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Abstract

Purpose

To explore the relationship between
clinical faculty members’ time/effort in
four mission areas, their assessment of
the distribution of that time/effort, and
their intent to leave the institution and
academic medicine.

Method

Faculty from 14 U.S. medical schools
participated in the 2011-2012

Faculty Forward Engagement Survey.
The authors conducted multivariate
logistic regression analyses to evaluate
relationships between clinical faculty
members’ self-reported time/effort in
each mission area, assessment of time/

effort, and intent to leave the institution
and academic medicine.

Results

Of the 13,722 clinical faculty surveyed,
8,349 (60.8%) responded. Respondents
reported an average of 54.5% time/
effort in patient care. The authors found
no relationship between time/effort in
patient care and intent to leave one’s
institution. Respondents who described
spending “far too much/too much”
time in patient care were more likely to
report intent to leave their institution
(odds ratio 2.12, P < .001). Those who
assessed their time/effort in all mission
areas as "about right” were less likely

to report intent to leave their institution
(64/1,135; 5.6%) than those who
reported “far too little/too little” or
“far too much/too much” time/effort in
one or more mission areas (535/3,671;
14.6%; P < .001).

Conclusions

Although the authors found no
relationship between reported time/effort
in patient care and intent to leave, the
perception of “far too much/too much”
time/effort spent in that mission area
was correlated with intent to leave the
institution. Efforts to align time/effort
spent in each mission area with faculty
expectations may improve retention.

I n 1910, Abraham Flexner' proposed a
new model of medical education with a
full-time, salaried medical school faculty,
devoted to teaching and research and
protected from clinical practice demands.
One hundred years later, clinical faculty
at academic medical centers typically

are salaried. Yet, their funding largely is
derived from their clinical efforts and is
intended to support the clinical operation
as well as the research and education
missions of their institutions.”™* Clinical
faculty attrition rates are alarming—
according to the literature, 50% left their
institution and 80% of the departing
faculty left academic medicine altogether
within a 10-year period.>® The cost of
this turnover, measured in terms of
recruitment and hiring costs as well as
lost clinical income, has been estimated
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at over $100,000 to replace a generalist,
close to $300,000 to replace a specialist,
and over a half million dollars to replace
a surgical subspecialist,” a cost that
academic medical centers can ill afford.

One workplace characteristic positively
associated with job satisfaction for
faculty at academic medical centers

is satisfaction with time spent in the
institution’s mission areas.® One study of
the predictors of “serious intent” to leave
academic medicine identified concerns
regarding clinical service as significantly
related to intent to leave.’ Particularly
problematic to clinical faculty in this
sample were the lack of departmental
support for excellence in clinical service
and the lack of recognition for clinical
excellence among the criteria for
academic advancement. A national survey
of full-time faculty at 26 U.S. medical
schools querying respondents about
their perceptions of institutional culture
identified the institution’s interest in
income above faculty members’ personal
values as a factor significantly associated
with intent to leave.'” Additionally, a
study on career fit found that academic
faculty spending less than 20% of their
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time on the activity they found most
meaningful were significantly more likely
to experience burnout.” These findings
indicate that the nature of the work
environment, the rewards offered, and the
alignment of values between institutions
and individuals seem to be related to
both job satisfaction and turnover among
faculty; however, currently we do not
completely understand the factors that
may help to predict these important
outcomes.

Given the projected national shortage of
physicians,'? clinical faculty recruitment
and retention is likely to be more difficult
in the coming years. In addition, an
increasing clinical workload for faculty
has led to concerns about faculty
satisfaction,>'* the future success of

the education and research missions,>'®
and its role as a contributor to faculty
departures from academic medicine.'”'®
Some have suggested that the exodus of
clinical faculty to private practice is the
result of an overload of clinical duties,'>!”
driven in part by declining sources of
nonclinical revenue and by increased
competition in the health care market."”
We wonder then if there is a threshold
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for the level of clinical effort that will fuel
a desire to leave academic medicine for
a significant proportion of clinical faculty.

