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Section I:  Appointment, Re appointment, Promotion, and Tenure

A.  Introduction

The criteria, guidelines and procedures contained herein are supplementary to Volume II, Section 4 of the current Faculty Handbook and the WCU Tenure Policies and Regulations as approved by the Board of Governors, the provisions of which shall prevail on any matter not covered herein by further allowable specification or on any point wherein this departmental document is inconsistent with those provisions.

This document shall be provided in writing and discussed with each new faculty member before initial appointment and at the beginning of the first term of employment.  It shall also be provided in writing and discussed at the beginning of each academic year with each candidate being reviewed for reappointment, promotion or tenure, and each non-tenured or continuing part-time faculty member.  A record of these discussions shall be kept in the individual's personnel file.

The Department, in its interpretation and application of these criteria, guidelines and procedures, acknowledges its obligation to retain the best possible faculty to serve the students, university and region.  On initial appointment we will be selective, and when recommending tenure we will be more selective.  We should appoint only those whom we expect eventually to deserve tenure.  For tenured faculty and those advancing toward tenure, it is our duty to review carefully and thoughtfully their work and accomplishments annually, give advice for improvement, and recommend tenure or promotion in rank as appropriate.

The Departmental Advisory Committee on Tenure, Promotion, and Reappointment shall be known as the Music Department Personnel Committee and shall be constituted in a manner consistent with the provisions of Section 4.02.02 Section VI A p. II-23 of the Faculty Handbook.
Recommendations for appointment, re appointment, non-re appointment, tenure and promotion are made by the Department Head only after consultation with the Music Department Personnel Committee and other appropriate faculty.

B.  Criteria for Appointment, Re appointment, Promotion, and Tenure

l.  Earned Academic Degrees.  Department requirements are the same as those stated in the Faculty Handbook (Section 4.02.02 Section IV).  Requirements for academic rank may be waived in exceptional cases where clear equivalency is established in terms of (a) distinctive or specialized training or experience, (b) recognized contributions in the area of a teaching field through research and professional service, and (c) private professional work in the teaching area assigned.

2.  Professional Preparation and Experience

a.  Years of College-level Teaching Experience.  Except in cases where individuals have demonstrated unusually high competence and have made highly significant contributions to the university, the years of experience and times in rank indicated below are the minimum for appointment or promotion (Vol. 2, Section IV. B Faculty Handbook).

(l)  For appointment, re-appointment, or promotion in rank

Instructor:  Master's degree appropriate to the teaching field.

Assistant Professor:  An earned doctorate appropriate to the teaching field and evidence of effective teaching or a Master's degree appropriate to the teaching field and three years of effective teaching at the college level or six years of other appropriate teaching and professional experience.

Associate Professor:  An earned doctorate appropriate to the teaching field and five years of effective teaching at the college level as Assistant Professor, or a Master's degree appropriate to the teaching field and nine years of effective teaching at the college level, including six years at the rank of Assistant Professor.

Professor:  An earned doctorate appropriate to the teaching field and ten years of effective teaching at the college level, including five years at the rank of Associate Professor, or a Master's degree and fourteen years of effective teaching at the college level, including five years at the rank of Associate Professor.

(2)  For Tenure.  The maximum number of years of continuous full-time probationary service shall be seven years except as provided by Section 4.02.02 Section V, pp II-2l and 22 of the Faculty Handbook.
b.  Other Professional Preparation and Experience.  Formal study such as work toward an advanced degree, participation in clinics, master classes, and workshops, including experiences focused on improvement of instructional skills, etc.  Refer to Section 4.02.02 Section IV C P II-2l of the Faculty Handbook.

3.  Quality and Effectiveness of Teaching.  

The Department’s philosophy and method for evaluating teaching are described in detail in the section on the Annual Faculty Evaluation (Section II.C and D below).  The cumulative record of teaching must be listed and the seven dimensions of teaching (described in Section II.D.1.b. below) must be specifically addressed in the TPR document.
4.  Scholarship
a.  Research and Publications

(l)  Publications

(2)  Presentations at professional meetings.

