Proposal for Continuing Professional Development Framework for Lancaster University

Summary of Proposal
The proposal is that there should be an explicitly institutional framework for the induction, support and professional development of academic staff who teach, which clearly indicates the responsibilities of departments, faculties and institutional provision via the Centre for the Enhancement of Learning and Teaching.  This framework will provide a flexible and transparent process through which the quality of teaching can be enhanced, assured and recognised, and appropriate support and opportunities for professional development in teaching and other academic responsibilities can be provided. The framework has been devised as a result of a consultative process of review, to identify effective current practice and future needs, and to consider appropriate provision and necessary resources in the context of various internal and external drivers. 

Professional Development will be facilitated, recognised and rewarded through: 

· Certificate in Academic Practice (CAP):  Mainly new, but also experienced members of faculty who wish to upgrade their qualifications

· Associate Teaching Programme (ATP):  New graduate teaching assistants

· SEDA CPD recognised awards:  All members of staff, whether or not they are enrolled on the formal ATP or CAP programmes.  The awards proposed are

· Exploring Learning Technologies

· Effective Postgraduate Supervision

· Enhancing Academic Practice 

· CPD programme which can be attended by all involved in supporting student learning, but can also be incorporated into achieving the SEDA awards

· Portfolios for professional development.  These will be a record of all CPD activities carried out by staff.  It would include attendance at conferences seminars and workshops both within and outside the university, enrolment on CELT professional programmes, evidence of departmental based development, and any other form of CPD.  The portfolio would provide concrete evidence of CPD for the promotions process and for Pilkington Prize submissions.  
All of these activities will be integrated through the CPD framework.  The professional programmes will be revised in order to enable staff to achieve certification through a variety of pathways.  
The proposed framework provides a way to identify recognise and reward all forms of professional development, both within formal programmes and outside these programmes where effective and innovative development is taking place within departments.  All the activities and products of the CPD framework carried out by individuals or groups would be departmentally based, so that individual development contributes to departmental and institutional development  

***********************************************************

1.  Background

The call for greater opportunities and coherent strategies for professional development for staff who teach and support learning has become increasingly widespread across the HE sector in recent years.  Various external drivers have created a need now to review and improve the institutional and local approaches to the support and professional development of academic staff. The government White Paper 2003  - The Future of Higher Education – proposed the establishment of new national professional standards for teaching in higher education. The Higher Education Academy is tasked to conduct a national consultation on the development of a framework of professional standards for implementation in 2006. HEFCE provided additional funding to each institution to support the development and embedding of these ‘professional standards’. Increasing numbers of institutions are making the gaining of an accredited qualification mandatory for new appointments.  
Within Lancaster, institutional quality assurance processes require that all teaching should be of a good standard.  The LTA Committee stressed the need to ensure that mechanisms are in place to realise the LTA strategy’s aspiration that students would “work with teachers who were expert in the pedagogy of their discipline and who were rewarded for high quality teaching”. The LTA Strategy identified the need to “enhance the status of teachers and teaching through active support and development and through reward and recognition”. For professional development of academic staff there was the need to “develop the provision we currently have in consultation with heads of department, faculty teaching deans and programme participants, so that programmes are focussed carefully on appropriate areas, taking into account the complex and changing environment of HE teaching”.... In addition, there is a need to “identify the most effective approach to providing and accrediting continuous professional development, to develop the resulting programme ensuring its integration both with the initial training and development programme and with the institutional HR strategy” .

Developing an Institutional Framework 

A variety of practices has developed within Lancaster for supporting the professional development of academic staff at institutional, departmental and faculty level, with some examples of good practice and other anecdotal evidence of less than adequate provision or outcome.  Institutional provision has been developing since 1991 to meet the changing needs. Currently the externally accredited postgraduate Certificate in Academic Practice (CAP), is offered for staff who teach along with a suite of non-accredited courses. Provision and support for professional development within departments and faculties is diverse and variable. 

