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A STUDY OF FACULTY MOTIVATIONAL AND ROLE DYNAMICS IN HIGHER EDUCATION
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MINISTRY OF HIGHER EDUCATION
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ABSTRACT
Education in developing countries is at a critical juncture: a potential crisis in the teaching profession threatens the ability of national governments to reach
internationally agreed targets to expand and improve education. In many developing countries, the teaching force is demoralized, and fractured. Teachers
previously benefiting from considerable public respect, and reasonable financial reward, feel that their status is in decline. As a result, the teaching profession in
developing countries is characterized by high attrition rates, constant turnover, lack of confidence and varying levels of professional commitment. The paper does
empirical analysis on select sample of respondents and provides insights on the significance of faculty motivation perspectives and its significant impact upon
imparting quality higher education in a contingent academic framework.

KEYWORDS

Faculty motivation; role; teaching; work load.

INTRODUCTION

eachers often feel powerless either to create positive learning experiences and outcomes for their pupils or to improve their own situations. Despite the

pivotal nature of the teachers’ contribution to education, there is a tendency on the part of national and international policy-makers to by pass teachers

in decision-making, and to neglect their needs when considering new policy directions.
“If teaching and learning are beginning and end of the educational planning process then all matters that bear on the welfare, professional development and
effectiveness of the teacher must be of prime importance (Coombe, 1988).
An exploration of teacher’s motivation provides an opportunity to develop a holistic understanding of the interplay between teacher’s remuneration needs,
professional and pedagogic support needs and their relationship to wider society. Both the public and policy makers fail to give professional development a high
priority. The public and policymakers perceive (instructors) are working only when they are with their students...Education must respond to the changing needs
of students and (faculty), just as business has reacted to its changing needs by implementing employee training (Darling-Hammond, 1991).
Institutes have tended to undervalue professional development, making faculty members responsible for their own continuing education. In reality, if staff
development for instructors is to be truly effective, administrators must not simply pay lip service to the cause. They must take supporting action (Persky,
1990).Research shows faculty motivation can be grounded with three dimensions: needs, directions and goals (Workshop, 2004).There was found to be five
different aspects of motivation: competence, autonomy, goals, Relatedness and Context believes. Today Motivation must be understood by those doing
educational programming, particularly those working directly with people. Beaudoin (2003) stressed the importance for institutional leaders “to be informed
and enlightened enough to ask fundamental questions that could well influence their institution’s future viability. Decision makers often rely on long-term
demographic and economic projections, based on current trends and foreseeable influences, in their strategic planning (Reeve, 2002).The traditional faculty
roles are shifting or unbundling. Rather than incorporating the responsibility for all technology-and competency —based functions into a single concept of ‘faculty
member’, universities are disaggregating faculty instructional activities and (assigning) them to distinct professionals (Paulson, 2002).Initially the studies of
Wergin, Mason and Munson (1976) and Bess (1982) both indicate that the factor most predictive of success in faculty motivation is depth of knowledge about
the faculty members and their personal characteristics. Instructional approaches are becoming more learner-centered: “recursive and non-linear, engaging, self-
directed, and meaningful from the learner’s perspective (McCombs, 2000). Whereas in the past, most instructors followed a “transmission” or lecture-style
approach to teaching, more instructional diversity is occurring among teachers who are trying a larger variety of approaches (Eckert, 2003). Faculty work is
traditionally demarcated in three areas: teaching, scholarship, and service (Boyer, 1990). That is, while teaching four courses per semester (including class
preparation, reading and responding to student work, advising, office hours, etc.) and serving on department, college, and university committees, faculty are
also expected to do their research and writing and give service to some part of the professional and education communities. It can be a daunting workload even
without external forces begging for time. In their study of Promotion and Tenure: Community and Socialization in Academe, Tierney and Bensimon (1996) reject
the myth that IHE faculty "work short hours and occupy their time with globe-trotting to conferences and lingering over leisurely lunches at the faculty club" (p.
59). Examples drawn from their interview data indicate that faculty work six and seven days a week, and during summer recesses. They report that "faculty in
business, engineering or the sciences who had been in industry or business previously... said they worked harder in and spent longer hours in their academic
positions" (p. 61).