(3)  Research grants applied for and research grants funded

(4)  Other scholarly works such as journal or textbook editing, book reviews, abstracting, concert review, etc.

(5)  Research

b.  Creative Works and Projects

(l)  Performances, including off-campus performances for pay
(2)  Conducting

(3)  Composition

(4)  Arranging, transcribing, editing

5.  Service to the Institution, Community, and the Profession
a.  Teaching activities within the university but outside the instructor’s regularly assigned courses.  This may include guest lectures and other special instructional presentations given to students, faculty, and staff.
b.  Non-Teaching Activities at the Departmental, School, and University Levels

(l)  Committee memberships

(2)  Committee chairmanships

(3)  Assigned responsibilities

(4)  Administrative responsibilities

(5)  Other professional service activities, including performances not for pay
c.  Off-campus Instruction

(1)  Presentations in the faculty member’s area of expertise for civic groups, etc.
(2)  Workshops, guest lectures, etc., for students outside the University
(3)  Judging of competitions, festivals, etc.
d.  Professional Service Outside the University (activities engaged in for no pay)
(1)  Consultation and support in the faculty member’s area of expertise

(2)  Benefit performances and other services provided free of charge 
(2)  Participation in professional organizations, including positions of leadership, attendance at professional meetings, contributions and recognition of achievement
6.  Promise for Sustained Future Professional Achievement

In its consideration of each candidate, the Department shall assess and be guided by the individual's promise for sustained future professional achievement based upon the cumulative record in all of the categories listed above.  Recommendations for reappointment and promotion shall be consistent with the provisions of Section 4.02.02 Section IV C P II-2l of the Faculty Handbook.  A recommendation for the conferral of tenure must be based on a thorough assessment of the candidate's cumulative record and promise for sustained achievement.

7.  Institutional Needs and Resources

All recommendations on appointment, re appointment, promotion, and tenure shall be consistent with the needs and resources of the department.

C.  Procedures for Initial Appointment

a.  Criteria for initial faculty appointment must adhere to the published vacancy announcement, developed by the Department Head in consultation with the faculty.  The same types of materials are to be solicited from all candidates, including any that may already be employed by the university.  Letters of reference and performance materials must be reviewed for all finalist candidates.
b.  The Department Head shall appoint an independent Search Committee for each 80% time or full-time faculty vacancy, unless an emergency search is required.  The Search Committee shall include at least one member of the Personnel Committee and two other faculty with sufficient experience to be able to judge the qualifications of the candidates.  The hiring of part-time faculty does not require a faculty search committee.
c.  The Search Committee will screen applications and present a ranked list of candidates to be invited to interview on campus.  The Committee and the Department Head shall conduct interviews (including an opportunity for students and faculty to hear and evaluate each candidate).  Following the final candidate interview, the Search Committee shall present its recommendation to the department head.

D.  Procedures for Tenure, Promotion, and Reappointment
l.  Notification of eligibility for Tenure, Promotion, or Reappointment.  Before the end of each academic year, the Department Head will notify each faculty member who is eligible to apply for tenure, promotion, or reappointment in the following year to begin collecting and preparing appropriate materials and information for submission to the Personnel Committee.  These materials and information shall be completed in the following Fall and will be due by the date specified by the Academic Affairs timetable.  
2.  Preparation of the TPR (Tenure, Promotion, Re-Appointment) File.  The faculty candidate will provide all information listed in Section I.B.1-5 above and supplement this with other materials, documents, or reports regarding academic qualifications, professional development, or service.  The format of the TPR file must conform to university guidelines.  Each candidate’s file shall be presented to the Personnel Committee sufficiently in advance for adequate review and discussion.
3.  Evaluation of the TPR File
a.  The Department Head and Personnel Committee will use the most recent Annual Faculty Evaluation (AFE) as well as cumulative AFE reports in developing recommendations for continuing faculty.  However, faculty may be asked to update their files when appropriate.  This may include, at the candidate's request, a supplemental special student evaluation conducted immediately prior to consideration of the candidate by the Personnel Committee (this is in addition to the required student evaluations).  Once the Personnel Committee has considered the file, no additional materials may be added. 

b.  The departmental faculty has not assigned numerical weightings to the various factors considered in developing recommendations.  Primary emphasis is given to teaching effectiveness, but the variety of responsibilities and duties among the faculty preclude establishment of a uniform system for weighing the remaining factors.  Rather, each faculty member is evaluated on an individual basis. 

