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Principles of academic life - appointment, promotion, tenure  
 

Most faculty affairs offices oversee the activities of appointment, promotion and tenure. It is a 
primary duty of the new faculty affairs dean to learn the content, principles and processes outlined in 
departmental, school and university documents that pertain to these activities. The faculty dean should 
be the most informed individual in the school about the documentation required. Your expertise will 
soon be seen as a valuable resource to faculty, chairs and the dean. 

 
With respect to appointment, the interface of the Office of Faculty Affairs and that of hospital 

credentialing and licensure-seeking offices should be clearly understood. When faculty appointment 
occurs with respect to when credentialing and licensure is achieved is a critical timing issue and each 
institution handles this differently. Appointments at advanced rank  (associate and full professor) and 
immediate tenure typically require a promotion committee review and delays can be a point of contention 
in recruiting a faculty member and a point of disturbance for chairs anxious to recruit. Processes should 
be streamlined and not impede recruitment.  

 
Most medical schools have promotional tracks and being aware of the differences between the 

duties and expectations of faculty on different tracks and the different standards for each track is essen-
tial. The definition of what activities “count” and which ones don’t is also important. This is especially 
true when it comes to the institutional definition of scholarship. Be clear on what your institution finds 
acceptable as the coin for promotion and what it does not.  

 
Promotion and tenure policies are written, however, attitudes are not. In order to advise faculty 

on their probability for success, or what remains to be achieved prior to promotional review, the faculty 
affairs dean should try to learn the institutional attitudes as they relate to promotion and tenure. The 
easiest way to do that is to sit ad hoc on promotion and tenure committee deliberations. Talking to 
chairs and the dean and observing trends of success and failure can also give insight into attitudes. The 
best faculty affairs deans will be able to “get in the heads” of the evaluators and help mentor and advise 
faculty. 
 
 
Laura Schweitzer, Ph.D. 
Chief Academic Officer 
Bassett HealthCare 
One Atwell Road 
Cooperstown, NY 13326 
Tel: 607-547-6650 
Fax: 607-547-3921 
laura.schweitzer@bassett.org 
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Human Resources basics 
 
Faculty Affairs deans may be charged with responsibilities that include aspects of faculty hiring, 
supervision, retention, discipline and separations, including retirement. These duties include procedures 
governed by law and by institutional policies and procedures for all employees and those that are 
specific to faculty personnel. Usually a Human Resources officer is designated with oversight responsi-
bilities for “personnel” issues in four overarching categories: Staff Acquisition, including interviews, 
reference checking, international visa issues; new employee orientation; Staff Support, including 
benefits and compensation administration, performance appraisal, employee assistance programs, labor 
relations (if unionized), and maintaining personnel records; Staff Retention, including education and 
training programs, award and recognition programs, and; Staff Separation, including exit interviews, 
retirement counseling and separations among other things. 
 
Although it is difficult to generalize across all medical schools you can anticipate that when faculty 
personnel are involved and particularly medical faculty who may also have credentialing issues as 
participants in your college practice group, the HR officer’s typical duties may be managed in collaboration 
with others or certain aspects delegated in whole or in part. It will be helpful to know what functions 
your institutional HR Office does and does not perform related to faculty members. In addition, while 
departmental business managers or administrators may handle hiring support staff for faculty members, 
faculty may or may not have extensive experience with staff supervision and questions may arise. In 
those instances you may be a resource when faculty members have personnel related questions or 
concerns. To familiarize you with HR issues the following suggestions are offered: 
 

• Meet your Human Resources (HR) colleague before there is a crisis. You can count 
on it that there will be one sooner or later. 

• Documentation always matters. Keep brief factual notes for your file on personnel 
related discussions with faculty or staff. 

• Talk with your HR officer about the “how to” of using positive discipline and appropri-
ate documentation for personnel matters. 

• Learn about your institution's Employee Assistance Program and if there are specific 
supports for faculty versus staff (e.g., Faculty Assistance Program) or if faculty assis-
tance is provided through a contractual or community referral arrangement.   

• Check in with HR to understand the basic federal and state laws that affect personnel 
matters at your school. 

• HR officers and Legal Counsel often work closely. Never hesitate to call with your 
questions. An ounce of prevention or early intervention may change the course of a 
potential lawsuit. 

