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Objectives. Implement a Pharmacy Faculty Academy designed to foster professional growth of new
faculty members in an outcomes-oriented, ““‘frames’’-based manner and to evaluate the impact on
faculty satisfaction and retention rates.

Design. A Faculty Academy was designed based on critical themes relevant to junior faculty members
and important symbolic, structural, human resource, and political considerations. The year-long pro-
gram included concentrated sessions during the first 4 weeks of employment followed by longitudinal
activities requiring an advancing level of faculty performance.

Assessment. Qualitative and quantitative metrics for engagement and professional growth improved
dramatically during the implementation period. The 21 faculty members who completed the program
from 2005-2007 provided positive feedback.

Conclusion. An individualized, systematic approach to faculty development resulted in more highly
engaged and productive faculty members who were more likely to remain long term within the College.

Keywords: professional growth, faculty development, faculty, orientation, faculty academy

INTRODUCTION

The American Association of Colleges of Pharmacy
(AACP) Committee on Academic Affairs summarized
critical internal and external factors influencing the in-
tegrity and direction of pharmaceutical education. This
environmental scan advanced previous work suggesting
the academy maintain a ““dynamic curriculum congruent
with the needs of society.”! The most influential factor
was the release of modifications to the pharmacy profes-
sional degree standards (Standards 2007) by the Accredita-
tion Council for Pharmacy Education (ACPE).? Standards
2007 emphasized the “development of students who can
contribute to the care of patients and to the profession by
practicing with competence and confidence.” It further
reinforced the recommendations of the Institute of Med-
icine that pharmacists, like all health professionals, be
prepared to “deliver patient-centered care as members
of an inter-professional team, emphasizing evidence-
based practice, quality improvement approaches, and
informatics.”?

Standards 2007 emphasizes the need for pharmacy
students to receive more exposure to quality experiential
opportunities across multiple pharmacy practice settings.
This creates a challenge for experiential programs as the
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availability of preceptors and faculty members diminish.
In fact, the academy is in urgent need of sustainable,
effective models for mentoring and fostering the growth
of junior faculty and preceptors.® Approximately 3 phar-
macy practice members per department resign annually.”*
Pharmacy practice faculty members represent the largest
segment of academia and almost half of pharmacy prac-
tice faculty members are assistant professors with less
than 5 years of academic experience.’ Faculty and phar-
macist shortages, increasing workloads, poor communi-
cation with administrators, and salary differentials can
create situations leading to faculty burnout and eventual
departure. In order to successfully transform and maintain
quality curricula, the academy must proactively engage
the faculty workforce so they are prepared to guide the
next generation of direct-patient-care practitioners.’
Growth in new schools of pharmacy and expansion of
existing programs in the context of decreased faculty
resources may jeopardize the future enterprise of phar-
macy education. Solutions to effectively recruit, mentor,
and retain junior faculty members are complicated by the
sheer numbers of new faculty members hired annually
compared to the number of senior faculty members who
assist with development and mentoring activities. Given
the desire to positively influence measures of performance,
faculty morale, satisfaction, and overall engagement
within St. Louis College of Pharmacy, a strategic frame-
work was created to address junior faculty development in
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an outcomes-based, comprehensive manner, while max-
imizing existing faculty time and resources.

DESIGN

The St. Louis College of Pharmacy desired to create
a systematic framework linked with outcomes to guide
quality improvement and faculty success. The format of
a Faculty Academy was chosen as a means of connecting
diverse activities, workshops, simulations, reflections,
and social interactions in an organized fashion. The fol-
lowing principles guided the design of the program: (1)
reinforce mission, vision, and core values as often as pos-
sible to create a community of pharmacy faculty with
shared understandings; (2) drive quality improvement
through timely assessments and evaluations measuring
progress; (3) model processes or “‘best practices” requir-
ing participants to perform at increasingly higher levels as
they progress through the Faculty Academy; and (4) fos-
ter organizational commitment for the faculty develop-
ment initiatives.