4.  Report of the Personnel Committee (section 4.02.02 section VI D pp II-24,25 of the Faculty Handbook.).

a.  In developing recommendations for re-appointment, tenure, and promotion, the Personnel Committee will report a positive or negative recommendation including the actual vote count.  A form documenting the evaluation of the teaching dimensions by the Personnel Committee must be provided to attach to the department head’s summary statement.  Minority reports are to be included if the minority so desires.  

b.  The work of the Personnel Committee shall be confidential.  Applicants shall be advised in writing by the Department Head as to whether the action is favorable or unfavorable.

6.  Report of the Department Head on Re-appointment, Promotion and Tenure 
a.  After receiving recommendations from the Personnel Committee, the Department Head will formulate recommendations for presentation to the Dean.  The Personnel Committee's recommendations will be included with materials forwarded to the Dean.  The Department Head will meet informally with each candidate for promotion regarding the Department Head's recommendation.

b.  The Department Head is required to inform candidates denied recommendation for early tenure and promotion as to deficiencies which led to this recommendation, and possible actions by which these may be addressed.  This information shall be written and will become part of the candidate's permanent file.

c.  An appeal of a negative decision (request for reconsideration) may be initiated at the conclusion of the consideration process as provided in Section VI of the WCU Tenure Policies and Regulations.

SECTION II:  Annual Faculty Evaluation

A.  Purposes

l.  To inform faculty members as to how their work is being evaluated.

2.  To assist faculty members to bring their work to a high level of professional quality.

3.  To promote the continuing professional development of faculty members.

4.  To provide a professional basis for assessments when decisions regarding the status of the faculty member are being made.
B.  General Guidelines

l.  The department shall evaluate each faculty member annually during the spring semester.  Part-time faculty who do not teach in the spring will be evaluated during the semester in which they teach.
2.  Each 80% time, full-time fixed-term, tenure track, and tenured faculty member in the department shall be evaluated on the same criteria and by the same processes, as outlined in sections II.C, D, and E below.  
3.  Part-time faculty, graduate teaching assistants with full responsibility for a course, and faculty on phased retirement are not required to complete a self-evaluation document, but must submit course syllabi and student evaluations.  New part-time faculty and graduate teaching assistants undergo direct observation of teaching and peer review as described in II.E.3 and 4 below.  Continuing part-time and faculty on phased retirement are reviewed by the Department Head, who provides each faculty member with a written evaluation based on student evaluations, direct observation of teaching (at the discretion of the Department Head), and course syllabi (and other materials at the discretion of the faculty member).  This evaluation does not need to address the seven dimensions of teaching described in section II.D.1 below.
4.  The information and evaluations developed in the AFE process will be used by the Department Head and the Music Department Personnel Committee in developing recommendations with regard to appointment, re appointment, tenure, promotion, and other appropriate personnel actions (including post-tenure review).

C.  Philosophy of Faculty Evaluation

Application of the procedures which follow depends upon a number of ideas which can be called a philosophy of faculty evaluation.  As we understand the process, faculty evaluation enables individual faculty members to improve their performance by making each individual aware of strengths and weaknesses, it assists the administrator and advisory committee in making decisions relating the faculty status, it promotes the continuing professional development of faculty members, and it helps faculty members know how their work is being evaluated.

