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I am very pleased to submit to you the report of the Committee on Teaching and Learning. 
The report offers five key recommendations, with 29 specific action items. We have 
attempted in every case to identify the appropriate level of implementation for each item, and 
to make recommendations that are achievable in the current fiscal climate. The 
recommendations focus on improving the climate for teaching and learning on the Twin 
Cities campus. Most require some redirection of effort which costs little or nothing to 
implement; some will require funding. 

Your charge to this committee was very broad, and we view this report as a first step in 
addressing the issues posed in that charge. We have limited our discussion to 
recommendations that are straightforward to implement and are likely to have. the most 
immediate effect. Our focus has been on classroom teaching, but there are many other 
concerns related to learning that should be examined. Of particular importance for further 
study is the development of tools for a systematic assessment of student learning, and the 
determination of the relationship between student learning and the evaluation of teaching. 
Another issue of great importance is the effect of campus environment and student jobs on 
learning. The recommendations in this report represent a beginning to what we hope is a 
continuous effort to improve the learning.climate at the University of Minnesota. 

I and other members of the committr.e would be pleased to meet with you to discuss this 
report and any or all of its recommendations. We hope that the report will be widely 
disseminated on the Twin Cities campus, and that it will engender broad discussion about 
how we can better support a culture of te.aching and learning within our community. 
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REPORT OF THE COl\IMI'ITEE ON TEACIDNG AND LEARNING 
April, 1995 

Executive Summary 

This report summarizes the work of the Committee on Teaching and Learning, appointed 
jointly by President Nils Hasselmo and the Chair of the Senate Consultative Committee. 

The report is structured around five key recommendations to establish a better atmosphere 
for learning by improving the teaching environment on the Twin Cities Campus of the 
University of Minnesota, taking advantage of the institution's special mission as a research 
university. The central premise of the report is that while change can and must be fostered 
and supported centrally, it can be sustained only by real cultural transformation at the 
departmental level. Underlying this premise is the assumption that departments must take 
responsibility for the development of effective teaching and an atmosphere of learning. 

The five key recommendations are: 

Key Recommendation: Support the Development of a University-Wide Culture of 
Teachin~ and Learnin~ Centered at the Departmental Level 

Key Recommendation: Develop Guidelines that Allow Colle~es and Departments 
to Offer Flexible. Differential Assi2JUI1ents for Faculty · 

Key Recommendation: Assure that the Reward Structure Supports Departmental 
Responsibility for the Quality of Teachin~ and the Atmosphere for Learnin~ · · 

Key Recommendation: Support Department-Based Initiatives to Use Effective 
Techniques and Technoloeies for Teachin~ and Learnin~ 

Key Recommendation: Improve the Physical Environment for Instruction 

Each of these key recommendations includes one or more specific recommendations for 
action. A table summarizing all recommendations follows the Executive Summary. 

There are many facets of University life that affect the quality of teaching and learning on 
this campus. This report attempts to address only the more traditional aspects of 
undergraduate classroom instruction, and does not address broader issues such as residence, 
campus life, financial aid and work-related issues, advising, and other important parts of the 
student experience. We recognize that all of these will also affect the environment for 
teaching and. learning. Graduate education centered on research apprenticeship has already 
developed a discipline-centered culture of teaching and learning. Nevertheless, the 
recommendations of this report will also positively affect the atmosphere of graduate 
education. 

The Committee on Teaching and Learning 
Co-Chairs: Kenneth Heller, Chair, Senate Committee on Educational Policy 

Anne H. Hopkins, Vice President for An~, Sciences, and Engineering 



SUMMARY OF RECOMMENDATIONS 

Key Recommendation: Support the Development of a University-Wide Culture of 
Teachine and Learnine Centered at the Departmental Level 

Recommendation 1. Because each department/program needs to develop its 
own approach to a "culture of teaching," department chairs should encourage 
the regular discussion of teaching among faculty through colloquia, retreats, 
symposia, brown bag lunches, and similar strategies. Department chairs should 
plan regular events that involve faculty in some discussion of teaching and 
learning issues. 

Recommendation 2. Deans should create opportunities for chairs/heads in 
each college to consider issues of teaching and learning. Such gatherings may 
have a wide variety of topics, but one helpful starting point might be to focus 
on tasks the departments are currently undertaking; for example, curriculum 
revision in the major, assessment of student learning, departmental responses 
to student and peer evaluation of teaching, or appropriate responses to students 
with a variety of special needs in teaching situations. Deans should also 
provide opportunities for chairs/heads to come together with other faculty for 
discussions about teaching and learning issues in clusters of "adjacent 
disciplines." 

Recommendation 3. Each provost should create a modest fum~ from which 
departments or programs could support events related to teaching, such as 
departmental/ program retreats or colloquia on teaching ·and learning. Access 
to these monies should be simple, quick, and as unbureaucratic as possible. 

Recommendation 4. The provosts, in collaboration with central 
administration, should collectively sponsor an ongoing program to help chairs 
support effective teaching. Such a program could focus on a variety of issues: 
fostering departmental responsibility for teaching, the appropriate use of 
student and peer evaluation of teaching, leadership (how chairs can model and 
support an effective teaching and learning climate), and resources available 
within the university to help develop· teaching strategies based on how students 
learn. This program should complement the existing program for new chairs, 
but should not be limited to newly appointed chairs/heads. 

Recommendation 5. The central administration should establish a fund to 
support research on specific student learning problems and the development of 
teaching strategies to overcome these difficulties. This research should be 
requested by a department or departments and be conducted by members of the 
regular university faculty experienced in the rigor of this type of research. 
The outcome of such R&D efforts should be suitable for publication in 
recognized refereed journals. 



