty 
development. For this kind of understanding, we have to 
rely on more than anecdotal information or gut instinct. 
There is no good substitute for valid feedback and data. 

For many years the only consistent source of this kind 
of data was the end of semester evaluations. As we have 
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spoken with faculty groups across campus, it has been 
clear that reactions to the end of semester evaluations, their 
utility or accuracy, and their value are widely varied across 
the University. We are not unique in this regard. Broad 
research in higher education reports that summative-only 
approaches to faculty performance and student experience 
are not only difficult to interpret but also difficult to act on 
in making meaningful changes. 

Faculty report skepticism of poor performance data 
and mixed emotions about strong performance data. 
Faculty members are often not only unsure of what the 
data actually mean, but also about who else might be 
seeing it. Some of the possible anxiety that stems from 
this information is that it frequently only tells part of the 
story of what is happening in and out of the classroom and 
making important decisions from an incomplete data set 
may lead to faulty conclusions.

For the past few years, we have been making an effort 
to buttress the end of semester evaluations with additional 
types of data to create a more complete picture of the 
student experience, the faculty performance, and class and 
program success. These additional sources of information 
are available through mid-semester evaluations, 
observational data from student teams such as the Student 
Consult on Teaching (scots) program as well as peer-to-
peer classroom visits. More and more faculty members 
are taking advantage of these opportunities with great 
satisfaction and successes. 

A template for mid semester evaluations with some 
initial formative questions is available to faculty in both 
I-Learn as well as Qualtrics formats. These can be modified 
by the instructor or department and implemented directly 
in your classroom at any point in the semester of your 
choosing. scots teams are also valuable sources for 
capturing in-class interaction data and providing that to 
the faculty. Teaching groups working with and visiting one 
another’s classrooms provide invaluable colleague feedback 
as well. Each associate dean for faculty development can 
help interested faculty with this resource, and links to these 
resources will soon be more readily available on the Faculty 
Development website.

Taken as a whole, these data become powerful tools not 
only for understanding where we are, but also for creating 
effective plans for where we need to go.

Items to Consider in Preparation 
for Your Annual Interview

Teaching

• Review of Courses Taught  

over the Year

• Course Feedback / Assessments 

Used and Sources of Data

 > Midsemester Evaluations

 > SCOTs

 > Course or Learning Analytics

 > Peer or Teaching Group Feedback

• Learning Model

 > How do you incorporate it in 

your course? How is it working? 

What challenges are there? What 

would you like to change? What 

resources would you like to have 

available to help you?

• Continuous Improvement - 

Innovations, Challenges and Plans

Service

• Department

• College

• University

Faculty Development

• Past Activities, Outcomes,  

and Implementation

• Accountability of Resources  

and Activities

(Continued on page 7)



P E R S P E C T I V E  |  6

Planning
Intentional planning of faculty development is a 

crucial step in strengthening both a satisfying and 
productive faculty career. Without a plan, faculty often 
feel adrift and lack a sense of progress. One effective 
initial step in planning is to begin to use the data types 
mentioned above to piece together a picture of strengths 
and weaknesses, successes and challenges. We have 

encouraged new faculty to keep reflective teaching 
journals. This is an effective way to not only synthesize 
our thoughts but also share them with colleagues and the 
department chair during annual interviews.

As faculty build on these reflections and self-evaluations, 
a multi-year plan begins to take shape. A teaching and 
professional development planning tool is available on 
the Faculty Development website to facilitate this process. 
This tool catalogs past teaching, collegial and development 
activities, identifies and reports on current activities, and 
has space for mapping future activities. This document 
becomes an important platform for reporting, planning, 
and requesting resources during the annual interview.

Our experience has been that some of the most effective 
planning happens collaboratively. Involve colleagues, 
teaching team members, faculty development committee 
representatives, and department chairs in developing ideas 
for future growth experiences and opportunities. These 
kinds of collaborators not only serve as sounding boards 
for ideas but also help us identify areas of shared interest 
where synergies can be leveraged to great mutual benefit.