Methodology for Faculty Academy Design

In order to systematically design a sensible program
for new faculty members, it was important to clearly de-
fine the complex series of steps fostering program devel-
opment and implementation. In this methodology (Table

Table 1. Methodology for Faculty Academy

1), the authors expanded the concept of “reframing” to
ensure success of the program. This framework helped the
designers to uncover potential obstacles and to organize
the complex steps in logical, effective sequences.®”’

To begin, the authors set the scope of the program by
articulating the starting and ending points for the initial
phase of the Faculty Academy. The assumption was made
that new faculty members would begin the program with
minimal knowledge of teaching and learning principles.
Therefore, more emphasis was placed on the themes de-
scribed in Table 2 and at a more basic level. Within each
theme, decisions were made to define the level of perfor-
mance expected to be achieved at the completion of the
program. These outcomes served as a compass to ensure
the consistency of performance expectations while keep-
ing in mind that the audience was junior faculty members.
A decision was made to provide more emphasis on teach-
ing and learning while maintaining a balance with other
dimensions such as service and scholarship themes.

Once the scope of the program was defined, the
authors critically evaluated faculty development needs
utilizing the cognitive lenses.’ By doing this, an inventory
of key issues was identified within each frame. It was
important not only to consider cognitive components such
as key content areas to include within workshops, eg,
the psychology of learning, but to also think about social

What to Learn?

Step 1: Construct vision, mission, and values for the Faculty Academy

Step 2: Create specific, measurable, attainable, realistic, and timely learning goals

Step 3: Produce critical knowledge concepts and organize into themes (content)

How to Learn?

Step 4: Identify important cognitive, social, and affective skills needed by faculty

Step 5: Match context, instructional processes, and learning tools to content and skills

Step 6: Prioritize set of activities to achieve learning goals

Which to Select?

Step 7: Revise Steps 3-6 using 4 Frames (Symbolic, Structural, Human Resource, Political)

Step 8: Allocate time across the activities
Step 9: Sequence activities across program length
Step 10: Peer assess activities and make final revisions

What to Assess?
Step 11: Produce key performance criteria
Step 12: Design assessment system

Who Knows About It?
Step 13: Communicate Faculty Academy activities

How to Improve?
Step 14: Modify program based on evaluation




Table 2. Examples of Frame-Based Activities
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Cognitive Frame

Concentrated Period

Longitudinal Period

Start-up equipment and resources
“Lunch-n-Learn” meetings with peers
Social activities with colleagues
Observation of “best practices”

Symbolic Welcome reception
Feature article in Script about faculty
White coat for each faculty member
Protected time to focus on practice
Structural Psychology of learning

Opportunities for scholarship

Creating a research question

Giving and receiving feedback

Tips for test writing

Practice site orientation
Time management

Human Resource

Classroom and conflict management

Keys to financial success
Political Creating a practice agenda

Building relationships in the workplace

Leadership principles
Annual plans and promotion

Creation of individual goals
Dossier development
Monthly division meetings
Committee assignments

Mentoring activities

Strengthsfinder

StressMap

Monthly newsletters from Director
Starting a new practice: panel discussion
Progress updates with Director

Site visits with key stakeholders

and affective qualities as well. Therefore, new faculty
members were put into situations where they had to
demonstrate abilities such as interacting with students,
giving feedback, and professionalism. Next, the authors
merged the inventories together to consider contexts in
which the critical issues should be delivered or “prac-
ticed” by new faculty members. For example, decisions
were made to have faculty members not only read articles
about classroom active-learning techniques but also ob-
serve senior faculty members demonstrating techniques
in a classroom, with new faculty members providing an
assessment and self-reflection. This was followed by
a team of new faculty members leading a book club such
as How Full is Your Bucket?, in which they designed the
active-learning techniques and delivered the program for
an audience of peers. The emphasis was placed on pro-
cesses that model and reinforce ““best practices” of teach-
ing and learning while fostering a greater understanding
of core values and expectations within the College.
Once the key elements were placed into specific con-
text and grouped into logical activities, the next challeng-
ing step was sequencing the order. To help create more
focus, criteria were designed for each phase of the acad-
emy to ensure that each set of activities allowed faculty
members to build upon the previously practiced abilities,
ensuring their growth as they progressed through the
academy. The foundation period was the first 4 weeks
of employment. The longitudinal period was the next 3
months in which the faculty members were primarily ob-
serving, practicing, and receiving feedback on various
activities. The performance period was the next 6 months
in which each member was actively performing key ac-

tivities such as taking his/her first student on an advanced
practice experience. Within each stage, criteria facilitated
both organization of product and processes so that faculty
members experienced “just in time” learning.

