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Organizational context and 
history are important factors to 
consider in understanding why 
specific faculty life initiatives 
succeed or flounder. 



University of Virginia
• Premier public institution
• Founded in 1817 by Thomas Jefferson
• Located in Charlottesville, VA, USA
• Ten schools
• 2,100 fulltime faculty
• 1,450 tenured/tenure-track faculty
• 13,500 undergraduate 

students
• 6,500 graduate students



Timeline

1819

University 
founded by 

Thomas 
Jefferson

1950

First African 
American 
student 
admitted

1953
First African 
American to 

earn a degree 
(PhD)

1967

First 
African 

American 
faculty 

member
1894

First 
woman 

to earn a 
degree

1894
Faculty & Board 
of Visitors vote 

against admitting 
women

1920

General Assembly votes to 
admit women to graduate & 

professional programs

1930
Several faculty wives & daughters 

admitted as undergraduates

1970
First class of 

undergraduate 
women admitted 
(39% of class)

1963

First woman who will 
eventually achieve rank of full 
professor (outside School of 

Nursing) joins the faculty

1928

First 
Hispanic 
student 
admitted 

(Venezuelan 
diplomat)

1979 First statistics collected on 
faculty diversity:

0.9% African American
1.7% Asian American
0.1% Hispanic American
14.9% women

2006

Current statistics on TTT 
Faculty: 

4.1% African American
6.2% Asian American
1.1% Hispanic American

25.0% women

Current undergraduates

8.4% African American
10.9% Asian American
3.9% Hispanic American
0.2% Native American

55.0% women



Racial crisis at UVa 

February 2003 –

Someone attacks an African American 
student on campus, verbally and 
physically abuses her and warns her 
against running for 
student council 
president



A model for change

positive educationnegative   
education

Low 
comfort/
high 
tension

community 
standard

empowerment

majority standard

tokenism

High 
comfort/
low 
tension

ProactiveReactive

Based on Eric Jolly’s presentation at Keeping Our Faculties of Color Symposium IV

crisis leading 
to realignment



Response to attack
• Shock, outrage, sadness
• Community reflection

– Would this have happened if there was true 
commitment to diversity here?

– If we don’t all feel safe 
and welcome here, then 
it doesn’t feel like a good 
place to be or work for 
any of us.



Leadership response

“This is a watershed moment for the University 
community as we face complex issues and 
seek solutions to them. These issues do not 
have short-term fixes....Take on your share of 
the task of learning from what has happened, 
setting affirmative directions for the future, and 
then building that future. Don't 
let this unique moment in our 
history pass you by.”

President John Casteen



Leadership response
April 2003
• Appoint a university-wide commission to 

address issues of diversity
• Include staff, students, faculty issues
• Examine climate, curriculum, recruitment, 

retention 
• Sept 2004 commission report
Connect Diversity to Excellence



Beyond good intentions

• Shared Responsibility
• Transparency
• Accountability
• Funding

As one of the co-chairs of the Commission said, 
“earnest good intentions are not enough.”



Provost’s actions

• Endorses report
• Requests faculty diversity plans 

from school deans
• Hires Vice Provost for Faculty 

Advancement (VPFA) 



VPFA duties
– Serve as the Provost’s chief advisor and 
representative on issues related to faculty 
recruitment and retention

–Oversee university- wide recruitment and 
retention strategies and practices 

– Develop initiatives to 
promote diversity among 
faculty



University of Virginia: 
percentages of underrepresented 

groups on TTT faculty

Women 23.9%
African Americans    3.8%
Hispanic Americans              1.0% 
Asian Americans                   5.5%
Native Americans    0.0% 



Percentage of women faculty 
at UVa 1990-2005: 

slow progress
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Percentage of African American 
faculty at UVa 1990-2005
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How to catalyze change

• Understand the workplace culture
• Be on the alert for learning 

opportunities
• Listen to wisdom of constituents: 

communication should be two-way
• Start with specific ideas but be flexible
• Change the approach based on input



Just the way things are

Diversity is “a good thing”

BUT… :
– Minorities would never come to UVa
– There aren’t minority candidates available

