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Supporting Administrative Work 


Supporting the Administrative Work of the Faculty of The College of New Jersey: 

Interim Report of the Design Team for Administrative Reassigned Time

October 21, 2004

For the past three academic years, the faculty and administration of The College of New Jersey (TCNJ) have engaged in extensive discussions and negotiations related to the development and implementation of a transformed curriculum at the college.  During the Fall 2003 semester, Provost Briggs convened an advisory group to study various models of faculty work in the transformed system.  This group concluded that the allocation of alternate assignment within load (AAWL) for chairpersons, coordinators, and other faculty members performing administrative duties was an issue that deserved further study.  

In response to this recommendation, during the Spring 2004 semester the Design Team for Administrative Reassigned Time was formed through the election of the following representatives from each School and the Library of TCNJ, based on the current formula used for determining the composition of the College Promotions Committee:  

Lee Ann Riccardi, School of Art, Media and Music

Al Pelham, School of Business

Daryl Fair, School of Culture and Society

Jean Graham, School of Culture and Society

Regina Morin, School of Culture and Society

Amy Dell, School of Education

Mark Kiselica, School of Education, Chairperson of the Design Team

Alex Czeto, School of Engineering

Tom Moore, Library 

Marcia Blicharz, School of Nursing 

John Allison, School of Science

Ed Conjura, School of Science

The Design Team for Administrative Reassigned Time was charged by Provost Briggs to develop and recommend a set of “comprehensive, flexible, equitable and transparent” principles, which can be applied across the college and will enable departments to achieve their educational goals.  The Provost directed the team to prepare a draft report by May 1, at which time the report would be circulated for comment.

The first meeting of the Design Team was held on Tuesday, March 16, 2004 and was convened by Emmanuel Osagie, Vice Provost for Academic Affairs.  At this meeting, the Design Team members elected Mark Kiselica chairperson of the team.  Since that initial meeting, the Design Team and its subcommittees have met numerous times to examine the issue of AAWL for faculty administrative duties at TCNJ.  Members of the subcommittees conducted numerous surveys and interviews of chairpersons, program coordinators, and other faculty members fulfilling administrative duties at the college.  The purpose of this draft report is to present the findings and preliminary recommendations of the Design Team to the faculty and administration of TCNJ.

This report begins by placing the subject of AAWL for TCNJ faculty administrators within the context of higher education by reviewing some pertinent literature and data on the subject.  Next, current AAWL allocations for faculty administrative work and the various roles of faculty administrators at TCNJ are examined.  Several guiding principles regarding the future allocation of AAWL for faculty administrators at TCNJ are offered.  This report concludes with in-depth descriptions of the range of administrative duties fulfilled by several different types of faculty administrators at TCNJ and corresponding recommendations for the allocation of AAWL for each of these groups.

As a preliminary note, the Design Team agrees with the position stated by Provost Briggs at the April 21 Academic Leaders Meeting that it would be prudent to hold campus-wide discussions regarding this report during the early part of the Fall 2004 semester, rather than this summer when few faculty members are available for their input.  In the interim, the Design Team recommends that current levels of AAWL for faculty administrators be maintained during the 2004 – 2005 academic year.

AAWL for Faculty Administrators in Higher Education: 

A Vital Form of Support

The administrative work of faculty has received widespread attention in the literature on higher education.  Pertinent publications have been focused primarily on the role of the chairperson.  Within this literature, it has been noted consistently that department chairpersons are key agents for maintaining and enhancing the quality of higher education (Higgerson & Rehwaldt, 1993).  Chairpersons fulfill a wide range of duties in the academy, including, but not limited to, the following: recruiting students and faculty; responding to inquiries from prospective students; supervising curriculum development; writing accreditation reports; fostering student and faculty development; motivating faculty; handling faculty evaluations; promoting student and faculty scholarship; advising student organizations; serving as liaisons to professional organizations and state certification bodies; using student, alumni and employee feedback to improve teaching; addressing student and faculty concerns; managing conflicts; developing and managing budgets; facilitating communication; and developing effective relationships with the dean and other higher level administrators (Gmelch & Miskin, 1993; Leaming, 1998; Lucas, 1994, 2000; Seagren, Creswell & Wheller, 1993).


Because the administrative services of chairpersons are crucial for the success of institutions of higher education, colleges and universities must provide support to chairpersons as they attempt to fulfill their duties (Birnbaum, 1992; McDade, 1989).  A vital component of this support is the provision of release time from teaching and other responsibilities so that chairpersons can focus on and complete the administrative duties associated with their positions (Hecht, Higgerson, Gmelch & Tucker, 1999).  