WORKLOAD

Layzell (1996) reported that the typical faculty work week ranged from 47 hours (two-year institutions) to 57 hours (research universities). Although there are
not great differences between actual and desired amounts of time faculty devote to the three areas of their working lives, it would appear that they feel that
administrative and teaching responsibilities impinge on their research time and that they would like to reduce administrative tasks more than teaching activities
to reallocate time toward research. Teacher education faculty reported that they spend about 48 hours per week on professional activities (RATE V, 1991).
Approximately 65 percent of their time is spent on teaching-related activities, about 16 percent on research, and about 18 percent on service. They would like to
spend about 57 percent of their time on teaching, 25 percent on research, and 18 percent on service. Howey (1994) found that "the majority of teacher
education faculty ... report both a dissatisfaction with their workload (56%) and a lack of time and support for scholarship (53%)" (p.27). Looming over any
discussion of faculty workload are the institution-specific retention, tenure and promotion (RTP) policies that hold faculty accountable for their professional
lives. The way in which local RTP policies reward (or punish or ignore) faculty work on program revision that lies outside the traditional boundaries of teaching,
scholarship and service can affect faculty eagerness to work on mandated projects. In contrast, Castle and Schutz (2002) reported that senior faculty feel more
relaxed about their working lives. They do not necessarily work any less hard than they did previously, but the added stress of worrying about tenure and
promotion is behind them.
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COLLABORATION

Faculty collaboration on program development often transcends departments and programs. Since content in teacher preparation draws on several disciplinary
foundations, developing a credential program can require working with unfamiliar colleagues with different disciplinary backgrounds and different perspectives
on all the issues. Collaboration therefore requires willingness and skill on the part of faculty. Consensus on key issues about how best to prepare teachers has to
be reached. Differences on course content as well as unit allocation to different courses have to be resolved. As faculty withdraw, they take their history,
expertise and experience with them and they are replaced by faculty who has to be brought up to speed with the project. The turnover of participating faculty
can have an adverse impact on the project's timeline and can also contribute to an increase in workload for some of the remaining veterans. Labaree (2003)
identifies how the different working cultures of practitioners and professors lead to different assumptions about the role and validity of forms of knowledge
generated by practice and research. He suggests that a greater understanding of "the traits that teachers bring with them... need not [lead faculty members] to
apologize for seeking to change these teachers into researchers. That, after all, is their job" (p. 21). Most faculty members at institutions of higher learning began
their career in academia; and most individuals with doctorate degrees entered graduate school with plans to teach after graduation (Hoffer & Selta, 2001). From
a sample of faculty in a large, research-oriented university, Sorcinelli and Andrews (1987) examined the way faculty members articulate their career goals.
Results show that both male and female faculty tended to focus primarily on research goals with a desire to contribute significantly to their discipline through
scholarship, followed by teaching and outreach goals. It is argued that this finding is parallel to the stated mission of the university for which faculty work.
However, female faculty expressed more uncertainty about their future, more interest in curriculum development, more concern with collegiality, and less
satisfaction with their career choice. Male faculty, conversely, expressed greater career satisfaction and more interest in administrative positions.

While there is abundant literature on the correlates of faculty teaching effort and behaviour (Blackburn,et al., 1986) there are few empirical studies designed to
understand how these institutional and faculty characteristics affect role performance. Most of the research has assumed that features of the organizational
context-mainly reward and merit incentives-strengthen and encourage desired behaviour or that individual characteristics-such as values and beliefs —determine
how faculty spend their time. Critics of this literature (Lawrence and Blackburn,1988) note that motivation is more likely due to interactions between
environmental properties and individual dispositions, beliefs, and perceptions. In other words people respond differently to the same organizational conditions
depending on how they understand them and whether they accept them.

Aldefer (1972) indicates that frustration of growth (generativity and self-actualization) needs increase the desires of relatedness satisfaction, and frustration of
related needs leads to the desire for existence gratification. For example, frustrated researchers might turn to affiliation available through teaching, frustrated
teachers might move to another institution, extend their education, or participate more in administration. MacKeachie (1982), Csikszentmihalyi (1982) and Deci
and Ryan (1982) all suggest that faculty are intrinsically motivated and have limited positive extrinsic motivation possibilities. Intrinsic motivation is coincident
with the higher levels of Maslow’s need hierarchy, while extrinsic motivators are appropriate for the lower levels of the hierarchy.

ORGANIZATIONAL CONTEXT

Organizational structure, external rewards, (such as promotion and pay) and feedback are examples of extrinsic rewards — which are seen as somewhat self-
defeating when used in a controlling manner. If extrinsic rewards are used, then faculty may slacken their efforts once full professorship and tenure have been
obtained; such administration may build in a never-ending spiral of salary increases in hopes of continuing faculty motivation. However, providing external
evaluation in an informational way can lead to motivation. Slight discrepancies from a faculty’s self image may motivate change; however, large external
evaluation discrepancies are rejected. Finally to little extrinsic feedback can lead to de-motivation.(Sloan,1997).