• Remember that you may be the first point of contact for faculty and academic ad-
ministrators who have limited knowledge of personnel law. Consider keeping a file 
with a few key reference materials and/or working with your HR officer on a list of 
frequently asked questions and answers. 

• When in doubt brief your HR officer on the personnel situation and ask, "What ques-
tions should I be asking you?" 

 
Keep in mind that your Associate Dean for Administration or Business Affairs may be an excellent inter-



GFA New Members Toolkit 

Group on Faculty Affairs (GFA) 

July 2008—Prepared by the Membership and Nominating Subcommittee 

nal resource person for additional perspective about key faculty personnel issues. As a new associate 
dean don’t hesitate to consult your dean’s office colleagues for their perspectives about on-going or 
emerging faculty personnel issues. 
 
 
Valerie N. Williams, Ph.D., Associate Vice Provost 
for Faculty Development & Interdisciplinary Programs &  
Associate Dean for Faculty Affairs, College of Medicine, 
University of Oklahoma Health Sciences Center 
P.O. Box 26901, Bird Library Room 300A 
1000 Stanton L. Young Blvd. 
Oklahoma City, OK 73126 
Tel: 405-271-2688 
Fax: 405-271-3053 
valerie-williams@ouhsc.edu 
  

Human Resources basics—continued 
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Where to find assistance  
 
One of the interesting features of an Office for Faculty Affairs is that is often is the clearing 

house or triage point for a wide variety of problems or issues; while it is often easy to define what falls 
squarely under the purview of the office, sometimes it is not and sometimes it is obvious that it needs 
to be handled either solely by or in conjunction with another campus entity. This short treatise is 
focused on providing some guidance to Associate Deans for Faculty Affairs on “referral patterns”. It is 
not meant to be inclusive, but rather a bit provocative, as over time important relationships will develop 
that will determine how you work with your peers to solve problems, develop policies, and improve 
operations. Remember that one of the most important tasks that should be mastered for a new 
Associate Dean is an understanding of institutional policies and regulations, such as the University By-
laws, Permanent Memoranda, Faculty Handbook, etc. The mini-guide that follows must always be set 
into the context of institutional governing authority. 

 
Human Resource Management 

 
The following situations or concerns would lead an Associate Dean for Faculty Affairs to consult 

with or refer a matter to Human Resource Management: 
 
• Reporting on suspicion of discrimination of any type or harassment 
• Investigation of suspected discrimination or harassment 
• Reporting to EEOC, etc 
• Finessing difficult faculty situations (negotiating retirement, resignation, or phased retire-

ment) 
• Providing faculty employment information to assist departments in determining options 

(extend employment/renew contract, notice of non-reappointment, timing for advancement 
review, retirement/separation planning) 

• Managing complex leave situations (military deployments, prolonged illnesses, FMLA) 
• Assistance in developing policies for complex leave situations (leave reporting, compensation 

– base vs. base and supplement regardless of source, such as clinical supplement, revenue 
from endowed chair or professorship)  

• Assistance in defining qualifications for faculty positions 
• Support for faculty recruiting, especially for leadership positions 
 

If possible, the Office for Faculty Affairs (Associate Dean and support staff) should have access directly 
to the personnel information system for “quick checks” on basic faculty information and to allow for 
internal reporting on compensation, leave, and basic employee data. 

 
Legal Counsel 

 
As a preface, it might be useful to advise a new Associate Dean for Faculty Affairs that your in-

stitution might have a specific policy that limits access to in-house and/or external counsel; The school 
or campus might have a “filtering process” in place that validates the need for a legal referral and/or 
seeks additional information before a legal referral is made. (In our case, for the School of Medicine, the 
Associate Dean for Faculty Affairs is the filter and department heads and faculty cannot “go directly” to 
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counsel.)  Matters referred to counsel for advice/recommendations include: 
 

• Significant grievances/appeals not resolved by informal mediation 
• Notices pertinent to Medical Review Panels or malpractice suits 
• Complex inter-institutional agreements – affiliation agreements, memoranda of understand-

ing with other universities, public and private entities and agencies, such as Conrad 30 pro-
grams, research institutes, etc. 