In this study, using data from the 2011-
2012 Faculty Forward Engagement Survey,
we investigated the relationship between
faculty time and effort spent supporting
the four mission areas (research, patient
care, education, administration) and
intent to leave one’s institution and to
leave academic medicine. Additionally,
given existing research regarding the
importance of career fit, values, and
faculty autonomy to job satisfaction, we
examined the relationship between faculty
members’ assessment of whether their
time and effort is spent appropriately and
intent to leave. Current concerns about
the impact of clinical workload on the
education mission, faculty satisfaction,
and faculty retention®'>'>""7 lead us to
hypothesize that clinical faculty attrition is
positively correlated with the quantity of
clinical effort and with the perception of
the appropriateness of the amount of time
spent serving the patient care mission.

Method

Fourteen U.S. medical schools accredited
by the Liaison Committee on Medical
Education (LCME) participated in

the Association of American Medical
Colleges’ (AAMCs’) 2011-2012 Faculty
Forward Engagement Survey. Institutions
self-selected to participate in this effort,
which is designed to encourage an
evidence-based approach to improving
faculty workplace environments.?” The
distribution of full-time basic science
and clinical faculty at the participating
institutions was representative of that

at all LCME-accredited U.S. medical
schools.?! Full- and part-time faculty at
the participating institutions were invited
to complete a Web-based survey assessing
faculty satisfaction, intent to leave, and
the workplace factors that may be related
to overall engagement and retention.

The Faculty Forward Engagement Survey
included 14 structured domains to
measure key factors that drive employee
engagement. The survey instrument was
developed and tested in 2008—2009 by
experts in survey research, organizational
science, and academic medicine.
Literature reviews, faculty focus groups,
and cognitive interviews were used to
inform its development.'® Between the
survey’s first full administration in 2009
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and its second in 2011, the instrument
was refined based on psychometric
analyses to enhance its content and
construct validity. The instrument
included questions that assess faculty
time/effort spent in the four mission
areas and self-reports of intent to leave.

While the AAMC administered the survey,
each participating institution provided
faculty contact information. Faculty

from 13 institutions received an initial
e-mail invitation and several reminders

to complete the voluntary survey between
October and December 2011. Faculty
from another institution received the
same e-mail invitations and reminders
between January and February 2012, per
the institution’s request. The AAMC’s
human subjects research protection
program and affiliated independent review
board (American Institutes for Research,
Washington, DC) approved the collection
and use of data for this research.

We assessed retention risk using responses
to the survey item “Do you plan to leave
this medical school in the next 1-2 years?”
Respondents who replied yes were asked

a follow-up item, “Do you plan to leave
academic medicine in the next 1-2 years?”
Respondents then were asked to report the
percentage of time/effort spent in each of
the following mission areas using whole
numbers and totaling 100%: teaching and
education; research and scholarship; patient
care and client services; and administration
and institutional services. We categorized
the percentages of reported time/effort
spent in each mission area into 10%
increments and used univariate plotting
and descriptive statistics to examine the
distribution of respondents per decile.
Finally, respondents were asked to assess
their time/effort spent in each mission
area using a five-point Likert-like scale (far
too little, too little, about right, too much,
far too much). For the purposes of these
analyses, we condensed the responses into
three categories (far too little/too little,
about right, far too much/too much).

We modeled intent to leave the medical
school and academic medicine using
multivariate logistic regression. We used
chi-square tests to prescreen the following
factors for inclusion in the model: (1)

the reported time/effort spent in each
mission area, (2) respondents’ assessment
of their time/effort spent, and (3)
respondents’ demographics (gender, race,
administrative title, rank). Curvilinear

tests were also conducted to examine the
relationship between intent to leave and
percent time/effort spent in each mission
area. We tested the relationship between a
respondent’s time/effort spent in clinical
care, for example, and the likelihood of
her or his leaving the medical school using
multivariate logistic regression. Results
were expressed as multivariate odds ratios
(ORs) according to levels of reported
time/effort. We used SPSS version 19
(IBM, Armonk, New York) and SAS
Version 9.3 (SAS, Cary, North Carolina).