Recommendation 6. Provosts and deans should schedule regular times to 
discuss and coordinate teaching and learning across college and departmental 
lines. 

Recommendation 7. The three provosts should encourage the development of 
workshops or seminars for faculty on student learning (including the 
assessment of student learning), building on knowledge and expertise available 
within the University community. Such workshops might be managed and 
facilitated though existing programs in Human Resources. 1 

Recommendation 8. Deans should provide opportunities for department chairs and 
other faculty to review and discuss peer evaluation procedures across departmental 
lines. They should also monitor the implementation of departmental and college 
policies on peer evaluation to assure their effectiveness as a continuous feedbacJ;c 
mechanism to improve teaching. 

Recommendation 9. The Office of Measurement Services has developed materials 
for formative evaluation of ongoing courses. SCEP should review these materials and 
offer guidance on their appropriate use; with such materials available, departments 
should encourage faculty to conduct reviews of their classes before midterm and to 
make adjustments while the course is still in progress. 

Recommendation 10. Departments/programs should conduct periodic in
person exit interviews with their majors that will help them better understand 
the outcomes of their educational efforts. They should also periodically survey 
a representative sample of graduates who have been pursuing their careers for 
several years. To facilitate such efforts, the University should maintain 
updated records of recent graduates and develop a basic survey form that could 
be adapted by each department/program. · 

Recommendation 11. Every department that uses TAs should provide an 
extensive program of orientation exploring both the teaching techniques used in 
that department and the manner in which students learn in that subject matter. 
Such an orientation might use, in part, existing central programs or might 
request modification of these programs, but must include members of that 
department's faculty. 

Recommendation 12. All TAs who instruct undergraduates must meet frequently 
with faculty members of that department who support their teaching function. 

Recommendation 13. Departments and colleges should encourage accrediting 
bodies to take a coherent view of educational expectations; program reviews 
should continue to go beyond the limits of accreditation requirements to assure 
that professional education is broadly and not narrowly conceived. 



Key Recommendation: Develop Guidelines that Allow Colle&es and Departments 
to Offer Flexible. Differential Assi&nments for Faculty 

Recommendation 14. Deans and department chairs should establish 
differential assignments that include annual salary adjustments and other 
commensurate rewards based on the value of teaching and other educational 
support functions (i.e., course development, TA education) to a department on 
a par with research. 

Recommendation 15. Provosts should establish clear guidelines that support 
faculty initiatives to teach courses in cooperation with other 
departments/colleges as part of their regular wo~kload. 

Key Recommendation: Assure that the Reward Structure Supports Departmental 
Responsibility for the Quality of Teachin& and Atmosphere of Leamin& 

Recommendation 17. Provosts and deans should explore ways to provide 
rewards to units, not just to individuals, for high quality teaching (or for 
research or outreach). For example, a department could negotiate with a dean 
on the quantity and quality of teaching contribution$ (including how to 
document that quality), and then have budget allocations linked to successful 
outcomes. 

Recommendation 18. Deans should propose to their faculties that colleges 
amend promotion and tenure guidelines to include a "teaching narrative" 
(similar to the "research narrative" now required by many colleges) for both 
tenure and promotion dossiers. 

Recommendation 19. Faculty and department chairs should include teaching as a 
criterion in all tenured and tenure-track hiring. 

Recommendation 20. Deans and department chairs should include resources 
required for effective teaching as part of set-up packages for new hires. These 
resources might include teaching materials (such as new technologies), time to 
participate in University programs for teaching effectiveness, or time to be 

. mentored by a member of the faculty. 

Recommendation 21. In addition to departmental policies and procedures (7-
12 statements) and collegiate guidelines for promotion and tenure, each 
department should have clearly defined and publicized recognition criteria and 

, procedures for outstanding teaching so that members of the department know 
what is expected and how procedures work. 

Recommendation 22. To complement college and university-wide teaching 
awards, departments should establish means of publicly recognizing excellent 
teaching of faculty and T As. 



Key Recommendation: Support Department-Based Initiatives to Use New TechniQues 
and Technoloeies for Teachine and Learnine 

Recommendation 23. Continue to enhance student access to a University 
network with no fee for basic access; provide assistance to faculty in using the 
network for teaching. 

Recommendation 24. Provosts should support the development of teaching 
technologies, and support research to determine their effectiveness. 
Information about the results should be public, and successful techniques and 
technologies disseminated. · 

Recommendation 25. Provosts should create a fund (similar to the large class 
initiative) to which departments or clusters of departments could apply to hire . 
a resident expert. These local experts would form a network to share 
information and expertise with one another as a means of disseminating 
knowledge and techniques across departmental lines. 

Key Recommendation: Improve the Physical Environment for Instruction 

Recommendation 26. A committee chaired by then Associate Vice President 
Mark Brenner recently produced a report on "Operation and Maintenance of 
Facilities at the University of Minnesota," which emphasized that we need to 
do a better job of maintaining a basic level of cleanliness in our classrooms. ·· 
We urge the immediate implementation of this report's recommendations on 
standards of custodial service in classrooms. 

Recommendation 27. Central administration must continue an aggressive program to 
remodel and update classrooms, both for basic environmental comfort (heating, 

. lighting, air-conditioning) and to accommodate the increasing use of modem 
instructional equipment such as computers and multimedia displays. 