• Assessment of potential conflicts of interests or institutional risk 
• Interpretation of university policy or statute or law pertinent to a faculty circumstance 
• Assistance with developing new university or campus policies or procedures 
• Guidance with revision of Faculty Handbook 
 

Campus or Employee Assistance Programs and Physician Health Programs 
 
Suffice it to say that it probably good practice to know whenever a faculty member is referred 

for the employee assistance program or reported to the state physician health program. Generally the 
department head or section head will initiate the request for the referral, but the Dean’s Office should 
never be caught unaware of the general circumstances. Moreover, the Associate Dean for Faculty Affairs 
(or other relevant Dean’s Office representative) should be one of the individuals for whom the faculty 
member allows “release of information” or disclosure by the employee assistance program. In most 
instances, the campus or employee assistance program will handle the “employment contract” for the 
affected faculty member and any required reporting to the state physician health program. Individual 
states may vary, but the physician health program may manage reporting to the licensing board 

 
State Licensing Board 

 
The Office for Faculty Affairs may be the school or college liaison with the state licensing board. 

When that is the case, you can expect to deal with the following issues: 
 
• Validation of full time faculty status 
• Validation of academic rank 
• Validation of English language skills 
• Clarification of visa status and institutional sponsorship 
• Substantiation of institutional need for faculty candidate 
• Licensing board disciplinary actions 
 

Relating to the person you report to* 
*in this example: the Vice Chancellor for Academic Affairs 
 

Perhaps the best advice that can be provided in dealing with this near-immediate superior is 
that surprise is never good. As this individual oversees faculty issues across all schools and colleges on 
campus, any significant matter than cannot be swiftly resolved probably needs to be mentioned at least 
in passing to the Vice Chancellor. Often, because of the broader purview of the Vice Chancellor there is 

Where to find assistance—continued 
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more advantage to gain than just unilateral  information sharing; parallel or concomitant concerns 
related to the research office (IRB, IACUCC, animal care, grants management, etc),  fiscal irregularity or 
problems with fiscal reporting, information technology, technology transfer, etc can all come to light. 
Regular meetings with the Vice Chancellor (or the person you report to who has an eye on the bigger 
picture) at the beginning of an Associate Dean’s tenure can be invaluable in transitioning into your new 
role.  

 
 

Janis Gissel Letourneau, MD 
Professor of Radiology and Surgery 
Wyeth Ayerst Women in Medicine Professor 
Associate Dean for Faculty and Institutional Affairs 
LSUHSC School of Medicine New Orleans 
533 Bolivar St.  
New Orleans, LA 70112 
jletou@lsuhsc.edu 
504-568-6883 

 

Where to find assistance—continued 
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Conflict resolution/management skills  
 

All Faculty Affairs Deans must be able to resolve conflict skillfully and effectively.  Academic 
medical centers are among the most complex organizational cultures in the world and their highly 
competitive environments can breed tensions, jealousies, and insecurity among their talented staff and 
faculty.  Add to this the communication difficulties resulting from well-defended silos, competition for 
resources, uncertain federal funding, and a general lack of training in emotional intelligence, manage-
ment and leadership skills, and we have the perfect setting for conflict.  Unresolved conflict can have 
many negative consequences including poor morale, career dissatisfaction, decreased productivity, high 
levels of stress, and ultimately, burnout.    
 

There is a natural human tendency to avoid conflict; however, unmanaged conflict can spread 
in the workplace and cause disruption among entire teams or departments1 (Rao et al., 2008).  Faculty 
Affairs Deans must understand the sources of conflict and be unafraid to work on resolving them. 
Because most new leaders do not come to their positions fully prepared to deal with difficult conflict 
situations, they must learn and practice the skills of conflict resolution. 
 
There are formal and informal resources to call upon including: 
 
• Human Resources specialists offer advice and assistance (be forewarned that faculty and staff see 

HR as partial to management although they can provide valuable help and in some instances, must 
be involved in resolving conflict). 

• Employee Assistance Programs (EAP) and Faculty Assistance Programs (FAP) help with conflict arising 
from personal and family stress or psychological concerns arising from workplace tensions. 

• Management consultants work with leaders and their teams to enhance interpersonal relationships, 
improve communication and team dynamics. These interventions can go a long way to clearing up 
old communication issues that hinder the team.  

• Faculty management and leadership development programs provide the opportunity to learn skills 
for conflict resolution and allow new leaders to join a community of “leader learners.” 

• The Ombuds Office is a new service offered in some academic medical centers.  The Ombuds Office 
is designed to assist in all stages of problem solving and conflict.  It is a confidential, neutral, inde-
pendent, and “off the record” office where a faculty member can talk without worrying about legal 
repercussions.  Faculty leaders can seek expert assistance in conflict resolution from experienced 
ombuds staff. 

