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Rewarding Faculty Members for
Profession-Related Public Service

Professionally based public service is undervalued at most universities. Why?

“What can be done about this?

PATRICIA S, FLORESTANO and RALPH HAMBRICK
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3“1 ithin higher education institutions
77 wchout the nation, the misston of teach-
- . i= Gsually accompanied by other related
-— = . which may vary according to the size
=2 nstitution and its source of funding,
Trontostates, the teaching role includes
ments to conduct research and to pro-
rubkhc service. This basic tripartite
s found notonly in the major public
tes but i etier four-year and gradu-
Tt zie schools. The public-
te jor service state-
rephical regions or
-7 = dition to allow-
z.L<ns. and government
rrem the institution’s
roanurees, the provision of
ls TAaINLins a strong part-
: t2 and local government
s o palp sddress and resolve public
~iems. For many institutions, the im-
~remant of public service and the encour-
zement of the faculty and staff to take an
acine part in the delivery of public service
hrzh priorities.
i2n public-service programs are crit-
iv discussed. talk of faculty rewards is
zIraostinzvitable. It is contended that public
‘ice should be but is not well rewarded in
most university environments, and this ab-
:erce of reward prevents the full develop-
men: of sutreach programs.! Herein will be
discussed some reasons for the low regard
for public service in the university reward
svstem and some steps that can be taken to
change it
The subject of this analysis, however, is
"profession-related public service,” not the
brouder set of activities often included under
“public service.” Part of the difficulty in
evainating public service 1s the gencral lack
of attemnpts o distinguish between activities
that are and arc not profession based. In
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Evaluating Faculty Performance, Richard 1.
Miller states, “For purposes of evaluation.
public service and professional activities are
usually lumped together. or public and uni-
versity services are combined. Such proce-
dures do not altow sufficient differentia-
tion.”? Profession-retated public service is
that service which requires the specialized
education and expericnce that qualifies a
person to be a faculty member.

There is a need on many. campuses for
attention to developing a more formal svs-
tem of rewards for profession-related public
scrvice. Some of the rewards current!y of-
fered include
® Giving faculty members release time

from the performance of some of their

regular duties

® Monetary payment to faculty members
comparable to pavment 1o an outside con-
sultant

@ [n-kind assistance 10 faculty members,
such as secretarial or graduate assistant
support

® Awards (with or without a cash compo-
nent) for outstanding professional ser-
vice.

As incentives, some of these rewards may be

quite important. Nevertheless, they are like-

ly to be inadequate without an accompany-

ing formal reward system.

Several reasons may account for the fact
that professional service is not highly re-
warded in tenure, promotion. and salary de-
cisions in most universities. They include:

1. Public service is so loosely defined that
profession-related and nonprofession-relat-
ed services are not distinguished from one
another.

2. Because good measures of professional
public service do not exist. it is difficult 1o
distinguish the excellent from the good, the
good from the mediocre, or the mediocre
from the poor,

3. Professional public service is not high-
1y valued by university faculty members and
administrators and, thus, not well rewarded.

Most likely, items one and two above
contribute substantially to item threc.

Therefore, if professional public servic
were more crisply defined and if goo
qualitative measures were developed, thi
value accorded it and its importance in fac
uley performance evaluation would in
crease,

Addressing the definitional problem
Public service. as it ordinarily occurs in
college or university. means ditferent thing
to different people. It is. therefore. nearl
impossible to use the public service label t
focus attention on professionally bused ser
vice for client groups. Several perception
interfere.
® Public service is often thought to mean. o

at lcast to include. university committe

assignments. campus politics. and s

forth.
® Public service is often thought to refe

only to work performed free. with no ¢gs
to the service recipient and’or with
remuneration to the persons providing th
service. [
® Public service is often thought to be syn
onymous with good citizenship.