Recommendation 28. All classrooms must have a basic level of classroom 
equipment; such a list needs to be defined, but might include microphones, 
overhead projectors, and projection screens. The Registrar's Office should 
continue to monitor and manage this basic classroom equipment. · 

Recommendation 29. In order to create a "physical community for learning," 
classrooms and study spaces should be linked wherever possible to the 
departments; in other words, there should be physical proximity between a 
department and the classrooms it most frequently uses for teaching. 
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REPORT OF THE COMl'llTTEE ON TEACHING AND LEARNING 

April, 1995 

Teaching and learning at the University of Minnesota are part of a rich fabric that also 
incorporates both research and outreach. The creative interaction among teaching, research; 
and outreach gives us unique strengths and opportunities: at the graduate level, these 
activities are highly interdependent, with graduate education centered on a research 
apprenticeship with faculty; at the undergraduate level, faculty members' research in the field 
ensures that their teaching incorporates current viewpoints on the ·subject with the active 
enthusiasm of an explorer of knowledge. The faculty research allows undergraduates to 
participate in this exploration. Ultimately, it is the research of the faculty that helps shape 
the education of the future. 

In their booklet "Values Added," the Committee on Institutional Cooperation (CIC) notes 
that: 

. Active scholars are in the best position to incorporate the most recent discoveries and 
developments in their fields into undergraduate courses. . . . This ~ontributes 
significantly to students' understanding of the nature of learning, enabling them not 
only to master facts and theories but also to learn how to think about them.• 

Research will continue to be a central and defining mission of this university; our goal in this 
report is to offer ways to better support our educational mission within that context. 

Defining the Challenge 

Faculty members enter academic life to pursue scholarship, which includes both research and 
teaching. The challenge is to weave these activities together in ways most beneficial to 
students' learning. In the past decade, teaching in. research universities has come under 
increasing scrutiny. Across the country, research universities have been asked by legislators 
and the general public to define the relationship between teaching and research, to explain 
both the quantity and the range of teaching, and to provide information about how they 
teach, especially how they teach undergraduate students. 

There is a growing consensus that major research universities have not devoted enough 
explicit attention to undergraduate education in the past two to three decades. Such critiques 
come not only from outside our institutions, but from inside as well. In a study conducted 

•committee on Institutional Cooperation, "Values Added: Undergraduate Education at 
the Universities of the CIC." Monograph. Champaign, IL: CIC, 1989. 
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by Syracuse University in 1992, both faculty and administrators at 47 research universities 
indicated that greater weight should be given to teaching in the promotion and tenure 
process. 2 Ironically, each group (faculty and administrators) thought that the other group 
held a contrary view and would not accept any change. In a follow-up study; researchers 
found that "an effort to modify the promotion and tenure system to recognize and reward 
strong teaching would be supported by the majority of faculty, chairs, deans, and central 
administrators on the campuses surveyed." This is the national climate in which the Twin 
Cites campus of the University of Minnesota is examining how to encourage, recognize, and 
reward effective teaching. 

Shortly after taking office, President Hasselmo articulated an Initiative for Excellence in 
Undergraduate Education. That Initiative includes teaching as one of its seven major areas 
for improvement. In spring, 1993, the President announced an all-campus initiative, the 
"Learning Community of Tomorrow," that focuses on fostering teaching excellence. As part 
of this effort, the Committee on Teaching and Learning was appointed by President 
Hasselmo in fall, 1993. The Committee was co-chaired by Anne H. Hopkins, Vice President 
for Arts, Sciences, and Engineering, and Kenneth Heller, Professor of Physics and chair of 
the Senate Committee on Educational Policy. The charge to the Committee was to make 
recommendations in several areas: communicating the importance and value of teaching in 
this institution; encouraging and facilitating quality and enhanced effectiveness in teaching; 
reviewing the reward system to ensure proper recognition of quality and effectiveness in 
teaching and advising; exploring various teaching strategies, including new uses of 
technology, and disseminating information on approaches that serve different teaching and 
learning needs; and fostering interaction between students and faculty both within and outside 
the classroom. 

With University 2000, President Hasselmo has presented a vision of the University that 
includes a better prepared and more diverse student body, a greater sense of community, a 
more "user-friendly" environment, better facilities and technology, and a faculty whose 
workload is appropriately balanced to support the University's teaching, research, and 
outreach missions. This balance can only be achieved with an appropriate accounting of our 
most inflexible resource, time. Even in the most effective learning enterprise, faculty and 
students .have only 24 hours in a day. National studies show that faculty already work well 
more than a nominal forty hour work week. Clearly, an effective teaching and learning 
environment cannot be achieved simply by asking faculty to work more hours; any increase 
in faculty time which is inherent in our recommendations must be offset by time savings 
resulting from increased support for the faculty in carrying out the university's missions. It 
is within this context that the Committee on Teaching and Learning presents its 
recommendations. 

2peter J. Gray, R.C. Froh, and Robert M. Diamond, A National Study of Research 
Universities on the Balance Between Research and Teaching (Syracuse, N. Y: Center for 
Institutional Development, Syracuse University, 1992). 



Process and Framework 

The committee met throughout a calendar year (including the summer), and consulted 
broadly with a number of people on campus, including a sample of department chairs and 
deans. The Committee also reviewed previous committee reports, and heard from 
researchers and administrators with expertise in learning theory, student outcomes research, 
and educating new administrators. 
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Although all committee members had substantial experience at the University, most indicated 
that they had never before had extensive discussions about teaching with people outside their 
own departments or colleges. This experience highlighted the defming role that departments 
play in shaping the teaching and learning culture in which faculty and students work, and 
strongly influenced the direction and focus of the committee's inquiry into teaching and 
learning. 

Throughout the committee's discussions, five key issues surfaced repeatedly as overriding 
themes. These are the importance of a departmental culture of teaching and learning, the 
necessity of differential and flexible assignments for faculty, the need for collective , 
responsibility and rewards, the importance of supporting department-level initiatives, and the 
physical environment for learning. Key recommendations on each of these issues provide the 
framework for this report. 

