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2021 Strategy Workshop:
Engaging Faculty Leadership

September 17, 2021
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OVERVIEW

Case Study: 
University of Texas at 

Arlington

Introductions and 
Framing

Breakout Groups Closing Questions



ENGAGING YOUR FACULTY WELL

• Clarifies and expands understanding

• Establishes priorities

• Conveys a willingness to listen

• Mitigates implementation issues

• Leverages your faculty to solve problems



CASE STUDY: 
University of Texas at Arlington

Tom L. Ingram; BBA, MBA, 
PhD

Bill Carroll, PhDJacqueline Fay, PhD



A Faculty Senate Led
COACHE

Faculty Job Satisfaction Survey

Jacqueline Fay
Bill Carroll

Tom Ingram



Who is UT Arlington?
• Large public research university; Carnegie R1

• Located in Arlington TX, the lesser-known dead center 
of the sprawling DFW metroplex and home to the 
Dallas Cowboys, Texas Rangers, and Dallas Wings 
sports venues

• Largest campus by headcount in the UT System;  
60,000 students (on campus and online)

• Highly diverse UG student body; Hispanic Serving 
Institution

• Large NTT faculty – T/TT: 666(583); NTT: 411(455)

• Newly qualified for Texas Tier 1 designation & funding

• Comprehensive university but with distinct areas of 
specialization/marketing

• Persistently labeled “emergent”

https://twitter.com/utarlington/status/1280985062993989634/photo/1


Motivation to Conduct 
the COACHE Survey

• Decade since last comprehensive 
faculty survey

• Motivation changed during process 
because of leadership change

• Desire to have data to effect 
changes that were otherwise 
stagnant

• Rebuilding faculty trust and agency

https://www.google.com/url?sa=i&url=https://www.dallasnews.com/news/2016/11/17/uta-s-125m-glass-wall-building-will-put-science-on-display/&psig=AOvVaw3TaDw-cvxHsIMPEsMHNJNd&ust=1631316595049000&source=images&cd=vfe&ved=0CAYQjRxqFwoTCPj69ZmG8_ICFQAAAAAdAAAAABAJ


Response rates

• Overall – 60%

• Colleges – 51% to 81%

• Pretenure and associate – 70%

• Full – 59%

• Men – 55%

• Women – 65%

• White – 66%

• Faculty of Color – 53%

• Asian/Asian-American – 64%

• Underrepresented Minorities – 45%



Faculty Senate 
Driven Initiative

• Researched survey providers

• Selected COACHE

• Funding Ask

• Managing the Bureaucracy

• Making Decisions about Data

• Assembling the Steering 
Committee

• Making the Communications Plan

https://www.google.com/url?sa=i&url=https://www.uta.edu/admissions/apply/residency&psig=AOvVaw3TaDw-cvxHsIMPEsMHNJNd&ust=1631316595049000&source=images&cd=vfe&ved=0CAYQjRxqFwoTCPj69ZmG8_ICFQAAAAAdAAAAABAZ


Key 
Background 

Points

• Researched for a year

• Focused on FSS rather than broader Campus 
Climate Survey

• COACHE utilized by other UT System 
Components

• Ability to Benchmark against Peer Institutions

• COACHE’s history and identity fitted our goals  



Steering Committee 
Philosophy

• Small Committee

• Senate Representatives

• Past Senate Member  

• Communications Specialist

• Weekly meetings

• Transparency, Attention to Detail, & Consistent 
Communication



Launch Problem

• Mass email recall by Office of Information Technology

• Coincides with “Snowmageddon”

• Steering Committee challenged by internet outage, 
electrical outage, and damage to homes

• “Whitelisting” is not enough

• Overcame by aggressive messaging

https://twitter.com/utarlington/status/1364954461832155152/photo/3


Engaging the Faculty –
Messaging
• Pre-launch message from Provost

• Created some confusion and mistrust
• Messaging from Steering Committee

• Invitation – followed COACHE launch message

• Post launch – followed each COACHE reminder
• Targeted – launch problem

• Post survey – thank you for participating
• Message to Chairs

• Senators as advocates – script and PowerPoints

• Presentations to affinity groups
• COACHE webpage



Engaging the 
Faculty – Sample 
Messages

• Consistent message and 
language

• Transparency about process 

• Clarity about the data 
(ownership, etc.)

