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   Abstract:

 Nurse faculty within the US and globally suffer a shortage of numbers.  Nurse faculty 

employment is projected a need of over 90,000 positions by 2022 to meet the demands of 

educating licensed registered nurses.  The recruitment and retention of nurse faculty becomes a 

focus in facing such demands. Will addressing new faculty concerns improve attrition rates?  The

purpose of this project was to investigate and address new faculty concerns in order to improve 

satisfaction and retention.  Analysis of evidence suggested factors that affect nurse faculty 

retention include; retirement, job satisfaction, and empowerment.  Learning needs of new nurse 

faculty seeks to promote movement from novice to expert within the educator role. Two 

informational modules were developed based on a new faculty needs assessment survey.  The 

modules were provided for faculty review and reference in order to increase knowledge and 

serve as faculty development.  Independent sample t-test compared the means from pre and post 

assessments along with Levene’s Test for Equality of Variance.  The mean results were not 

significant, however qualitative responses noted faculty request for continued tool kit resources 

for future reference.

Highlights:

 Many new nurse faculty find themselves in the novice role as educators.

 More nurse educators are needed to meet the needs of increasing the workforce.

 Resources for new nurse faculty are beneficial to faculty development.
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Problem Statement and Literature Review

The shortage of nurses and nursing faculty is a problem which has grown over decades 

within the United States (US), and has encompassed the world as well (Nardi & Gyurko, 2013).  

Global statistics regarding current employment and employment projections are staggering.  The 

Global Health Workforce Alliance (GHWA) (2010) states for developing countries such as in the 

Caribbean and Latin America, employment ratios are 1.25 nurses for every 1000 people, a 

number which is ten times less than for developed countries of Europe and of the US.  

Predictions for 2025 show a shortage of 10,000 nurses in these developing countries.  Other 

shortage examples include the country of Malawi which currently employs approximately 17 

nurses per 10,000 people, with higher ratios seen in India and African countries.  In Kenya, there 

are only enough instructional staff in training facilities to train 100 nurses a year, which will 

never meet demands of the nursing shortage (GHWA, 2010).  Deena Nardi (2010), director of the

Nurse Delegation Programme from the International Council of Nurses contributes part of the 

losses of nurses to the migration of nurses to developed countries.  She notes the migration is not

due to better salaries, but for better working conditions and opportunity for professional growth 

(GHWA, 2010).   De (2010) notes that international nurses actually help meet the needs of 

staffing nursing homes and care homes within the United Kingdom (UK), while overall 

projections for nurses across Europe is estimated to reach 600,000 by 2020 (Gantz, et al, 2012).  

As a result, clinical placement for nursing students becomes a challenge as workplace mentoring 

and supervision is limited (Gantz, et al, 2012).

In the United States (U.S.), employment projections from the U.S. Bureau of Labor 
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Statistics (USBLS, 2014) noted employment of registered nurses (RN) alone is expected to 

increase by 19 percent, or over 3 (three) million positions by 2022.  Additionally, the projected 

number of registered nurse (RN) job openings due to retirement of aging nurses is projected to 

add an additional 500,000 positions (USBLS, 2014).  

Nurse Faculty

Nurse faculty (NF) within the US and globally also suffer a shortage of numbers.  The 

USBLS (2014) notes NF employment in 2012 as 67,800 with a projection of over 90,000 

positions needed by 2022, or 35 percent more faculty are projected to educate more individuals 

to meet the significant demands for RNs in the country.  Thirty-five percent equates to over 

34,000 new nursing faculty by the year 2022 (Mc Menamin, 2014).   

The recruitment and retention of nurse faculty becomes a focus in facing such demands.  

The nursing shortage is so severe, that in the US, nearly 75,000 prospective nursing students are 

turned away from nursing programs annually simply due to lack of nurse faculty (Nardi & 

Gyurko, 2013).  

A problem related to retention of nurse faculty is the financial costs of turnover.  Jones & 

Gates (2007) studied turnover and retention in terms of costs versus benefits.  They note the costs

to replace a nurse are estimated to be 1.3 times their annual salary.   Nursing faculty can be 

viewed in economic terms as human capital; faculty knowledge, education, and experience 
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which are needed to educate the professional nurse (Kowalski & Kelley, 2013).  