Providing AAWL for faculty administrators is a common practice throughout higher education.  For example, according to data reported in the on-line Digest of the Association of Departments of Foreign Languages, chairpersons of departments at the University of Richmond with 20 or more full-time equivalent (FTE) faculty members teach only one course per semester and receive a stipend of up to $5,500.00 per year.  At SUNY-Oswego, chairpersons receive released time for one-half of the standard teaching load, provided that the department has at least 10 FTE faculty members.  At the University of Alabama at Birmingham, chairpersons usually teach one class per semester instead of the regular load of three. 

While these data illustrate that AAWL and other incentives, such as stipends, are furnished to chairpersons, other findings verify that institutions of higher education regularly support other forms of faculty administrative work.  For example, The Faculty Workload document from Texas A&M delineates faculty administrative work and other forms of extraordinary service that should be compensated with release time or other compensation.  Compensated duties and their corresponding minimum levels of support include academic program development (6 hours/semester), chair duties (6 hours/semester), editor of a major journal (3 hours/semester), substantial service to a professional organization (3 hours/semester), excessive service (3 hours/semester), and speaker of the faculty senate (3 hours/semester).  The Workload Task Force document from the University of Minnesota also defines compensated forms of faculty administrative work, including the following: preparing course schedules, providing department leadership, allocating space, supervising shared facilities, recruiting and hiring faculty and staff, taking part in faculty governance, developing educational policy, assisting with undergraduate student recruitment and orientation, supporting fund-raising, ordering supplies, administering clinical programs, and directing technology transfer activities.

Collectively, these findings reveal that colleges and universities award faculty with incentives and support to fulfill a wide range of administrative duties and leadership roles that are required for the successful delivery of academic programs and other services.  An examination of similar practices at TCNJ follows.

Faculty Administrative Roles and AAWL Allocations for Faculty Administrators at TCNJ: An Overview and Analysis of Current Practices

Administrative Role Variations Across Schools

Across the various schools of TCNJ, there are numerous administrative positions held by faculty members.  Most departments throughout the college are headed by chairpersons who are elected by the faculty members of those departments.  In the School of Business, two division heads, who have been appointed by the Dean of the School of Business, fulfill most of the duties of chairpersons (e.g., hiring adjunct faculty; attending Academic Leaders Meetings), while appointed program leaders handle many of the curriculum development responsibilities for particular programs.  Directors of Interdisciplinary programs, such as Women’s and Gender Studies and International Studies, perform duties comparable to that of a chairperson.  Throughout the college there are numerous undergraduate and graduate program coordinators.  In brief, coordinators of undergraduate programs (including program leaders) tend to oversee curriculum matters and student advising, while graduate program coordinators typically handle these responsibilities plus a wide range of other duties associated with the administration of graduate programs, such as recruiting students, responding to inquires from prospective students, interviewing and screening applicants, and developing, administering and scoring comprehensive examinations.  Many other faculty coordinate the management of instruments, laboratories, clinics and other facilities, multiple sections of courses, educational and clinical placements, and services required by accreditation bodies and other external organizations.  Finally, a small number of faculty provide other special forms of administrative service, such as serving as President of the Faculty Senate, coordinator of the Honors Program, or advisor to The Signal.
Recent AAWL Allocations for Faculty Administrators at TCNJ
The information summarized in this section was acquired from data regarding AAWL for the 2002-2003 academic year, which were culled from records maintained by the Office of Academic Affairs, and from verbal reports by colleagues throughout the college, who clarified information from official records that was either unclear or inaccurate.  Illustrative, rather than exhaustive, findings are reported here.  


School of Art, Media and Music.  The School of Art, Media and Music received 68 hours AAWL for faculty administrative work for 2002-2003.  The Art Department and the Music Department use a co-chair system, with each Department assigned 9 faculty weighted hours (FWH) AAWL per semester for chairperson.  Thus, the co-chairs split this time between them.  In the Art Department, some coordinators of very small programs receive no AAWL, while coordinators of larger programs receive 3 - 6 FWH AAWL per year.  In the Music Department, coordinators receive no AAWL, but other faculty in charge of ensembles receive 2 FWH per semester for recruitment duties. 


School of Business. The School of Business was allocated 45 hours AAWL for faculty administrative work for 2002-2003.  The school utilizes a standard system regarding AAWL for its two division heads and several program leaders; this school does not have chairpersons.  Each division head receives 6 FWH AAWL per semester, while each program leader receives 3 FWH (one course) AAWL per academic year.  