1. Among many other written documents, thi
position is maintained in Samual K. Gove ant
Elizabeth K. Steward. eds.. The University ane
the Emerging Federalism: A Conference on I
proving University Contributions to Stare Gov
ermments (The Institute of Government and Pub
lic Affairs. University of lllinois. 1972y M
ianne B. McCarthy, “Continuing Educatio
Service as a Component of Faculty Evatuation,
Lifelong Learning: The Adult Years. May 1980
pp. 8-11. 24-25: John N. Lein. Thomas Cuilen
Angela Liston, and Patricia Lind. “The Fuculn
and Continving Medical Education: An Attitud,
Survey,” Journal of Medical Education, Vol. 56
September 1981, pp. 73741 James C. Votruba
“Faculty Rewards for University Outreach: A
[ntegrative Approach.” Jowrnal of Hivher Educa
tion, Vol. 49, No. 6, 1978, pp. 639—48: Donaly
E. Hanna, “Strengthening Collegiate Facutty Re
wards for Continuing Education.” in James C
Votruba, Ed., Strengthening internal Support fol
Comtinuing Edvcation (San Francisco: Jossey
Bass, 1981).

2. Richard 1. Miller. Exaluaring Faculry Per
Sormance {San Francisco: Jossey-Buss. 19731“ p
6.
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e Public scrvice is often thought to apply
only to work in the public sector—i.e..
government of community groups—and
not to work that is done for profit-making
organizations,

# Public service is often thought to be dis-
tinct from instruction and rescarch when,
in fact, most public service is instruction
or research or both.

All of these perceptions of public service
tend to inhibit evaluative attention to profes-
<jonally based work for university clients,
Jargely by diluting the professional compo-
nent of public service. Hence, it may be
necessary to abandon the term public ser-
vice. Perhaps terms such as professional ap-
plication or knowledge services could be
used to designate those portions of service
that are professionally based.

Onc step toward resolving this defini-
tional confusion. much of which results
‘rom lumping activities of different value
mio the same categories, is to develop finer
Jistinctions through a larger numnber of cate-
rories, The Faculty Performance Matrix be-
ow offers such a refinement by creating
nin¢ performance cells rather than the tradi-
iional three.

The matrix offers several advantages as a
Jefinitional framework for faculty evalua-
tion. First. it provides clearer distinctions. It
helps clarity the confusion often generated
wien the attemph is made to subsume all
faculty performance under the three catego-
rics of teaching. research. and public ser-
vice: for example. it shows that "service”™
and “professional application” need not be
wvnonvmous. Many activitics conducted for
professionat clients are clearly instructional
or scholarly in character. In tumn, many ac-
tivities often included in the service catego-
ry are not professionally based. As the ma-
trix indicates, professionally oriented work
in the university can be predominantly in-
struction. research, or service. Further, ser-
vice cun be academic. professional. or avo-
cational. The focus of this discussion.
profession-related public service. is on
those activities in the “professional” column
of the matrix.

A second advantage of the matrix is that it
acknowledges the value of different pur-
suits. For exumple, one university, school,
or department could choose to emphasize
instructian. whether that involved credit in-
stniction. continuing professional educa-
tion, or hobby courses. Another might at-
lempt to promote a well-rounded profes-
stonal program including academic and
professional instruction. basic und applied
research, and service to professional
sroups. Still another might give first priority
Woacudemic scholarship. Thus. the matrix
vun be adapted w many different systems of
values and prioritics.

The matrix can also be used by individu-
als to define their own unigue configura-
tion. For cxample, even if an institution re-
guired a contribution in tcaching, schol-
arship, and service, an individual might be
allowed to choose among academic, profes-
sional, and even avocational pursuits. A per-
son in this situation might, for example.
emphasize academic teaching, profession-
ally oriented or appiied research, and ser-
vice through professional consultation.

that measures of credit instruction and aca-
demic research are not especiully strong or
appropriatc: however, medsures are aviil-
able in those areas if evaluutors choose o
use themn. Student evaluation of teaching
performance has hecome nearly universal.
and the number of urticles published in ref
creed journals is a comsmon standurd of eval-
vation. Unfortunately. professton-related
public service has no eguis
that are so casily emploed or aveepted.

Imeasurds

Professional public service is not
highly valued by university faculty
members and, thus, not well

rewarded.