Results

The survey was administered to a total of
15,570 faculty from the 14 participating
institutions, and 9,600 responded (61.7%
response rate). Of the 13,722 clinical
faculty surveyed, 8,349 (60.8%) responded.
The distribution of respondents differed
slightly from the expected distribution
given the population, with fewer part-
time (P =.001) and slightly more basic
science faculty (P =.007) responding than
expected (see Table 1).

In this study, we focused on the subset

of respondents who indicated that they
were members of a clinical department
and were actively engaged in clinical
practice (6,342/13,722; 46.2%). This
group included 3,977 (of 6,342; 62.7%)
male respondents, 3,309 (of 5,192;

63.7%) senior faculty (full and associate
professors) respondents, and 3,018 (of
6,162; 49.0%) who reported having an
administrative title. Significantly more
senior faculty (2,132/3,221; 66.2%)

than junior faculty (817/2,526; 32.3%)
respondents held administrative titles
(P=.001). Respondents reported spending
an average of 54.5% of their time on
patient care, 17.1% on education, 14.3%
on research, and 14.1% on administration.

Descriptive statistics showed that patient
care remained the only mission area
without skewed results (see Figure 1).
Whereas univariate plotting of time/
effort spent in patient care remained
relatively symmetric (skewness = —0.03),
distributions for the other mission areas
were highly skewed (skewness ranging
from 1.88 to 2.08).

Table 2 provides the multivariate ORs
predicting respondents’ intent to leave
their medical school in the next one to two
years. Demographic variables including
gender, race, and rank were not significant
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Table 1

Characteristics of Respondents to the 2011-2012 Faculty Forward Engagement
Survey and of a Comparative Faculty Population

Appointment status

Full-time 8,926 (93.0) 13,762 (88.8)
G P B — TS
Department type
e TGRSR T
B AT 555 (8e T
Rank
G o e .F.).r.d.f.e..s.s.é.rj ........................ ST WA
o Gesstant protessn T I I Wi
Gender
B T 1o A E—— NI
B Tk EE— S 55T A
Race/ethnicity

Minority (all other) 750 (7.8) 1,268 (8.1)
Title
R L s
A g gy —— i

Department type/degree

Clinical PhD/other

1,840 (19.2) 3,082 (19.8)

Note: Data displayed reflect the population invited to participate in the Faculty Forward Engagement Survey, as
well as the respondent group. Totals shift across demographic categories as some data were not reported for all
individuals. Additionally, rank and administrative title were not collected at the population level.

indicate an association between the
quantity of time/effort spent in patient
care and intent to leave. Curvilinear tests
also illustrated this pattern (see Figure 1).
Instead, respondents’ assessments of

their time spent in each mission area (far
too little/too little, about right, far too
much/too much) appeared to be strong
predictors of intent to leave. Respondents
reporting far too much/too much time
spent on patient care were more than
twice as likely to report intentions to leave
their medical school (OR =2.12, P<.001).
Reports of either far too little/too little
(OR =1.38, P=.021) or far too much/too
much (OR = 1.92, P<.001) time spent
on administrative activities increased the
odds of intent to leave. Respondents who
reported that they spent far too much/too
much time on education were more than
two and a half times more likely to report
intent to leave (OR = 2.6, P<.001).