For each series of steps, feedback mechanisms were
important as a means for assessment and evaluation. Not
only did faculty members have opportunities to complete
self-assessments and receive peer feedback, but the data
gathered provided feedback to the academy designers re-
garding ways to improve the program. A method of iden-
tifying strengths, areas for improvements, and insights
was incorporated into the program to provide feedback
for improvements. As a faculty member moved from one
stage to the next, information and resources were made
available to assist with development.

“Frames” as a Quality Enhancement Tool

A key element of the methodology used was the in-
corporation of frames as a method to enhance the quality
of the program. Reframing is based on the work of Bol-
man and Deal who introduced the concept within their
book Reframing Organizations: Artistry, Choice, and
Leadership.” The authors describe cognitive lenses that
help leaders look at complex and deceptive and perhaps
surprising aspects of organizations through 4 perspectives
or “frames” to help find clarity and meaning that can lead
to good decision making. The symbolic frame guides one
to think about symbols that carry powerful emotional
messages that create the culture within the organization.
The structural frame allows one to focus more on the
organizational structure, policies and procedures, or per-
haps committee structures that help to form goals and
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outcomes. The human resource frame allows one to focus
more on the individuals within the organization in order to
recognize and reward talent, seek ways to enhance de-
velopment, or empower individuals. Finally, the political
frame provides more focus on methods for managing con-
flict, identifying stakeholders, mapping the political ter-
rain, bargaining and negotiating to set agendas.

Symbolic Frame. Symbols are often used to rein-
force the culture within an organization. Symbols can
be simple activities, like meetings or social events, or
more significant events like merit raises, graduation cer-
emonies, or white coat presentations. Also, symbols can
be the collective “way of being” within an organization,
such as furnishings, photographs placed on desks, or the
clothing worn within the organization. Together, these
symbols create images of meaning that share information
with others regarding “‘the way we do things.”” Hopefully,
they reinforce positive, constructive images of the insti-
tution. When symbols are genuine they can stimulate the
mind’s eye, touch the heart, or rally support during stress-
ful times. When they are superficial or inauthentic, col-
leagues may see them as a waste of time or sustaining
a hidden agenda. Therefore, good intentions can be inter-
preted in the wrong way. For example, faculty evaluations
could be considered as a positive activity to reinforce
individual strengths, recognize good work, and reward
excellence. However, if they are conducted in ways per-
ceived as subjective, disorganized, or demoralizing, then
the outcome is destructive.’

The first step of planning was to create an inventory of
the symbols within the College to decide if they sent the
intended message and then decide upon components that
should be reinforced within the Faculty Academy. Table 2
summarizes examples of symbolic items that were incor-
porated into the program. The inventory was updated an-
nually to evaluate whether modifications were needed. It
is important to tailor the Faculty Academy to the mission
and vision of the institution. The vision of St. Louis Col-
lege of Pharmacy was to be the benchmark learning-and-
growth-centered college of pharmacy. Therefore, the
symbols would be more reflective of this emphasis on
excellence in teaching and learning. The vision of the
Division of Pharmacy Practice’s was to be recognized
as aleader in academic clinical pharmacy. The Divisions’
mission was to make a meaningful difference in student
learning, patient care, and pharmacy education. To
achieve this end we were committed to (1) developing
an assessment-driven curriculum that provides students
with the necessary knowledge, skills, and attitudes to suc-
ceed in the future; (2) supporting role-model faculty prac-
titioners who impact on patient outcomes and achieve
high levels of credibility with other members of the health

care team; (3) creating opportunities for all faculty mem-
bers to engage in purposeful research and scholarship that
address questions related to pharmacotherapy, education,
or patient care; and (4) achieving effective collegial and
mentoring relationships with students, trainees, and fac-
ulty peers.