In their analysis of nursing faculty, Kowalski & Kelley (2013) report a return on 

investment of nurse faculty at as much as 350% to 1,330%.  Costs of faculty turnover and 

recruitment are many; lost income, advertising and interviewing processes, overload to 

remaining faculty, and cost related to length of time to become productive (Bickel, 2012).  Thus, 

obtaining qualified faculty and keeping them is of great advantage to the organization.

Health Care Systems

An additional issue to consider is the relation to health care system demands.  A growing 

aging population places increased demands upon the health care delivery system.  Demands 

include advances in technology, increases in health services especially within the outpatient 

areas, and demands for best practice initiatives.  The U.S. Affordable Care Act, Medicare, and 

third party payers have also placed increased pressure on the health care system (Dunbar-Jacob, 

Nativio, & Khalil, 2013).  In health care today, an increased number of well-educated nurses are 

required, and these nurses need increased skills to manage the demands of patients with complex 

chronic conditions, higher acuity levels, and advances in medicine (Egenes, 2012).

Retention

Further factors that affect nurse faculty retention include retirement, job satisfaction or 

empowerment.  As noted, nursing faculty generally enter the profession at a later age following 

nursing practice as a career change.  The average age of nursing faculty in the US is 52 years of 
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age, and the average year of retirement is 62.4 years of age (Kowalski, Dalley, & Weigand, 

2006).  Utilizing nursing faculty for a limited number of years further contributes to higher 

turnover costs.  The Baby-boomer population is aging and placing a higher demand for health 

services, but the Baby-boomer nurse faculty are retiring as well, contributing to the nursing 

faculty shortage Kowalski et al. (2006).

Job satisfaction, along with autonomy, leadership, clear expectations, and commitment 

ultimately affect retention (Bittner & O’Connor, 2012).  Bittner & O’Connor’s (2012) meta-

analysis of job satisfaction showed a dependence on such aspects as expectations, behavior, 

economic rewards, and a positive workplace culture.  Related to job satisfaction is faculty 

empowerment.  To be empowered, Thomas & Velthouse (1990) propose the employee must find 

meaning or value in work, they must have the belief in their capabilities or competence, 

autonomy or self-determination must be present, and there must be a sense of influence 

regarding work outcomes. 

Theoretical Foundation

Patricia Benner’s (1984) framework of Novice to Expert practitioner was chosen as the 

project theoretical model in order to focus on the NF once an expert practitioner, now 

functioning as a novice faculty member.  NF must adapt and move through the stages of novice 

to expert within this new career path.

   Faculty development is defined as specific orientation content related to the role of 

educator that is delivered to increase knowledge and guide the individual to perform adequately 

within the role.  Experience is defined as situations obtained at any given time.  
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Retention is defined as the number of individuals maintained in the employed role.  Benner’s 

novice to expert is appropriate to the phenomenon of nurse faculty retention.  Transitioning from 

an expert in practice to a novice educator is a challenge, as such knowledge deficit lends to an 

intent to leave the position (McDonald, 2010).  Multiple competencies face the nurse faculty; a 

new organization, the academic role, and teaching in both a clinical and classroom setting, all of 

which must be accomplished in a short amount of time (McDonald, 2010). 

   Project Plan and Objectives

Through a review of literature, this project identified informational topics necessary to 

increase nursing faculty knowledge and development, which may ultimately improve retention 

rates within this population.  Development of orientation strategies to address statewide nursing 

faculty needs for success in teaching was implemented.  Other professions may benefit from the 

developed strategies for orientation; networking, performance enhancement, expectations, or 

other areas and interest to the profession in order to strengthen retention.  

Group

The target population was the nursing faculty within a state-wide community college 

system.  The number of full time and part time faculty fluctuated during the project timeline, and 

demographics varied among the participants.  There were no limits of faculty age, length of 

service, or credentials, and faculty workloads varied.  The participants received the professional 

development information to enhance performance in the nurse educator role and improve 

retention rates.  

The implementation phase of the project began by obtaining consent for participation 
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from all nursing faculty.  A needs assessment survey distributed to each faculty participant 

gathered data regarding the effectiveness of current faculty orientation material.  Based on data 

collected from the needs assessment survey, two informational modules were developed and 

distributed electronically to educate faculty on specific employment and orientation information. 