School of Culture and Society.  Approximately 139 hours AAWL for faculty administrative work were awarded to the School of Culture and Society for 2002-2003. AAWL in the School of Culture and Society ranges from 3 FWH per semester for small academic units, such as the Departments of African-American Studies and Philosophy and Religion, to 9 FWH per semester for the largest departments, including English and Psychology.  Other examples of AAWL assignments in the school include 3 FWH per year for a graduate coordinator in the English Department, and 3 FWH per year for student recruitment in Philosophy and Religion.  


School of Education.  In total, the School of Education received approximately 194 FWH AAWL for 2002-2003 to administer six departments (which were reduced to five departments in 2003-2004) and dozens of academic programs, educational and clinical placements,  and other services mandated by accreditation organizations and the New Jersey Department of Education.  Although most program coordinators in the School of Education received 2 FWH AAWL each semester for 2002-2003, some coordinators received 1 FWH AAWL per semester.  AAWL for chairpersons varied as a function of department size, with department size being estimated by the number of FTE faculty employed in each department.  Based on this sliding scale, the chairperson of Counselor Education, heading the smallest department, received 5 FWH AAWL per semester, while the Department of Elementary and Early Childhood Education, which utilizes a co-chair system and is the largest department in the school, received 10 FWH AAWL per semester. 


School of Engineering.  The School of Engineering utilized 39 FWH AAWL in 2002-2003.  Chairpersons received 6 FWH AAWL per semester and coordinators were allocated 3 FWH per semester.  AAWL assignments ranging from 1 to 3 FWH per semester were allocated for coordination of laboratories and senior projects.


School of Nursing.  Using an allocation of 34 FWH AAWL for 2002-2003, different amounts of AAWL were assigned to the two chairpersons in the School of Nursing based on program size.  The chairperson of the larger Division of Professional Nursing Education and Practice (Undergraduate) received 6 FWH AAWL per semester, while the chairperson of the smaller Division of Advanced Nursing Education and Practice (Graduate) received 3 FWH AAWL per semester.  Other AAWL assignments in the school ranged from 1 to 3 credits per semester for coordinators of various courses, clinical placements, and recruitment responsibilities.

School of Science.  The School of Science received a total of 84 FWH AAWL in 2002-2003.  AAWL for chairpersons ranged from 3 FWH per semester for Computer Science to 9 FWH per semester in a system shared between the chair and assistant chair for Mathematics and Statistics.  Coordinators of a number of laboratories, instruments and facilities received AAWL allotments ranging from 1 to 2 FWH per semester.  
Analysis of Findings


The findings of this investigation yield the following conclusions and observations regarding the assignment of AAWL for chairpersons at TCNJ:

1. Every chairperson at TCNJ, regardless of department size, receives at least 3 FWH AAWL per semester.

2. AAWL assignments per semester for chairpersons range from 3 to 10 FWH.

3. Although neither the college nor any school utilizes a set formula for the determination of AAWL for chairpersons, all schools tend to use a sliding scale, with chairpersons in departments with a larger number of full-time-equivalent (FTE) faculty members receiving a proportionally higher number of FWH of AAWL than chairpersons in departments with a smaller number of FTE faculty members.

4. Although using the number of FTE faculty members to estimate AAWL for chairpersons is an important variable to consider in the allocation of AAWL, it might be appropriate to enter other variables into the calculation of AAWL for chairpersons.

5. There are a few inconsistencies in the current allocation of AAWL for chairpersons.  For example, some departments of similar size received different allocations of AAWL for chairpersons.  Further study is required to determine if there are legitimate reasons for these inconsistencies or whether these differences should be eliminated.

The following conclusions pertain to the assignment of AAWL for program directors, division heads, program leaders and program coordinators at TCNJ:

1. Division heads and program leaders are unique to the School of Business.  Division heads receive 6 FWH AAWL per semester, while program leaders receive 3 FWH AAWL per year.

2. AAWL assignments per year for directors and coordinators range from 0 to 6 FWH per year.

3. Although neither the college nor any school utilizes a set formula for the determination of AAWL for directors and coordinators, all schools tend to use a sliding scale, with directors and coordinators of programs serving a larger number of students receiving a proportionally higher number of FWH of AAWL than coordinators of programs serving a smaller number of students.  

