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 How have other institutions targeted potential faculty to recruit? 
 

 What methods have other institutions used to attract faculty? For example, how have 

other institutions crafted startup packages to attract potential faculty?  What salary 

considerations have other institutions taken into account in hiring high-profile faculty?  

Have other institutions offered any additional incentives (such as endowed chair titles, 

supplemental salaries, or performance-based bonuses)?  Which of these considerations 

are officially included in the employment contract? 

 

 How have other institutions supported these  faculty (and their staff) to ensure smooth 

integration with the campus community? 

 

 

I. RESEARCH METHODOLOGY  
 

Project Challenge: 

A member institution approached the Council with the following questions: 

 

Research Parameters: 

The Council reached out to administrators at institutions that have explored some form of a public/private 

university model. 

 

A Guide to the Institutions Profiled in this Brief 

Institution Geographic 

Location Type 
Carnegie 

Classification 

Approximate 

Enrollment 
(Total/Undergraduate) 

Fall 2008 

University A Mid-Atlantic 4-year, Public 

Research Universities 

(very high research 

activity) 

44,400 / 38,000 

University B Midwest 4-year, Public 

Research Universities 

(very high research 

activity) 

32,500 / 26,900 

University C South 4-year, Public 

Research Universities 

(very high research 

activity) 

28,600 / 17,900 

University D South 4-year, Public 

Research Universities 

(very high research 

activity) 

50,000 / 37,400 

University E Midwest 4-year, Public 

Research Universities 

(very high research 

activity) 

41,600 / 30,400 
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II. EXECUTIVE OVERVIEW  

Key Observations: 

 Although departments typically take the initiative as far as targeting potential faculty is 

concerned, contacts agree that institutions can and should determine institutional goals and 

priorities with respect to faculty recruitment and, in light of those goals and priorities, 

determine an appropriate approach for moving forward: building a new program, 

strengthening an existing weaker program, or advancing an existing strong program. 

 Strategic recruitment is also influenced significantly by the level of faculty an institution 

seeks to recruit.  Senior high profile faculty are very expensive and are at risk of burning out; on 

the other hand, they have the experience and reputation to be able to build or greatly advance a 

program.  Conversely, junior faculty are inexpensive and relatively easy to recruit; at the same 

time, they require a significant investment to develop and are a retention risk.  Some institutions 

advocate targeting mid-level faculty (typically associate professors two or three years away from 

full professorships) because they are driven to make full professor, are significantly cheaper to 

hire than senior faculty, and can still be groomed to fit the needs of the institution. 

 Strategies for targeting specific faculty recruits include: tracking prominent players in a 

particular field, keeping abreast of relevant developments in a particular field; treating 

recruitment as a courtship process; hiring faculty in clusters; and targeting faculty at resource-

constrained institutions. 

 Contacts suggest that no one formula exists for attracting faculty and that institutions must 

approach each hire individually.  However, institutions use different combinations of the 

following elements to attract potential faculty hires: salary increases, start-up packages, 

endowed chair titles, reduced course loads, spousal hiring, and housing benefits.  

Furthermore, contacts stress the importance of selling the location of the institution to potential 

hires in addition to the campus itself. 

 Transitional support for new faculty depends a great deal on the level of faculty hired.  

Senior faculty members often arrive on campus with established networks and a thorough 

understanding of campus culture and may therefore perceive imposed orientation or mentoring 

programs as patronizing.  On the other hand, junior faculty members often need mentoring and 

professional development opportunities to mature and move forward with their careers. 

 

 Contacts assert that research support infrastructure (i.e., staff dedicated to pre- and post-

grant award concerns, grant monitoring, and IRB requirements) is critical to supporting 

faculty at all levels.  New faculty orientation programs, mentoring, and rewards for success, on 

the other hand, tend to prove more beneficial to new junior faculty members than to senior 

recruits.
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III. TARGETING POTENTIAL FACULTY TO RECRUIT 
 

Contacts across the board indicate that departments (rather than the provost’s office) generally take the 

lead on targeting potential faculty to recruit.  However, contacts suggest that institutions can and should 

determine institutional goals and priorities with respect to faculty recruitment and, in light of those goals 

and priorities, determine an appropriate approach for moving forward. 