A follow-up survey determined effectiveness of the modules in meeting the expressed needs for 

faculty education.  

Evaluation Plan

The outcome objective for this project was to improve faculty education of 

specific employment and orientation information to ultimately reduce attrition.  Success of the 

project was to be evidenced by a 25% decrease in the number of faculty turnover from the 

previous two academic year periods within the college.  Evaluation of attrition took place nine 

months post intervention.  

Regional nursing deans provided data on any new faculty, part time and full time, hired 

between the summer term of 2013 and the spring term of 2015, noted as the academic years 2013

and 2014.  This data included a needs assessment survey which requested which orientation 

content was provided and any desired supplemental education.  The needs assessment survey 

was distributed to these individuals for voluntary participation.  An 80% participation and survey

return rate was targeted in order to generate appropriate data.  The estimate of new nursing 

faculty hires for participating campuses within the community college between the years of 2013

and 2014 was 67, making the goal of a total 53 faculty participating.

Based on faculty input from the needs assessment, two instructional modules were 
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developed and posted to the nursing online site for faculty viewing.  Participation and viewing of

the modules was tracked via the online system with a targeted participation rate of 80% of 

faculty hired within the 2013 and 2014 year period.  There was a six week access period to 

provide sufficient time for completion of the three modules.  Following this six week period, a 

post survey was distributed to gather data on completion and satisfaction of module content.  The

goal was to obtain an 80% improved understanding of orientation material in faculty hired within

2013 and 2014.  To ensure faculty participation, communication and instructions for participation

was conveyed via weekly emails, and each survey was posted online via the college survey 

generator system.  Guffey (2006) noted workers’ preference for internal organizational 

communication as email, and the majority of workers believed email communication increased 

their productivity (Hynes, 2008).

Design

This quantitative study was devised to measure inclusion of, or adequate delivery of, 

required orientation information during the orientation phase for new faculty within the 

community college nursing program as inadequate orientation may contribute to high faculty 

turnover.  Supplemental orientation modules provided desired education to enhance faculty 

performance and confidence.  A comparison of the pre- and post- needs assessment survey 

evaluated effectiveness of the supplemental modules.  The survey questionnaires were a form of 

process evaluation, or systematic assessment process, determining the effectiveness of how the 

project was completed.  The survey tools designed for this project included questions pertaining 

to the orientation guideline content.  An ordinal scale or 5-point Likert scale was utilized as the 
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tool to obtain the quantitative data for project evaluation.  The survey was developed based upon 

specific current orientation content and to anticipated topics of interest, including 28 rated items; 

1) strongly disagree, 2) disagree, 3) N/A, 4) agree, 5) strongly agree, as well as one open-ended 

question for future study.  Because this was a new questionnaire, no content validity or reliability

data was available, limiting the project’s findings and generalizability.  Demographic questions 

regarding age, gender, and years of teaching experience of the participant provided additional 

data.   

Results

Design and Data

In order to improve new nurse faculty (NF) satisfaction, this study was designed to 

investigate and address concerns of new faculty.  This mixed methods study was a comparison of

pre- and post-needs assessment survey data.  The pre- assessment identified areas most 

concerning to new faculty upon which two educational power point modules were developed.  

Following participation in the two education modules, a post-assessment was then administered 

to determine perception of faculty learning.

Sample

A convenience sample of 48 new NF were invited to participate in the study via email 

with electronic consent implied through survey participation.  Inclusion criteria consisted of new 

NF hired between August, 2013 and January, 2015.  Both full-time and adjunct faculty were 

included.  Of the 48 new NF invited, 33 (n = 33) or 68.75% competed the pre-needs assessment 

survey and 27 (n = 27) of 84.4% completed the post-assessment survey.  
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Measurement and Instruments

The needs assessment survey focused on informational topics necessary to increase 

knowledge and prepare new NF for the role of educator.  Topics required during orientation of all

new NF were included in the needs assessment.  The new nurse educator, an expert in practice, is

now placed in the novice educator role.  This can be a source of frustration, potentially leading to

lack of empowerment, job dissatisfaction, and ultimately faculty turnover.  Twenty-four survey 

items evaluated specific topics that should have been addressed during new NF orientation, as 

well as the level of understanding of each topic.  A 5-point Likert scale was used to collect NF 

responses.  Additional questions gathered demographic information from participants including 

age, gender, as well as years of teaching experience.  