4. There are a few inconsistencies, if not inequities, in the current allocation of AAWL for coordinators.  For example, some coordinators receive no AAWL, yet they provide substantial administrative service to the college.  In addition, some faculty coordinating one program receive the same amount of AAWL as do faculty coordinating several different programs.  Further study is required to determine if there are legitimate reasons for these inconsistencies or whether these differences should be eliminated.

Regarding the wide variety of other faculty administrative roles, the Design Team concluded the following:

1. Other forms of administrative work by the faculty have been supported by AAWL allocations ranging from 1 to 3 FWH per semester.

2. Further study of the allocation of AAWL for other forms of faculty administrative work is warranted to determine if current allocations are fair.

Lastly, the committee concluded that there are no clearly established and regularly followed college-wide principles regarding the assignment of AAWL to support the administrative work of the faculty.  

Providing AAWL for Faculty Administrators at TCNJ: 

Some Guiding Principles


The Design Team recognized that the current system of assigning AAWL to faculty performing administrative duties could be enhanced by the application of a set of principles regarding the AAWL-apportionment process. Therefore, we recommend that the following principles guide the allocation of AAWL for faculty administrators at TCNJ:
1. Faculty administrative work requiring AAWL includes services that are beyond the normal expectations of a faculty member.  Normal service expectations are those outlined in the requirements for reappointment and tenure and include such duties as:

· advisement of students

· service to the profession (reviewers for journals, etc.)

· service on department, school, and college-wide committees

· involvement in student activities (Faculty Fellows, faculty advisor to student clubs)

· attendance at all department meetings

2. All faculty who provide administrative service beyond normal service expectations should be compensated with AAWL allotments.  Currently, some faculty who take on substantial administrative duties receive no AAWL for their extra workloads. This is an unfair practice that must be eliminated, especially as the college initiates a transformed system of faculty work.  Faculty administrators in the transformed work system will still have to attend the same number of meetings and the same tasks that were required under the old system of faculty work.   In addition, there will be a temporary increase in administrative work for all departments in the transformed system because: 

· students will require additional advising time regarding their plan of studies during the transition from old to new curriculums; and

· course and programs will have to be altered and refined as problems with new curriculums are identified.

Chairpersons of departments with graduate programs will have permanent increases in their administrative work duties because they will be required to recruit, supervise and evaluate more adjunct faculty members in the transformed work system.

3. There must be adequate provisions of AAWL for faculty who assume administrative duties beyond those of normal service expectations.  Otherwise:

· faculty will refuse to accept such responsibilities;

· faculty will accept administrative roles but shirk the duties associated with them; or

· faculty will accept such responsibilities and carry out their duties, but their performance as teachers and scholars will suffer unduly.

4. The new system should eliminate questionable inconsistencies and provide levels of AAWL evenly and fairly for duties that go beyond normal service expectations.   Currently, there are some questionable inconsistencies in the way AAWL is assigned across the college.  A standard system of allocating appropriate and fair levels of AAWL for different types of administrative roles will eliminate these inconsistencies.
5. The criteria and formula for assigning AAWL should be based on the specific duties and needs associated with a particular administrative task.  Because the nature of faculty administrative work varies greatly across the campus, AAWL allotments must be based on the duties required for particular roles while addressing the support needs of the faculty in those roles.  For example, mentoring and supervising faculty are just some of the major responsibilities of department chairs that should be considered in AAWL assignments for chairpersons, while interviewing and evaluating program applicants is one of the many duties fulfilled by graduate coordinators.  Mechanisms for calculating the level of support for faculty fulfilling these duties must be developed.  At the same time, it should be recognized that some forms of administrative service, such as the management of different facilities or administrative duties required by external organizations (e.g., accreditation bodies and government agencies and departments), which cannot be quantified by some formula, warrant the support of AAWL.  Therefore, tailoring AAWL levels to some particular jobs is necessary.  The tailoring process for these jobs should involve conversations between  faculty administrators and the appropriate dean or vice-provost that produce written agreements defining the responsibilities of the faculty administrator and specifying the FWH AAWL allocated to the faculty member for fulfilling those duties.

6.  In recognition of their dual roles as teacher-scholars, every faculty administrator should teach at least one course per academic year and retain the option of receiving release time through SOSA or an external grant.  In light of TCNJ’s teacher-scholar faculty model, it is crucial that faculty members serving in administrative roles spend part of their time teaching; it is equally crucial that such faculty members remain eligible for SOSA and other forms of release time in order to continue research, since research informs good teaching and supports the mission of the College.  An implication of this principle is that large departments allocated high levels of AAWL might have to utilize multiple faculty administrators, such as a chairperson and an assistant chairperson, or a chairperson and several coordinators. 