Another important advantage of the ma-
trix is that it enables the identification and
hightighting of profession-related work that
otherwise might be buried and ignored. [na
traditional framework. for example, itis not
uncommon for client-oriented applied re-
search to be ignored or discounted because
it is not academic—e. g.. not published ina
referced journal—and has no impact on the
puhlic service category because it is as-
sumed simply o be good citizenship. In the
matrix. applicd research becomes a profes-
sion-refated evaluative category in its own
right that can be given substantial weight.

In establishing a performance appruisal
system that includes professional service.
one may face two different siteations. One
involves a single faculty with all members
hired under a university’s academic pro-
gram. The second contains two faculties.
one hired under the academic program and
the other cmploved tor professional service.
rescarch. or other duties. In the first. aca-
demic faculty members arc the only ones
cngaged in professional service while. inthe
second, both academic and nonacademic
faculty members are involved. in the latter.
it is necessury 1o decide whether both fuc-
uttics will be evaluated under the same syvs-
tem or whether two evaluation systems will
be used. The matrix cun be used as the basis
for designing two evaluation tracks or as the
framework far a single svstem acknowledg-
ing that weights may vary from individual to
individual,

Distinguishing good from mediocre:
the measurement problem. As mentioned
previowsly, qualitative measures for profes.
sional services ure weak. A committee muy
pereeive that it has no bisis for determining
whether o given performance is poor or ex-
cetlent. A good argument could be mude

Profession-related pubiic service inluis
professional continuing educuiiop anl vz

improved mcasurements:

® impact

® intellectual and protees o seoTUT

¢ sdministrative eirioioney and Siieciin:
ness

o marketability and Lo ool

Impact. This foctm o
of performance. W o2
work make? Was & mu
used to reshape the vroun:
icy study alter legisiation v

forth.

Impact is not aiweys easy to discers. ©-
pecially in the time frame required tor T~
uity evaluation. Several factors accourn: -
the difficulty: impact may not gecur o~
observable immediatelyv: professionai f..-
ulty work may not be implemented u
after the evaluation period has passed: and
cause and effect mayv be difficult to derer-
mine. A dozen “causces” may be competing
for credit for some favorable resuit and 2
similar number scrambling for cover in the
facc of a failure. Further, cven if a favorabiz
result can be attributed 1o an individual fac-
ulty member, what value should it be given
in an evaluation? Despite these questions
and problems, impact does have potential
use in faculty evaluation. at least in some
cases.

Scveral types of evidence might be used
in the effort 10 gauge impact:
® cvaluation studics. including on-the-job

assessinents of truining cffectiveness
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Faculty Performance Matrix

A Guide To the Analysis of Faculty Performance
in the Areas of Teaching, Scholarship. and Service

Activiry
TEACHING (Classroomn znd
other activiiies closely related
1> instruction)

SPHERES OF APPLICATION

Academic

Credit courses. on and off cam-
pus

Professional

Professional continuing educa-
tion and training

Avocational-Citizenship

Personal interest and leisure
courses

SCHOLARSHIP iRee
und dissemination o ko
in publications or vther
ible forms)

Jwi-

Publication based on busic or
disciplinary rescarch: scholars
and students as primary au-
dience

Products of applied research:
practitioners as primary au-
dience

Writing about personal experi-
ences, hobbies. and other topics
not related to academic or pro-
fessional duties

SZRVICE iIndividual 2ifort,
TTULR O COMIMIeS GILVITY,
ZJmingstranion)

University administration. com-
miftee work. and other responsi-
bilities, identified by

Professional practice and service
te clients: advisery and con-
sultative services to government

Nonprofessional contributions in
civil. refigious. other activities

organizational level. Contribu-
tions to academic societics

professional societies

or professional agencies and
organizations. Contributions

0

o 5 'n..h,ngtrc soundness“dimension
radcndant. However, for a variety of rea-
including time lzg and intervening
fzoiors, this may not be ‘the case. Thus an
2l guality saview is appropriate and
riant. Does the work represent state of
* Does it meet appropriate profession-
-i :zandards? Does 1t exarcise the faculty
members intelectual skills?