Planning in this fashion helps to ensure that the 
activities for classroom and curriculum development 
as well as professional development are aligned well 

with program needs and identified areas of needed 
improvement. Faculty report that when they feel like they 
are building new skills, improving areas of weakness, and 
enhancing their effectiveness in and out of the classroom, 
they are much more satisfied with their careers.

Balance
Ecclesiastes tells of seasons: “To every thing there is 

a season, and a time to every purpose under the heaven” 
(Ecclesiastes 3:1). This offers a valuable perspective on 
balance and helps assure us that we don’t need to tackle 
everything at once. There may be seasons of curriculum 
development and maintenance and seasons of focus on 
classroom improvement and seasons of updating our 
discipline-specific skill sets. It isn’t always feasible to try 
to tackle all of them at the same time. Prioritizing which 
season, which activity, and which focus is important at 
the moment or for the immediate future is a critical part 
of the conversation that can occur with colleagues and 
department chairs. It is an important consideration for 
department chairs who often have to be cautious not to 
pigeon-hole faculty into just a single role in the department. 

Over a long career we would hope that faculty members 
will have opportunities to explore and enjoy each season 
and opportunity and recognize that personal growth and 
development happen in each area.

Over a long career we 
would hope that faculty 
members will have 
opportunities to explore 
and enjoy each season 
and opportunity.



Opportunities and Resources
Two important resources support and sustain faculty 

professional development: time and money. Each faculty 
member has to own their individual faculty development 
strategy and plan and the accountability that comes with it. 
This includes prioritizing time for these activities as well as 
being mindful of the financial resources that support them. 
The University has mechanisms in place for providing 
some protected time for professional development. This 
comes in the form of annual Professional Development 
Leaves (pdls - 6 hours annually for faculty on 100% 
contract and 3 hours annually for faculty on 75% contract) 
as well as Faculty Learning Fellowships (flfs - 12 hours in 
one semester after 5 full years of service or 15 semesters). 
For more information, on these, please see the Faculty 
Guide, section 2.3.4.

These leaves and fellowships represent a significant 
investment on the part of the University, and as such there 
is a significant degree of accountability associated with 
them. It is the stewardship and accountability for these 
resources that prompts the review, approval and reporting 
process. While some may feel these to be unnecessary 
hoops to jump through, the review process often provides 
direction and feedback that strengthens most proposals. 
The approval process ensures that time and funding 
resources are properly aligned to allow for the activity to 
proceed and the reporting process is an important step in 
closing the loop on the activity, sharing what was learned 
and beginning the process of returning value to the 
students, faculty and University. 

The planning processes described above should guide 
a faculty member into identifying the right kinds of 
activities to engage in for their annual pdl time and their 
periodic flfs. Here are some suggestions to consider when 
planning pdls and flfs. 

Take the Long View 

One model to consider when thinking about the 
relationship between the pdls and the flfs is to step 
back and look at these activities longitudinally. View your 
professional development plan over a long time course 
and program cumulative pdl activities over successive 
years that prepare for and lead to a large, full-semester 
flf. The flf then becomes a culmination event of ongoing 
development and growth. While not all professional 

(Continued from page 5)

• Future Plans

 > Curriculum Development

 > Content Knowledge and Skill 

Development

 > Scholarship of Learning and 

Teaching

 > Mentored Student Research  

and Creative Works

 > Practicing Your Craft

Department Needs

Resource Needs

Potential Conflicts of Time and Interest 

Discussion

• Transparency and Impact of Activities

A Practical Guide to Frequently 
Used Acronyms:

FDC - Faculty Development Committee

UDC - University Development Council

PDL - Professional Development Leave  

(6 hours annually)

FLF - Faculty Learning Fellowship (12 

hours after 15 semesters of service)

PDP - Professional Development Plan

SCOTs - Students Consult on Teaching
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development plans lend themselves to this kind of long-
range planning, when possible, related development 
activities over a long period of time can be very beneficial. 
Even if a highly related sequence of pdls and flfs are not 
possible, taking a multi-year approach to the planning of 
your professional development activities, does help you see 
patterns of seasons and balance described above.