Structural Frame. Organizations use structures
such as committees, policies, and procedures to create
expectations, define lines of communication and author-
ity, and establish goals for achieving defined outcomes.’
Therefore, significant time should be allocated to foster
the understanding of the structure within the college. By
reviewing the organizational structure of the college and
general duties of key administrators, the faculty develops
a better understanding of their major responsibilities in
case questions arise or assistance is needed. The strategic
plans provide concepts about goals and direction for the
future which give faculty members a sense of “the Col-
lege’s” expectations as they prepare individualized goals
for their immediate future. Some of the most important
items were those “just in time” that help address imme-
diate questions or concerns for new faculty members,
such as the process for determining topics to teach,
expectations for students completing advanced practice
experiences, indicators regarding good performance, and
calendar of upcoming events.

The content for the academy was guided by the 10
principles of “good practice” created by Chickering and
Gamson: communicates expectations for performance;
(2) gives feedback on progress; (3) enhances collegial
review processes; (4) creates flexible timelines for tenure;
(5) encourages mentoring by senior faculty; (6) extends
mentoring and feedback to graduate students who aspire
to be faculty members; (7) recognizes the department
chair as a career sponsor; (8) supports teaching; (9) sup-
ports scholarly development; (10) fosters a balance be-
tween professional and personal life.®

In addition, Wilkerson and colleagues proposed that
a comprehensive development program should include
promotion of individual scholarship and overall academic
success (professional) and opportunities for faculty mem-
bers to enhance teaching abilities (instruction); become
change agents within the organization (leadership); and
influence the culture of the institution (organizational).’
MacKinnon provided further information on topics and
delivery options that are most desirable during a faculty
member’s first year.'? These items included developing
instruction methods, grant writing skills, using technol-
ogy, managing personal time, and understanding the pro-
motion and tenure processes. The most preferred method
of delivery consisted of live seminars followed by com-
puter-assisted instruction. Table 2 describes structural
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examples of the critical themes incorporated into the Fac-
ulty Academy as well as activities that provided faculty
members chances to be actively engaged. In addition, the
activities provided faculty members with exposure to
“best practices” for teaching and learning and all activi-
ties were designed to progressively build on each other so
that faculty members would be challenged to reach higher
levels of performance.

From the structural perspective, the goal of the acad-
emy was to create a clear picture of the structure of the
College. In order to model this aspect, attempts were
made to ensure that the academy was well organized.
First, a survey was conducted to determine the most im-
portant information that new faculty members needed as
they began an academic career. Artifacts incorporated
into the academy were distributed in a binder or hardcopy
format and via the online course management program,
WebCT. This online system was specifically used so fac-
ulty members could become familiar with the technology
from a student perspective. In addition, an Intranet site
was available to faculty members called, “myStLCoP”
which allowed access to policies, forms, committees, and
Internet links from a single Internet location.

Besides providing key documents and artifacts for
faculty members, another major step of the academy de-
velopment was deciding on the concepts, processes, and
contexts to use for faculty learning. Phase one of the
academy was a 4-week program coinciding with the first
day of employment. This allowed emphasis to be placed
on general campus and clinical site orientations and the
basics for student teaching and learning. During this time,
faculty members spent each morning at their assigned
clinical site conducting orientation activities followed
by campus programming in the afternoons. Since our mis-
sion was to provide excellence in teaching and learning,
a majority of our content emphasized this theme. At the
conclusion of phase one, the faculty began a longitudinal
aspect that was more individualized to best meet their
development needs. Finally, the academy was meant to
engage faculty members in various activities so they
could “practice” in a controlled environment and to pro-
vide them with opportunities for self-reflection and peer
feedback. Therefore, the concepts were often delivered
via structured homework, online presentations, readings,
or live seminars. This was typically followed by opportu-
nities to “do” or practice these abilities. The following
summarizes some of the practice opportunities embedded
within the academy: providing feedback to residents, pre-
paring teaching and learning materials such as cases or
test questions, assessing self or others and discussing how
to improve assessment abilities, leading book clubs for
the division that allowed them to incorporate the teaching

techniques learned, observing facilitation sessions, plan-
ning syllabi and sharing feedback with mentors, making
site visits to observe how other faculty members have
created learning environments in clinical practice, and
creating learning activities using technology.