Chi-square analyses indicated that
respondents who assessed their time/effort
spent in each of the four mission areas as
“about right” were significantly less likely
to report intent to leave the medical school
(64/1,135; 5.6%) than those who reported
far too little/too little or far too much/too
much time in at least one mission area
(535/3,671; 14.6%; P < .001). To assess

the possibility of dose response amongst
respondents reporting an “imbalance” in
the allocation of time/effort, we grouped
responses by the number of mission areas

predictors of intent to leave. Testing these
demographics as predictors of intent to
leave in separate models revealed similar
results (see Table 3). However, having

an administrative title decreased the

odds of leaving (OR = 0.77, P = .021).
Respondents who spent more time on
research had slightly increased odds of
leaving (OR = 1.11, P=.023). Contrary
to our hypothesis, our analyses did not

(0—4) reported as “about right.” Intent
to leave was progressively more likely as
the number of mission areas reported as
not “about right” increased, from 5.6%
(64/1,135) for all areas “about right” to

i No. clinical faculty % reporting intent to leave

1000 - - 100
900 - - 90
800 - 80
700 - - 70
o i
600 - L 60 A)chn‘lcal'faculty
. reporting intent to
No. clinical 500 - L 50 Jeave
faculty
400 - - 40
300 - - 30
200 - . [20
100 - - 10
0 - =0

10 20 30 40 50 60 70 80

% time/effort spent in patient care

90 100

Figure 1 Number of clinical faculty respondents reporting time/effort in patient care and the percentage of those faculty reporting intent to leave their
medical school in the next one to two years (odds ratio = 1.06, P = .138). Percentage of time/effort in patient care reported by decile (e.g., 0%-10%,
11%-20%, 21%-30%).
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Table 2

Multivariate Odds Ratios Predicting 5,078 Clinical Faculty Members’ Intent to Leave
Their Medical School in the Next One to Two Years, From the 2011-2012 Faculty
Forward Engagement Survey

Gender

T D R PNCEI M e ST =
. g STTTIEE — g GEAi e S
Race

I\/Imorlty418 ............................ NP Ra— s e oo
l\/IaJorlty466O .......................... N gy G o8
Administrative duties

o S T TR X — e e e
B . S TR Tk R— G GErGeE T i
Rank

o Hiéf'fééﬂ'l'ty ....................................................................... PR I PErYCH N R— e SRR e
e i‘.é'cﬁl't.y ....................................................................... Sy ST g GEgTEE 55
% Time/effort spent in mission area®

L T B NI f— g G e
s Jyg o g T 55
s ds TR o e e 5a

Perception of time/effort spent in mission area

Too much 1,700

314 (18.5) 2.12 1.70-2.66 <.001

Note: Totals differ amongst demographics and reports of time/effort because of nonresponse.
The authors categorized percent time/effort spent in each mission area using increments of 10 percentage points.
A test of curvilinearity was used to confirm that the assumption of linearity was satisfied. Time spent in the
administration mission area was excluded from the final model because of sample size. The authors used a Hosmer/
Lemeshow test to assess goodness of fit (chi-square = 15.57; degrees of freedom = 8; P = .048).

9.4% (84/896), 12.6% (165/1,305), 18.3%
(188/1,029), and 22.2% (98/441) for one
to four areas, respectively (all chi-square
test Pvalues < .001 relative to all areas
“about right”).

faculty respondents (OR = 0.56, P = .04).
Goodness-of-fit tests showed that the
model was not a good predictor of intent
to leave academic medicine.

(patient care, education, research, and
administration), their satisfaction
with the time and effort they spend in
each mission area, and their intent to
leave the medical school and academic

) . medicine. Given the concern about the
Discussion

With respect to intent to leave academic
medicine, faculty rank was the only
significant predictor (see Table 3). Senior
faculty respondents were significantly less
likely to report intent to leave than junior

4

Our study explored the relationship
between clinical faculty members' self-
reported time and effort in each of the
four mission areas of academic medicine

increasing clinical workload for faculty,
we were particularly interested in the
relationship between reported time and
effort in the patient care mission area
and intent to leave. Interestingly, our
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Table 3