 

Determining a Recruitment Approach 

All contacts stress the necessity of creating a strategic and detailed action plan before embarking on a 

recruitment campaign.  Strategic recruitment requires the identification of specific targeted growth areas 

before the institution launches a recruitment campaign.  Contacts warn that institutions that simply try to 

grow their entire research enterprise without focusing on particular disciplines are unlikely to reap 

significant benefits.  As part of identifying areas to pursue, an institution must consider whether and how 

it would like to grow in particular areas. 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Build a New Program 

Building a new program typically requires a significant investment of resources and faculty.  

Institutions often recruit well-established faculty in the field to head a new program, and supplement 

these faculty with start-up packages in the multi-million dollar range, significant graduate support, 

and strong laboratory space. 

Strengthen an Existing Weaker Program 

A few institutions target programs considered to be weak for potential growth.  Similarly to starting a 

new program, this endeavor tends to require significant investment of resources and additional top 

notch faculty in the field to move the program forward.  Contacts suggest this approach for 

institutions looking to break into fields that may be on the rise nationally. 

Advance an Existing Strong Program 

According to contacts, the most common approach (and the one with the least amount of associated 

risk) is to simply target growth areas in which an institution is already strong.  Advancing an 

already established program at an institution may permit an institution to achieve a national 

reputation in a field at lower overall cost.  In addition, faculty recruitment is typically accomplished 

more easily in this setting, as compared with starting a new program or strengthening a weak one, 

because: 1) the well-established unit may have more connections that can be leveraged for hiring 

purposes, and 2) potential hires may be inclined to choose an institution with existing infrastructure 

for research purposes. 

Genome Project at University C 

In 2001, University C decided to build its genome project around one lead faculty 

member.  The institution offered the faculty member an endowed chair, significant start-

up funds, and a sizeable amount of space, all with the understanding that he would grow 

the university’s genetics program very quickly.  Contacts note the success of this 

program and cite it as a paradigm of the strategy of selecting a faculty member with a 

national reputation and asking that person to assume a direct and active role in building 

the program. 
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III. TARGETING POTENTIAL FACULTY TO RECRUIT (CONT.) 
 

Selecting the Level of Faculty to Recruit 
 

Strategic faculty recruitment depends to a large degree on the level of faculty an institution is seeking to 

recruit. 

 
Senior Faculty 

(typically full professors) 

Mid-level Faculty 

(typically associate 

professors) 

Junior Faculty 

(typically assistant 

professors) 

A
d

v
a
n

ta
g
es

 

 Established and well-respected in their 

fields and thus likely to move a 

particular discipline far forward or 

create a research center 

 Mostly independent and will not need 

ongoing professional development 

support 

 Leaders in their fields who will mentor 

and motivate junior faculty 

 Often of high-interest to campus 

leadership and, therefore, may attract 

monetary assistance 

 May be more likely to remain at the 

institution depending on age 

 Often very ambitious 

and want to work 

very hard to make 

full professor 

 Significantly less 

expensive than senior 

faculty but not much 

more expensive than 

assistant professors 

 More opportunities to 

groom 

 Often very 

ambitious because 

starting careers 

and looking to 

build a legacy 

 If engaged early, 

can develop long-

term loyalty to 

institution 

 Inexpensive 

 Easy to recruit 

 

D
is

a
d

v
a
n

ta
g
es

 

 Incredibly expensive and time-

intensive recruitment 

 Often difficult to negotiate at the 

departmental level because of fears of 

existing faculty that they may be 

overshadowed 

 May burn out or lack motivation due to 

already established reputation in the 

field 

 May be poached by another institution 

with a higher profile 

 May not have the 

experience needed to 

lead a laboratory or 

launch a center 

 High retention risk, 

especially if 

successful 

 May need more 

recognition of 

success to maintain 

morale 

 Little or no 

experience 

 Require significant 

investment in 

terms of 

development  and 

support 

 High retention risk 

 

 

 

 

 

 

 

 

 

 

  

Contacts at 

University A 

advocate a middle-

ground approach, 

targeting associated 

professors who are 

two or three years out 

from full professor. 

 

80% of hiring at 

University E takes 

place at the junior 

level, and contacts 

there advocate a 

“grow your own 

culture” approach. 
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“As far as faculty 

recruitment is concerned, it 

is now a buyer’s market.” 

