Academic Senate Executive Committee Minutes 

Monday, March 28, 2011
(Approved)
Call to Order

Senator Holland called the meeting to order.
Approval of Executive Committee Minutes of March 14, 2011
Motion XXXXII-67: By Sen. Fazel, seconded by Sen. Marquis, to approve the minutes of March 14, 2011. The minutes were unanimously approved with a minor revision.

 Distributed Communications
03.15.11.01 
From Linda Wedwick/Faculty Affairs Committee/Chuck McGuire: Search Committee Best Practices
Sen. Wedwick: The issue has been on Faculty Affairs’ task list for a few years and I think it was last year that we decided that we would put it there until the new Human Resources person arrived. When that person came, I did contact her, Chris Clevenger, but I didn't get a response because she had no idea what I was talking about. As we were talking about it in committee, Rod Custer mentioned that Chuck and a few others were also looking at this issue. I contacted Chuck and asked him if he could meet with the committee. Chuck and Chris and Shane McCreary and Sheri all came to the committee meeting and presented us a version of this document. 
We had some concerns that we wanted to talk to them about. Chuck said it was still going to be going out to other people to comment on. Our concerns were mainly about how it was going to be used for policy. Chuck indicated that it will eventually be policy, but he still wants it to be a very flexible document. People are still reading it and thinking about it and I think they want it to go through a couple of search cycles before they think about how it might become policy. We discussed other concerns with them. One was that the chairperson of the department would be the chair of the search committee. We were also concerned about not being able to rank or prioritize the list of candidates that they send forward to the DFSC and the department chair. We were also concerned about how this particular document is going to be combined with the recruitment manual that exists. 
Chuck got back to me and he had already met with the deans. He also sent it to chairs and met with them last week. Based on that, they did make changes to the language of how that’s set up for whether the chairperson of the department will be the chair of the search committee. I believe it does go to departments for more of an option for that. He said with regard to prioritizing, because the practices are to give the DFSC the option to make the final selection because they are a formal hiring authority, if the search committee makes a formal prioritization, it is often politically very difficult for that authority, he means the chair, to make a different choice. Our advice is to let the search committee make the cut...
Sen. Kalter: That's the intent.

Sen. Wedwick: Between acceptable and unacceptable combined with a description of strengths and weaknesses and leave it to the DFSC chair to make a final choice based on the recommendation of the acceptable choices. This is how we would prefer to handle choices such as deans and other administrators. It worked very well with the minimum of conflict between search committees and DFSCs as the hiring authority.

Sen. Kalter: I would absolutely disagree with that last statement. There has been friction between search committee and the final hiring authority. Just for the record, I don't believe that that is an accurate statement. I'm really, really disturbed by the process here because this has been on the Senate’s agenda as you said for several years. I feel like a group of people who are in the administration took this and decided to give the Senate a policy rather than consulting tenure-track faculty about why we do things the way we do them now.

Provost Everts: I would say it's not a policy. That's one of the keys that is first and foremost in meeting with the committee. It is fluid at this point so that we can gather additional information.

Sen. Kalter: I guess I'm concerned about the process. When we come up with documents, it's helpful to have a document that reflects the shared governance structure of the University and the people that it most affects. I would recommend that we not necessarily take this document and throw it out, but put it aside and create a document that actually involves a process that actually involves the departments and tenure-track and tenured faculty, because they are most invested and have the expertise and the scholarship and teaching ability to understand why we like to prioritize or why this small department versus a larger department has to have a different kind of search structure. I feel like what's happened is that there is a lack of interest in these four areas that are listed here. In finding out and understanding the hiring processes and having a mutual exchange of information rather than having a kind of top-down you're going to do it this way because we think it's the best way to do it.
I’m concerned with the content of the document, but am more concerned about the process because we actually, as an Executive Committee, waited for Chris Clevenger to be hired. We postponed looking at this after two or three faculty members contacted this body, including myself, asking for these things to be worked out between what HR was saying and what the ASPT document says. URC has not been involved with it. Faculty Affairs has not been really involved with it. This is a document that was given to them. So I'm really concerned that we reframe the process in order to get to a better document and then start to look at it.
Sen. Horst: It's my understanding that this is just a best practices document and we are to formulate our own.