Key Recommendation: Support the Development of a University-Wide Culture of_ 
Teachin2 and Learnin2 Centered at the Departmental Level 

Surveys about the student experience at the University consistently indicate that the 
component of the University that most satisfies students is the teaching in the classroom. It 
is, in the words of one committee member, the "least broken" part of undergraduate 
education at the University. Evaluations of teaching by students and peers indicate the high 
quality of classroom instruction. Within their own classrooms, many dedicated faculty seek 
continually to improve their teaching, and find ways to innovate and experiment. 

Too often, however, these efforts are not built upon by others in the University or even in 
the same department. They go unrecognized or unsupported because we do not have a well
developed collegial "culture of teaching" that parallels our open "culture of research." 
Without the establishment of that culture, individual faculty members are forced to 
"rediscover the wheel" instead of "standing on the shoulders of giants." Indeed, teaching is 
held to be such a private act that faculty members are reticent about visiting each others' 
classes or even talking about their teaching experiences. In that closed environment, a 
faculty member may assume that colleagues are confident and competent teachers, and that 
others do not suffer from insecurities about teaching. When teaching is not routinely 
discussed, those who aspire to improve are left to struggle on their own without the support 
of their colleagues. 
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While a culture that emphasizes teaching and learning must be fostered centrally, it is most 
important that such a culture exist and be nurtured in eacQ department or program. 
Faculty identify most closely with their own departments and programs. Both the nature of 
the discipline and the effectiveness of departmental leadership have a profound influence on 
the extent to which this culture develops in a department. When we observe that we have a 
"culture of research" but not a "culture of teaching," we are talking in part about our values 
and how they are expressed. Values and culture are communicated implicitly and explicitly, 
through our reward system and through our discourse. An institution's leaders must 
constantly reinforce the institution's values by their actions. It is critical for the President, 
provosts, deans, and department chairs to find ways to articulate and support the importance 
of teaching and learning. 

Many departments have strong traditions of support and encouragement of effective teaching. 
But too often, there is no open discussion of the act of teaching and its connection to · 
learning, and no overt support for teaching excellence; there may even be resentment, 
demonstrated directly or indirectly, toward those who express an interest in teaching. The 
committee is convinced that such adverse climates must and can be modified by strengthening 
the support for departmental and college leadership. 

Effective teaching combines knowledge of the intellectual structure of the subject matter with 
knowledge of the student's learning process, using a set of skills that facilitates education. 
While some people may have personal skills that make teaching more "natural," these 
teaching skills can be taught and improved, making better teachers of us all. Both 
centralized and decentralized programs can be important in improving teaching. Centralized 
efforts provide essential support in two ways: they provide models and resources, and they 
make a symbolic statement about the institution's commitment. We have a number of 
excellent central programs for both faculty and teaching assistants already in place. For 
example, the Bush Faculty Development Program has been tremendously successful in 
fostering teaching excellence (this and other programs are described in Appendix A). The 
Committee strongly encourages that these programs be retained and strengthened. Many of 
them are effective at least in part because they focus on the departmental/program level. 

From the evidence within the university, we believe that departmental leadership is essential 
in creating and supporting a culture of teaching. However, department chairs have numerous 
responsibilities, and may not have the time or inclination to focus on educational 
improvement as an issue. The following recommendations address strategies to support the 
development of a culture of teaching and learning at the departmental level. 

Recommendation 1. Because each department/program needs to develop its.. own 
approach to a "culture of teaching," department chairs should encourage the regular 
discussion of teaching among faculty through colloquia, retreats, symposia, brown bag 
lunches, and similar strategies. Department chairs should plan regular events that 
involve faculty in some discussion of teaching and learning issues. 
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Recommendation 2. Deans should create opportunities for chairs/heads in each 
college to consider issues of teaching and learning. Such gatherings may have a wide 
variety of topics, but one helpful starting point might be to focus on tasks the 
departments are currently undertaking; for example, curriculum revision in the major, 
assessment of student learning, departmental responses to student and peer evaluation 
of teaching, or appropriate responses to students with a variety of special needs in 
teaching situations. Deans should also provide opportunities for chairs/heads to come 
together with other faculty for discussions about teaching and learning issues in 
clusters of "adjacent disciplines." 

Recommendation 3. Each provost should create a modest fund from which 
departments or programs could support events related to teaching, such as 
departmental/ program retreats or colloquia on teaching and learning. Access to these 
monies should be simple, quick, and as unbureaucratic as possible. 

Recommendation 4. The provosts, in collaboration with central administration, 
should collectively sponsor an ongoing program to help chairs support effective 
teaching. Such a program could focus on a variety of issues: fostering departmental 
responsibility for teaching, the appropriate use of student and peer evaluation of 
teaching, leadership (how chairs can model and support an effective teaching and 
learning climate), and resources available within the university to help develop 
teaching strategies based on how students learn. This program should complement 
the existing program for new chairs, but should not be limited to newly appointed 
chairs/heads. · 

Recommendation 5. The central administration should establish a fund to support 
research on specific student learning problems and the development of teaching 
strategies to overcome these difficulties. This research should be requested by a 
department or departments and be conducted by members of the regular university 
faculty experienced in the rigor of this type of research. The outcome of such R&D 
efforts should be suitable for publication in recognized refereed journals. 

Recommendation 6. Provosts and deans should schedule regular times to discuss and 
coordinate teaching and learning across college and departmental lines. 