We believe that in the matter of faculty evaluation no such thing as truly objective data can be obtained, if one understands that term to mean facts which can be compared without considerable interpretation.  For example, one cannot, for purposes of faculty evaluation, compare class enrollment figures without regard for the time of day a particular section is taught, whether the course is required, and a realistic assessment of the alternatives available to students enrolled, to mention only a few of the variables.  One cannot compare publications without regard for the field of specialty they treat, the quality of the journal in which they appear, their length and their value as new knowledge.  Furthermore, we believe that the number of variables affecting all the criteria suggested below is so great that one cannot assign a realistic set of numbers to them.  To devise a set of numbers that would attempt to include all the variables would produce an unmanageable set, and to use a set of numbers that does not account for all the variables lowers the quality of the decision based on them.  In other words, we believe that the best decision in matters of faculty status will be made by an intelligent, sensitive, and fair minded Department Head assisted by an Advisory committee operating on the basis of the criteria suggested below without any attempt to mathematically weight, sum, or average the value of the various contributions made by each member of the department.  We suggest that the subtle mental weighting and averaging which we intend to indicate by the term "administrative professional judgment" as used below is much more accurate, acceptable, and equitable than any manageable system of mathematical weighting could be.

We believe it is essential to recognize the diverse abilities of the faculty since these contribute to the overall mission of the department.  While it is essential for each faculty member to perform effectively as a teacher, it is unrealistic to expect every member of the department to be equally active in the three areas of teaching, research, and service.  The Department Head, in consultation, with the Faculty, should decide what emphasis each individual needs to place in the three areas relative to the effort of the department as a whole.  The Head is certainly in the best position (if s/he is not in the only position) to assess the total contribution of each faculty member to the overall departmental effort.

D.  Criteria of Evaluation
1.  Quality and Effectiveness of Teaching

a.  Introduction:  Since a faculty member's primary responsibilities are student instruction, the department regards competence in teaching as by far the most important quality to be evaluated.  An outstanding teacher is considered to be someone well prepared in his or her field, aware of current research, and capable of stimulating enthusiasm in students for his or her academic field.  Such teaching involves more than the simple conveyance of knowledge.  It involves raising relevant questions and encouraging independent academic study beyond course assignments.  Effective teaching encourages logical reasoning and coherent expression of ideas.  Effective teachers should serve also as role models to promote high standards of professional conduct in the classroom and in performance activities. 

The aspects of teaching may be divided into seven broad dimensions, all of which are significant as indicators of teaching performance. The values of each dimension will fluctuate somewhat according to the nature of the course material and style of teaching, but all dimensions play a meaningful role in effective teaching. 

b.  Instructions for Self-Evaluation of the Seven Dimensions of Teaching:  For each of the seven dimensions, discuss your performance and growth, taking care to address each descriptor that is included within the category. You are also welcome to address other factors that you believe should be included under each category.

(1)  Content Expertise.  Describe your adequate knowledge of the subject, your efforts to keep current in your field, and your development of content knowledge for new courses assigned. List activities employed to develop content expertise such as research conducted or participation in workshops and conferences. For research materials, provide a representative (not exhaustive) list of sources consulted.

(2)  Instructional Delivery Skills.  Explain the strategies you use to create environments that are conducive to learning, your efforts to provide clear communication of information to students, and your use of appropriate, varied, and innovative teaching methods.

(3)  Instructional Design Skills.  Discuss your revisions, improvements, and additions to course objectives, syllabi, materials, and activities, and explain their roles in student learning. Discuss your development of new courses, your incorporation of instructional technology within your teaching, and the relation of course materials and activities to course objectives.

(4)  Course Management Skills.  Review your timely feedback to students, your effective use of class time, your management or facilitation of student interactions, and your handling of problematic situations (e.g. academic dishonesty, tardiness, etc.).

(5)  Evaluation of Students.  Describe your assessment procedures (evaluation and grading of students), how these relate to course objectives, how you provide constructive feedback to students, and your fairness in grading. 

(6)  Faculty/Student Relationships.  Describe the kind of instructor-student relationships that are most productive for your courses, and discuss your employment of planned activities to facilitate these relationships. Discuss your display of a positive attitude and concern toward students, your efforts to be approachable and available to students, your help to students outside class. Explain how you demonstrate respect for student diversity. Show how you balance a level of intellectual challenge in your courses along with sufficient support for student learning.