Multivariate Odds Ratios Predicting 620 Clinical Faculty Members' Intent to Leave
Academic Medicine in the Next One to Two Years, Among Those Intending to Leave
Their Medical School in the Next One to Two Years, From the 2011-2012 Faculty

Forward Engagement Survey

Gender

e D T R s ST oo
B S TR B g R THER i
Race

wi\'/'liﬁéfi't'y ................................................................................. iy ST R s ST oo
o i\'/'l'eij'c'ir'i't')‘/ ............................................................................... fpg X CE M R T Sid

Administrative duties

Senior faculty 306 34 (11.1 0.56 0.32-0.97 040
% Timeleffort spent in mission area’
e pge TN — g GEE e T e
. G N R G GEa S0
. Gig TR R— [y GaET T G

Perception of time/effort spent in mission area

Too much

0.07-4.65

0.73-2.55

Note: Totals differ amongst demographics and reports of time/effort because of nonresponse.

#The authors categorized percent time/effort spent in each mission area using increments of 10 percentage points.
A test of curvilinearity was used to confirm that the assumption of linearity was satisfied. Time/effort spent in the
administration mission area was excluded from the final model because of sample size. The authors used a Hosmer/

Lemeshow test to assess goodness of fit (chi-square = 4.36; degrees of freedom = 8; P = .820).

study did not find a relationship between
the quantity of self-reported time and
effort in the patient care mission area
and intent to leave either the medical
school or academic medicine, even at
the higher levels of clinical effort. We did
find a relationship between satisfaction
with time and effort spent in each of

the mission areas and intent to leave the
medical school but not with intent to
leave academic medicine.

Faculty who were not satisfied with the
distribution of their time and effort in the
various mission areas were significantly
more likely to report intent to leave their
institution. We also found an increase in
intent to leave when time and effort spent
in the patient care and education mission
areas or in an administrative role was
perceived as not “just right.” Our study
did not provide insight into the reasons
that faculty perceived “too much” or “too

Academic Medicine, Vol. XXX, No. XXX / xxx XXX

little” time and effort spent in a mission
area. However, lack of control and the
absence of autonomy in the workplace
are well-documented contributors to
low job satisfaction and burnout in
human services industries.”? Workers who
perceive that the distribution of their
job responsibilities and tasks are outside
of their control are far more likely to
experience burnout, which results in a
variety of negative outcomes including
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turnover? and, in health care settings, a
decline in the quality of care physicians
provide.?*

Previous research identified some factors
that may influence this perception of an
inappropriate distribution of time in the
patient care and education mission areas.
In explorations of predictors of intent

to leave academic medicine, researchers
identified a strong association between
underappreciation and lack of reward

for excellence in teaching and clinical
service and intent to leave.”” In addition,
clinicians who reported a lack of
adequate services and facilities to provide
excellent patient care were more likely

to report intent to leave their academic
position. Interestingly, in our study,
dissatisfaction with time and effort in

the various mission areas was associated
with intent to leave one’s institution but
not academic medicine, suggesting that
clinical faculty may believe they can find a
position at another institution that allows
for a balance of effort in the mission areas
more suitable to their desires.

Our study’s finding with respect to having
an administrative role and perception

of time and effort in administration is
notable. Over half of respondents reported
having an administrative title, which was
associated with less intent to leave the
medical school. Yet, dissatisfaction with
either too much or too little time and
effort in administration was associated
with greater intent to leave the medical
school. Our study does not explain why
an administrative title is associated with
less intent to leave the medical school,
though possible explanations include a
greater sense of engagement within the
department or medical school, a greater
understanding of the complexities
associated with department or medical
school operations, or a greater sense that
one is valued by the institution because he
or she was chosen for an administrative
role. Also noteworthy is the fact that our
sample included more senior faculty with
administrative roles, which could have
skewed our data. Senior faculty, who

have unique concerns related to career
and mentoring needs and work-life
balance,”* may be more likely to stay at
their institution because of their standing,
their vesting in the organization, and their
proximity to retirement. The relationship
between administrative roles, time and
effort in administration, and intent to
leave requires further exploration.