The difficulty with this dimension, of
course, is that it requires work and judgment
on the part of reviewers or someone they
Zesignae. Inresearch. an assumption that a

Ins.

ks i editor has already made the qualita-
tive judgment allows a simplistic university

revizw, However. without a system for this
delegated judgment. not usually available
for profession-relaied public service, a
greater burden is placad on reviewers.
ir evaluating inzeliectual and professional
soundniess, the following might be consid-
erad:
¢ copies of workshop svliabi, training ma-
terials, research reports, and so on
® components of training evaluations
® observation of workshop performance
® evaluations of work by appropriate exter-
nal scholars and protessionals,
Administrarive efficiency and effective-
ress. In many, if not all. professional ser-
vice roles there is an administrative compo-
nent. How effectively is this role carricd
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out? Are activitics well planned? conducted

in a timely fashion? Does the activity con-

form to the budget? And so forth.
Performance assessments can be based on

® reaction by clients to administrative effec-
tiveness

® evaluation by supervisor, peers, subordi-
nates

® administrative documents such as plans
and reports.

Marketability and client appeal. Like
credit instruction, profession-refated public
service must pass & market test. Old clients
must be satisfied and new ones attracted.
What score does a faculty member’s work
get on the market test? Are his or her ser-
vices in demand? Do his or her continuing
education programs attract the targeted au-
dience? [s this person invited to do repeat
work?

Clues on this dimension may be obtained
from
® components of instructional evaluation
® records of repeat work requests
® letters from clients
® interviews with service recipients.

The value question. Definitional clarity
and a basis for qualitative judgment are nec-
essary but not sufficient in themselves. Pro-
fession-related public service must be wal-
ued if it is 1o be rewarded. In a brief essay,
Walter V. Hohenstein suggests six reasons
for the low status of service in the cvaluation
of faculty activities. The reasons he cites are

1. Lack of tradition

2. Lack of inclusion in training

3. Complexities and breadth of the service
function

4. Difficulty of measuring and comparing

5. Peer system of evaluation currently in
use
6. Confusion between time spent in service
and the results of that service
7. Failure to provide equal visibility to en-
hance career mobility
8. Failure to achieve a “multiplier” effect.
Hohenstein's third and fourth suggestions
recall the definitional problem and the diffi-
culties of evaluation discussed above. His
sixth item. which eatails faculty members
describing their service work only in terms
of an input, time spent, rather than in terms
of products and outcomies, is adequately ad-
dressed by the above discussion of eval-
uative dimensions and their documenta-
tion.?

Lack of tradition. Tradition doecs have an
important impact on behavior, and tradition
cannot be manufactured instantly. There-
fore, its ill effects can only be overcome
with the passage of time. Through the exten-
sion service, the expansion of continuing
cducation programs, the continuing impor-
tance of management centers for business
training and institutes of government for
public-sector applied research and service,
an American tradition of professional public
service may well be on its way.

Lack of inclusion in training. Whereas
research is at the heart of Ph.D. programs
that produce new faculty members, and
tcaching is at least observed if not practiced
or studied, professional service is not com-
monly a part of graduate education although
some graduate studenis do get apprentice

3. Walter V. Hohenstein, “Service: The Ne-
glected Person of the Academic Trinity.” National
Forum, 40:18-19.




work throught assistantships in centers. in-
stitutes, and burcaus. _

A more conscientious incorporation of
professional public service into graduate
programs may provide an important long-
range opportunity for improving its status.
Faculty members who do double time with
academic instruction and professional ser-
vice work are in a good position to build
such concemns into their courses. Ficlds that
have a strong professional orientation, such
as public administration, could more for-
mally build service skills into their curricu-
la. Program additions could include éduca-
tion in relevant methods of analysis, such as
“action research”™ and management analy-
sis: presentation skills, such 25 training and
briefing: consultation. such as counseling
and interviewing. Traditional dissertations
could be given an applied or policy orienta-
tion without loss of rigor.

