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A Report to the University Senate Regarding

Resolutions R-04-12-02 through R-04-12-07
and Other By-laws Amendments
Resolution -02:  The Senate requests that the UPTC “determine if there are university-wide expectations for tenure and promotion beyond those established by departments.”

The University Promotion and Tenure Committee (UPTC) wishes to make the following points regarding University-wide expectations in the promotion and tenure process.  With each point, there are some notes from the Committee’s discussions of that item.

 AUTONUM    DEC reports should be evaluative as well as descriptive.

Notes:  The Departmental Evaluation Committee’s (DEC) report is essentially a persuasive essay.  It should summarize and interpret the evidence rather than restate or report it.  It should reach and justify a clear conclusion, and it should fairly acknowledge and address any evidence that might lead to a contrary conclusion.

 AUTONUM    Teaching evaluations should be tabulated and summarized.  If Departmental expectations exist, the data should be compared to those expectations.

Notes:  A candidate for tenure as teaching faculty is likely to present over a thousand individual student evaluations.  A candidate for promotion to Professor may present several thousand.  Since they play such an important role in the evaluation process, and since the volume of data is so large, it is essential that the primary documents themselves be well organized and that the data be carefully and accurately summarized.

Some departments have developed objective standards based on summary statistics of student evaluations.  In the presence of such standards, student evaluations can sometimes provide prima facie evidence of quality load credit activity in teaching.

 AUTONUM    In the absence of declared Department standards that clarify or enhance the criteria enumerated in the Collective Bargaining Agreement (Contract), i.e., load credit activity, creative activity, productive service to the department and university, professional activity, the UPTC expects the materials submitted by a candidate, the DEC report and the Dean’s report to address those criteria specifically, and both to describe and to evaluate the quality of work towards each criterion.

Notes: For teaching faculty, the Contract lists the evaluation criteria in the order of load credit activity, creative activity, productive service to the department and university, and professional activity.  For certain other groups of faculty, librarians and counselors for example, the criteria are the same but the order is different.  The UPTC expects at least satisfactory activity on all four criteria.  Exceptional performance on one criterion cannot offset a deficiency in another criterion.

 AUTONUM    Some departments enhance or clarify the Collective Bargaining Agreement criteria for promotion and tenure.  Such enhancements and clarifications should be prepared in view of the particular mission of the Department and its needs and practices, and not in view of the particular candidate being evaluated.  We should expect such statements to be relatively stable, and, for a given department, not change much from year to year. These enhancements and clarifications must be consistent with the Contract. 

Notes:  Such clarifications and enhancements are new to our University, and we should expect that there will be some traditions and procedures to establish and problems to resolve. The dilemma of the review process is to steer a course between the Scylla of secrecy and a Charybdis of violating privacy and confidential information. Since the independence of departments can create a certain insularity, it is perhaps appropriate for the UPTC to give guidance on the kinds of statements that it might find useful. 

In general, the statements that departments prepare to enhance or clarify the criteria should be clear, specific, legal, and rooted in the particular needs and responsibilities of the Department.  The statements should be consistent with the Department’s mission, with the activities on which the Department assesses itself, and with the criteria by which it is assessed.  Criteria based on national standards of professional organizations, on accreditation and certification standards, and on other external guidelines are particularly persuasive.

The UPTC finds some departmental enhancements and clarifications to be more useful than others.  Three examples follow:
· At least one department uses a criterion based on student evaluations, expecting that 80% of the students in 80% of the candidate’s classes will rate the instructor in the top two favorable categories of a particular key question.  This is a clear and objective criterion, and the application and conclusions that follow from it are particularly useful.

· Only a few departments seem to have any criteria or standards that delineate what is expected of a classroom observation.  Since this is sometimes the only opportunity for a professional assessment of the quality of a candidate’s in-class load credit activity, the UPTC believes that the DEC’s should devote more effort to this aspect of the evaluation.  In addition to the DEC’s evaluation of classroom activity, the UPTC would find useful an indication of the “scholarship of teaching,” e. g., syllabi, supplementary material, and the DEC’s evaluation of the currency of the course content.

· A department criterion that requires professional activities or curriculum development over the summer, however useful they may be, might not be a reasonable criterion for faculty on a 10-month contract.

 AUTONUM    Department Evaluation Committees should be attentive to the roles that a candidate plays in the Department and to how a candidate fills those roles.

Notes:  Consider the hypothetical but typical statement “This candidate has taught ten different courses in the last five years.”

