Academic Senate Executive Committee Minutes 

Monday, February 21, 2011

(Approved)
Call to Order

Senator Holland called the meeting to order.
Approval of Executive Committee Minutes of February 7, 2011
Motion XXXXII-50:  By Senator Marquis, seconded by Senator Farrell, to approve the minutes of February 21, 2011.  The minutes were unanimously approved.

 Distributed Communications
02.18.11.01
From Administrative Affairs and Budget Committee: Administrator Evaluation Policy-Revised (Information Item 3/2/11)
02.18.11.02
From Administrative Affairs and Budget Committee: Department Chairperson/School Director Responsibilities-Revised (Information Item 3/2/11)
02.18.11.03
From Administrative Affairs and Budget Committee: Dean Responsibilities Policy-Revised (Information Item 3/2/11)
Senator Kalter:  We actually got this policy (Administrator Evaluation Policy) sent to us. As we were going through it, it looked like it connected enough to the other two policies, and some changes should be made there. The main proposals that we have are, for both chairpersons and deans, to add the line that says--it's on the first page letter A, Nature of Appointment. ‘In the case of chairpersons, they serve at the pleasure of the dean and the Provost and the majority of the tenured/tenure-track faculty in the department.’ Then it refers to the other policy. That's a pretty major change for deans and chairpersons. 
The other major change would be to add this paragraph on the second page. “Should the anonymous input demonstrate that a majority of the tenure and tenure track respondents return negative evaluations, the dean would need to poll the entire faculty to make sure that that is a majority. Should those findings demonstrate that a majority disapproves of that person’s performance, the dean shall recommend to the Provost that notice of removal or non-reappointment be given unless it occurs in the first year of negative evaluations.” For example, if somebody has been in a role for two years then in their third year they got a majority of negative evaluations, they would be given a period of remediation. So in that case, the way this is worded is “The chairperson shall be given six months to remediate deficits, at the end of which term, the dean shall administer another poll and that poll is determinative and the dean shall recommend to the Provost that notice of removal be given.” That then leads to the Provost’s realm to decide whether or not to go with that recommendation or keep the chairperson there.
President Bowman: I would never approve a policy that had those two items in it. You wouldn’t want me to. The hiring agent is not the faculty; it’s the administration. The other larger problem is you remove authority from the dean and basically tie their hands. In my own experience in my department, it was split down the middle and it was pretty bitter. The only reason I’m sitting this chair is because the two people vying for the chair’s job were so hated, the dean picked someone who was less hated—me. If the dean had polled the faculty early in my tenure, I don’t think the majority would have been positive. I know what you are trying to get at. What you’re trying to say is that the dean needs to listen to the faculty.
Senator Kalter: We anticipated that the administration would probably have those objections and actually I was quite surprised that my committee was unanimously in favor of these changes.
President Bowman: I’m not surprised. You’re the employee who wants somebody to be forced to listen to you.
Senator Kalter: You are right. This is what we are trying to address. Are the deans and the Provost’s Office listening to the faculty when a problem begins to develop? I would love to get feedback and suggestions, whether it’s in this policy or not, about how to address those things. If this is impossible, the committee was unanimous and that really surprised me that everybody felt the same way that if you have someone who is not working out it shouldn't take six months to fix it

President Bowman: I agree with the five-year appointment that is contingent on the performance. If the chair or the dean didn't perform, we should not wait five years. One way around this, and you are not going to like my answer, is you've got to hire chairs, deans  and Provosts who are good at what they do and listen to feedback. What you're trying to do with this is you're trying to mandate that they listen. This creates this awkward type of management problem. This Provost is going to hire deans and chairs who listen to faculty. 
Senator Kalter: We thought as an alternative, and I actually passed this by Dan, a probationary period or a shortened appointment. Dan thought that a shortened appointment period would mean that you would not be able to attract good people. 
Senator Horst: Maybe what you're really trying to do is have a formal vote of no confidence.

Senator Kalter: I have been thinking about votes of no confidence because that entails a lot of drama and a lot hurt feeling and you’re right that that's what the committee sort of had in mind. At the same time it's trying to avoid that because it feels more confrontational.

President Bowman: When administrators make the right decisions, the current system we have works well.