- Vice Provost for 

Academic Affairs, 

University A 

III. TARGETING POTENTIAL FACULTY TO RECRUIT (CONT.) 
 

Strategies for Targeting Specific Faculty 
 

 

 

Contacts suggest that deans or department faculty should track developments and well known figures in 

their respective disciplines to get a sense of who are the prominent players in the field.  When positions 

become available, departments are already prepared to recruit through informal networks, instead of 

starting from scratch. 

 

 

 

 

Although units at some contact institutions simply post advertisements about open positions, contacts 

acknowledge the value of existing connections and relationships in recruitment efforts.  Contacts assert 

that high profile senior faculty members in particular are unlikely to apply for a position unless someone 

at an institution is actively recruiting them.  As a result, contacts recommend a courtship model, whereby 

departments actively pursue specific faculty members with the hopes of establishing a sufficient 

relationship to entice the faculty member to relocate.  In seeking new hires, contacts at University B 

recommend first leveraging any contacts that existing faculty might have to professors at other institutions 

to convince candidates to apply for an open position.  Telephoning and networking with target faculty 

establishes a connection that can subsequently be developed and built upon by the dean and the college.  

Contacts then suggest a series of interactions to slowly introduce a potential hire to the institution and 

cultivate interest on his or her part in the position. 

 

 

 

 

Several contacts suggest that institutions approach faculty 

recruitment from a pragmatic perspective and deliberately 

pursue faculty from institutions with limited budgets.  

Especially in light of economic developments over the past 

two years, many institutions have suffered financially and have 

been unable to raise faculty salaries consistently or provide 

additional resources and support.  As a result, talented senior 

faculty from such institutions may seriously consider offers to 

move to other institutions with more resources. 

 

 

  

Track Key Figures in the Field 
 

Pursue a Courtship Model 
 

Target Resource-Constrained Institutions 
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The Clustering Hiring Initiative (CHI) grew out of the campus strategic planning process 

in the mid 1990s and proposed to hire 150 new faculty to keep University E at the 

forefront of research.  A major component of the initiative was to advance 

interdisciplinary fields by providing an alternative to the usual departmentally-based 

hiring practices.  The provost coordinated a campus-wide competition to identify groups 

of new faculty hires to work together on interdisciplinary programs and emerging areas 

of inquiry.  Between 1998 and 2003, 49 clusters with 137 faculty members were 

authorized with central funding.   

 

Outcomes 

Grants Awarded: Among cluster faculty hired with the nine largest start-up packages 

from 1999-2001, the amount of grants and awards received through 2008 totaled more 

than $69 million (including self-reported awards on which faculty were either the 

principal or co-principal investigator). 

 

Qualitative Feedback: Faculty, department chairs, search committees and deans report 

that clusters . . . 

Positive Feedback Negative Feedback 

 create excitement 

 energize faculty 

 foster collaborative research, 

publishing, and teaching 

 provide hiring flexibility 

 facilitate development of new 

research centers and institutes 

 require much more time than ordinary 

faculty hiring and is administratively 

complex and cumbersome 

 may limit the establishment of a strong 

connection with a department 

 create difficulties involving salaries, start-

up packages and space assignment issues 

 
Source: Report of the Provost’s Ad Hoc Advisory Committee to Evaluate the Cluster Hiring Initiative, 

University E 

III. TARGETING POTENTIAL FACULTY TO RECRUIT (CONT.) 
 

 

 

 

Several institutions have launched cluster hiring campaigns, whereby an institution simultaneously hires 

several strong faculty members in one discipline, both to bolster the discipline and as a recruitment 

technique to convince faculty to relocate in order to work with one or more other established professors in 

the field.  Contacts offer positive feedback regarding cluster hiring overall; however, contacts suggest that 

clusters run a high risk of disintegrating if even one faculty member leaves. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Cluster Hiring 
 

Cluster Hiring Initiative 

University E 



 

8 

 

All contacts agree that an enhanced salary is necessary to attract potential 

candidates, but few institutions use any specific formula for determining 

salaries.  Moreover, salaries differ enormously by discipline.  University B 

strives to keep its salaries at Association of American Universities (AAU) 

averages, and contacts there suggest that deans be aware of comparative 

salaries in their respective fields.  Contacts at University B also suggest that 

salaries must increase by a minimum of $25,000-$30,000 to attract faculty 

away from current institutions.  Similarly, the University E aims to hire new 

faculty members at or near market levels.  Contacts at UW-Madison stress the 

importance of maintaining equitable salaries within a department, but advise 

against maintaining a rigid formula that artificially caps salaries. 