In some departments (e.g., those involving certification, accreditation or professional examinations), a candidate is expected to take a particular role and perform that activity almost to the exclusion of all other load credit activity.  Our hypothetical candidate’s ten different courses might be interpreted as evidence that the candidate has not yet found a niche or role in the Department.  Other departments might highly value teaching a wide range of courses, and ten different courses might be evidence that the candidate does not have a sufficiently broad teaching repertoire.

This is an illustration of the importance that a DEC report be evaluative as well as descriptive.

If a candidate receives load credit for activities other than teaching, then it is the obligation of the DEC to describe and evaluate those activities.  There are a variety of such activities:  e.g., reassigned time for research, department chair, laboratory supervision, program director.

 AUTONUM    In all evaluated criteria, activities achieved while working at Western almost always carry more weight than activities elsewhere or prior to coming to Western.

Notes:  Tenure and promotion are granted to candidates as they are, not as they were.  A candidate recognized for outstanding teaching elsewhere demonstrated skill at teaching those students, not our students.  Such a candidate should demonstrate a continuing skill at teaching.  Similar circumstances apply to service and to creative and professional activity.

 AUTONUM    The quality of creative activity should be recognized or acknowledged by a candidate’s peers in the profession.

Notes:  Creative activity can be particularly difficult to evaluate.

The forms that a creative work might take are too varied for the UPTC to even enumerate.  In the face of this, the quality of creative work should be recognized and acknowledged by the candidate’s peers in the profession.
Virtually all departments recognize scholarly articles in peer-reviewed journals as creative activity.  Moreover, most creative activity cannot be fairly evaluated by people outside the discipline, or even, in many cases, by people inside the discipline but outside the particular specialty.  For this reason, it is important that material presented as creative activity be evaluated by people qualified to give a fair and competent assessment of the quality of the activity.  Without the opinions of an editor, a referee, a jury, a reviewer, or some such qualified evaluator, the University Promotion and Tenure Committee cannot make a well-informed judgment.

For work published in a peer-reviewed journal, some assessment of the quality and importance of that journal should be provided.  It may be helpful, for example, to provide the acceptance rate for that journal.  A publication in a journal with a low acceptance rate may be stronger evidence of creativity than one with a higher rate.  On the other hand, a circulation rate may be helpful.  A circulation of 100,000 is usually more impressive than one of 200, though not necessarily.  The latter may be, for example, “small but highly prestigious,” so reporting this may be helpful.
Acceptance rates and audience sizes may also help document the importance of papers presented at professional conferences.  It is also helpful to know whether a presentation was invited by the organizers or accepted in response to a call for abstracts.

For work performed or exhibited, professional reviews and jury reports would be useful.

In general, work done primarily for financial remuneration beyond a token honorarium is usually not appropriately classified as “creative activity.”
As these notes reveal, creative activity can be particularly difficult to evaluate.

 AUTONUM    Candidates and their DECs should describe both the quality and the quantity of professional activity.

Notes:  A list of professional societies gives little information about the nature of a candidate’s professional activity.  For example, such lists do not tell whether or not the candidate is active, or whether the societies are important.  An officer or an active member of one society may be more “active” than a passive member of several.  Unless the candidate describes and the DEC evaluates the activity in a professional society, there will be no evidence that the candidate is anything but a passive member. The UPTC, however, does recognize that all members of such societies may benefit from professional publications and conferences available to members.  Candidates and DECs should document these benefits.

Resolution -03:  The Senate requests that the UPTC “develop either a numerical or narrative evaluation and feedback system for candidates.”

Feedback on the UPTC’s decisions should be given to candidates who are:

a. not recommended for tenure

b. not recommended for promotion to Associate or Full Professor

c. recommended, but not highly recommended, for promotion to Associate or Full Professor

The Committee provides the following formats for informing the candidate of the UPTC’s decision and the basis for its judgment.
Example for a “not recommended” decision for tenure
Members of the University Promotion and Tenure Committee have not recommended you for tenure.  After careful consideration of your file and portfolio and a thorough discussion of your application for tenure, the members of the Committee concluded that your credentials are not sufficiently strong in the following checked area(s), listed here in the order of importance that we, by Contract, are charged to uphold:

_____ Load credit activities (see the Collective Bargaining Agreement)

_____ Creative activities (see the CBA)

_____ Productive service (see the CBA)
_____ Professional activities (see the CBA)
Example for a “not recommended” decision for promotion to Associate Professor

Members of the University Promotion and Tenure Committee have not recommended you for promotion to the rank of associate professor.  Before you again apply for promotion, we strongly recommend that you give some attention to strengthening the following checked area(s), keeping in mind that they are listed here in the order of importance that we, by Contract, are charged to uphold:
_____ Load credit activities (see the Collective Bargaining Agreement)