Human Resource Frame. One of the greatest re-
sources within a college of pharmacy is its people. Each
person is uniquely talented to advance the mission of the
college. Bolman and Deal indicate the importance of
a “good fit” between employees and the organization.
For example, faculty members seek activities that are
meaningful and will ultimately bring happiness and pride.
College of pharmacy seek “the best and brightest™ indi-
viduals who have good ideas and abilities to achieve or-
ganizational goals. Therefore, it is a symbiotic relationship
that should be nurtured. It is critical to consider the way in
which we reward and recognize quality work while fos-
tering individual growth as academicians.’

Based on the human resource frame, activities should
be designed that place emphasis on methods to recognize
and reward excellence, build powerful relationships, en-
courage empowerment, and provide opportunities to con-
tinuously develop strengths. Activities should be planned
to allow new faculty members to socially interact with
each other as well as other faculty or staff members in
order to foster trusting relationships. In addition, time
should be set aside to clearly describe the expectations
of new faculty members and how they relate to the expect-
ations of other faculty members. Often, individuals want
to make sure they are “pulling their fair share” of the
workload and contributing to the overall functioning of
the college. Mentors assist new faculty members with
developing an individualized development plan and of-
fering tips for success. Finally, the reporting supervisor
should consider methods for recognizing the successes of
new faculty members and routinely meet with new faculty
members to discuss progress.

Table 2 summarizes examples of the activities incor-
porated into the Academy based on this analysis of human
resource needs within our College. Table 3 provides an
excerpt of mentoring activities incorporated into the Fac-
ulty Academy that ran longitudinally during the first year.
Each new faculty member was assigned to a senior mentor
to assist with transition into the College. Individuals were
paired based on shared areas of interest, previous profes-
sional background, teaching responsibilities, and personal-
ity. The assignments were made by the Division Director
following conversations with each new faculty member.

Political Frame. The political frame emphasizes
building supportive teams, dealing with conflicts, and
advancing agendas. This frame provides insight for
new faculty as they create pharmacy services within
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Table 3. Mentoring Activities Incorporated into Faculty Academy

Classroom discussion sections. Give feedback on:
¢ Organization, control of section, approachability/attitude

e Teaching style (ability to stress important points, summarize)

o Giving feedback (appropriate; clear; formative)

¢ Time management (arrives/begins promptly, stays on schedule)

Didactic teaching (review therapeutics lecture template). Give feedback on:

o Lecture organization and clarity
e Balance of traditional lecture and active learning
o Quality of handouts and study guides
o Clarity and quality of facilitation questions
¢ Quality of examination questions
Experiential teaching. Give feedback on:
o Interaction with students.
e Questioning style and evaluation methods
o Syllabus for clarity, completeness
Teaching, practice, and outreach portfolio. Give feedback on:
e Division guidelines
e Sample portfolios of Division faculty
Clinical service. Give feedback on:

o Practice vision/expectations and compare with Division practice group and/or clerkship syllabus role model expectations

e Clinical role, compare with your own

e Methods of practice activity documentation
Scholarship. Give feedback on:

e Project ideas for faculty member

e Process to integrate scholarship into faculty member’s daily activities

o Collaborative projects the mentor and faculty member are working on

e Grant and contract deadlines and opportunities

¢ Faculty member’s motivation and ability to write and publish

General

e Perform assessment of above activities and provide formative feedback

o Assess time management skills and provide formative feedback

e Discuss role management (College vs. practice site); involve Division Director

o Help with dossier development throughout academic year

new practice sites. Bolman and Deal emphasizes that
organizations are typically filled with individuals with
varying backgrounds, opinions, and interests. These coa-
litions help shape the values and agendas of colleges of
pharmacy and are influential in determining the allocation
of scare resources. Therefore, it is imperative that faculty
members develop skills such as bargaining, negotiation,
and positioning oneself among competing stakeholders.”