Provost Everts: Exactly.

Sen. Holland: I am perfectly willing to start with this. There are certainly things I would like to change.

Provost Everts: Things have been changed already following input and will change again. No one's talking policy because we haven't done consultation.

Sen. Kalter: Didn’t Chuck say a couple of weeks ago that this wasn't going to work because so many departments are different?
Provost Everts: The document was written to allow individual departments to write their own so that whatever it is that makes sense for that particular entity or unit, which is where the expertise lies, that's permissible and appropriate. No one wanted to start with a policy.
Sen. Fazel: What is the next step?
Sen. Holland: I think it now goes to Faculty Affairs.

Sen. Wedwick: The purpose of bringing it forward to you was to ask if the Executive Committee wanted us to proceed with this because our options… We didn't really know. Are we supposed to just endorse this or use it as a working document to create our own document or are we going to just see how this one turns out? 

Sen. Holland: I would like the Faculty Affairs Committee to have serious sessions to see what you like and dislike. I would recommend having the Provost's representative there. Have the chair of the Chairs Council come in. I don't know if you want a dean to come in. I think it really does need a faculty perspective.
Provost Everts: However you want to handle it.

Sen. Wedwick: The faculty—we did discuss this with the people who came to visit us that evening. We also discussed it the following time as a committee. We still have those concerns mentioned. Some of those were tweaked or responded to, but I don't want to give the impression that we didn't discuss it because we did. A response about the rankings was that that protects from lawsuits. We can't really battle that.

Sen. Holland: As far as ranking goes, keep in mind that everything we do, except for Al, is advisory. If a statement has been made that it can't rank order people for legal reasons, I would like to know what the statute is, what the precedent is that actually states that you can't do that.
Sen. Wedwick: The reason for bringing this was to ask if it is a Faculty Affairs task to get this out there, get feedback on it or is it this group of four people who are going to take care of doing that and getting feedback to Faculty Affairs.

Sen. Holland: If you were to recreate it, would you significantly modify it?

Sen. Wedwick: We were okay with the way the applicant and candidate stages sort of address that concern of who gets to see the credentials because while there are some departments that would like everyone to see all the credentials, that could be problematic.  So we thought that that part was fine. The ranking of candidates we still had issues with and we did have an issue with the intent of the document. If it's going to remain a best practices document, we were okay with what was here. Then when you hear that this is going to become policy, that's when it becomes problematic.

Provost Everts: No one is on the path to policy at this point primarily because there hasn't been the appropriate vetting.  That needs to happen in departments and schools.
Sen. Fazel: In our department, we can only see the vitas with the faculty and not cover letters. Legally, only the search committee can see all of the information. If the chair was not on the search committee, can he/she have access to it?

Sen. Holland: It says that the chair can be on the search committee.

Sen. Fazel: It should say the chair shall be on the committee because he/she is making the decision. Is it legal for the chair to have all that information? I have no problem with the chair not being on the committee. The DFSC can only see the three final candidates. How would they know that person should be hired, especially if there are no rankings?
Sen. Schlesser: Then do we place a lot of trust in search committee?

Sen. Wedwick: Why do we have search committees if we want everyone to see everything? We've got to have some trust in the search committee.

Sen. Fazel: Then why do we need the DFSC to sign off on it?

Sen. Wedwick: If the DFSC has to sign off on it, why not make them the search committee?

Sen. Horst: The DFSC is a more general body. They don't have the expertise of the subspecialties.

