Academic Forum

September 17, 2009

The Academic Forum held on September 17th [Increasing Faculty Voice in University Governance:  the College Model] was well attended by faculty.   They engaged in a lively and thoughtful discussion about their role in university governance.  Although I had intended to hold a brainstorming session around a set of questions, as often happens in forums, the participants preferred to go discuss governance more proudly.   It is difficult to summarize the overall outcome of the forum, but I believe one general theme emerged:  Faculty wish to assure that the current institutional governance structures are being fully implemented before working on a new college governance structure.  They want these structures to assure more faculty involvement, greater transparency and more accountability.  Several Senators were at the meeting and it is my impression that the Faculty Senate will begin to address this issue during the fall.  To give you a sense of the comments and discussions that occurred at the forum I am including the questions that I asked with the responses that came from the audience.  If you are interested in learning more about the forum I urge you to contact the faculty who were present and discuss the issues with them.  
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1)  What university decisions should rely most heavily on the faculty voice? [That is, the university administration should generally concur with the faculty decision unless there are mitigating factors that are extreme and compelling.]  
Provost:  Levels above department head are administrative decisions.  We are asking department heads to assume more of a leadership role and some of their decision making would be considered administrative, but don’t equate administrate decisions with being non-collegial. The department head has a most difficult job in terms of knowing the role, always straddling between being a colleague and an administrator (i.e., having to evaluate colleagues in the TPR process).  
Q:  Who sets the outcomes for students?

Provost:  Officially there is only one authority in the university and that is the Board of Trustees who delegates it down.  Even in a curriculum matter like a new program, traditionally said curriculum is the purview of the faculty, but the ultimate authority is the Board of Governors.
Responses to Question #1:

· How curriculum is delivered and how what we say we teach will be taught (outcomes)
· Faculty hires 

· TPR considerations

· Post tenure review

· Being in the communication loop (i.e. different tuition rates) – faculty were not involved in the process leading up to that decision – if faculty had been clearly communicated with regarding different tuition rates it would have avoided a lot of difficulties.  When working directly with students’ faculty need to know the policies that impact them.

· New logo

· Curriculum decisions

· Serving on search committees (dean and department head positions), faculty do the legwork thus should be able to recommend the candidate of their choice and not be limited to just listing strengths and weaknesses.
· Admissions standards
· Curriculum – currently have limited effect
· Define faculty – faculty at the university level and faculty at the department level (university level may establish things not like that at the department level)

· Enrollment management – what kind of students and how many – we have been told to grow and are pressured to grow.  Why?  Enrollment management as it relates to curricular issues.
· Budget issues as relates to curricular issues

· Program review – this should primarily be a faculty initiated situation unless there is an extreme and compelling situation

· There will always be an opportunity and challenge for any organization or institution to deal with new environments, circumstances and pressures and seize new opportunities.  We need a learning organization to process feedback at all times so that individuals in a hierarchy that claim final authority and decision making can have all the information they need at that point in time as they look to the future.

· For issues beyond control of the faculty we want to know why those decisions are being made.
· Faculty Senate – make them govern not just provide advice
· Funding for research and conferences – this is set up through the Chancellors Travel Fund - faculty should have decision making power in that
Provost:   The chancellor provides the funds thus the name.  The distribution of the funds is decided by faculty.
2) What decisions do you believe should reside in the college governance structure?

Responses to Question #2:
· College Outcomes
· MBA program in India 

Provost:  There are legal issues when offering international programs that are much bigger than expected and that is what happened with this program.
· Discretionary budget – there is not much of a budget.  Would the college model provide money to support infrastructure and the lack of resources?  Provost:  Growth provides more money.  University budgets have been designed over the years to be centralized in decision making. We are in the process of trying to change that.  For example, deans do not have control over lapsed salary – this money goes toward other expenses (i.e., admissions advertising - this year we have committed 2.5 million dollars).  Most institutions of sufficient size may have the ability to have lapsed salary dollars – when we get to about 10,000 students we might get to the same kind of model.
· Strategic planning
Provost:  We use the college as an administrative facilitator, the work continues to be at the department level – we need to find ways to work with the department.  What gets done at the basic level cannot be done all by itself.  We have to have university faculty representing us well in what you are doing, no matter how you define the unit or where the work gets done.  The chancellor refers to this as the “college model”. This is not suggesting that all decisions will be made at that higher level (i.e., within the College of Fine and Performing Arts, QEP is a college decision, TPR is a department decision).  The CRD process has been painful for a lot of people but it points out that the strength of academic units are typically with the discipline and they know how to set standards best within their own discipline.  The department is where we still are going to focus a lot of responsibility.
3)  When should college decisions be subject to a university level review?