• Strongly faculty-centered

• Purpose-written for UTA and 
for the occasion



Sample Messages
“Here are some key facts that you should know about the COACHE survey on our campus:
• Our COACHE survey was initiated and organized by the Faculty Senate, with the endorsement and financial 

backing of UTA central administration. The work to bring this survey to our campus unfolded over two years and 
was completed entirely by Faculty Senate.

• Dr. Pranesh Aswath, the Interim Provost, has endorsed the survey as the Chief Academic Officer of our 
institution, but will not receive the results. The only member of our campus who will receive the results is Dr. 
Bill Carroll, the Chair of Faculty Senate.

• Faculty Senate will make a public report of results only with data aggregated in cells of five respondents or 
more, so that individual faculty and departments cannot be identified. 

• Faculty Senate will be the only entity to hold the full data set.
• Faculty Senate undertakes this survey with the aim of collecting data than can assist in improving faculty 

working conditions at UTA.
• The survey is only for full-time faculty (tenure track/tenured and non-tenure track). No person with the rank of 

Chair and above will receive this survey.”

“The Faculty Senate has undertaken this survey with the aim of collecting data that can assist in improving faculty 
working conditions at UTA. In short, this survey is driven by UTA faculty, for UTA faculty. Your perspective is an 
invaluable part of this effort.”



Engaging the 
Faculty –

Senate 
Network

• Email to senators (January 2021)

• COACHE reminders – January, February, March

• COACHE information piece

• COACHE webpage



Sample presentation: 
Purpose, Reasons, Timeline



Sample Presentation: 
Locating the Information



Sample Presentation: 
Use COACHE resources to make your point



Engaging the Faculty –
Dissemination

• Presented Preview Report

• President’s Advisory Committee of Senate

• Full Senate

• Posted on COACHE website

• Announcement message

• Preview Report

• Full (CAO) Report, fewer comments

• Fall Faculty Forum

• Deans’ and Chairs’ Councils

• Affinity groups 



Engaging University Leadership  

• Requested funding from president

• Informed new leadership

• Received endorsement from interim provost

• Reported results to interim leadership

• Engage in developing priorities and initiatives



Challenges to 
a faculty-led 

COACHE 
Initiative

• COACHE process spans at least three different 
Senate Chairs’ terms

• Budget limitations

• Time constraints

• When and how to expand the involvement to 
other constituencies

• Administration may be dismissive of results



Lessons 
Learned:

Advantages 
of a faculty-
led COACHE 

Initiative

• Expect the unexpected; hard to please everyone 

• Mobilize the trust gained by being insiders to the 
faculty group

• Do not attempt to tackle the entire COACHE 
process at once (divide into smaller goals)

• Form a small and dedicated steering committee 
that meets on a regular and frequent basis

• Leverage the insider advantage effectively in 
messaging: “by faculty for faculty”

• Make improvement of faculty work-life the focus

• Let the faculty lead the effort
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BREAKOUT GROUP DISCUSSION

• Who are the faculty leadership groups you should involve? 

• What makes you nervous about doing so? 

• What can you do to frame the relationship in advance? 

• Who is not represented in those groups? How can you assure that their 
voices are heard as well?



NEXT STEPS

• 9/24 @ 1pm EDT. Strategy Workshop: Crafting Your Communications 
Plan. 

• Come prepared with an outline of your communications plan
• 10/1: Decision deadline for custom questions
• 10/1: Communications plan due date
• 10/15: IRB approval deadline

Optional conversation series: National Academies virtual workshop series 
on Promotion, Tenure, and Advancement through the Lens of 2020 

https://www.eventbrite.com/e/promotion-tenure-and-advancement-through-the-lens-of-2020-tickets-168432950489


CONTACT COACHE

Todd Benson
Executive Director & Principal Investigator

Todd_Benson@gse.harvard.edu

Jeannie Kim
Research Manager

Jeannie_Kim@gse.harvard.edu
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