Guided by these principles, the Design Team divided into four subcommittees whose purpose was to examine the various forms of faculty administrative work at TCNJ and to recommend some methods for allocating AAWL.  The subcommittees were the Subcommittee on AAWL for Chairpersons and Assistant Chairpersons, the Subcommittee on AAWL for Coordinators, the Subcommittee on Other Department AAWL, and the Subcommittee for Other Campus AAWL.  Because the issues explored by the last two subcommittees overlapped considerably, they were combined into one subcommittee, thereby reducing the total number of subcommittees to three.  The entire Design Team has endorsed the recommendations of the three subcommittees.
Recommendations of the Subcommittee on AAWL

for Chairpersons and Assistant Chairpersons

All chairpersons at TCNJ perform a number of common duties, regardless of department size.  For example, every chairperson must:

· organize and manage departmental faculty meetings;

· represent his or her department at school-wide chairpersons meetings and college-wide academic leaders meetings;

· write a variety of reports (e.g., Faculty Assignment Reports, budget requests, etc.) on the behalf of his or her department;

· play a central role in the recruitment,  supervision, mentorship, and evaluation of tenure-track and adjunct faculty members;

· oversee the development and revision of curriculums in the department; and

· respond to an unpredictable but significant flow of inquiries, requests, and concerns of prospective and current students.


In addition to these shared responsibilities, other duties of chairpersons vary across departments.  Some of these variations are a function of department size.  Chairpersons of very large departments must manage a number of challenges associated with higher numbers of FTE faculty members and student majors and special educational opportunities provided by their departments.  Here are some examples pertaining to five of the largest departments on campus:
· The chairpersons of the English Department are responsible for the personnel matters pertaining to nearly 50 FTE faculty members and the academic needs of over 500 student majors.

· The chairpersons of the Department of Early Childhood and Elementary Education must manage the supervision of 30 FTE faculty members, the delivery of 23 different programs, the placement of approximately 400 students in the field, and the advisement of nearly 800 student majors. 

· The chairpersons of the Mathematics and Statistics Department leads 29 FTE faculty members and serves 210 students majors, while overseeing the administration of weekend placement testing for Calculus and Liberal Learning courses.

· The chairperson of the Modern Languages Department must coordinate the administration of four placement examinations and several special arrangement examinations, attend to 27 FTE faculty members, and advise a disproportionate number of students who plan to study abroad.

· The chairpersons of the Art Department mentor 28 FTE faculty members and 305 student majors, while managing numerous studios and laboratories, substantial amounts of art supplies, and highly sophisticated technological equipment.
Chairpersons of very small departments and the directors of small interdisciplinary programs have burdens of their own to shoulder.  In small departments, the chairperson typically has to serve on many of the committees in his or her department and school because there is not a large number of faculty members in the department to share the duties of committee representation.  Chairpersons of small departments also fulfill many unique duties, as is illustrated by the following:

· The chairperson of African-American Studies develops and implements Black History Month, represents the department at meetings of New Jersey College and University Black Studies Programs, and serves as an unofficial, yet vital, resource to African-American students and other individuals seeking information about Black Studies.

· The chairperson of the Department of Counselor Education must oversee the administration of six distinct programs and the advisement of over 150 student majors, participate in the interviews of 75 program applicants per year, respond to two different accrediting bodies, monitor licensure and certification requirements for eight different professional credentials, and coordinate the administration of the National Counselor Examination.

· The director of the Women’s and Gender Studies Program must coordinate courses in 16 different departments and is responsible for the organization and delivery of Women’s History Month.

These illustrations underscore the complexity of the chairperson role at TCNJ and highlight the need for a system of allocating AAWL that is sensitive to this complexity while preserving the essential mission of teaching at TCNJ.  Accordingly, the Design Team offers the following recommendations 
 pertaining to the assignment of AAWL for chairpersons at TCNJ:

1. Because all chairpersons must fulfill a number of the same administrative duties (e.g., recruiting and supervising faculty; attending meetings of academic leaders; writing department reports; etc.), every chairperson should receive a minimum of 6 FWH AAWL per year under the transformed system.  The chairperson of the Library faculty should receive a comparable level of compensation.
2. Any allotment of AAWL to chairpersons beyond 6 FWH per year should be based on a standard formula that is used college-wide.   (Four models for calculating AAWL are described below.)

3. All chairpersons should teach at least one course per semester or two courses per academic year.  This minimum load may be reduced to one course per academic year through SOSA or an external grant. 