• Executive coaches are increasingly common in helping new leaders speed up the process of identify-
ing and acquiring much needed interpersonal skills, including conflict resolution.  Many of us in the 
AAMC Group on Faculty Affairs know of these experts and would be able to recommend coaches. 

 
Janis Apted, MLS 
Associate Vice President of Faculty Development  
The University of Texas M. D. Anderson Cancer Center  
1100 Holcombe  
Houston, TX  77030 
Tel:  713.792.8061 
Fax:  713.563.3071 
japted@mdanderson.org 
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Recruitment strategies or how to work with search committees 
and search firms  
 

As a Faculty Affairs Dean you will be involved in recruiting faculty to senior leadership positions 
in your institution.  You may be expected to shepherd the search process, providing advice and guid-
ance to the Chair of the search committee and its members.  Here are some things that you may be 
called upon or may consider doing to help your school’s searches go smoothly. 

 
• Make recommendations to the Dean about the composition of the search committee ensuring broad 

representation and diversity 
• Help the Dean develop her/his charge to the committee including: 

• an accurate description of the job responsibilities and the ideal candidate for the 
position  

• expectations of the committee members 
• instructions related to the number and composition (e.g. women, minorities) of 

finalist candidates and whether the list should be in rank order  
• a statement of the absolute need for confidentiality 
• detailed instructions for garnering candidates (e.g. phone calls to selected key 

leaders in the field, sending letters to societies, deans, etc.) 
• timetable for the search 
 

• Create a standardized process for search committees given the variable amount of experience with 
searches that the committee chair or members may have. 

• Develop standardized template letters for successful and unsuccessful candidates at various stages 
of the application and recruitment process. 

• Craft an evaluation form that can be appropriately adapted for different searches. 
• Work with an experienced administrative support person who has staffed search committees in your 

institution and have him/her create a standardized process for staff support. 
 
Using a search firm is not critical to the success of a search but may add credibility to the 

search, showing the institution and the outside world that the process will be free and open to all 
appropriate candidates.  Search firms may also increase the diversity of the candidate pool.  The 
decision to use a search firm may include factors such as resources available for the search, anticipated 
difficulty of the search, and relative importance of the search to the institution.  Part of your role when 
using a search firm is to help ensure that the committee remains “front and center,” is continually 
engaged and not preempted by the firm consultant. 

 
 

Mary M. Moran, MD 
Associate Dean for Faculty Affairs & Professional Development 
Drexel University College of Medicine 
(215) 762-2500 
mary.moran@drexelmed.edu  
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Managing troubled faculty  
 

Faculty Affairs Deans are sometimes challenged with situations involving the health and 
well-being of individual faculty members. Typically, these individuals are identified as troubled faculty, 
but some may be identified as impaired faculty members. The literature on physician impairment is 
robust. Information about impaired faculty members (physicians, scientists, and others) is less available, 
but there is a wealth of literature related to dealing with troubles or impaired employees in the work-
place.  In fact, an industry has been built to address these issues.  Many universities have Employee 
Assistance Programs (EAPs) or other programs designed to help faculty members with substance abuse 
or other personal problems.  EAPs and other resources can be very helpful to deans seeking assistance 
for troubled or impaired faculty members.  Some of the more common problems you may encounter 
include:  
 
• Substance abuse 
• Neuro-degenerative illness 
• Major injury or illness 
• Family crisis 
• Personality disorder 

 
 
Dealing with the troubled or impaired faculty member requires skill.  If you have seen one 

troubled / impaired faculty member, you have seen one troubled / impaired faculty member.  As every 
case presents its own set of idiosyncrasies and nuances, it is likely you will want to consult with others 
who have experience in this field.  Having a professional background in mental health and experience 
working in a university-based EAP, I am happy to serve as a resource to others.  Feel free to call or 
email.    
 