6

We found that the clinical faculty in our
study cohort who considered their efforts
appropriately dispersed across the four
mission areas were the least likely to report
intent to leave their institution. This
finding is in keeping with data from the
academic medicine'' and organizational
development literature, which found that
the amount of time spent on activities
that a worker finds most meaningful is
inversely related to the rate of burnout
and associated turnover. As little as 20%
of time devoted regularly to these most
meaningful activities has been associated
with lower rates of burnout and higher
rates of employee engagement, an antidote
to turnover. Our finding then provides
medical school leadership with an assess-
ment that may allow for early interven-
tion to prevent unintended faculty loss.
Institutions could rely on either a formal
annual faculty evaluation or a less formal
evaluation process, such as periodic
mentoring meetings, incorporating into
either the faculty member’s assessment of
his or her satisfaction with effort distribu-
tion; both processes are likely to yield
productive and actionable suggestions to
enhance faculty retention.

Additionally, our findings support the
need to compare a prospective faculty
member’s priorities with the expectations
of the position during the recruitment
and hiring process. For instance, a faculty
member who desires a significant teaching
or research role is not likely to be a good
fit for a predominantly clinical position.
This concept of “increasing engagement
with work by creating a better ‘fit’ between
the individual and the job™*° was labeled

a “new perspective” when it was first
discussed in 1998. Since then, it has been
well recognized in the organizational
literature as an antidote to burnout and a
deterrent to attrition.”® The importance of
matching a prospective faculty member’s
expectations with the institution’s
expectations is further supported by

exit interview data, which suggest that
unmet expectations are a factor in

faculty members’ decisions to leave the
institution.'” Our findings support prior
work™ that suggests that more careful
attention to matching the institution’s
expectations for a position with those of
prospective faculty at hiring is needed for
job satisfaction and, as such, may lead to
improved retention for clinical faculty.

Although our study has limitations, it
benefits from a large, diverse group of

faculty respondents who were geographi-
cally distributed across academic medical
centers. Despite the robust response

rate (61.7%), our sample may not be
representative of the national cohort of
clinical faculty. Institutions self-selected
to participate, and our study cohort
overrepresented public medical schools
within universities compared with free-
standing public and private medical
schools. Additionally, as our results
reflect aggregate data for all clinical
faculty who participated in the survey,
the results for specific clinical specialties
within academic medicine may differ
from those reported here.” Finally, the
factors influencing why faculty leave
their institutions and academic medicine
are complex and myriad. The AAMC

has conducted additional research into
the factors that drive retention, based

on the Faculty Forward Engagement
Survey domains. Their findings indicate
that perceptions of the medical school’s
focus on mission, the workplace culture,
an individual’s relationship with her or
his supervisor and colleagues, faculty
recruitment and retention, and clinical
environment also affect intent to leave.**
Our study specifically examined the
relationship between time and effort in
the four mission areas and perceptions

of whether that time and effort was just
right, too much, or too little. Although
our results match actual turnover rates for
faculty at academic medical centers (based
on AAMC Faculty Roster data),” which
supports the validity of our findings, the
relative importance of these variables with
respect to other variables affecting intent
to leave was not the focus of our study
and warrants further exploration.

Clinical faculty vary in their desire to
engage in the patient care, education,
research/scholarship, and administration
missions areas, and the appropriate mix of
these activities is highly personal. Although
a more individual approach to faculty time
and effort allocation may be unwieldy

for academic leaders, this approach may
be worth the additional effort if it is
successful in reducing unwanted faculty
departures. Our findings can inform
faculty assessment practices. The simple
assessment of faculty perceptions of their
time and effort allocation may significantly
enhance early identification of individuals
considering leaving their institution,
allowing for appropriate interventions to
counterbalance those factors associated
with their intention to leave.
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