THEREFORE…
…we can’t make progress



Culture realignment

Deficit approach Focus on strengths

Negative education Positive education

Focus on limitations 
and challenges

Focus on 
possibilities



The search committee 
system in the US

• Faculty hiring is a form of peer review 
• Central oversight needs to support, not 

supplant, faculty jurisdiction
• Search committees do the 

administrative work of recruitment
• Search committees do the evaluatory

work of assessing candidate files
• Ad hoc--created for a specific search



A search committee toolkit

Pedagogy (learning & teaching)

Organizational ethnography

Monitor efforts & track progress

Recognize and appreciate



The goal is education
Provide information on:

– why diversity is central to faculty 
and institutional excellence

– best practices for developing an
excellent and diverse faculty 
applicant pool

– identifying diverse candidates
– research on evaluation bias



Pedagogy

• Online tutorial
• Face-to-face meetings with search 

committees during the search
• University-wide workshops on 

search related topics (unintentional 
bias, etc.)



Organizational ethnography

• Identify and interview in-house 
search experts

• Focus groups
– Search committee chairs
– Newly hired faculty

• Anonymous feedback 
system 



Monitor efforts & track progress

• New hires: gender and race/ethnicity by 
school

• Yield rate: offers accepted/offers made
• Peer comparisons 
• COACHE surveys (every third year)



Recognition and appreciation

• Reception for search committee 
members

• Discussion of lessons learned 
during the search

• Creating networks across schools



Online tutorial



How we did it
• Team approach

• Office of the VPFA
• EOP
• ITC

• Tutorial based on
• Interviews with experienced faculty  

and administrators on current best  
practices at UVa

• scholarly literature
• tips and advice from faculty  

recruitment experts
• best practices at peer institutions



The pilot
• Invited 120 current search   

committee members to take pilot 
version

• Asked faculty and administrators to 
participate in a post-pilot focus  
group

• Made significant 
changes based on 
this feedback



We made a concerted effort to 
offer information that struck the 
right collegial tone—a feature 
preferred by faculty who are very 
sensitive to training language 

or to being told how to conduct     
their affairs.



The president’s mandate
• Search cannot proceed until all    

committee members have taken 
tutorial 

• For all members of search 
committees seeking     
tenured/tenure-track faculty

• Two year certification 



Our focus had been on…

…faculty as the primary agents of 
the search process.



An “ah-ha!” moment

Administrative assistants play
a key departmental role in searches.



Question
1. Successful Strategies Employed at UVa

Which of the following “best practices” have been utilized with success by some 
schools or departments at UVa?

a. The committee uses a matrix of 6-12 categories, established by search 
committee members before any contact with candidates, to evaluate 
candidates’ skills and qualifications; conversation which strays to unsupported 
opinions and concepts of evaluation that have not been previously agreed 
upon is discouraged. 

b. The committee sends letters to universities that have federal grants which 
partner an established research-intensive university with a traditionally black 
college for research 

c. Committee members seek extra evaluations and recommendations for certain 
candidates, especially if they are from underrepresented groups.

d. The committee advertises the position on a number of Web sites for 
professional associations which have a significant number of members from 
underrepresented groups, including women.

o a, c, and d  
o a, b, c, and d
o a, b, and d

Submit Answer



Discussion
1. Successful Strategies Employed at UVa

Discussion: The standards and means of evaluation for all 
candidates need to be established prior to receiving candidate 
information to avoid unintentional favoritism or discrimination.
In a culture with a long history of discrimination, it can be a 
challenge to uncover hidden biases—we all have them, 
institutional and personal commitments to diversity 
notwithstanding. Concerted and sustained efforts towards self-
awareness and equity of approach and treatment for all 
candidates can help create a more inclusive faculty hiring 
process. Information about successful strategies shared 
between departments and schools, and with peer institutions, 
can be invaluable.



Recent successes
• Percentage of African Americans on TTT 

faculty: moved from 21st to 12th out of 61 
peer research universities in US

• Percentage of women on TTT faculty: 
moved from 53rd to 48th out of 61 peer 
research universities

• More women and faculty 
of color accepting offers



Tutorial: next steps

• Review of all feedback gathered since 
tutorial was launched in November 
2005

• Release revised edition of the tutorial  
in November 2007



But our university, any university, is 
an organic organization, constantly in 
flux. 

Even as we tell our story and revel in 
these positive changes, the organism 
is changing…



In the end, we hope that these 
specific reforms will produce a 
change in the culture of our 
institution, and that they will help us 
achieve the goals that we have often 
talked about, but have not had the 
will to pursue.