(7) Facilitation of Student Learning.  This is the goal of instruction. Discuss your application of the other dimensions to meet the objectives of courses and your role in preparing students for professional work and development. Describe also your efforts to maintain high and appropriate academic standards, to facilitate student achievement, to stimulate creative thinking, and to provide opportunities for students to display their work to audiences.

2.  Effectiveness as a creative artist, performer, researcher and producer of scholarly works.

3.  Service to the University at the several levels and to students.

4.  Service to the community and region.

5.  Other skills, abilities, contributions, or roles that are highly valued by the department.

E.  Sources of Evidence for Faculty Evaluation
1.  A Self-Evaluation which lists the faculty member's teaching load during the evaluation period and addresses the criteria listed in II.D.l-II.D.5 above.  The Self-Evaluation must be accompanied by supporting documents relating to one area of teaching assignment (studio, classroom, ensembles, etc).  Supporting documents may include syllabi, exams, homework assignments, and other course materials; programs; faculty comment sheets for required student performance examinations; comments or reviews of performances; etc.).  All areas of assignment must be covered in a regular rotation.  For 80% time positions, only the teaching portion of the Self-Evaluation (Section II.D.1) must be completed, since these faculty are not assigned departmental service duties, nor are they expected to produce research and creative activities.

2.  Student evaluations of each class using a form approved by the music faculty.  
3.  Direct Observation of Teaching, employing a form approved by the music faculty.  

4.  A Peer Review of Teaching form approved by music faculty on which the faculty member is rated by tenured departmental peers and/or the Department Head in each of the seven teaching dimensions (II.D.1). 
5.  The Department Head's Summary, rating the faculty member on each of the seven teaching dimensions (Section II.D.1.), and on research, creative activity, and service as outlined in section II.D.2-II.D.5.
6.  The faculty member’s written response, if any, to the department head's evaluation.

F.  Procedures

l.   The Self Evaluation must  be submitted to the Department Head by the announced deadline and will become part of the faculty member's AFE file.  Two additional copies of the teaching portion must be provided; these will be forwarded to the departmental Peer Review Committee for review.  Supporting documents may be included but will not become part of the faculty member’s permanent record.

2.  Student Evaluations.  The Department Head will implement student evaluations at times consistent with the university deadline.  Student evaluations will be conducted for every section of every class.  Students are to be given a minimum of ten minutes of class time to complete the evaluations while the professor is not in the classroom.  A designated student is to deliver the evaluations to the Department Office.  Faculty may have access to completed evaluations only after grades for the course(s) are submitted.  

3.  Direct Observation of Teaching.  A member of the Department of Music Personnel Committee or an assigned designee recommended by the instructor and approved by the Personnel Committee will visit a class, lesson, or ensemble rehearsal for all non-tenured full-time faculty, 80% Lecturers, and part-time faculty members.  This form will be placed in the individual's AFE or other departmental employment file.  Direct observations of teaching should be completed during the fall semester.

4.  Peer Review of Teaching.  

a.  Peer review Committee.  The peer review committee consists of two faculty (and an alternate) randomly selected from tenured music faculty on an annual basis.  All tenured members of the music faculty must have served before any faculty member is eligible to serve again.  Peer review of the committee members will be conducted by the alternate member and one member from a previous year’s committee.  

b.  Rating Scale.  The following numerical rating scale is used to rate the dimensions of teaching.  Written statements must accompany any ratings other than a (2).

(1)  Performance is superior in all areas

(2)  Performance is acceptable in all areas

(3)  Performance is deficient in one or more areas but can be improved with professional assistance

(4)  Performance does not meet minimal standard or adequate documentation is not provided

(5)  Not applicable for this situation

5.  Department Head’s Summary.  
a.  Written Evaluation.  The Department Head is responsible for developing a separate written evaluation of each faculty member.  For 80% and full-time faculty, this evaluation must rate the faculty member on the seven dimensions of teaching, specifically noting any ratings that differ from those assigned by the Peer Review Committee.  In addition, the summary evaluates the faculty member in terms of research, creative activity, and service.
b.  Consultation.  At the conclusion of the evaluation process the Department Head will consult with each member of the faculty to review the results of the evaluation and discuss ways to improve performance.  A written summary of this consultation shall be prepared by the Department Head and shared with the faculty member.  The faculty member must sign the summary to indicate receipt of it, but has the right to respond in writing to indicate acceptance of the summary or to provide a rebuttal.  The faculty member’s written response is to be attached to the department head's summary.