Contacts suggest that startup packages are essential to recruiting top faculty, 

especially in the sciences, but agree that, similar to salary determinations, 

startup packages vary radically and must be put together on an individual case-

by-case basis.  Contacts assert that startup packages cannot be lateral; that is to 

say, they must surpass existing resources at a faculty member’s current 

institution.  Startup packages in the humanities might include a supplemental 

fund (e.g., a portion of the salary), funding for one or two project assistants, a 

commitment to multiple years of research support, and power over dedicated 

library resources.  Contacts at University E note that in non-funded research 

fields, having a strong existing faculty base and research support infrastructure 

can save an institution money that might otherwise have to be used to craft 

attractive startup packages.  Startup packages in the sciences easily total in the 

millions of dollars (depending on the market) for laboratory space and 

equipment, additional support faculty, graduate students, and discretionary 

funds.  At University B, contacts assert that physicists at almost any level are 

awarded a startup package of around one million dollars.  Contacts at 

University D assert that startup packages in recent years have ranged from 

$600,000 to two or three million dollars. 

Most contact institutions offer endowed chair titles as a recruitment tool to 

some degree.  Contacts at University A note that endowed chairs and 

professorships used to be much more effective as a recruitment tool than they 

are now; in some cases, chairs are almost expected by senior faculty recruits.  

While University B does not offer many named endowed chair titles, most 

contacts observe that titles are extremely helpful, even without monetary 

attachments.  University E infrequently uses chair titles as a recruitment 

strategy; instead, it uses chaired titles as a potential reward for achievement. 

IV. ATTRACTING FACULTY 
 

Institutions identify a number of elements that can be used to attract new faculty members.  However, 

contacts stress that each hiring case is unique, and no single element will make or break a hire; rather, 

institutions must assemble an employment offer that meets a potential candidate’s unique needs.  These 

employment offers typically include elements such as salary and supplemental pay agreements, endowed 

chairs, and startup packages. 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Salaries 

Startup 

Packages 

Endowed 

Chair Titles 
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Contact institutions typically do not offer performance-based bonuses because 

such bonuses can pose significant risks to a department.  Only University B on 

rare occasions offers a performance-based bonus, and only for dean positions 

which involve significant administrative responsibilities.  In addition, well-

funded individual schools at University B will occasionally offer a signing 

bonus to a new faculty recruit. 

University D uses its existing facilities to attract faculty.  Renovated facilities 

in which the space and equipment matches what a targeted professor will need 

can be a big draw for a potential candidate, particularly if the facilities are 

better than those at his or her current institution.  In addition, local partnerships 

with government facilities can also be leveraged.  For example, University B 

partners with government buildings nearby to provide additional facilities for 

its researchers. 

 

Several institutions offer a reduced teaching load as a recruitment incentive to 

permit faculty to pursue their research.  University E occasionally offers initial 

teaching release time (the equivalent of a semester) to allow new hires to adjust 

to the culture.  In addition, at many contact institutions, the ongoing option of 

earning release time is a strong incentive for faculty to actively pursue grants 

and research activities.  However, contacts at University C warn against 

permitting too much release time.  While the institution operates under an 

incentive system whereby faculty can buy out of course teaching obligations by 

obtaining more grant funding, contacts note that too many faculty end up not 

teaching at all and that the system can result in problems for departments. 

Contacts at University C suggest that the most significant recent challenges 

around faculty recruitment have been associated with spousal hires.   In the 

current economy, potential candidates want to ensure that their partners will 

also be able to obtain employment.  Particularly in rural locations, where few 

other opportunities may exist, spousal hiring/dual career programs can go a 

long way towards attracting new faculty members.  Contacts stress the impact 

of spousal hiring not only on recruitment, but even more so on retention. 

In the last few years, contacts note that faculty members are often resistant to 

leave current institutions because they cannot sell their homes.  Contacts at 

University C recommend transition or even longer-term housing assistance, 

either in the form of reduced mortgage or a corporate buyout plan (whereby the 

university agrees to buy the house if it has not sold after some set period).  