Given these assumptions, new faculty members must
develop the abilities to mobilize individuals in a fashion
to accomplish important objectives despite obstacles and
external forces. Bolman and Deal describe these key skills
as “agenda setting, mapping the political terrain, net-

working and forming coalitions, and bargaining and ne-
gotiating.” Therefore emphasis is placed on activities that
help new faculty members create agendas for implement-
ing a clinical practice that will effectively support the
experiential education of students and provide a model
for innovative patient care. These activities guide new
faculty members to think about the needs of the providers,
the patient population, and the pharmacy services that
best serve them, and balancing these aspects with the
strengths and expertise of the faculty member. This needs
assessment allows the faculty member the opportunity
to set measurable goals, a statement of direction, and
a strategy to move with focus toward implementation.
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Activities to help faculty members with this aspect are
included in Table 2.

Faculty mentors and the department chairs play an
important role in familiarizing new faculty members with
the political terrain and identifying key stakeholders
within the organization. Communication is also important
and mentors can help new faculty members determine
essential channels of communication while uncovering
potential “landmines™ or challenges. It is essential that
supervisors adequately prepare a practice site in advance
for the new faculty member. This helps to create a shared
understanding of the role of the individual and eases the
faculty member’s transition into the new environment.
The department chair is an integral person in helping
the new faculty member form a coalition of support for
new services and activities.'' The chair serves as the
“cheerleader” and prevents new faculty members from
getting caught in the middle of a tug-of-war between
practice site wishes and college needs. Finally, junior
faculty members need guidance regarding methods for
bargaining and negotiating for resources, privileges, and
promotions so that mutual gain can be achieved while
holding to a standard of fairness.

Engagement. The Faculty Academy involved the
entire division of pharmacy practice. Therefore, ameasure
was sought to determine the influence of the program in
overall division performance and culture. The engage-
ment of faculty members within the department was mea-
sured by the Gallup Q index.'? The Gallup University
interviewed over 1 million employees worldwide across
more than 2500 business, healthcare, and educational
organizations. Analysis of employee attitude responses
isolated specific dimensions that differentiate very suc-
cessful units from less successful ones. Their research
produced a set of 12 items that measured employee “en-
gagement.” Engagement is the description of positive
employee perceptions that best predicts retention of
employees, overall organization productivity, satisfac-
tion, and profitability of an organization. Validity was
established by comparing top-performing organizations
and poor performers to analyze the engagement index
corresponding to the resulting workplace outcomes.
Changes in the engagement index of at least 0.2 units
resulted in significant workplace outcomes.

ASSESSMENT

Twenty-one individuals participated in the St Louis
College of Pharmacy’s Faculty Academy from 2005-
2007. Faculty engagement improved from a baseline
score of 3.37 in 2004, which was below the national
benchmark Gallup 50th percentile (3.72). By 2007, the
College’s engagement score rose to 3.91, approaching the

Gallup 75th percentile (4.0). The most dramatic rise was
observed in items related to employee recognition and
praise (+1.4) and encouragement of personal develop-
ment (+0.83). While no areas declined, the least dramatic
improvement was observed in the dimension measuring
perceptions of colleague commitment to quality work,
which faculty members had rated high at baseline. The
improvement in organizational engagement reflected an
improvement in retention rates. For example, the Col-
lege’s attrition rate improved from a 5-year average of
25% (2000-2004) to 6% (2005-2007).

During the Academy, faculty participants were asked
to provide feedback regarding the quality of the program-
ming. Overall, the assessments were positive and pro-
vided direction for continued improvements. Feedback
such as “the academy recognized we were humans, not
robots. It was great to hear that we should block off time to
focus on personal development like hobbies and not just
do work. It was nice they encouraged us to block off time
for personal activities to create balance” and “peer as-
sessment of lectures and slides prior to presenting them
for a class is very informative and really accelerated the
mentoring process’ allowed us to build upon the strengths
of the Faculty Academy. Feedback such as “midway
through the first year it would be nice to have some
focus sessions on ‘balancing’ scholarship with teaching
and how to make sure we have protected time to develop
scholarship” provided suggestions for improving the
program.