The university must fmd ways to give faculty and departments access to the growing body of 
research on how students learn. For example, active learning strategies, including 
collaborative learning, are finding their way into more and more classrooms on the Twin 
Cities campus. Many faculty have introduced a more interactive, less passive role for 
students in their courses. This is not always a comfortable process for either faculty or 
students, but it means that students take greater responsibility for their own learning. In the 
long run, active learning helps students increase their problem solving and critical thinking 
skills, giving them strategies that will help them be more effective both during and after 
college. 



Expertise about a variety of learning strategies is readily available within the University. 
Creating a culture of teaching will mean that we need to tap this expertise in a more 
systematic and productive way. 
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Recommendation 7. The three provosts should encourage the development of 
workshops or seminars for faculty on student learning (including the assessment of 
student learning), building on knowledge and expertise available within the University 
community. Such workshops might be managed and facilitated though existing 
programs in Human Resources. 

Efforts to improve teaching effectiveness also require access to usable information about our 
strengths and weaknesses in teaching. A key source of such information is provided through 
the University Senate policy on evaluation of teaching, which has two components: student 
evaluation of teaching (begun fall, 1993) and peer evaluation of teaching (begun fall, 1994). 
This policy gives the University a mechanism for collecting and evaluating information about 
how well students think we are doing, and a context for continuing faculty discussions on · 
improving teaching and learning. Each department or college has developed a procedure that 
will meet the requirements of the new policy, but it is important that this information be 
viewed as a continuous feedback mechanism on which to base modifications of teaching 
strategy and techniques, not simply as a basis for individual rewards or criticism. In addition 
to regular peer evaluation, faculty should be encouraged to make informal visits to each 
others' classrooms, to the mutual benefit of both the visitor and the instructor. 

Recommendation 8. Deans should provide opportunities for department chairs and 
other faculty to review and discuss peer evaluation procedures across departmental 
lines. They should also monitor the implementation of departmental and college 
policies on peer evaluation to assure their effectiveness as a continuous feedback 
mechanism to improve teaching. 

There are at least two areas where further work is necessary on student evaluation of 
teaching. First, there is anecdotal indication that students do not take evaluations of teaching 
very seriously, largely ·because they do not believ~ that their comments will make any 
difference. A second and related issue is that the current evaluative methods are summative 
only and do not provide specific feedback that will encourage improvements while the course 
is ongoing. 

Recommendation 9. The Office of Measurement Services has developed materials 
for formative evaluation of o.ngoing courses. SCEP should review these materials and 
offer guidance on their appropriate use; with such materials available, departments 
should encourage faculty to conduct reviews of their classes before midterm and to 
make adjustments while the course is still in progress. 

In addition to the standard student evaluations of teaching, we need other ways of having 
conversations with our graduates about their experiences at the University. Only a few 
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departments and colleges are doing specific follow-ups with their graduates. Periodic chec~ 
might help departments to focus more clearly on specific changes that need to be made in the 
curriculum or in communication with students. 

Recommendation 10. Departments/programs should conduct periodic in-person exit 
interviews with their majors that will help them better understand the outcomes of 
their educational efforts. They should also periodically survey a representative 
sample of graduates who have been pursuing their careers for several years. To 
facilitate such efforts, the University should maintain updated records of recent 
graduates and develop a basic survey form that could be adapted by each 
departmen tlprogram. 

Fostering a departmental culture of teaching and learning also includes having a departmental 
program of educating and supporting teaching assistants for their role as instructors. This is 
not only crucial to enhancing present undergraduate education, ·but also better prepares our 
graduate students to take their place on the more teaching-oriented faculties of the future. 
There· are some excellent centralized resources currently available, but these cannot replace 
departmentally-centered programs to support and educate TAs. Departments must be 
committed to assuring that these future colleagues are offered ample opportunity to learn how 
to be good teachers by working closely with the faculty of that department. 

Recommendation 11. Every department that uses TAs should provide an extensive 
program of orientation exploring both the teaching techniques used in that department 
and the manner in which students learn in that subject matter. Such an orientation 
might use, in part, existing central programs or might request modification of these 
programs, but must include members· of that department's faculty. · 

Recommendation 12. All TAs who instruct undergraduates must meet frequently 
with faculty members of that department who support their teaching function. 

As departments discuss the issues of effective teaching and learning, they will consider how 
their entire educational program is matched to their students' needs. Sometimes external 
constraints on the curriculum, such as those imposed by accrediting bodies, can limit 
appropriate actions. The requirements of professional accreditation can sometimes lead to a 
narrowness of learning, especially within the professional curricula. In our discussions, there 
was concern that such requirements may not adequately consider what knowledge students 
will need for the long term. 

Recommendation 13. Departments and colleges should encourage accrediting bodies 
· to take a coherent view of educational expectations; program reviews should continue 
to go beyond the limits of accreditation requirements to assure that professional 
education is broadly and not narrowly conceived. 



Key Recommendation: Develop Guidelines that Allow Colleees and Departments to 
Offer Flexible. Differential Assienments for Faculty 
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In fall 1992, the Faculty Senate adopted a Faculty Workload Policy, which includes a general 
set of principles that guide the determination of workload assignments. From this general set 
of principles, the various colleges on the Twin Cities Campus have all developed specific 
unit workload policies. While these policies support the three missions of the University-
teaching, research, and outreach--they of necessity vary substantially among units. Within 
units, the mix of teaching, research, and outreach is expected to vary across individuals and 
across time. Units have adopted guidelines to manage these differences and to ensure that 
they accomplish the unit's and the University's missions. Variations in distribution of effort 
across teaching, research, and outreach might be planned based on type of appointment, stage 
of career, and faculty interests. If each department has a vision of its responsibility, it ought 
to be possible to negotiate differential teaching and research loads across the department. 