Survey tools or questionnaires are useful for collecting data as descriptors and as facts.  

Ordinal data measured on a Likert type scale utilizes ranking, and in this case ranking on a 1 to 5

scale, with 5 being strongly agree and 1 being strongly disagree, was used (Wludyka, 2012).  

Numbers are assigned to defining words allowing participants to choose to what extent they 

agree with the statement within the survey.  This subjective rating is regarded as valuable ordinal 

data (Field, 2013).

Following review of the two education 10 minute power point modules by participants, a 

post- assessment survey consisting of the same questions was provided for comparison.  A final 

open-ended question provided a means for feedback of additional topics of interest.  

Results

Of the 33 respondents for the pre- assessment, 93.9% were female with a median age 

11



range of 31 – 40 years.  The majority (97%) indicated having 5 years or less of teaching 

experience.  Post- assessment data indicated of the 27 respondents, 96% were female with a 

median age of 31 – 40 years, and 85% reported 5 years or less teaching experience.  

Independent sample t – tests were conducted on the two questions of highest NF concern.

The difference in means, .11, of understanding how to develop a test item based on Bloom’s 

Taxonomy was not significant t (57) = .45, p = .657, and was representative of a large effect size,

d = .11.  The difference in means, .10 of being able to conduct an item analysis for the pre and 

post assessment groups was not significant t (57) = .47, p = .975, and was again representative of

a large effect size, d = .12.  The groups did not differ at baseline.  Levene’s Test for Equality of 

Variance showed no difference in the two groups indicating a positive intervention.  Write in 

responses for further topics of interest included suggestions for more orientation with; syllabus 

and course guidelines, class and course organization, and theory course evaluation methods.

Recommendations

To investigate and address concerns to improve satisfaction among new NF, data was 

collected, and evaluated as well as disseminated.  Based on the project survey results, participant 

suggestions, and best practice research, the following recommendations are provided.  

New nurse faculty, while educated in the science of nursing and experts in practice, are 

not necessarily educated in the science of education itself.  Examples of skills necessary to being 

an effective educator include knowledge of assessment, techniques of instruction, and Bloom’s 

taxonomy, and nurses are not versed in these areas and essentially, learn on the job or take 

additional course work in order to become more effective in the new nurse faculty role. 
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In the face of a nursing shortage, schools of nursing focus on student success in building 

a quality workforce.  Hiring and retaining nurse faculty is imperative to build and sustain the 

workforce, and evidence shows job satisfaction and empowerment play key roles in retention of 

novice NF.  Data collection survey responses included open-ended questions highlighting 

requests for training in the science of education such as; test item analysis, test item writing, and 

Bloom’s taxonomy.  Providing a reference repository or tool kit for new nurse faculty 

development should be posted and updated as best faculty practice becomes available.  

The revised full time and adjunct nursing faculty orientation was posted and available 

online for ease of access and reference.  The orientation committee members were charged with 

maintaining the online orientation folders, and they will initiate and monitor the tool kit each 

academic year for sustainability.  The tool kit repository will serve as a living resource for faculty

to add or change best practice strategies.

Lessons Learned

Upon completing the project implementation phase, two lessons were learned.  First, the 

length of time allowed between pre and post surveys required more time for reviewing actual 

application of the modules’ content.  Proficiency of content, specifically item analysis and 

Bloom’s taxonomy concepts must be used in educational practice, and the time provided was not 

conducive to proficiency.  Due to the short time frame, post survey data may not truly reflect 

learning.  Ideally, the pre survey would be distributed at the beginning of the semester and the 

post survey at the end of the semester, allowing ample time to utilize the modules.

The second lesson learned was to revise the survey questions’ terminology such as “I 
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have an improved understanding of performing an exam item analysis,” rather than “I can 

conduct an item analysis,” which offers more subjectivity and possibly a better reflection of 

learning.  It is of interest that to date, 25 of the 33 (76%) survey participants remain in their 

nursing faculty roles which equates to approximately 24% attrition.  This is an improved rate 

from the previous two years, but certainly leaves opportunity for improvement with increased 

emphasis on participation and tool kit resource utilization.
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