Responses to Question #3:
· Budget
· Strategic planning

· Liberal studies review, program review, Honors College curriculum and the restructuring of Arts & Sciences have all been postponed.  Faculty did not have an opportunity to have an opinion on these decisions.
· Budget with some faculty input and opportunity to review where there is going to be a massive expenditure (i.e., logo). 

· Anything that affects the role as professor (now required to be informants for law enforcement).
· Things that have an impact on the view of the community of WCU (mini Cullowhee ) – master planning

· Growth – sometimes growth is imposed in certain areas where the program does not feel it is in the best interest of the academic program.  Instead of operating on a philosophy of “build it and they will come”, we operate on “get them to come and we’ll build it”.  This impacts quality (strategic planning and enrollment management).
· Academic calendar (i.e., Advising Day).  Faculty had no input.  Advising Day is a good thing we just had no input.  Scheduling for labs – if we have too many weeks with a day off, it skews things – administration is not aware of this.  There is a disconnection with what the administration knows about and how that impacts faculty.  It would be helpful if administrators said we are thinking about doing … – how will this impact your daily life?  
4)  What university decisions require faculty input and review?

Responses to Question #4:
· Communication - better flow through silos and across administrative boundaries utilizing mechanisms and new technologies to assist. 

1) University leadership council that brings together everyone
2) Dean’s advisory council supported by faculty and administration that could be meaningful 
3) cc grade 
· Guiding philosophy – as a community not all of us are going to get our way or have input, but when there is something that has an impact on the surrounding community and the university community it would be helpful to be asked first.  We could utilize focus groups or other avenues that have meaning, rather than holding a forum conducted by the consultant after the decision has been made. We need a guiding philosophy to be a better community – not just faculty; staff should also have a voice.  

· Advisory council and faculty input – we want to know on which matters faculty do not have decision making power so we don’t waste time.  We want these councils to be meaningful.
· Have mechanisms in place to collect faculty to debate issues.  Issues are decided without faculty input (drop of reviews and restructuring). Why did this happen? 
Provost:  GA asked for those things to happen, so administration felt it could withdraw the request and frankly the reason for withdrawal is that we are going through tough times in terms of budget with a fair amount of angst on a number of issues.  So this was one way to remove stress.  If you put together a budget crisis, review of liberal studies, changes to curriculum, etc., it is too much.  

· Many times faculty are represented on all of these councils, but what happens is the faculty don’t see it in their purview to make other faculty aware of what is going on.  Faculty serving on these councils has an obligation to let us know what is happening.  They do not do a very good job of letting other faculty know what is going on (i.e. upcoming decisions in Faculty Senate).
· A suggestion box system – what mechanism do we have for someone walking down the sidewalk who has an idea to suggest what their thoughts are?  Administration presents a topic and how do we get faculty to respond?
5)  What mechanisms do we currently have in place to facilitate the college model?  What else do we need?

Responses to Question #5:
· Office of Ombudsman – someone to go to with a problem when you didn’t know who to go to (discussed 12-13 years ago – favorably received at the time but disappeared).  There could be innovative ways to do this without costing a lot of money – maybe not the full blown implementation but something that can start that process.  
Provost:  This is not going to solve the governance issues that we have – may help clarify issues for an individual.
· The PACE Study had a spreadsheet with suggestions raised that would then be routed to the appropriate person.  The suggestion box idea fits with this – sometimes people have ideas or thoughts and input they want to give with no place to go with it so it is only shared among colleagues. We don’t want it to become the complaint department – could Ombudsman do this?
· Texas Tech had a strong Faculty Senate.  What was good about it:  

1) faculty had a voice and exercised it 

2) when meetings were called for the college, the dean might sit there with the agenda, but each item was handled by a different faculty member.  The dean did not vote unless it was a tie. 
3) There were a lot of well established university wide committees.
6)  How does the college decision making affect the faculty senate model?

7)  If you could waive a magic wand and redesign our governance structure to include the college model, what would the structures look like?

Responses to Question #7:
· Arts & Sciences has too many faculty for one person to manage (200).  I am a big fan of the college of science & technology.  I would like to see budgets for colleges to spend on infrastructure.
· What are faculty willing to take responsibility for?  

· The authority with that responsibility needs to go hand in hand – we have our biggest freshman class this fall, seated the biggest classes, with the fewest resources and are subject to the accrediting body with no authority.
· Maybe you should use the word “process” instead of “model” in the question.  Process could help promote government structure with an explicit commitment to sharing information.  When one is armed with information faculty may be willing to assume responsibility. Administration should have an explicit commitment to maintaining transparency in decision making.