Senator Kalter: So you're saying your recommendation is not to institute it in policy because the policy already covers the situation?  

Provost Everts: This is fairly restrictive. Chairs and deans will read that language before they accept a position here. The policy is in place currently for things to happen. 

President Bowman: What makes this work is when the institution makes smart decisions in hiring its key managers and faculty have a lot of input in that.  Back to the original intent, I'm in complete agreement with the intent and that is the administration needs to listen to faculty sentiment. I think everybody recognizes that you can have a department where the majority that wanted to take a direction that really wasn't productive. So you want to have an administrator like me or the Provost to have the authority to go against the will of the majority.
Senator Fazel: There is the perception that things do not happen fast enough. They keep giving the evaluations and nothing happens, so not so many people turn in the evaluations.

President Bowman: Part of the reason it slows down is that faculty never speak with one voice. I think there's also an attempt to give people time to improve. 
Provost Everts: Things are happening, but we can’t talk about them.

Senator Holland: I think this is going back to committee?

Senator Kalter: We’ll take all three of these back to committee because some of the changes to the chairperson and the dean responsibility were to this. Even though it's not all that, we might as well take it all back and take those other two off the agenda for now.
Senator Fazel: We say department chairs are faculty. What about the deans?

Senator Holland: The tradition from the point of view of Senate committees is that a department chair can serve as a faculty member. A dean is an administrator to matter what. The dean is going to have a faculty rank somewhere.

Senator Fazel: Most of our administrators have a faculty rank.
(Inaudible)

02.18.11.04
From Administrative Affairs and Budget Committee: Blue Book Revision to Administrative Affairs and Budget Committee Functions (Information Item 3/2/11)

Senator Kalter:  We’re adding a nine to the Administrative Affairs and Budget Committee charge. It reads “Per policy 3.2.15 the Administrator Evaluation Policy, review and approve changes to questionnaires for deans and department chairperson/school director reviews. While we're looking at that other policy that is so controversial, it came to my attention that this was not among the committee’s charges. If anyone has any idea about how I can word that more eloquently, please let me know.
Senator Horst: You could just strike the word review.

Senator Kalter: Okay.

02.18.11.05
From Administrative Affairs and Budget Committee:  Academic Impact Fund Recommendations (Information Item 3/2/11)

02.18.11.06
Accompanying Table (Information Item 3/2/11)
Senator Kalter: This is this year's recommendations as a result of reviewing the Academic Impact Fund. We just put semi-boiler plates in the first two paragraphs, which are saying this is what the fund is. We have had very good news that we have added faculty in a sluggish economy. In the next paragraph, it was reported that the Provost got all of the deans together to talk about the fact that we are about to undergo NCATE accreditation. The deans agreed to give more priority to the College of Education this year. So we were saying we support that idea that we need to have more faculty in C&I and Special Ed if we are going to have a good accreditation here and that also we had two tenure tenure-track lines added to the College of Nursing that will eventually go into the a AIF, but which were not taken out of the AIF.
Senator Fazel: Where did the money come from?
Senator Kalter: Nursing is expanding as you can see right now because they have 15 faculty who are tenure/ tenure-track and about 10 non-tenure-tracks. They are trying to get more tenure-track faculty. In order to do that, you have to do one of two things. You have to pull lines out of the other colleges or add lines to Nursing and they would eventually go back to the AIF. The actual recommendation we put down was where we see deficits in departments based on loss of previous capacity but an increased demand and/or high absolute numbers of non-tenure-track faculty. We list those there in order of college. We noticed salary inversion a couple of years ago, particularly in the College of Business that had led to a situation that the AIF had not anticipated. Usually when people retire they’re making more than the person who is hired to replace them. We have estimated around $325,000, although we were never were able to get actual numbers of how much this cost the AIF and had recommend that a reallocation into the AIF be made. But the Provost's Office had also suggested last year that the AIF receive a salary increase. It resulted in $194,000 and some change going into the AIF, so we're withdrawing that specific reallocation recommendation and saying keep doing the raises, but don't do so many raises so that the fund gets really huge.  I can anticipate that that could happen as well. That's number two. 
Number three, I actually met with the Provost because one of the recommendations from the previous year was also apparently unrealistic because we talk about program review and it doesn't necessary look at budgeting. So we had recommended previously that during program review, individual departments and schools figure out what's best, how many tenure-track faculty you want to have compared to non-tenure-track and GAs. That is probably not going to work out, so instead what we are recommending is either at the university level have a 75% ratio, so 75% of the faculty in any department would be tenure-track in comparison to the whole, or present to the Senate compelling reasons why this ratio should be lower. There may be good reasons and we say take into significant account the input of the rank and file faculty. 
Senator Holland: In Nursing, it could be a good thing because you have a lot of practitioners or in Art you would bring in people who are specialists. 