_____ Creative activities (see the CBA)

_____ Productive service (see the CBA)
_____ Professional activities (see the CBA)
Example for a “recommended” (not highly recommended) decision for promotion to Associate Professor

Members of the University Promotion and Tenure Committee have recommended you for promotion to the rank of associate professor.  Members could not give you a stronger rating because we think that you need to strengthen your credentials in the area(s) checked below.  Keep in mind that the criteria are listed here in the order of importance that we, by contract, have been charged to uphold:

_____ Load credit activities (see the Collective Bargaining Agreement)

_____ Creative activities (see the CBA)

_____ Productive service (see the CBA)
_____ Professional activities (see the CBA)
Example for a “not recommend” decision for promotion to Professor

Members of the University Promotion and Tenure Committee have not recommended you for promotion to the rank of Professor.  Before you again apply for promotion, we strongly recommend that you give some attention to strengthening the following checked area(s), keeping in mind that they are listed here in the order of importance that we, by Contract, are charged to uphold:
_____ Load credit activities (see the Collective Bargaining Agreement)

_____ Creative activities (see the CBA)

_____ Productive service (see the CBA)
_____ Professional activities (see the CBA)
Example for a “recommended” (not highly recommended) decision for promotion to Professor
Members of the University Promotion and Tenure Committee have recommended you for promotion to the rank of professor.  Members could not give you a stronger rating because we think that you need to strengthen your credentials in the area(s) checked below.  Keep in mind that the criteria are listed here in the order of importance that we, by contract, have been charged to uphold:

_____ Load credit activities (see the Collective Bargaining Agreement)

_____ Creative activities (see the CBA)

_____ Productive service (see the CBA)
_____ Professional activities (see the CBA)
Resolution -04:  The Senate requests that the UPTC “establish a process that would allow, at the candidate’s discretion, a DEC member to be present at P&T meetings for questions and answers.”
The Committee believes this option is covered in the present UPTC by-laws, specifically III.E.4:
If the member being considered wishes, he/she may appear before the committee, alone, or with others of his/ her choice.   . . .  
[emphasis added]
Resolution -05:  The Senate requests that the UPTC “develop a system for staggering its meeting day and time.”
The UPTC is aware of the desire by many faculty members that its meetings be staggered with respect to day and time.  The Committee states for the record that the current practice of meeting late afternoons on Fridays reflects the past practices of over two decades.  The rationale for this practice was, and still is, the difficult task of finding an extended block of time on other days that would accommodate the schedules of all Committee members and still generate a quorum.

We recommend that the UPTC have a standard window for its meetings, specifically Friday afternoons beginning as early as 1:00 PM.  Each year the UPTC members would determine their specific meeting time(s) within that window (e.g., 1:00 – 3:00 PM or 4:00 – 7:00 PM) or, if possible, at any other day and time acceptable to its members.

Resolution -06:  The Senate requests that the UPTC “reconsider the continued usefulness of the category of “highly recommend” when reviewing a candidate for promotion.”
The UPTC believes that the continued use of the “highly recommend” category is preferable to any ranking method or procedure.  A ranking procedure might promote counter-productive competition both within and across departments.
Resolution -07:  The Senate requests that the UPTC “limit members to serving two consecutive terms.”

Proposed revisions (in italics) to Article II.A of the UPTC’s by-laws
II. MEMBERSHIP

A. Total membership:  9 voting

1. Nine (9) tenured teaching faculty members elected for overlapping 2-year terms by the teaching faculty (see the CBA).

2. Members of the committee must hold the rank of Associate Professor, Professor, Librarian III, Librarian IV, Counselor III, Counselor IV, Coach III, or Coach IV.

3. There shall be at least one member of the committee from each of the three schools (Ancell School of Business, School of Arts & Sciences, School of Professional Studies) and one from the Librarians, Counselors, and Coaches group.

4. No one may serve more than two consecutive two-year terms.  Upon completing a second term, the person cannot be re-elected to the committee for two years.

5. No more than two persons from any Department may serve on the committee at the same time.
6. Members do not function as advocates for their Schools or Departments.

7. No member of the committee may be considered for promotion during his/her term on the committee.
Proposed revision (in italics) to Article III.E.1 of the UTPC’s by-laws
III. CONDUCT OF BUSINESS

A. Procedures and Considerations

1. Any member of the Committee who participated in a recommendation which is
 before the committee shall not vote again on the recommendation and shall not participate in the discussion on the recommendation unless asked to do so by the other committee members.  Further, a member of the Committee may not vote on any recommendation concerning a member of her/his department, even if the member did not participate in the DEC deliberations or its recommendation.
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