4. Any department receiving 6 units (18 FWH) AAWL or more per year should consider utilizing a co-chair system in which units are divided between the co-chairs in the department. 

5. Chairpersons should be permitted to “bank” partial units of AAWL from one year and use them the following year.  For example, a chairperson who receives 2.5 units AAWL one year may use 2 units AAWL that year, carry forward .5 units, and use 3 units the next year. 

Potential Models for Determining AAWL for Chairpersons

Four potential models for calculating AAWL for chairpersons are suggested,  the pros and cons of each model are considered, and the inappropriateness of a formula-approach for some academic units and some chairperson duties is discussed.  A spreadsheet of data pertaining to the four models is attached to this report. 

Model 1.  The first model, which employs number of FTE faculty members as the sole variable for calculating FTE, is:

Number of FTE 

Faculty Per Year
        
    AAWL Per Year

5 or less 

2.00 course units (6 FWH)

6 –10


2.50 course units (8 FWH)

11 – 15


3.67 course units (11 FWH)

16 – 20


4.33 course units (13 FWH)



21 – 25


5.00 course units (15 FWH)

26 – 30


5.67 course units (17 FWH)

31 – 35


6.33 course units (20 FWH)

36 – 40


7.33 course units (22 FWH)

40 or more 

8.00 course units (24 FWH)

Chairperson AAWL allocations for each department that would be yielded by this model are presented in the column labeled “Step” in the attached spreadsheet.

An advantage of Model 1 is that it provides a simple, transparent, and clear method for calculating AAWL.  Another noteworthy consideration pertaining to the model is that 24 of 27 chairpersons who responded to a survey regarding the model reported that the model would provide them with enough AAWL to fulfill their responsibilities as chairs.  Two respondents stated that the model did not provide them with enough AAWL, while another respondent charged that the model was overly generous.  A disadvantage of the model is that it awards AAWL according to different ranges of FTE faculty members, rather than calculating AAWL based on a continuous formula.  Therefore, chairpersons in the lower end of a given range receive as much AAWL as their colleagues at the higher end of the range, even though the chairpersons at the lower end of the range supervise fewer FTE faculty.  Another shortcoming of this model is that it does not consider other potentially important variables in the calculation of AAWL.  In response to the shortcomings of Model 1, Models 2, 3 and 4 were developed. 

Model 2.  Model 2 allocates release time based on four faculty variables: FTE (full time equivalents), adjunct faculty, FWH (faculty weighted hours), and unduplicated faculty. The percentage of the total for each variable for each department was multiplied times the total College chair/assistant chair 2003 release hours of 358 to compute the department’s release time based upon use of that variable.   The release hours allocated per variable would be: 

Variable

FTE
   
  .69 FWH AAWL Per FTE Faculty Member

Adjunct FTE
2.56 FWH AAWL Per FTE Faculty Member 


FWH

.029 FWH AAWL Per FTE Faculty Member

Undup. Faculty
1.07 FWH AAWL Per FTE Faculty Member

The FWH AAWL computed based upon each variable can be found in the attached spreadsheet under the columns after each variable (e.g. after PctFTE see Chair Release Hours: Chrel03). The FWH AAWL computed based upon those 4 variables was then averaged. The FWH AAWL computed for each department based upon allocation of 2003 AAWL data  for Model 2 can be found under the column “AvFacul.”

Using a regression formula to employ the variables used in this model provides a simple method of calculating future FWH AAWL.  The formula is:

 .414 FTE + .515 Adjunct FTE + .214 Unduplicated Faculty = release hours

Model 3.  Model 3 allocates FWH AAWL based on four student variables: credit hours, enrollment, majors, and student credit hours (SCH). The FWH AAWL were computed in a manner similar to Model 1, based on the percent of the total for each variable for each department multiplied times the total chair/assistant chair 2003 FWH AAWL to calculate the department’s release time based upon use of that variable. The FWH AAWL allocated per variable would be:

Variable

Credit Hours
.002     FWH AAWL Per Credit Hour

Enrollment

.0051  
FWH AAWL Per Credit Hour

Majors

.04424
FWH AAWL Per Credit Hour

% SCH

3.58
FWH AAWL Per Credit Hour

The FWH AAWL computed based upon each variable can be found in the attached spreadsheet in the column after the particular variable.  The FWH AAWL computed based upon combining those 4 variables was then averaged to provide the release hours in the column headed by “AvStudent.”