 
R. Kevin Grigsby, D.S.W. 
Vice Dean for Faculty and  
Administrative Affairs 
Penn State College of Medicine 
Penn State Milton S. Hershey Medical Center 
Office for Faculty and Administrative Affairs, H184 
500 University Drive, P.O. Box 850 
Hershey, PA  17033-0850 
Tel:  717.531.3570 
Fax:  717.531.4582 
kgrigsby@psu.edu 
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Managing troubling faculty  
 

An equally daunting challenge faced by Faculty Affairs Deans relates to handling situations 
involving the health and well-being of the organization because of the troubling behavior of a faculty 
member.  It is very possible the troubling faculty member is also troubled – and those issues should be 
addressed in the intervention process.  However, protecting or improving the health and well-being of 
the organization may be contingent on reducing, managing or eliminating negative behavior on the part 
of a faculty member.  The violent or potentially violent faculty member may come to mind.  However, 
most of these are not violent.  Some of these persons might be described as: 

 
• Negative attitude/hypercritical 
• The prima donna 
• The under performer 
• “Both feet planted firmly in the air” 
• Needy/dependent 
• Identifies self as a “victim” 
• Abrasive/disruptive 
 

Dealing with the troubling member requires skill.  Every organization has its own set of idiosyn-
crasies and nuances.  You may want to consult with others who have experience in this field.  Psycholo-
gists, social workers, organizational development professionals and others on your campus may be 
available to assist you. Again, I have encountered many of these persons in my professional career and 
I am happy to serve as a resource to others.  Please feel free to phone or email me.  
 
 
R. Kevin Grigsby, D.S.W. 
Vice Dean for Faculty and  
Administrative Affairs 
Penn State College of Medicine 
Penn State Milton S. Hershey Medical Center 
Office for Faculty and Administrative Affairs, H184 
500 University Drive, P.O. Box 850 
Hershey, PA  17033-0850 
Tel:  717.531.3570 
Fax:  717.531.4582 
kgrigsby@psu.edu 
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Navigating University administration   
 

Trying to chart your path through university administration? Think about the organizational 
chart as a roadmap. The names and titles on the chart can serve as directional and milestone markers 
for you by helping route questions to the right office and serving as a guide for where authority rests in 
the decision making process.  Like any good road map when you look at the organizational chart for 
your college/university keep in mind that there are probably different routes to a given destination and 
the starting point may not always be the same. However, the legal benefit of an administrative infra-
structure is that decisions should be consistent when the conditions are consistent (see resources for 
working with your University Legal Counsel).  

 
Universities often use hierarchical organization and decision management structures. Routes 

for information gathering and dissemination, problem-solving, policy development and implementation 
may include: administrative/business channels; academic channels and the “roads less trav-
elled” that can include key, but not day-to-day functions such as governance and academic com-
mittees. Each titled administrator will have specific duties, responsibilities and authority delegated to 
him or her through the most senior or “chief executive” officer of the institution. Standing and ad hoc 
governance bodies and committees should also have a specific charge, duties and designated represen-
tation. Resources for learning about these roles include your institutional policies and procedures man-
ual, staff handbook and faculty handbook. Some of these materials may be available on-line.  
 

In a University system the President or Chancellor is typically the most senior academic and 
administrative officer with his or her authority delegated by a Board of Trustees or Regents. The 
President/Chancellor typically delegates all other responsibilities to executive officers. Although all of the 
following officers may not be represented at your institution, typical executive officer titles at an 
academic institution may include: 

• President 
• Provost 
• Senior or Executive Vice President 
• Secretary of the Board (or University)  
• Vice (President or Provost) for  

• Administration 
• Academic Affairs 
• Community Affairs 
• Development 

• Facilities 
• Government 
• Health Affairs 
• Information Technology 
• Public Affairs 
• Research 
• Student Affairs 

• General Counsel 
• College Dean 

Various staff offices report the University’s executive officers. Staff offices typically are involved 
in policy implementation and oversight while executive officers are involved with policy development 
and review. Institutional offices typically include: Finance and Accounting, Information Technology (or 
Computing Services), External or Alumni Relations, Equal Opportunity Officer, Facilities Management, 
Parking, Human Resources, Internal Auditing, and Student Services among others. 
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Institutional committees may be involved in proposing new policies, monitoring policy imple-
mentation, recommending how policy should be applied in specific situations (for example by conducting 
the admissions process, or grievance hearings, or reviewing research proposals for compliance issues 
and recommending a course of action) and/or commenting on proposed policy as a representative body 
(of faculty, staff or students, for example). Committees vary from one university to another but typical 
committees include: Admissions, Awards, Animal Care and Use, Curriculum, Human Subjects Review 
Board, Promotion and Tenure, Radiation, Biological and Chemical Safety, Faculty Senate, Staff Senate. 
 