Senator Horst: What is the ratio now?

Senator Kalter: Here in almost the middle of the chart, it says ratio TT to total faculty and you can see it's a pretty broad range. In that same number three, where we say these departments fail to meet the standard are in order of the least to the most. So Nursing has the lowest percentage. English has the highest percent, so that would imply that you would want to look first at Nursing, whether it's to justify why that ratio is there and to try to ameliorate it. Number four, could we see trends? That's all we are asking for because eventually I’m going to step off the committee and since I do all of the trends (that would be helpful). Only trust this chart so much because a non-statistician is during the trend analysis on this. If PIR can give us trends, it would be really helpful. 
Number five, we renew our recommendation that the Provost’s Office work with the VP of Finance and Planning and the deans to devise an expedited authorization process and possibly an alternative budget recommendation in preparation for the decline in sick leave payouts. All we really want is to have the Provost’s Office and the VP of Finance and Planning and deans to talk about whether the AIF is the best model. If they decide yes it is or if they say no, once the sick leave payouts are diminished enough, we think it's better to move to a different model. Number six is that we need to have the Milner Library looked at in a different way. They don't have credit hours or graduation rates, so those statistics were not helping us figure out how many tenure-track lines they really need. What we say here is that the 2008 redesign of the fund, basically we are sort of encouraging continuing conversations between the Provost’s Office, the Dean of Milner and Finance and Planning to make sure we have a model for the library going forward. I think that work is in progress.
Provost Everts: Is indeed.

Senator Kalter: This is almost verbatim from last year. We said some possible things they might consider would be that we absolutely need to have X number of tenure-track lines if we’re going to have this number of faculty and students on campus. Another option would be a minimum number of faculty, whether or not they’re tenure-track or non-tenure-track, that the library needs to operate. The last one is that it's more complex—just a number. The same numbers in English and Nursing are not necessarily going to lead to the same thing. This is also out of the meeting I had with Sheri that it would be a good idea for the Provost to charge the deans to have their chairs and directors every year come together to familiarize themselves with each other's request for the AIF money. Sheri is doing that right now on the level of the deans, having it trickle down so that the deans are doing it with their chairs helps people in an open budgeting process to understand why we aren't getting the faculty that we asked for as quickly as we want to. 
02.18.11.07
From Rules Committee: University Naming Procedures Proposed Policy-Revised (Information Item 3/2/11)

Senator Horst: Chuck Maguire presented this to us and we agreed with it. We added a line talking about places that are named for historical figures. If they're going to be renamed, it has to go in front of the Senate. The way Chuck McGuire presented it, this has been negotiated through the VPs and this has been under the Provost’s Office for quite some time. I would just refer any questions about the policy to Chuck McGuire when it’s an Information Item.
Senator Kalter: I feel uncomfortable sending this before the Senate without knowing what the other changes were.

Senator Holland: This is a completely new policy. 

Senator Kalter: It says amended version.
Provost Everts: The current university naming policy—so much of it is new. That is why we don't have underlying.

Senator Holland: It was a huge revision.

Senator Kalter: I request that we have the current policy distributed to the Senate, as well as the amended policy.
Ms. James: You mean the Facilities Naming Policy.
Senator Kalter: Yes.

Senator Horst: The impetus behind this is so there is a mechanism for unnaming and also there are a lot of things that are being named now and there is no formal process.
Senator Fazel: Why aren't there any faculty or students on the committee? I know it’s an administrative decision, but it's helpful to have the input from faculty and students. I would like to see at least one faculty and one student.

Senator Horst: I would say bring that up when it's an Information Item.