Recommendation 14. Deans and department chairs should establish differential 
assignments that include annual salary adjustments and other commensurate rewards 
based on the value of teaching and other educational support functions (i.e., course 
development, TA education) to a department on a par with research. 

In addition, the University should support initiatives that allow faculty to teach in inter
disciplinary or cross-disciplinary settings as part of their regular workload. Communication 
across departmental and collegiate lines will help strength~n the University's sense of 
community, and lead to fruitful collaborations in research and outreach, as well as teaching. 

Recommendation 15. Provosts should establish clear guidelines that support faculty 
initiatives to teach courses in cooperation with other departments/colleges as part of 
their regular workload. 

Key Recommendation: ·Assure that the Reward Structure Supports Departmental 
Responsibility for the Quality of Teachine and Atmosphere of Learnine 

It has been widely recognized that one of the reasons that research is rewarded more 
consistently than teaching is that we have more objective, externally-focused ways of gauging 
success in research. Lack of clear standards for teaching quality and of effective evaluative 
procedures makes it more difficult to demonstrate success in teaching. It is said that in our 
universities,.research is a public enterprise and teaching a private one. If we are to modify 
the priorities of the existing reward structure, we must find appropriate, consistent ways to 
bring teaching into the public arena, and to document quality education. 

Recommendation 16. The central administration should establish a fund to support 
research and development on tools to document effective teaching based on student 
learning. This research should be requested by a department or departments and be 



conducted by members of the regular University faculty experienced in the rigor of 
this type of research. The outcome of such R&D efforts should be suitable for 
publication in refereed journals. 
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People can be rewarded and recognized for excellent teaching or research in a variety of 
ways. Many rewards are intrinsic: we take pride and satisfaction in work well done, and 
we take pleasure in seeing students learn and grow. "Recognition" may include a wide array 
of public and peer acknowledgments of one's accomplishments; "rewards" usually refer to 
some form of financial compensation. 

The key components of the reward structure--promotion and tenure, hiring, and merit pay-
have proved somewhat resistant to more specific recognition of teaching excellence. Most 
departments and colleges will not hire or tenure demonstrably bad teachers, but there is little 
agreement on how to distinguish and reward high quality teaching. After tenure, when 
faculty are somewhat protected from the consequences of poor teaching, there is little 

· incentive for units to take action to assure that the quality of teaching remains consistently 
high. 

Recommendation 17. Provosts and deans should explore ways to provide rewards to 
units, not just to individuals, for high quality teaching (or for research or outreach). 
For example, a department could negotiate with a dean on the quantity and quality of 
teaching contributions (including how to document that quality), and then have budget 
allocations linked to successful outcomes. 

To appropriately reward quality, teaching must be considered in hiring decisions, in 
promotion and tenure decisions, and in merit pay decisions. The current Uni:versity-wide 
policy on promotion and tenure ("Regulations Concerning Faculty Tenure") sets forth the 
expectations for documentation of effectiveness in the three areas of the University's mission. 
The document states: 

The primary criteria for demonstrating this potential are effectiveness in teaching and 
professional distinction in research; outstanding discipline-related service contributions 
will also be taken into account where they are an integral part of the mission of the 
academic unit. The relative importance of the criteria may vary in different academic 
units, but each of the criteria must be considered in every decision.3 

A footnote comment on teaching further notes that 

"Teaching" is not limited to credit-producing classroom instruction. It encompasSes 
other forms of communication of knowledge (both to students registered in the 
University and to other persons in the community) as well as the supervision or 
advising of individual graduate or undergraduate students. 

3"Regulations Concerning Faculty Tenure," University of Minnesota, 1985, pp. 4-5. 



Individual college policies on promotion and tenure provide more detail on documenting 
teaching effectiveness. For example, the new College of Liberal Arts Guide to Promotion 
and Tenure devotes four full pages to teaching; the policy requires a teaching narrative, a 
chart of year-by-year teaching responsibilities, comparative data on teaching evaluation, -
statements from internal evaluators, and a summary of teaching effectiveness. 
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CLA is only one of several colleges currently requiring a teaching narrative. These one-to
three page descriptions of teaching styles, strategies, and accomplishments serve at least two 
important functions. First, each faculty member is asked to explicitly think and write about 
teaching and learning; and second, these narratives help to create a shared understanding 
among department members of what they mean by effective teaching. 

Recommendation 18. Deans should propose to their faculties that colleges amend 
promotion and tenure guidelines to include a "teaching narrative" (similar to the 
"research narrative" now required by many colleges) for both tenure and promotion 
dossiers. 

Recommendation 19. Faculty and department chairs should include teaching as a 
criterion in all tenured and tenure-track hiring. 

Recommendation 20. Deans and department chairs should include resources 
required for effective teaching as part of set-up packages for new hires. These 
resources might include teaching materials (such as new technologies), time to 
participate in University programs for teaching effectiveness, or time to be mentored 
by a member of the faculty. 

The University of Minnesota provides a number of ways in which teaching excellence can be 
acknowledged (see Appendix A) but more can be done to explicitly place these reward 
structures in the context of. departments' responsibilities for teaching. 

Recommendation 21. In addition to departmental policies and procedures (7-12 
statements) and collegiate guidelines for promotion and tenure, each department 
should have clearly defined and publicized recognition criteria and procedures for 
outstanding teaching so that members of the department know what is expected and 
how procedures work. 

Recommendation 22. To complement college and university-wide teaching awards, 
departments should establish means of publicly recognizing excellent teaching of 
faculty and TAs. 