University administrators must at times walk a difficult path because their responsibilities 
include mediating between the academic, business and human needs and interests of the higher educa-
tion organization. Understanding what routes are available to solve problems you encounter as a faculty 
affairs dean can help you navigate the roads ahead by conferring with appropriate University adminis-
trators. 
 
 
Valerie N. Williams, Ph.D., Associate Vice Provost 
for Faculty Development & Interdisciplinary Programs &  
Associate Dean for Faculty Affairs, College of Medicine, 
University of Oklahoma Health Sciences Center 
P.O. Box 26901, Bird Library R00m 300A 
1000 Stanton L. Young Blvd. 
Oklahoma City, OK 73126 
Tel: 405-271-2688 
Fax: 405-271-3053 
valerie-williams@ouhsc.edu 

Navigating University Administration—continued 
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Strategy and planning for the future  
 

Strategy means, in its simplest definition, the means to accomplish ends. Therefore, the discus-
sion of strategy will be approached in terms of goals and the goals of an office of faculty affairs depend 
on place in time. 
 
Establishing an office of faculty affairs 
  

The simplest statement of the goal of a new faculty affairs office and the usual primary rationale 
for initiating a new office is to facilitate faculty development, including both skill acquisition and promo-
tion to higher rank and tenure as appropriate. Strategy for establishing an office includes the following 
items, perhaps among others, in some similar order. 

 
• Interview and consult with administrators of the school and academic health center to understand 

their goals for the office, the level of their understanding of faculty needs and their notions of 
faculty duties and roles. Much can be learned from these interviews to help one understand the 
situation at the institution. 

• Unless recently done, send out a faculty satisfaction survey to assess faculty perceptions. This will 
provide complementary insights into the institution. 

• Establish and use a faculty advisory committee for the office of faculty affairs. This may well be 
delayed until one has a better idea of what the situation is and who in the situation is both insightful 
and level-headed. 

• Ask for time to report to the faculty governance body and to the administrative body of the school. 
This is enormously helpful for understanding the institution and how people interact. It also gives a 
face to the faculty affairs office. 

• Use all these sources of information to develop new programs. A slow careful start is generally more 
effective and durable than a fast, diffuse start. 

 
Maintaining a faculty affairs office 
  

The goal of maintaining a faculty affairs office is to edit and enhance the services offered for 
faculty development. For instance, new categories may be needed in the track system for promotion as 
vital functions are recognized as a basis for promotion. Other programmatic improvements and en-
hancements will be needed as the institution and the office mature. 

 
• Develop or adapt measures of effectiveness through assessment of success in the promotion/tenure 

process, annual faculty reviews, retention protocols, etc. 
• Utilize exit interviews to identify areas of faculty stress or dissatisfaction. Use the exit interview as 

an opportunity to help the exiting faculty member leave with a good attitude toward the institution. 
• Serve as an advocate for the faculty to the administration and with the faculty advisory committee 

as consultant on administrative initiatives. 
• Foster faculty renewal particularly for mid-rank, mid-career faculty. Help faculty keep the flame of 

passion for the academic life burning brightly. 
• Develop programs for faculty in transition from predominantly academic activities to administrative 

and teaching activities or retirement. 
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The following list contains perennial hot topics that will appear and reappear in the life of the faculty 
affairs office. The single most important strategy for all of these, but especially for the first four, is 
transparency. In all of these it is important to address each faculty member as an individual and to 
remember and teach that being fair is not always being just. 
 
• Salary equity 
• Gender equity 
• Faculty diversity 
• Promotion/tenure 
• Faculty retention 
• Mid-rank/mid-life transition 
• Senior faculty transition 
 

Planning for the future 

Planning for the future has two aspects, planning for the future work of the office and planning 
for the future of the office. 
 

Planning for the future work of the office 

 Planning for the future directions of the office depends greatly on what occurs within the 
medical school/academic health center. Change in leadership at the level of the center or the medical 
school will likely bring new tasks as priorities change with leadership. Often these changes in priorities 
are at least somewhat predictable based on what precipitates the change in leadership. An internal pro-
motion to higher leadership role often allows prediction of new foci since, to at least some extent, the 
newly promoted individual is known. A recruit from the outside is less well known. Sometimes the re-
sults of an LCME or SACS accreditation site visit will adumbrate the need for new policies, records or 
procedures. 
 