An explicit and ‘joined-up’ institutional framework with regard to policy on the professional development of academic staff is needed now which:

· integrates effective individual, departmental, faculty and institutional practices for the induction, support and professional development of academic staff, identifying the specific roles and responsibilities of each level

· ensures that all departments can be aware of and benefit from good practices taking place elsewhere within the institution

· ensures that Lancaster provision meets the requirements of the national professional standards for teaching in HE

In order to develop future CPD strategy, a review of existing policy and practice and future needs has been undertaken during 2005/6, in the form of two surveys carried out within CELT and one impact evaluation carried out by CESALT (see appendices). The outcomes of this review form the basis for the current  proposal for an institutional framework to be implemented during 2006/07. Revision of existing provision and programmes in line with the institutional framework and national standards for 2006/7 will be required, including identification of necessary new resources. The development of a mechanism for on-going collaboration and development, and dissemination of case studies of excellent practice, will also be an important outcome.

2. Current provision of CPD 
CELT 

At present, the teaching and learning section in CELT has three posts, supported by a 0.6 administrative post.  As a result of this, it has been possible to implement the new professional programmes, the ATP for Graduate Teaching Assistants, and the CAP for new faculty.  It has also been possible to run a full series of weekly CPD sessions on a variety of topics of interest to, and available to all staff.  
During this period when there has been this level of staffing, completion rates have risen, and this appears to be largely due to tutorial support, which can only be provided because of these current staffing levels; past experience shows that when the tutorial support falls, then so then does the completion rate.  This is problematic both for the programmes and for the individuals involved.  Current staffing levels also mean that there is now back-up in the case of staffing absence.  Prior to the current situation, because one member of staff was absent, the new ATP programme could not begin and the CAP was only able to run as a series of  Action Learning Sets rather than a programme with input, to the expressed consternation of departments, as reflected in the APR of 2004-2005.  This was seen as unacceptable by departments.  
If these programmes are to continue, the current staffing level needs to be maintained; otherwise, as indicated by the external examiner for the professional programmes, they will not be able to continue.

2.2 Departmental Provision

Two surveys on the current provision within departments were carried out by CELT in 2005: 1) a survey of the support for postgraduates who teach within departments by Susan Armitage, and 2) a survey of CPD by Ali Cooper. (see supporting documents in appendices) These reported on a variety of activities carried out within the departments, and there were numerous examples of good practice but these were not reproduced in all departments, and there were gaps in the overall provision of CPD across the university. 
The reports show that the formal programmes are providing a recognised and essential service to teaching development at the university, and there is general agreement that such provision needs to continue, and to be consolidated, at least at the level of activity currently carried out.  

The proposed CPD framework will do this, but there will also be much added value for the same or similar cost to that at present.  The university will have to take over the cost of the staff provision, in order to maintain what it has at the moment, but provision will be much enhanced by the implementation of a comprehensive CPD framework, which not only provides formal programmes such as the ATP and CAP, but also provides a framework in which attendance at CPD activities and professional development by individuals and teams within departments can be recognised and rewarded without necessarily participating in the formal programmes.  It also provides alternative pathways to completing the formal programmes. 

The proposed framework also embodies CELT’s contribution to the LTA strategy of the university which is currently being developed. 
3. Proposed Continuing Professional Development Framework for Lancaster University

3.1 Aims of the proposed CPD framework
The purpose of the framework is to contribute to enhanced practice in teaching and learning, which will be of direct benefit to students and will promote a student centred approach as advocated in the TLA strategy currently being developed.  This in turn will enhance the university’s competitiveness by maintaining and enhancing a standard of excellence in its teaching to accompany its achievements in research.  Through a framework which supports teaching quality enhancement, there will also be a support for quality assurance. 

The specific aims of the CPD framework are:   

· To contribute to the maintenance and enhancement of professional standards of the university in accordance with nationally agreed standards

· To create a multi-functional, flexible framework of initial and continuing professional development in accordance with the university’s Teaching Learning and Assessment Strategy for 2005-2008?
· To have a system of accreditation and recognition, with awards both locally and nationally recognised, which will act as a transparent means of identifying excellence and achievement for the promotions process

Through the framework, needs will be met, and outcomes produced at Institutional, Departmental, and Individual levels, and will also contribute to Lancaster’s national and international profile.  
3.2  CPD activities in the framework
The proposed professional development framework encompasses several components, addressing distinct needs of staff CPD, but which are integrated in a flexible way.  It also offers a variety of pathways to recognition and accreditation.  