G.  Materials submitted to the Dean.  A summary of the year's AFE results in the department shall be prepared and submitted to the dean by the end of the spring semester.  The summary will include:

l. The Department Head's narrative and faculty response, if any, to the narrative.

2. The faculty member's self-evaluation.

3. Peer review of teaching dimensions.
SECTION III:

Post-Tenure Review

A.  Introduction:  In all cases the following processes and procedures are subject to the established Western Carolina University’s Post Tenure Review (WCUPTR) Policies and Procedures.  

B.  Candidates for Post-Tenure Review


Tenured faculty may apply for review during the following year by notifying the Department Head at the end of the current year.  In no case may this exceed five years from a previous successful application for promotion or a post tenure review.  Faculty may not apply for promotion and undergo Post Tenure Review in the same academic year.

C.  The Post-Tenure Review Committee


A faculty member’s Post Tenure Review Committee will consist of three tenured faculty members within the department.  When this is not possible, the guidelines in the WCUPTR will be observed.  The candidate for PTR will select one tenured faculty member for the committee.  The Department Head will select the second member of the committee.  The third member will be selected at random from the department’s personnel committee.

D.  Documents for Review

1. Four most recent AFE Self-Evaluations which include the Department Head’s Summary

2. The current year’s AFE Self-Evaluation without the Department Head’s Summary

3. Curriculum Vitae

4. Supporting materials (optional)

E.  Recommendations and Results


1.  The PTR Committee must provide a written response to the department head.  This response must designate either a Satisfactory or Unsatisfactory evaluation.  The response must address each of the following categories with supporting rationale:  teaching; research and creative activity; and professional service as outlined in the department’s TPR/AFE guidelines.


2.  If the evaluation is Satisfactory, the PTR committee may also determine that the faculty member’s performance is Exemplary.  An Exemplary performance report must be supported with evidence of exemplary performance in each of the categories.


In the case of a Satisfactory review, results are documented for university award and merit pay decisions.  In addition, suggestions to enhance performance may be provided.


3.  If the evaluation is Unsatisfactory, the PTR response must support this with evidence in each of the three areas:  teaching; research and artistic productivity; and service.  The committee must recommend specific improvements for consideration by the candidate and the department head.


In the case of an Unsatisfactory review, the department head, in consultation with the faculty member, peer committee, and dean of the faculty member’s college, will create a three-year development plan within one month of the review.  The plan shall include (1) specific improvements to be accomplished within three years, (2) resources to be committed to the improvement efforts, (3) other support provided by the administration.  The Department Head and peer committee will monitor the faculty member’s progress relative to the development plan and provide verbal and written feedback to the faculty member semi-annually.


The plan shall also include a clear statement of consequences should adequate progress not occur by the end of the third year.  The consequences may range from suspension of pay raise to, in the most extreme cases, reduction in rank, temporary suspension of employment, or termination of employment.

SECTION IV:
Preparation and Implementation

A.  Preparation and Approval

l.  These departmental criteria, guidelines, and procedures shall be prepared or revised each spring semester for the next academic year.  Recommendations for changes in the AFE procedure shall be made by the music faculty during the preceding spring semester.

2.  On the timetable announced by the dean, the departmental document shall be submitted to the dean for review.  The dean shall endorse the document or recommend revisions.  The dean should forward the approved documents to the VCAA for review, only when the dean is satisfied as to the quality and completeness of the document.

3.  The VCAA will approve the document or recommend revisions and return it to the dean and department head.  When revisions are needed, the Department Head will re-submit the revised document for approval through channels as before.

B.  Implementation

l.  This document becomes effective for the 2006-2007 academic year immediately following its preparation or revision upon endorsement by the dean and approval by the VCAA.

2. This document shall guide the department's consideration of candidates during the year within the framework of the timetable announced by the VCAA.
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