Senator Fazel: When the College of Business was renamed as the State Farm Hall of Business, the students were very unhappy about that. The other part of it was people didn't know about it. In the last statement on page 2 it talks about confidentiality. I want to make sure that that is not interpreted as you keep the information from people who really should know about it before it's in the Pantagraph.
Provost Everts: This piece is very important as you're going through negotiations. I have actually written that down that there could be some additional information. If the board approves, that's when it becomes a Pantagraph issue. It's really a presidential recommendation at that point, but we could build something in so that…

Senator Fazel: So it was after the board approved it that it was in the Pantagraph?

Provost Everts: My guess is they attended the board meeting and that's when it was published.

Senator Fazel: Our college did not receive any formal announcement until a number of weeks after that.
Senator Horst: Is it a policy problem?

Senator Fazel: Somehow make sure that this is not confused with don't tell anyone from outside.

Provost Everts: Could we address this at the deans’ level to make sure that you are informing people that need to know about this is as soon as you can?

Senator Fazel: Alright, before it's announced publicly or something to that effect.

Senator Schlesser: Do things like this naming happen quickly? I would be worried about your suggestion to add a student member and a faculty member to this committee; that takes a lot of time and that we would miss out on things like an award if it has to wait for it to go through channels.

Provost Everts: Oft times, there are timing issues associated with this. I don't have the previous policy in front of me, but this is very similar to what the current policy states in regard to the committee piece. That’s the issue. It is not in any way, shape or form an attempt to keep this from anyone.

Senator Holland: From the faculty perspective, we can just put the faculty representative to the Foundation as the default faculty member.

Senator Kalter: Farzaneh, you had two things. One was having a student and a faculty member on the committee and the other was the announcement. Do we go forward with sending this before the Senate and having Chuck McGuire answer questions there or do we send it back to committee?

Senator Fazel: Is it urgent to have this approved now:
Provost Everts: It is urgent to have this approved this semester.

Senator Horst: And if we don't do it this time, Chuck won't be at the next meeting.
 Proposed Agenda for Academic Senate March 2, 2011: 

Academic Senate Meeting Agenda

Wednesday, March 2, 2011

7:00 P.M.

OLD MAIN ROOM, BONE STUDENT CENTER
Call to Order 

Roll Call 

Approval of Minutes of February 16, 2011
Chairperson's Remarks

Student Body President's Remarks

Administrators' Remarks

· President Al Bowman 
· Provost Sheri Everts
· Vice President of Student Affairs Steve Adams
· Vice President of Finance and Planning Dan Layzell
Academic Affairs Committee: Senator Woith
Administrative Affairs and Budget Committee: Senator Kalter

Faculty Affairs Committee: Senator Wedwick

Planning and Finance Committee: Senator Van der Laan

Rules Committee: Senator Bailey
Action Items:

01.20.11.01
Ombudsperson Policy and Procedures (Faculty Affairs Committee) (Distributed in 2/16/11 Packets)
01.26.11.01
Mennonite College of Nursing Bylaws-Revised (Rules Committee) (Distributed in 2/16/11 Packets)
Information Items:

02.18.11.07
University Naming Procedures Proposed Policy (Rules Committee)
02.22.11.01
Facilities Naming Policy (Current Naming Policy) (Rules Committee)
01.18.11.02
Endowed Chairs and Professorships Proposed Policy (Rules Committee)

01.11.11.01
 Request for Additional Academic Planning Committee Members for 2011-2012 (Rules Committee)
01.18.11.04
 Withdrawal Policy-Revised (Academic Affairs Committee)

02.18.11.01
Administrator Evaluation Policy-Revised (Administrative Affairs and Budget Committee)
02.18.11.02
Department Chairperson/School Director Responsibilities-Revised (Administrative Affairs and Budget Committee)
02.18.11.03
Dean Responsibilities Policy-Revised (Administrative Affairs and Budget Committee)

02.18.11.04
Blue Book Revision to Administrative Affairs and Budget Committee Functions (Administrative Affairs and Budget Committee)

02.18.11.05
Academic Impact Fund Recommendations (Administrative Affairs and Budget Committee)

02.18.11.06
Accompanying Table

Communications

Adjournment

Discussion


Adjournment
Motion XXXXII-51: By Senator Fazel, seconded by Senator Diaz, to approve the proposed agenda for March 2, 2011. The agenda, as revised, was unanimously approved.
Adjournment
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