Planning for the future of the office 

 Changes may also be made by the faculty affairs office itself on recognition of unaddressed 
needs of the faculty. The faculty governance body may also initiate studies that result in the need for 
new policies, etc. These movements can be recognized by keeping in touch with the faculty. Methodologies 
for keeping in touch with the faculty include having regular meetings with the advisory committee for 
the faculty affairs office (vide supra). Faculty opinion surveys can also be used but the periodicity of 
such a survey should consider other surveys requested, efficacy of the previous surveys and the “over-
surveyed burn out” factor. Inviting faculty in small numbers to a coffee in the faculty affairs office or 
other venues for conversation is also a way to take the pulse of the faculty. Exit interviews also help 
understand faculty opinion and often suggest initiatives for the office. 

Strategy and planning for the future—continued 
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Succession planning 
 

It is the rare person who enthusiastically plans for the time when s/he will not be present. For 
institutions, however, this is vital and is a measure of institutional health and its confidence and satisfac-
tion with what an office or group has done for the institution. The functions of and within a faculty af-
fairs office are complex and varied, ranging from recordkeeping, to credentialing, to providing skill sets 
for faculty success, to managing the promotion and tenure process. Each of these functions has 
components of knowledge of the rules and local lore. Both aspects need to be preserved for effective 
succession. 
  

The first task in succession planning is to know how the office works and why the office works. 
The answer to both questions lies in the people who comprise the office and their unique skill sets and 
personalities. While one cannot replicate personalities, one can seek to identify compatible personalities 
and adjust the work assignments appropriately. Moreover, it behooves everyone to bring in potential 
successors early, in order to assure a seamless transition. Most corporations provide support for this 
process knowing how markedly the lack of a seamless transition can disrupt and penalize the corpora-
tion. Most academic health centers are less able to underwrite the cost of succession planning but are 
no less aware of its importance. Faced with this reality, cross-training to the point of understanding 
each function and knowing where to look for the files is necessary in all who staff a faculty affairs office. 
This requires continual communication within the office which focuses on what each person does and on 
the goals and issues of the office. Effective communication is an absolute necessity for the function of 
the office as much as it is for succession planning. 
 
 
Henry W. Strobel, Ph.D. 
Associate Dean for Faculty Affairs 
University of Texas Medical School at Houston 
6431 Fannin Street, MSB G.300 
Houston, TX 77030 
Tel:  713-500-6078 
Fax:  713-500-0614 
Henry.W.Strobel@uth.tmc.edu 
 

Strategy and planning for the future—continued 
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Developing relationships with the Chairs and Dean  
 

The faculty affairs dean walks a fine line between being a faculty advocate (mentor/advisor/
guide) and a university official. In all encounters be clear on your role both in your own mind and to 
others. In most cases unless you hold the title “ombudsperson” at the end of the day you are primarily 
an administrator and it is your responsibility to secure the Institution’s well-being, even if faculty needs 
are not met. Fortunately, these two goals are usually mutual. You should be clear about your role and 
responsibilities when you advise faculty. A good example is helping faculty with promotion and tenure 
advice, but holding them to rigorous promotion and tenure standards in the end.  

 
In order to be successful in your role as dean of faculty, a strong relationship with the chairs 

and the dean is a must. You will want to be able to call on the help of both chairs and the dean, should 
you need it. This is especially true when you are playing the role of faculty advocate. The chairs must 
feel secure in their belief that one of your primary roles is to help them (of course unless they are doing 
something illegal or unethical). Foster those relationships by identifying something that each chair would 
find valuable and helping them achieve it. Be sure that Chairs have ready access to you and your office 
and come to see your unit as a resource they can call on when they need help. Consciously build these 
relationships one at a time. 

 
 Similarly, you report to the Dean. An optimally functioning faculty affairs office is one that the 
Dean should learn to depend on. Make sure that you provide an early heads up in areas that will require 
the Dean’s involvement such as recommendations for failed promotion/tenure reviews. Provide a 
detailed explanation of the issues – both sides –so that the Dean can judge for her/himself. You are the 
expert and your job is to inform and serve as a trusted and reliable resource.  
 