Use the Buddy System

Look for collaborators in your pdls and flfs. Pursuing 
any kind of professional development, whether in 
the scholarship of learning and teaching, curriculum 
development, or sharpening your skills in your discipline 
can be an overwhelming and a potentially lonely enterprise. 
Some faculty might welcome the solitude but others may 
find it isolating and overwhelming. Sharing the load with 
colleagues and peers strengthens collegial ties, provides 
important feedback and perspectives on challenges and 
can be an important support structure. The synergies from 
working collaboratively often yield better outcomes and a 
high degree of satisfaction. 

Grow as You Go

Involve students when possible. Not only are students 
capable and competent workers on some aspects of 
professional development activities, but they can bring a 
perspective about classroom and curriculum that many 
of us have long forgotten from our undergraduate days. 
On many activities, they can grow as you grow. Some 
professional development activities lend themselves to 
being extensions of the classroom and vital mentoring 
experiences that provide students with important growth 
and opportunity. One highly correlated factor that 
influences a student’s experience while at the University 
is the opportunity to connect with a faculty mentor. 
Professional development opportunities are wonderful 
ways to connect to, partner with, and mentor students.

Share the Wealth

Develop plans that have strong outcomes and 
deliverables and look for opportunities to share what 
you have learned and developed with your department, 
college, or the larger University community. Professional 
development achievements are inspiring to other faculty 
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Summary
We began with some common questions that faculty 

sometimes articulate regarding professional development: 
“What does the administration want?” I think it is safe to 
say that the answer to this is that they want a progressive 
and engaged faculty. They want faculty who are committed 
to the principles of teaching and advising and deeply 
engaged in the scholarship of learning and teaching. They 
want faculty to be current and excited about their fields. 
They want professional development plans and activities 
that align to the needs of the students, the classroom, the 
programs, and the university mission. They want faculty 
who are student-focused in and out of the classroom.

In saying this, I do not mean to imply that we are 
falling short in these areas. Certainly there is room for 
improvement but not surprisingly most faculty share 
these same goals and strongly identify with the principles 
and approach to faculty development described above. 
The parts of my job that I love the most are working 
with faculty in the area of professional development and 
watching the growth that they experience, the excitement 
that they feel and the vitality or revitalization that comes 
from progressing. Over and over again, we have seen that 
the guidelines and principles stated above have helped 
many faculty find and engage in meaningful and enlarging 
faculty development experiences. t

and promote a culture of excellence and scholarship. 
Sharing what you have learned can be a culminating 
payoff for your hard work and growth. 

Watch for Traps

Don’t trade scholarship for tourism. While some travel 
may be an essential part of a professional development 
experience, travel alone cannot supplant good scholarship. 
Great development activities include a substantial degree 
of due diligence in discovering what has been done, what is 
already known, and what others have tried. Leverage this 
information to help you decide what the appropriate next 
steps are. When this kind of preparation and discovery 
has taken place, the resulting activity becomes highly 
justifiable, credible, and scholarly.

Mind the Bottom Line

Frugality of resources is a hallmark characteristic 
of BYU-Idaho. But frugality does not always mean the 
cheapest option. Frugality may represent the option that 
brings the highest degree of return for the investment.  
In some instances, this may not be the cheapest option for 
an activity. Similarly, just because an activity is expensive 
or in some far-flung or exotic location doesn’t mean it’s 
the best activity. Carefully weigh what really needs to be 
accomplished against the activity that has the best return 
on investment. This is the beginning of a frugal mindset.

Departments have money budgeted for professional 
development activities and the Office of Faculty 
Development has additional funds to supplement these 
resources, but these are limited resources and are stretched 
to serve as many faculty as possible. A frugal approach to 
these resources allows the University to aim and spread 
these dollars for the best results and the broadest impact. 

Professional development 
opportunities are wonderful 
ways to connect to, partner 
with, and mentor students.