Using a regression formula to employ the variables used in Model 2 provides a simple method of calculating future FWH AAWL.  The formula is:

.00126 (Credit Hours) + 1.3962 (Pct. SCH) = FWH AAWL

Model 4.  Model 4 computes FWH AAWL using all eight of the variables from Models 2 and 3.  The computed FWH AAWL can be found under the column labeled “AvAll.” Using a regression formula to employ the variables used in Model 4 provides a simple method of calculating future FWH AAWL.  The formula is::

.3657 (FTE) + .009 (Enrolled) + .5012 (Pct. Undergrad SCH) + .1819 (Unduplicated Faculty) = FWH AAWL


Pros and Cons of Models 2, 3 and 4.  The Design Team was required to submit this report before Models 2 – 4 could be shared and evaluated by others not on the committee.  Therefore, this overview of the advantages and disadvantages of Models 2 – 4 is based only on discussions by Design Team members; it does not reflect input from other constituents, which will be acquired in the future when the Provost authorizes more time for the public distribution and consideration of this report.

Models 2, 3 and 4 have several advantages.   Like Model 1, Models 2 - 4 provide a transparent system for the assignment of AAWL for chairpersons.  Other advantages of the models are that each considers more than one variable in the calculation of FWH AAWL.   Each model  also assigns AAWL based on the use of continuous variables, rather than the one ordinal variable (i.e., step ranges of the number of FTE faculty) used in Model 1.  The disadvantage of Models 2 – 4 is that each model yields levels of FWH AAWL that are too low for small departments.  For example,  using Models 2 – 4, several departments would receive less than 6 FWH AAWL per year, which is a violation of the Design Team’s recommendation that every chairperson, regardless of department size, should receive at least 6 FWH AAWL per year to support the fulfillment of the many duties common to all chairpersons.  Therefore, the Design Team recommends that all chairpersons be allotted at least 6 FWH AAWL per year if either Model 2, 3 or 4 is adopted.

The inappropriateness of a formula-approach for some academic units.  All of the models proposed in this report are inappropriate for some academic units at TCNJ.  A case is point is the Women’s and Gender Studies Program (WGS), which is not organized or administered in the same way most departments are.  WGS offers over 70 courses per year, a large percentage of which are service courses for other departments.  Because these courses are taught by faculty from 16 different departments, the Director of WGS must enter into negotiations with each “home” department to which these faculty are assigned and participate in the supervision and evaluation of these faculty members. WGS also administers Women In Learning and Leadership, which serves 50 major students and 100 minor students.  For WGS and other units like it (e.g., International Studies and the Honors Program), a qualitative assessment of AAWL for faculty administrative duties, which furnishes sufficient levels of AAWL for faculty administrators to do their jobs, is warranted.


The inappropriateness of a formula-approach for some chairperson duties.  Another limitation of any formula-based model for assigning AAWL is that chairpersons in some department assume duties that cannot be represented in a formula.   For example,  it should be recognized that some departments have highly intensive forms of administrative work that are not common to all departments.   Here is an illustrative, rather than an exhaustive, list of examples:

· Chairpersons whose departments have achieved some type of discipline-specific accreditation must write extensive reports, conduct in-depth curriculum reviews, and administer and document student assessments associated with the accreditation process.

· Chairpersons of departments operating labs (e.g., Health and Exercise Sciences; Biology, Chemistry and Physics; Engineering) must supervise personnel, manage equipment, and assure that mandated operating procedures (for example, OSSH standards) be maintained.

· All chairpersons of teacher education (e.g., special education; music education) and clinical programs (e.g., counselor education and nursing) must oversee student field placements and fulfill numerous liaison services between TCNJ and educational and clinical settings, and between the major program department and the professional component department.

· The chairpersons of the Department of Music must arrange for performing groups or individual performers to participate in recruitment events and other activities across campus.

The Design Team recommends that additional FWH AAWL per year be allotted to the chairperson of departments where the administration of these types of duties is assumed by the chairperson.  Recommendations pertaining to the allocation of AAWL for departments in which a different faculty member handles these responsibilities are provided in the section of this report pertaining to the Subcommittee on Other Department and Other Campus AAWL.

Recommendations of the Subcommittee on AAWL for Coordinators


Program coordination involves administrative duties that go far beyond the normal service expectations of faculty members. The duties of undergraduate program coordination may differ from those of graduate coordination. At both levels, the duties associated with coordination can be of a periodic nature that might require short-term AAWL, or of an ongoing nature that would warrant annual AAWL designations.