Sen. Kalter: I understand that perspective because of how large our department is, but in our department, we are actively trying to hire people who could be interdisciplinary within the department. This is a document about lack of trust. I don't particularly like the discourse of trust when we talk about our committees. I think it frames it if you're questioning the committee's decision that you don't trust them and that turns it into a personal issue. The issue is structural. The issue has to do with really important issues that should not be discounted just because you're not on the committee. If Music wants to do it one way and English wants to do it another way, I don't have a problem with that. It's that local decision-making that I'm worried about.

Provost Everts: Then all of those discussions need to take place so that those guidelines are written down and everyone understands what the rules are in that particular entity.

Sen. Holland: This isn't even close to what I would want to bring to the Senate.

Sen. Fazel: I think to reiterate what Dan said, if we really know which law and what is common practice and we have interpreted that as we can’t do it no other way. So if we could see those laws...

Sen. Holland: That would make me feel better.
Sen. Wedwick: My reason for putting it on the agenda is to ask what would you like Faculty Affairs to do. We could certainly ask departments to discuss it at faculty meetings. We could analyze their feedback.

Sen. Fazel: First we have to clarify what’s the law and what's not.

Sen. Everts: It's hard to write a best practices document that fits everything, but we also need those conversations to breathe life into it.

Sen. Wedwick: That's how we'll end this is that’s what we'll do a little research study. We'll ask departments to discuss the document and then ask them to write something about it.

Sen. Fazel: Who has access to the information about all of the candidate? Is it just the chair as the hiring body? Could it be DFSC? Or is it nobody outside the search committee?

Sen. Kalter: Do you mean that this is a question you have legally?

Sen. Fazel: Is it even up for conversation legally or is a matter of University policy?
Sen. Holland: I think you would have to put every chair on the search committee.

Sen. Kalter: Back when we had four searches in one year, that would mean that the chair would have had to read 900 applications.

Sen. Wedwick: That's why I said that can't happen. There is no way that the C&I chair can chair all of those search committee.

Sen. Fazel: Chairing it and having access to it are two different things. The chair is making the final decision or DFSC is signing off on it. Then this part that says everybody should view all of the credentials. How is that going to be possible?

Sen. Holland: What they are trying to avoid is, I know that person, let me read theirs. I think people should have access when it's down to the phone interview stage. At that point, you have narrowed it down to 10 or 12.

Sen. Fazel: And legally we can do that?

Provost Everts: Yes, the applicant and candidate states differ.
Sen. Kalter: I am a little scared about sending this particular document to the departments.

Sen. Wedwick: If the Chair's Council has seen it, my understanding is, and I can ask Chuck again, but the last time I spoke with him, the changes that were going to be made were made to the document and chairs are to have input. I don't know if it was the Chairs Council; it's getting closer to... I think it needs a broader audience for individual departments to weigh in.

Sen. Schlesser: Could the Faculty Affairs Committee draft a cover letter with this? This is what it is. This is what we’d like your department to do with it.

Sen. Wedwick: Yes, we could do that. I would be happy to do that.

Sen. Horst: You're sending it to departments?

Sen. Holland: We're going to allow them to talk about it and then we’ll probably send it to departments in a couple of weeks. I don't think we are going to make any significant progress on this this year.
03.25.11.01
From Susan Kalter, Chair of the Administrative Affairs and Budget Committee: Background for Administrator Selection and Search and Chairperson Responsibilities Policies

Sen. Kalter: What you have in front of you is a discussion aid rather than a recommendation. This started back in 2009. Milner was going through their dean search. Sen. Borg and Sen. Bonnell identified issues and the fact that there were no guidelines for the two colleges that have only one department. They then came up with the possible set of options and gave it to our committee. I put it out to a subcommittee this year. The things that will work for Milner won't work for Mennonite. One of the things they suggested was not possible. Mennonite suggested that one of their NTT associate deans serve as the chair of the DFSC. So after going back and forth, we are recommending a couple of things. We need to have full input from the faculty, staff, APs of each of these colleges so that they can give feedback about what they want. We're asking that the Provost‘s office have the new Chuck do some of the footwork of initiating this with the rank and file and the current chairs and deans of these colleges. There is concern that faculty have input, because right now some of these colleges have administrators who were serving as chairs that they haven't necessarily chosen.