Peer systems of evaluation. An atiempt to
modify the effects of the peer system on the
value given to professional public service
might result in departure from the peer sys-
tem itself or changes in the conditions under
which that system operates. Of course. peer
review iy so entrenched that an effort to
abolish it is unlikely to be productive.
Changing the conditions of its operation.
however. may provide results.

The peer system does not tvpically op-
erate on the basis of independent evaluations
from reviewers outside the institution. but
rather on the collective judgment of fellow
faculty members. Teaching appraisal relies
argely on student evaluations systemat-

cally compiled from questionnaires. How- -

ever, it is rare for reviewers to observe and
evaluate teaching performance directly in
the classroom. Research is typically evalu-
ated not through careful reading of written
material by review commitiee members, but
by means of the acceptance of the judgment
of editors whose journals are ranked accord-
ing to some unspoken agreement about de-
rree of prestige.

Those tnvolved in profession-related pub-
ic service. rather than bemoaning the fact
hat their work is not given its due. should
levelop their own system(s) of primary
udgment. which can form the basis on
which review committees make secondary
udgments. :

Some developments of this sort are al-
cady under wav. The Southern Consortium
of University Public Service Organizations
1as developed a publication review program
o evatuate the quality of materials produced
or professional service purposes. Books.
nonographs, handbooks. training pack-
1ges. and nonprint praducts such as video-
upes are given editorial review. The cdi-
arial board is composed of individuals with
eeognized academic credentials. service

organization professionals, and practi-
tioners. If a manuscript is approved, a state-
ment indicating organizational approval is
included in the publication, and a list of
publications certificd by the cditorial board
is circulated annually. This effort is one step
toward building in first-line judgment of
professiona service quality, which can be
used by on-campus faculty review commit-
tees. As such. it is a dircct parallel with
systems operating as key support mecha-
nisms for peer review in other parts of the
faculty evaluation process.

Failure to provide equal visibiliry 1o en-
hance career mobility. One of the critical
factors in faculty evaluation, sometimes ex-
plicitly included, is whether a faculty mem-
ber is known and respected by persons out-
side the campus and to what extent—local,
state, regional. national, or international.
Such name recognition provides psychic in-
come and aboost in an increasingly tight job
market for the person who may wish to
advance his or her career by moving to an-
other institution. Publication in accepted
journals and books provides wider public
exposure than does professional public ser-
vice. Hence. increasing the status of profes-
sional public service at one university may
not add significantly to faculty mobility if a
similar change is not made at other institu-
tions.

Fuilure to achieve a multiplier effect. An
invention ar scientific finding may be used
by millions of people. and a discovery may
be the springboard for many futurc discov-
eries. A best-selling text will influence
thousands of students even though the au-
thor of that book may interact with far fewer
people in actual classroom instruction. In
terms of visibility, most professional public
service is more like classroom instruction
than a scientific breakthrough or best-sell-

ing text. The potential for a chain reaction is
rarc: the numbers of people directly astected
are relatively few. This comparisen makes
research more attractive than either teaching
or professional service becsuse there is more

_potential for massive public impact. The

comparison is probably an illusory one,
however. Although in rescarch the potential
for the big strike is there. thut Jevel of suc-
cess is rarcly achieved. For every best-seil-
ing text, dozens achieve oniv marginal suo-
cess, or do not get past the publisher's
review desk. or remain unfinished in file
drawers, Research and writing is a high-risk
cnterprise.

While the payoff of research is camet
exaggerated, the benefits of teacking .
professional public service are som =
underestimated. Teaching can have 2 pro-

vice can bring about milliens of dollz
administrative savings or affect co
persons through a shift in policy O
the likelihood of massive impact
given individual in any of the three ar
small.

Prospects for increased value. A: fiss
glance. the reasons for the low stares
professional service eppear weli
trenched, But are they aciou’!s <

tial change, even in a sviem oo
ored as the one encomniyains
research, and servicz. +
of the baby boom an’: sabtrostl
of institutions of hizh: i
the stage. There are
some cases, already 1
the value of profes
vice. Such steps will im
associated with the work und.
quantity and quality of professional pur s
service offered by universities. ¥
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