Depending on the needs of each particular program, the duties of undergraduate and graduate program coordinators may include, but are not limited to:

· an advising load that exceeds expectations for normal service, including group advising sessions, changes of majors, transfers, problem-solving and troubleshooting, special admissions, and late registration;

· the overseeing of curriculum development and implementation;

· new program development

· the search for and interviewing of adjunct faculty;

· the supervision and mentoring of adjunct faculty;

· pre-admission activities, such as overseeing admission requirements and answering inquiries;

· supplies management;

· facilities management;

· the preparation of accreditation documents and leading the accreditation self-study process;

· admissions activities, such as reviewing applications, interviewing applicants, and notifying applicants of admission decisions;

· the orientation of new students to programs;

· assessment-related activities such as leading the preparation of comprehensive examinations, and all related responsibilities; and

· reporting requirements such as notifying appropriate offices of candidates for professional certifications.

It is imperative that the nature of the tasks involved in program coordination, as well as the amount of time required for the successful completion of each task, be taken into consideration in any system that seeks to assign release time in an equitable fashion. Statistical analysis suggests that variables such as the number of majors in a program, the percentage of undergraduate credit hours, FWH, number of FTE faculty members, unduplicated faculty, and total credit hours and enrollment, cannot account for all the variance in release time across departments in the current system. This implies that the assignment of release time should take into account factors that are easily quantifiable, as well as those which are less easily so. 

The easily quantifiable factors that should be taken into consideration in assigning release time for program coordination include:

· the number of students in the programs, both majors and minors;

· the number of students enrolled in classes offered by the program, even if not majors or minors;

· the number of advisees;

· the number of non-tenured and adjunct faculty;

· the number of programs coordinated; and

· the number of course sections offered.

The factors that are less easily quantified include:

· resource management for the program;

· the knowledge base required for program coordination;

· the training of a new program coordinator to develop a knowledge base;

· the amount of decision-making and approval of special circumstances (e.g., course waivers, course substitutions, and transfer of credits) involved in program coordination;

· the extraordinary nature of advising and troubleshooting for a large number of students; and

· the demanding nature of mentoring and troubleshooting for a large number of  non-tenured and adjunct faculty.

In summary, the subcommittee recommends that guidelines for the compensation of undergraduate and graduate coordinators should take into account:

· the aspects of program coordination that are easily quantifiable;

· the aspects of program coordination that cannot be reduced to simple numbers;

· the ongoing or periodic nature of certain tasks involved in program coordination; and

· the amount of time required for the successful completion of responsibilities associated with program coordination.

Other recommendations pertaining to a standard process for the allocation of AAWL for coordinators are provided at the end of this report.

Recommendations of the Subcommittee on Other Department 

and Other Campus AAWL
There must be adequate provisions for the compensation for faculty who assume duties that are beyond those of normal service expectations and are outside the work domains of chairperson and coordinators.  Examples of such service may include:

· supervising facilities and resources;

· editing a publication or advising the editors;

· directing and writing accreditation reports;

· coordinating assessment of student outcomes;

· providing pre-professional advisement;

· serving as President of the Faculty Senate;

· coordinating special events or programs;

· coordinating multiple sections of a course; and


· coordinating student-teaching supervision or clinical placements.

The subcommittee concludes that no formula can assign AAWL adequately for such a diverse array of duties.  Therefore, the subcommittee recommends that a standard process for identifying and documenting AAWL levels for unusual forms of faculty administrative work be adopted.

Recommended Process for Assigning AAWL for Coordinators, 

Other Department and Other Campus AAWL

Because the roles of coordinators and faculty members providing special forms of administrative service to their department and the college vary so greatly,  it is imperative that AAWL levels be tailored to meet the particular needs of the faculty in these roles.  The Design Team recommends that this tailoring process begin with conversations among coordinators or other faculty administrators, their chairpersons, and their deans.  The special duties associated with coordinator and other non-chairperson positions and the levels of AAWL awarded to the faculty providing them should be specified in writing by the appropriate dean (in cases in which the service is provided within a particular school) or vice-provost (in cases in which the service is provided across schools at the college).  These written descriptions will serve as a record of the arrangements agreed to and will provide  transparency to the process.  The dean or other appropriate administrative officer should review the written agreements with pertinent chairpersons and faculty members on an annual basis.
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� Because program directors (e.g., the Director of the Women’s and Gender Studies Program) and division heads fulfill many of the same responsibilities completed by chairpersons, the recommendations pertaining to chairpersons apply to program directors and division heads.