 
Laura Schweitzer, Ph.D. 
Chief Academic Officer 
Bassett HealthCare 
One Atwell Road 
Cooperstown, NY 13326 
Tel: 607-547-6650 
Fax: 607-547-3921 
laura.schweitzer@bassett.org 
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Developing trust with faculty  
 

A leader’s ability to build trust with faculty and staff is critical to his or her success.  Trust is not 
something that happens overnight.  It has to be earned.  Building trust requires developing an environment 
of openness and candor where individuals feel listened to and respected, and where they know they will 
be treated fairly and equitably.   
 

Trust takes time to develop in a group.  It requires consistent work on the part of the leader to 
provide opportunities for faculty and staff to openly share ideas, discuss differences of opinion in a 
constructive manner, freely admit their mistakes, ask for help when needed, get input and feedback 
from team members, and work together on a shared vision and goals.   
 

There are many “soft” skills involved in becoming a trusted leader.  Getting to know faculty and 
staff personally and building those relationships is one of them.  Acknowledging the importance of each 
individual is another one. What a leader wants to do is become a skillful team leader who can create a 
place of work where highly competitive people who are protective of their reputations respect each 
other’s talent and competencies, and reveal their vulnerabilities without fear of exposure or derision.  In 
sharing experiences over time, establishing sound ground rules for team interactions, providing fair and 
timely feedback, encouraging open and honest communication, resolving conflict quickly before damage 
is done, and celebrating achievements and successes, a leader lays the groundwork for a high trust 
environment in which individuals enjoy their work and each other. 
 

The integrity, honesty, truthfulness, and fairness of a leader are quickly assessed by all who 
report to or work with that individual.  Trust is fundamental to your success.   
 

Your colleagues in the AAMC Group on Faculty Affairs are good sources of advice and counsel 
on trust.  Feel free to talk to me or others in the GFA. 
 
 
Janis Apted, MLS 
Associate Vice President of Faculty Development  
The University of Texas M. D. Anderson Cancer Center  
1100 Holcombe  
Houston, TX  77030 
Tel:  713.792.8061 
Fax:  713.563.3071 
japted@mdanderson.org 
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Understanding your role: Faculty Advocate or  
University Administrator  
 

It is important that an Associate Dean for Faculty Affairs understands the scope and duties of 
the position. Often this begins with a review of the “Position Description” and the Table of Organization 
for the school or college; in some instances the scope of responsibilities for the Associate Dean for Fac-
ulty Affairs is quite limited and in others it is very broad. Regardless, as an Associate Dean for Faculty 
Affairs, most of us ultimately realize that we serve to represent the best interests of the university. To 
that end, some may view us as purely “university administrators”, or rather pejoratively as “THE AD-
MINISTRATION”. There are perhaps more nuanced perspectives to take on the matter. 
 

In serving the best interests of the university, we also report to the Dean; we serve as an advisor 
to and an implementer for the Dean. Just as in other working and reporting situations, this reporting 
relationship can put us in conflict with our immediate supervisor, our boss, the Dean. (Just remember 
not everything is an emergency and not every directive needs to be implemented immediately.) Some 
process is dictated by strict timelines (grievance, etc) and, as a consequence, reconsideration may not 
be logistically feasible; those are the exceptional situations rather than the usual. There usually is time 
to work through disagreements on administrative directives. 
 

In serving the best interests of the university, we also represent and advocate for the faculty. It 
is important that we provide access for the faculty, as we are often the messenger to the Dean or to the 
Vice Chancellor or Chancellor. But the Associate Dean for Faculty Affairs in most medical schools or 
colleges is not an Ombudsman. That is a very distinct role from a person who oversees recruitment, 
appointment, advancement, career development, professional evaluation, department review, etc.  
 
Specific tips that might be helpful: 
• Know the content of the Position Description 
• Understand the Table of Organization 
• Review your duties with the Dean 
• Undertake annual review yourself 
• Modify the Position Description over time, if needed 
 

While serving as Associate Dean for Faculty you should serve the best interests of the university 
and support the academic traditions of your school or college. In doing so, you will not only be an effective 
advisor and aid to the Dean (an “administrator” if you will), but you will also serve as a faculty 
advocate. 
 
Janis Gissel Letourneau, MD 
Professor of Radiology and Surgery 
Wyeth Ayerst Women in Medicine Professor 
Associate Dean for Faculty and Institutional Affairs 
LSUHSC School of Medicine New Orleans 
533 Bolivar St.  
New Orleans, LA 70112 
jletou@lsuhsc.edu  
504-568-6883 
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