Deci and Ryan (1982) indicate that intrinsic motivation appears to work equally well for both teachers and learners. A teacher who is intrinsically motivated
seems to enjoy the activity for its own sake and has a good chance to get the student to seek the intrinsic rewards of learning. If a teacher is extrinsically
motivated, students might conclude that learning is worthless in and of itself, and lacks inherent value. Whitehead (1929) says that the ideal of a technical
education is to be “.. a commonwealth in which work is play, and play is life.”

It appears that education largely succeeds or fails via motivation. Professing means to live a way of life, almost in a religious sense of devotion. Csikszentmihalyi
(1982) suggests that education is the process whereby the young agree to become adults —not just behaving like adults — enjoying being an educated adult. We
can help students enjoy learning if their professors enjoy learning. If the professor does not enjoy learning, should the young emulate the alienated? At the heart
of all classroom experiences, Csikszentmihalyi (1982) indicates there is subliminal question in the students’ minds, “Does it make any sense to become an
educated adult like this person at the front of the classroom?”

Climate is defined by Ferris and Gilmore (1984) as “individual perceptions of the favorability of the work context”. Others have defined it as “a characteristic of
organizations which is reflected in descriptions employees make of the policies, practices and conditions which exist in the work environment (Schnake, 1983)
Peterson (1988) identified three types of organizational climate that operate simultaneously in the educational environment: the objective, or observable,
climate; and the psychological or felt climate.

RESEARCH METHODOLOGY

The research used Motivation-Hygiene theory of Herzberg. Herzberg et al. (1959) examined motivation and job satisfaction within an organization; findings were
not specific to education, however, the results have been generalized to various career fields including education (Betts, 1998; Chyung, 2005; Lee 2001).
Herzberg et al. emphasized that motivation was not limited by individual views and opinions, but the administrative support and practices of the organization
influenced a person’s motivation to work. As noted by Herzberg based on the findings of the study, “The results indicated that motivators were the primary
cause of satisfaction and hygiene factors the primary cause of unhappiness on the job” (Herzberg, 1968, p. 57). The study outlined two sets of factors defined as
the motivators and hygiene factors.

Motivator factors included both intrinsic and extrinsic factors. Outlined in the motivation hygiene theory are seven motivator factors; “the factors are
achievement, recognition for achievement, the work itself, responsibility, growth or advancement (Herzberg, p. 58, 1968). The factors are based on a person’s
ability to achieve and maintain a positive attitude towards their specific organization and career.

The study was conducted in select universities and technical institutes of North India and the sample size was 230 out of 300, among which 60 did not respond.

RESEARCH QUESTION

What are the major motivators that drive the faculty in higher education scenario?

FINDINGS

The factors examined in this study were the motivation factors detailed by faculty members who participated in this study. Of the seven motivation factors
explored in this study the ranked order was (a) Remuneration, (b) Job Responsibility, (c) Accomplishment (d) Progress, (e) company policy (f) the nature of job
and (g) Recognition.

Population The target population for this study was restricted to full-time faculty members (N=300) who taught in the various Universities and higher technical
Institutions.

Table displays the ranked order of motivation factors and the mean responses with standard deviations.
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Motivation Factors | Mean | Standard Deviation | N=230
Remuneration 3.89 1.04 230
Job Responsibility 3.51 1.29 230
Accomplishment 3.44 1.13 230
Progess 3.31 .97 230
Co. Policy 3.28 .88 230
Nature of job 3.12 1.05 230
Recognition 3.05 1.03 230

DATA ANALYSIS AND FINDINGS

The level of significance that was used for this study was set at an alpha level of 0.05 (a = 0.05).

The A review of the empirical research related to motivation factors revealed that faculty motivation was extremely important. The factors identified in the
literature review were inconsistent and varied depending on demographics, survey instruments applied, and research strategies used. The common motivation
factors that appeared in several studies were: the availability of resources, a transparent system of rewards and incentives, consistent growth, supportive
company policy

CONCLUDING NOTES

The study was conducted to assess the degree of faculty motivation and commitment required for the higher education industry. Motivation factors of faculty
are personal and vary reflecting the needs of the particular population assessed (Betts, 1998; Hood, 2002; Lawyer & King, 2003, Schifter, 2000; Smylie, 1988).
Results were mixed but certain key findings were there: faculty roles are varied and are at times conflicting, the intrinsic factors play a pivotal role as compared
to salary, the perception of restricting company policy demotivates the faculty members to some extent. Thus faculty role and motivational dynamics cannot be
overlooked in the domain of higher education and the time has come when the human resources management in the higher educational industry needs to be
redefined and rejuvenated.
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