· Is the faculty willing to take control of shared governance?  

Provost:  I support shared governance; however a pure democracy where people have to vote on everything won’t work on a university campus.  Faculty need to be proactive for change, make requests for information.  WCU tends to not be as proactive a faculty as I have experienced in the past – it makes it a comfortable place to be for an administrator but at the same time we miss out on the information faculty can provide to us.  It would help us to make better decisions.  There has to be a certain willingness to accept tension on both sides with disagreements.  People making decisions in this particular form of shared governance will never come to consensus, but the hope is to make the best decisions and expect people to be proactive and give input. The deans and provost can help the faculty be more proactive.
· Lack of communication – is that because there is a de-coupling? We don’t know what each other does.  What if all the administrators were forced to teach – then they would know how decisions impact the rest of us.  
Provost:  The corollary to that is faculty would administrate.  The worse thing is doing a poor job, walking into a classroom and not being ready – but there ought to be other ways to get there.  
· What about research?  
Provost:  We have to find a way to find out what faculty are doing.
· One great fear of the college model is that it is hard to find a core group of people that truly want to be university-level citizens, see the big picture and break away from their own concerns.  We still need those people to look at the university level and look beyond parochial concerns.  This is coming out in the TPR process – a university process, but one that depends upon the department level.  There are some decisions that can be handled more efficiently at the department and college level.

· It is a great idea to look at other institutions and other models, to look how things are done elsewhere.  At the same time how do we capture how academics at large is failing, U.S. citizenry is failing.  We are not preparing students for meaningful lives and careers as good as we could. We must know no model is perfect.

8)  How do we mobilize ourselves to make the college governance model a reality? 
Provost:  We don’t want the provost setting up a task force or leading this discussion, but be a support. Faculty need to lead this.
Responses to Question #8:
· We worry that there will be reception at all administrative levels, knowing that suggestions will be heard, and college governance will perhaps reside with deans, and then administration will come back and say we asked you to do this, but now we have changed our minds.  We should not simply decentralize – it has to fit in with the overall government structure.
· Suggest you review section 3 of the faculty handbook – there are aspects already in place that are supposed to exist but do not in some colleges like the deans advisory council.  There should be a mandate to deans to see that these things are implemented.  It must be brought forward to Faculty Senate, vote on it and then bring it forward.

· We need discussion on campus without administration present and discuss it.  Response:  Faculty Caucus had 15 people present this fall.  We now are being asked to do this so faculty can either take the invitation or stay the way we are.

· Culture  

· Who decided we wanted college governance?  Faculty didn’t decide this.  We need to look to see what mechanisms are already in place, what is effective and what is not before we create another process.

· A committee to offer advice is not governance when the advice is not taken.  This could be a discussion for Faculty Senate – could pass a resolution.

· Faculty has served on a bunch of committees that has been a waste of our time.  We fear this will be the same thing again.
· Basic question – do we want to do this – is there enough trust to try again?  

· We are hitting around the issue – trust.  For the people that have ideas can they trust they can come forward without being punished? 

· If we have these policies in place that are supposed to help us, if they are not followed, if they are not happening – now what?  Who had the authority to do something about it if administration implements something that impacts curriculum that faculty were not involved with?  Where are the teeth for faculty to come forward and say you should have not done that?  Faculty feels they have no teeth.  
Provost:  Faculty Senate could be this place.  Presidents, chancellors and provost pay attention to Faculty Senate.   But typically Faculty Senate do not recommend to the provost.  The chancellor was talking about a college model because he felt it would be more effective. 

· Concern that the smaller you go down to decision making the more politicized decisions can be.
· What is the connection between college level governance and faculty governance?  Which one is this forum about?  
Provost:  I am not making a distinction.  Faculty governance goes through both. I see them as connected. I see Faculty Senate as the overseer of shared governance.  The senate looks out for the university.  Shared governance means having involvement between administration and the constituents they work for.  

· Next steps – we need a longer, larger time period to have a discussion not during an academic week. This is a bigger discussion than what we can do here today.  
Provost:  Should the Faculty Senate sponsor a retreat?  I am tossing the ball to you – for this to move forward I would like the faculty to be proactive.  Many of us will sit down and talk with you at the point you feel appropriate.  Deans at some point should be involved in this discussion.  There are some very important roles for deans, the provost and the chancellor.  We have to have your input, but certain decisions have to be made at the dean, provost and chancellor level based on the code and the Board of Governors.  This does not mean we cannot have an informed faculty voice in this process.

· There has been a lot of flow the last couple years with directives coming down.  We need the flow to go the other way from department heads to deans to provost.  This would be beneficial.  We could agree to start such a flow as a beginning.