The ATP and CAP programmes will continue to run as at present, as will the CPD activities such as the CPD weekly sessions, the one-day Effective Postgraduate Supervision workshops, and the newly developed series of E-learning workshops.  Within the new framework, all CELT CPD activities, as is currently the case, will be based firmly on departmental needs, but now they will all have the capacity to be recognised.  This will be made possible largely through the introduction of Staff Educational Development Association (SEDA) Awards, which will run alongside the ATP and the CAP, and in some cases will provide alternative modules to feed into the programmes.  Evidence of attendance at such activities and events can also be collected in a CPD E-portfolio.   

Activities which will be carried out and recognised within the framework are as follows:    

CAP Programme:  Principally new, but also experienced members of faculty who wish to upgrade their qualifications
ATP Programme:  Mainly graduate teaching assistants
SEDA PDF recognised awards:  All members of staff, whether or not they are enrolled on the formal ATP or CAP programmes.  The awards proposed are
a) Exploring Learning Technologies

b) Effective Postgraduate Supervision

b) Enhancing Academic Practice 

The SEDA PDF  provides: 

1.  A way of recognising individual (or team) work-based professional development without having to be located in ATP or CAP programmes.  

2.  A recognition of work being carried out which is directly relevant to institutional and departmental priorities (eg, Effective PG supervision, Embedding learning Technologies).

3.  A structure for people to APEL previous professional development

4.  A mechanism for recognising different forms of professional development, eg, attendance at CPD sessions with a related theme.  The framework would provide for multiple entry and exit points to varying degrees of formality.    

5.  A portable award for teachers without having to commit to M Level modules.

6.  A mechanism for CELT for the staged development of M Level credited modules.  

7.  A transparent framework basis for the promotions process

CPD programme which can be attended by all involved in supporting student learning, but can also be incorporated into achieving the SEDA awards
E portfolios for professional development.  These will be a record of all CPD activities carried out by staff.  It would include attendance at conferences seminars and workshops both within and outside the university, enrolment on CELT professional programmes, evidence of departmental based development, and any other form of CPD.  The portfolio would provide concrete evidence of CPD for the promotions process and for Pilkington Prize submissions.  

The CAP and ATP programmes are currently running and would continue as they are at present, but there will be a variety of pathways to achieving the final certification.  The SEDA awards can also count as contributing to the ATP and CAP.  The awards are intended to recognise department based professional development work, both inside and outside the ATP and CAP programmes.  They can be achieved independently of participation in a formal programme.  The CPD open programme will continue, but attendance will be recognised through the E portfolios and can also contribute to the achievement of the SEDA awards. 
Whichever path is taken by individuals, all outcomes and products must be departmentally based, so that individual CPD is of value to the department.  This is already the case with ATP and CAP, and must also be the case with the other pathways   

3.3  Added Value

The proposed CPD framework will deliver a number of products as a result of the activities indicated above.  These are as follows:

· Production of materials in multiple forms, paper, electronic, video.
· One-off CPD events, which can contribute to a professional development portfolio, as well as the SEDA awards

· Short courses, ie Effective Postgraduate Supervision, E Learning

· CPD portfolios which can be used in the promotions process

· Consultancy to the institution and departments concerning specific group or individual projects which contribute to departmental development in, for example, curriculum design

· Brokerage and dissemination through CELT of good practice across the university 

· New knowledge construction, and innovation through the above activities  

Conclusion

The implementation of these activities provides several forms of CPD which can be pursued separately, but through the framework, can also be integrated and coordinated in terms of their recognition.  A principle of the framework is that all CPD activities will have the potential to be recognised at different levels of formality, and count towards some form of recognition, whether this is through a formal programme such as the ATP and the CAP, in the form of SEDA awards, or through the production of an E portfolio.  All of these activities would need to be explicitly linked to the probation/promotions processes and clear criteria would need to be agreed with the promotions committee.   
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