The professional growth of faculty participants was
measured by various metrics illustrating productivity
changes. The average publication per faculty member
per year increased from 0.72 (2004) to 1.46 (2007). The
number of abstracts, case reports, or monographs per fac-
ulty member per year increased from 0.52 (2004) to 1.53
(2007). The number of invited national lectures, papers,
and posters increased from 1.1 (2004) to 1.78 (2007). The
percentage of pharmacy practice faculty members with
the credential of board certification increased from 62%
(2004) to 81% (2007). The overall composite rating of
individual teaching performance improved from a mean
score of 3.95 (2004) to 4.48 (2007), using a scale of 0.0
(lowest performance) to 5.0 (highest performance). Fi-
nally, 4 faculty members were successfully promoted to
the rank of associate professor and 16 assistant professors
received positive third-year promotion and tenure
reviews by peers reviewing dossiers and performance
portfolios.

St. Louis College of Pharmacy demonstrated commit-
ment to professional growth by providing resources for
faculty development activities embedded within the Fac-
ulty Academy. Overall, the pharmacy practice operational
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budget grew with approximately a 90% increase in faculty
development funds, along with the creation of new budget
lines for faculty retention and professional development
exceeding $10,000 to support the Faculty Academy pro-
gram.

DISCUSSION

An AACP taskforce identified the need for members
of the academy to develop, implement, and share model
programs and “‘best practices” so that more programs
could be implemented in the future.? This paper describes
a methodology for designing a comprehensive, sustain-
able faculty development program, the Faculty Academy.
It demonstrates that a College of Pharmacy can effec-
tively incorporate evidence-based strategies using a
reframing analysis to help balance the various internal
and external factors most likely to influence faculty re-
cruitment, retention, and engagement.

Colleges of pharmacy can do much more to address
the needs of faculty members in a formal, comprehensive
manner. Based on the AACP Task Force on Faculty
Workforce projection that the number of vacant faculty
positions could surpass 1200 by the year 2017, the com-
mittee wrote “hindsight being what it is, it is safe to say
that the academy would be in a different place today, if it
would have been more responsive to earlier warnings.”>
MacKinnon collected data from a random sample of 600
faculty members to determine the attitudes and experien-
ces of pharmacy educators toward faculty development
programs. Approximately 25% indicated programs for
newly hired faculty members existed within their colleges
of pharmacy. The level of formal faculty development
opportunities was available in less than 10% of institu-
tions. Finally, the majority of respondents did not per-
ceive a mentoring relationship present within their first
academic appointment.'® In fact, Wutoh and colleagues
found only 18% of colleges have formal mentoring pro-
gram in place."

The lack of junior faculty mentorship and develop-
ment may jeopardize the integrity of future academic
pharmacy programs. An AACP Task force articulated
several important internal and external forces influencing
faculty and academic institutions. Examples of the critical
internal factors included the following: demand for fac-
ulty to meet needs of new pharmacy schools, lower sal-
aries in academia compared to other pharmacy sectors,
substantial retirement within the academy during the next
5 years, and quality of life concerns as faculty struggle to
balance career and family/personal needs. Examples of
critical external factors include the following: changing
financial climate with more emphasis on research and
grants, globalization of professional education, technol-

ogy advances for delivery of education, and changes in
pre-professional requirements to remediate poor high
school preparation.

Along with the pressures described above, the current
workforce shortage makes it challenging for colleges of
pharmacy to hire qualified faculty members. A 2006 sur-
vey conducted by the AACP revealed the pharmaceutical
education enterprise was supported by approximately
4300 full-time pharmacy faculty members with nearly
40% consisting of junior faculty members within phar-
macy practice.” The rise in pharmacy practice faculty
members is not surprising given the increased require-
ments for experiential learning activities, the opening
of new pharmacy schools, and the increase in existing
enrollments to address pharmacy workforce shortages.
In 2005, the demand for faculty members, as reported
by 76 colleges and schools of pharmacy, exceeded 400,
with the vast majority consisting of pharmacy practice
faculty members.> AACP has suggested colleges prefer-
entially hire pharmacy practice faculty members with 2
years of residency training. The 2007 results of the match-
ing process for ASHP accredited residency programs in-
dicated that less than 200 second-year residency positions
were filled for 2007.'* Therefore, it appears that the in-
adequate supply of practitioners with more advanced
training will result in more junior faculty members re-
quiring development and mentoring. By hiring these indi-
viduals, colleges are accepting an immense responsibility
and commitment to foster continued professional devel-
opment for junior faculty members within the intricate
academic environment.