Key Recommendation: Support Department-Based Initiatives to Use New Techniques 
and Technoloeies for Teachine and Learnine 

There is no single effective way to teach; choice of teaching strategies requires a synergy 
among individual faculty characteristics, the material to be taught, and the students' ability 
and readiness to learn. As we change, we must be sure to keep the best of what we have, 
and base innovation on knowledge about what helps students learn, and about our own 
strengths and weaknesses as teachers. 
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One critically important development on the Twin Cities campus in the past three years has 
been the greatly enhanced opportunities for student access to computing. We anticipate that 
the use of computers and other computer-based technologies to enhance teaching and learning 
will accelerate. For example, every student now has an e-mail account, and many faculty 
invite or require communication via e-mail. Building and using tools available on the 
internet will soon become part of a global educational system. 

In addition to e-mail and internet access, a variety of courses now use computer-assisted 
learning in some form. The university must be technically and intellectually prepared to 
effectively use this emerging technology for student learning. University computer facilities 
are a starting point for the integration of computers into our educational systems by making 
them accessible to students and faculty alike. These facilities are a good bridging strategy, · 
but soon many students will require access to a computer during a significant fraction of the 
day. The University must provide them with the necessary networking ~d communications 
infrastructure. 

Recommendation 23. Continue to enhance student access to a University network 
with no fee for basic access; provide assistance to faculty in using the network for 
teaching. 

We know that every generation of students brings a different set of experiences and 
expectations to the classroom, and that they have become accustomed to learning in ways that 
are very different from past students. It is not yet. clear how we ~ make the most effective 
use of limited resources in applying technology to meet students' learning needs. It is clear 
that we should invest in the electronic backbone to support basic computing and 
communication. Educational development using technology should be done on an appropriate 
scale to determine whether a technology actually promotes effective learning. 

Recommendation 24. Provosts should support the development of teaching . 
technologies, and support research to determine their effectiveness. Information about 
the results should be public, and successful techniques and technologies disseminated. 

Many faculty would make more and better use of the technology that is already available if 
they had ready access to expert assistance. As the Committee talked with faculty members 
who had developed multimedia or computer-based educational strategies, it became 



abundantly clear· that one of the most important resources for many of these people was 
having someone "down the hall" who could quickly answer questions and provide support 
within the context of that department. 
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Recommendation 25. Provosts should create a fund (similar to the large class 
initiative) to which departments or clusters of departments could apply to hire a 
resident expert. These local experts would form a network to share information and 
expertise with one another as a means of disseminating knowledge and techniques 
across departmental lines. 

Key Recommendation: Improve the Physical Environment for Instruction 

The most consistent source of frustration that faculty encounter in their teaching is that the 
physical environment often constrains or limits teaching effectiveness. Classrooms that have 
terrible acoustics, inadequate lighting, or too much or too little heat all create barriers to 
teachi-ng and learning. The situation is improving, and some excellent classrooms are now 
available, but too often this is still the first topic of conversation when faculty or students are 
asked about how we can improve teaching. 

The appropriate maintenance of classrooms and study space, together with the provision of 
adequate supplies and basic equipment, is the foundation of any effort to support teaching. If 
our classrooms are badly lighted, poorly heated, and improperly maintained, we 
communicate both to students and faculty that teaching and learning are not valued. The 
ability to innovate also can be frustrated by "simple" barriers: for example, it is difficult to 
encourage cooperative learning strategies in classrooms that have seats bolted to the floor. 
As more technologically advanced classrooms have been made available, they quickly 
become heavily scheduled, which shows that faculty are more than willing to redesign 
courses if they have access to appropriate facilities. 

Over the past five years, the Twin Cities campus has begun a major program of classroom 
renovation and improvement. In addition, as part of the Undergraduate Initiative, $200,000 
recurring (plus an earlier $15,000) has been provided to the Registrar's office to help 
upgrade the basic instructional equipment (overhead projectors, projectors and screens, 
microphones) that each classroom needs. The University is also working with external 
consultants on a broad-based assessment of classroom inventory and classroom management. 
Consultants studied issues such as classroom quantity and location, classroom quality, and 
financial resources, and have made recommendations for more effective use of the space now· 
available on the university campus. 

The following four recommendations address how we can improve the physical environment 
to better support teaching. These are baseline recommendations that must be addressed 
before any real changes in the University's teaching and learning environment can begin. 



• 
13 

Recommendation 26. A committee chaired by then Associate Vice President Mark 
Brenner recently produced a report on "Operation and Maintenance of Facilities at the 
University of Minnesota," which emphasized that we need to do a better job of 
maintaining a basic level of cleanliness in our classrooms. We urge the immediate 
implementation of this report's recommendations on standards of custodial service in 
classrooms. 

·Recommendation 27. Central administration must continue an aggressive program to 
remodel and update classrooms, both for basic environmental comfort (heating, 
lighting, air-conditioning) and to accommodate the increasing use of modem 
instructional equipment such as computers and multimedia displays. 

Recommendation 28. All classrooms must have a basic level of classroom 
equipment; such a list needs to be defined, but might include microphones, overhead 
projectors, and projection screens. The Registrar's Office should continue to monitor 
and manage this basic classroom equipment. 

Recommendation 29. In order to create a "physical community for learning," 
classrooms and study spaces should be linked wherever possible to the departments; in 
other words, there should be physical proximity between a department and the 
classrooms it most frequently uses for teaching. 