Provost Everts: I have already shared it with Chuck and will keep it for the next Chuck.

Sen. Fazel: What is wrong with the options?
Sen. Kalter: We kind of thought that option E was punting. It's not really a solution and I think that one of them said as well as being in a tenure-track position if possible. That's not possible, according to ASPT. The other thing about this is that Mennonite is in the process of increasing it's tenure ranks, so if we write something now for Mennonite, we're just going to have to change it in four or five years when more people get tenured. So why do that, rather than figuring out a way to make a policy that will grandfather in under all conditions.
Sen. Horst: We could have a Mennonite policy and a Milner policy.

Sen. Kalter: We could actually. I think actually that would be best.

Sen. Fazel: What is the next step? The two colleges coming up with their own policy for this specific item?

Sen. Kalter: In concert with the Chuck and then sending it back to our committee.
Motion XXXXII-68: By Sen. Kalter, seconded by Sen. Marquis, to amend the Executive Committee Agenda by adding the Credit Hour Policy and the announcement of the VP Commentary. The motion was unanimously approved.

VP Commentary Announcement:

Sen. Kalter: We have completed the VP commentaries. Cynthia also received some where people preferred not to do the electronic versions. All of that is going to be in the top cabinet marked confidential in the Senate office. The feedback is going to each of the VPs and all of them are going to the president. What you are going to be seeing is really just the narrative feedback and those statistics, but not the match up. On the CD, I have the matchup that keeps the confidentiality in place. In the next two weeks, you should read the narratives and look at the statistics and then we'll go into executive session to talk about it.

Sen. Horst: How was the turnout?

Sen. Kalter: It was both better and worse than I thought it would be. The Provost got 136+. The Vice President for Student Affairs received 76. The Vice President for Finance and Planning got 60+. University Advancement got 41.
Sen. Horst. What are we going to discuss in executive session because if there's no report to discuss, do we really need to meet about it?

Sen. Fazel: Let's take a look to see if there is any reason to meet.
03.28.11.01
From Jonathan Rosenthal, Associate VP of Enrollment Management and Academic Services: Credit Hour Policy (Dist. Academic Affairs Committee)

The policy on credit hours will go to the Academic Affairs Committee. The policy needs to be in place by June 2011.

Proposed Agenda for Academic Senate April 6, 2011: 

Academic Senate Meeting Agenda

Wednesday, April 6, 2011

7:00 P.M.

OLD MAIN ROOM, BONE STUDENT CENTER
Call to Order 

Roll Call 

Approval of Minutes of March 23, 2011
Presentation:  IBHE-FAC Report (Prof. Lane Crothers, IBHE-FAC Representative)
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:

12.20.10.01
Baccalaureate Degree Document-Proposed Revisions (Academic Affairs Committee)

08.26.09.01
Grading Practices Policy (Academic Affairs Committee)

03.08.11.01
Oral English Proficiency Policy (Academic Affairs Committee)

Advisory Item:
03.09.11.01
Academic Calendar – Draft for 2015-16 (Administrative Affairs and Budget Committee)
01.27.10.01
Academic Calendar Information about the Process
Communications

Adjournment

Motion XXXXII-69: By Sen. Fazel, seconded by Sen. Horst, to approve the agenda of April 6, 2011. The agenda, as amended, was unanimously approved.
Discussion:

Executive Session: Presidential Commentary-Draft 2 (Administrative Affairs and Budget Committee)
Motion XXXXII-70: By Sen. Kalter, seconded by Sen. Horst, to move into executive session. The motion was unanimously approved.

The committee concluded its work in executive session and returned to open session.

Adjournment
Motion XXXXII-71: To adjourn. The motion was unanimously approved.
1