The strength of the Faculty Academy is the structure
of the program as a system for outcome-based faculty
development. Rather than simply a series of disconnected
workshops, the Academy format connects learning out-
comes for new faculty members across multiple di-
mensions, while emphasizing the foundations of both
collaborative mentoring and more typical mentor-protégé
models. While little is published regarding faculty acad-
emies, the concepts of building communities or teams is
widely used in academia to attain levels of performance
that serve as catalysts for enhanced productivity within
the entire organization. Teams foster the development of
trusting relationships, shared values, healthy debate of
ideas, and accountability for achieving progress.'”

Another strength of the Faculty Academy is the im-
portance placed on gaining organizational commitment,
creating flexibility to meet the individualized needs of the
faculty member, and providing resource commitment by
college leadership to support the program. Faculty mem-
bers serve in so many roles. They are our clinicians, teach-
ers, ambassadors, and scholars. Therefore, the program
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must be diverse to prepare new faculty members for the
tripartite mission of higher education. In addition, it is
critical that senior faculty members serve as mentors to
help form a sense of trust and development. Through these
relationships and bonds, a support system is created
whereby faculty members can develop trust and camara-
derie with colleagues. Because new faculty members feel
bewildered about the range of things expected of them, it
is helpful that the Academy created a sense of direction,
goals, and integration into the College. Faculty members
from across disciplines and administrators up to the Pres-
ident of the College participated in leading sessions of
the Academy. This was an important symbolic message
to everyone of the importance placed on developing
new faculty members and integrating them within the
organization.

An area of improvement for the Faculty Academy is
to include programming beyond the initial year of em-
ployment. This is a critical time that could bridge to the
promotion and tenure midpoint review which occurs at
the end of their third year. This would give more time to
encourage development as a scholar by collaborating on
research endeavors and other scholarly projects. In addi-
tion, the program should be modified to include new hires
from other disciplines. Since St. Louis College of Phar-
macy is a 0-6 pharmacy program, the college is composed
of liberal arts and science faculty members as well as the
pharmacy faculty. A process should be created to rou-
tinely have a focus group of faculty members and practi-
tioners conduct environmental scans of the literature to
recommend additional ideas to incorporate into the Fac-
ulty Academy. Finally, other metrics should be consid-
ered as a means to monitor success of the program, such as
senior faculty perceptions and teaching and learning per-
formance, as well as measuring student learning out-
comes as a result of the program.

The major insight gained through development of the
Faculty Academy is the important role colleges of phar-
macy have in proactively creating successful strategies
for recruiting and retaining faculty members. A Faculty
Academy is only one component of a college’s armamen-
tarium for achieving faculty engagement. It was impor-
tant that all faculty and administrators participated in the
program through attending informal discussions or lead-
ing workshops because it conveyed the College’s level of
commitment and sent an important message regarding the
significance and value of mentoring faculty members.
Recruitment strategies may consist of exposing students
and residents to aspects of the academy earlier in their
training, supporting residency programs, and conducting
strengths-based interviewing strategies to ensure appro-
priate faculty members are hired to meet the challenges

facing the college of pharmacy. Retention strategies may
consist of salary adjustments, sabbaticals, novel benefit
packages, and creative workloads to achieve balance. In
concert with these initiatives, the Faculty Academy con-
cept establishes an environment for promoting profes-
sional growth.

CONCLUSIONS

A framework for designing a Faculty Academy in
a college of pharmacy was introduced. The strategy is
helping the College address professional development
and engagement of faculty members. Keys to successful
implementation include an environmental scan to under-
stand the internal and external forces influencing faculty
engagement and using a reframing analysis to determine
key aspects to incorporate into the development program.
Overall, faculty members were pleased with the program
as demonstrated by positive reflections, and the program
has led to objective growth in metrics of engagement.
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