Both University B and University E offer limited housing assistance for junior 

faculty.  University E, for example, offers new faculty the option to live in 

university-owned apartments at a subsidized rent for up to five years. 

 

All contacts agree on the importance of selling the location of an institution 

during the recruitment process by inviting potential hires to the campus and 

showing them around the community.  Considerations such as low cost of 

living, local culture and attractions, and access to airports and other transit 

options can all influence a potential candidate’s decision to accept an 

employment offer. 

 

 

IV. ATTRACTING FACULTY (CONT.) 
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V. SUPPORTING FACULTY THROUGH THE TRANSITION 
 

 

 

 

 

 

 

 

 

 

 

 

Although much support takes place at the unit level and thus varies by department, institutions can 

support new faculty hires in several ways.  Research support infrastructure appears to be most important 

for supporting faculty at all levels, while new faculty orientation/mentoring, faculty development 

programs, and opportunities for rewards all support junior faculty more so than senior faculty. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Support needed for new faculty hires often depends on the level of faculty hired.  Senior 

faculty members are expected to come to a campus with well-established networks and 

to immediately assume leadership roles.  If the institution intervenes too much in the 

transition of such senior faculty, it can be perceived as heavy-handed and patronizing.  

On the other hand, junior faculty hires require much more guidance to help them 

acclimatize to the campus and work toward tenure. 

Considering Faculty Level to Determine Appropriate Support 

Required 

Research Support Infrastructure 

A grants administration or research office typically 

offers support for research programs, addressing 

pre- and post-award concerns, assisting with 

Institutional Review Board (IRB) requirements, and 

providing grant-monitoring functions, among other 

responsibilities.  Contacts agree that grants 

administration support is a primary concern for 

faculty members at all levels, and that the level of 

staff support available at a campus can directly 

affect a potential faculty member’s likelihood of 

accepting an offer.  Faculty members expend 

significant time and resources preparing and 

submitting grant proposals, and stewarding funds 

after they are awarded.  As a result, the resources an 

institution devotes to research support can 

significantly impact both the success of faculty in 

soliciting and monitoring grant funds and overall 

faculty satisfaction with institutional support. 

 

 

New Faculty Orientation and 

Mentoring 

New faculty orientation and mentoring 

programs serve to introduce new hires to 

the campus community, fellow faculty 

members, and available resources.  Contacts 

at University C suggest that both formal 

and informal mentoring programs are 

critical to maintaining consistent support for 

tenure-track faculty members.  Contacts 

across the board maintain that  orientation is 

especially effective for building 

relationships with younger faculty, 

providing them with the appropriate 

resources and guidance they need to 

succeed.  Senior faculty members are 

invited to new faculty events (which are 

typically open to all hires), but with less 

expectation that they will actually attend. 

Faculty Development 

Opportunities for professional development, either 

offered informally or through a structured faculty 

development center, provide another avenue for 

ongoing support of new hires.  Once again, 

professional development opportunities tend to be 

more attractive to newer faculty members looking to 

move ahead in their careers; however, senior faculty 

often take advantage of faculty development 

opportunities to engage with new technologies or 

pursue new interests. 

Rewards for Success 

Contacts at University E suggest that 

rewards for success often impact faculty 

morale, particularly the morale of junior 

faculty members.  For faculty members who 

are not yet well known in their fields, 

rewards such as flexible funding 

opportunities, endowed chairs, or simple 

recognition can go a long way to stimulate a 

drive for further successes.  
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The Advisory Board has worked to ensure the accuracy of the information it provides to its members.  

This project relies on data obtained from many sources, however, and The Advisory Board cannot 

guarantee the accuracy of the information or its analysis in all cases.  Further, The Advisory Board is not 

engaged in rendering clinical, legal, accounting, or other professional services.  Its projects should not be 

construed as professional advice on any particular set of facts or circumstances.  Members are advised to 

consult with their staff and senior management, or other appropriate professionals, prior to implementing 

any changes based on this project.  Neither The Advisory Board Company nor its programs are 

responsible for any claims or losses that may arise from any errors or omissions in their projects, 

whether caused by the Advisory Board Company or its sources.   
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