Conclusion 

Effective learning can be supported and nurtured in a variety of ways. Central support is 
crucial, but it needs to be focused on creating a culture of teaching at the departmental level. 
The concept of collective responsibility is key to this culture: this report advocates policies 
that will assist departments to encourage individuals to teach more effectively. Consistent 
messages about the importance of teaching must be accompanied by coherent actions that 
reinforce those messages. Barriers to effective teaching prac~ces, and to the ability of 
faculty to change teaching styles, must be removed at all levels, beginning with the 
classroom environment. 

Just as we need to support and value the teaching of the faculty, we also need to 
communicate to students the importance and value of learning. One of the most critical 
components to effective teaching and learning is the communication of high expectations, 
along with ciear statements of learning objectives. Too often we have expected students to 
guess what we wanted; we have tacitly assumed that one difference between a "good" and a 
"bad" student is that the good student understands implicit expectations. With the wide range 
of students we serve in higher education, these implicit expectations often become a source . 
of frustration for both students and faculty. We can challenge students with high 
expectations only if we make clear to them what those expectations mean, and show them a 
path to reach the goal. Grading practices must make these expectations clear to the students. 



Departmental discussions of issues such as these can help to facilitate the establishment of 
norms, and can illuminate new strategies for teaching and learning. 
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Finally, we must recognize that teaching and learning are not independent processes. Good 
teaching is grounded in a knowledge of the initial state of the factual and procedural 
knowledge of the learner. Just as all teachers are not identical and must use those techniques 
that complement their personalities and intellectual outlook, all learners are not identical. 
Our students have a variety of learning styles, preconceptions, and attitudes. Not all 
teaching styles are well matched to all learning styles. We must encourage a variety of 
teaching methods which are individually successful for a fraction of our students and avoid a 
lowest common denominator mentality that encourages only those styles that are equally (but 
not very effectively) adaptable for all students. · 
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APPENDIX A: CENTRALIZED EFFORTS IN SUPPORT OF TEACHING 

The President, through his Undergraduate Initiative and through the "Learning Community of 
Tomorrow," has made a clear statement about his support for the University's teaching 
mission. The appointment of this committee is one part of that commitment; another is the 
President's sponsorship and hosting of a quarterly Forum on Teaching and Learning. On 
the Twin Cities campus, more than two hundred faculty participated in the Forums last year, 
and three forums are planned for 1995-96. The President's active participation in these 
Forums has clearly communicated his personal commitment and enthusiasm, as well as his 
support for redirecting certain institutional priorities. This level of commitment need to be 
sustained at all administrative levels, but most especially in colleges and departments. 

The Committee re~ognizes and applauds the critical role played by several important 
centralized programs, which light a spark by offering models of how excellent teaching is 
done, and helping people to locate resources to improve teaching. One of the most exciting 
of these programs is the Bush Faculty Development Program ("Teaching for Excellence 
and Diversity"), in which new untenured professors are connected with experienced teachers 
for mentoring about teaching. Participants in this program, both resource teachers and junior. 
faculty, are unanimous in their praise of it. There have been cases of dramatic 
improvements in teaching evaluations as a result of this program, and all partiCipants agree 
that "it gives them an invaluable opportunity to explore new strategies for teaching, and to 
discuss teaching with supportive colleagues. 

Other ongoing efforts include Teaching Enrichment Opportunities for Faculty, a program 
that brings workshops directly to faculty members in their departments. Subjects range from 
collaborative learning to large-class instruction strategies. More than thirty different topics 
have been offered as workshops, and the program will also custom-design specific workshops 
for different departments, or consult individually with faculty. 

A similar program targeted for teaching assistants is the Teaching Assistant Development 
program, which provides an extensive fall orientation for new TAs as well as ongoing 
workshops and class visitation and consulting services. Many departments also offer ·their 
own orientation and training program for Teaching Assistants. Some of these programs are 
quite extensive and offer excellent models for department-based initiatives. In addition, a 
Teaching Opportunities Program for Doctoral Students, funded by the Bush Foundation, 
systematically helps doctoral students prepare for their roles as teachers and communicators 
once they leave the University. 

The University has also taken strong steps over the past four years to provide help and 
support for non-native speakers of English who serve as teaching assistants. These TAs are 
carefully screened to assure that their speaking skills are at an appropriate level of · 
proficiency; they also receive instruction about American culture and expected classroom 
behavior and teaching styles. Since the development of this new screening and training 
program, complaints about non-English speaking TAs have dropped off dramatically. 
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Awards. The 1\lorse-Alu.mni Award recognizes contributions to undergraduate education; 
although it is not specifically a teaching award, it is the only all-university award that has 
excellence in teaching as a primary component. A number of suggestions have already been 
made through SCEP for changes to the Morse-Alumni award program; these range from 
simplifying the award process to finding better ways to recognize and publicize the award 
winners. 

In addition to the Morse-Alumni award, the Tate Advising Award annually recognizes the 
contributions of both professional advisers and faculty in advising undergraduate students. 
Continuing Education and Extension also gives annual teaching awards, and there are 
numerous collegiate and departmental teaching awards. In keeping with the idea of fostering 
department-level teaching cultures, we encourage more involvement of departments, 
including students, in giving awards to excellent teachers. 
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Awards. The Morse-Alumni Award recognizes contributions to undergraduate education; 
although it is not specifically a teaching award, it is the only all-university award that has 
excellence in teaching as a primary component. A number of suggestions have already been 
made through SCEP for changes to the Morse-Alumni award program; these tange from 
simplifying the award process to finding better ways to recognize and publicize the award 
winners. 

In addition to the Morse-Alumni award, the Tate Advising Award annually recognizes the 
contributions of both professional advisers and faculty in advising undergraduate students. 
Continuing Education and Extension also gives annual teaching awards, and there are 
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department-level teaching cultures, we encourage more involvement of departments, 
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