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Summary of Changes in this Revision

This document updates the document distributed on May 2nd, 2007 and clarifies a number of issues. Rather than issue an addendum I decided to include the revisions in a new version of this document so that all the material is gathered in one place. Please remember that this is not a legal document, but rather a communication between me and the members of academic affairs.

In brief, the changes and clarifications are as follows:

1. The current process for renewal, tenure, promotion and consideration by Professional Development Committee remain unchanged. The responsibilities for the school deans in this process are now assumed by the school deans, the responsibilities of the school faculty are now assumed by the school faculty. In keeping with the AAUP-UC contract, all candidates for renewal, tenure, and promotion will be reviewed by the school in which they are housed in the year they are candidates for renewal, tenure, or promotion. There are more details on page 7.

2. To avoid confusion with the old organization, the term "division" has been removed. These groups of departments will be referred to as areas (e.g. the Natural Sciences and Mathematics area) and the person responsible for their administration will be area heads.

3. The responsibilities of the school deans, department chairs, and area heads (which are on pages 10 – 12) have been expanded and clarified

I – Issues and Responses

Introduction

In the past month I have received an enormous amount of feedback on the developing proposal for restructuring the Division of Academic Affairs. In addition to the three open meetings I held on April 16th, 19th, and 24th there was the special meeting of Faculty Senate on April 25th. I also met with IITS staff and directors, representatives of the secretarial staff in the current three divisions, groups of faculty, and groups of directors and coordinators.

All of this comes at the end of a more than two-year process. The issue of restructuring was already under discussion when then-Dean Mary Lee Seibert retired. When I came to Utica College in August 2004, I asked to put restructuring on hold until I had had enough time to learn and understand the existing structure. During academic year 2004 – 2005 Robert Halliday was serving as interim dean of Graduate and Continuing Education and the President had asked him to prepare a report on possible restructuring of that division. I received that report in December 2004 and we implemented several changes in the Spring of 2005, as part of which Steve Neun took over the newly renamed Division of Graduate and Extended Studies and also took on coordinating IITS.

Also during the 2004 – 2005 academic year the library undertook an internal reorganization with the hiring of new librarians and the re-assignment of responsibilities. The Office of International Programs became the Office the International Education with considerably broadened responsibilities in the summer of 2006.

In October of 2005 I met with directors and coordinators to discuss their perceptions of the roles they play and problems associated with the positions. The academic affairs long range planning retreat held on May 16th 2006 had an entire table devoted to the issue of restructuring, and the process of consultation and exploration was well under way by the academic affairs planning retreat held in August of 2006.

During the 2005 – 2006 academic year there was a lot of discussion about student retention and success and in June of 2006 Steve Pattarini was appointed Dean of the Division of Student Success which became part of academic affairs. During the same period, the Registrar's office was reorganizing itself slightly with the creation of the position of Interim Assistant Registrar. The position of Assistant Registrar for Graduation and Degree Audit was added the Spring of 2007.

The first significant document detailing several optional models for a restructuring of academic affairs came out in October 2006 and there was a faculty forum session to discuss it on October 26th. In January of 2007 two separate meetings were held with directors and coordinators under the aegis of the Middle States review process. In February of 2007 the Middle States sub-committee on governance and administration gave me a draft copy of  their report on which they had been working for over a year and during the research for which they had conducted faculty focus groups, surveys, and interviews. A second major document reflecting all that feedback and describing the proposed reorganization came out in April 2007.

Throughout this process, my cabinet kept me informed of the other discussions and meetings that were happening, whether they were in the divisions, the offices, or in various meetings of faculty or staff. I was also in contact with my peers at other institutions and got feedback from conferences and meetings attended by members of my cabinet.

This reorganization represents the culmination of a huge amount of work by a lot of people whose comments and constructive criticism helped shape its final form. 

There are inevitably still outstanding questions and issues and, before detailing the reorganization, I want to spend some time addressing them. Before I do, however, there is one important thing to recognize: This reorganization is a blue-print for a transitional year, and beyond. We cannot simply snap our fingers and have everything happen at once. There are inevitably going to be both details that have to be worked out and evolutionary developments in the organization as we change and grow. 

Summary

This document addresses only changes within the organization of faculty and academic departments. The changes that have already taken place in the library, the registrar's office, international education and student support will stand. IITS will maintain the three directors who will work closely with me, the two Assistant VPAAs, and the Director of the Library. I have kept the three schools and made minimal changes to the departments within those schools – mostly to bring traditional liberal arts departments within the school of Arts and Sciences. In order to foster and maintain an effective operation of such a large school and the intimacy of contact valued by faculty, the departments in Arts and Sciences are grouped into three areas, each with a head. The responsibilities of the department chairs and area heads are discussed below. There is no substantive change to the procedures for renewal, tenure, promotion, or coming before the professional development committee. All responsibilities that used to belong to the division deans and division faculty now belong to the school deans and the school faculty. The date for implementation is still June 1st 2007.

Why reorganize?

The two previous documents I put out, the one in October of 2006 and the one in April of 2007, both detailed reasons for reorganizing academic affairs and I don't propose to go over old ground again. However, the bottom line is that we are, of necessity, evolving from a comprehensive college into a small university, a transformation which is entirely consistent with the College's vision statement. 

The Board of Trustees has just endorsed and underwritten a 3-year plan for the College, which was developed in consultation with the academic cabinet, president's cabinet, and the strategic planning committee. This plan lays out a path of significant growth and development in the areas of both academic programs and support services. By the time that plan is complete we will be, in many ways, a different Utica College. While the academic structure we have at the moment is perhaps appropriate for a small comprehensive college, it is insufficient for a small university, and certainly will not support the process of transition from one to the other.

Why change?

I have also heard many questions about the need to grow and change in this way. In particular, I have heard the comment that we need to put the money into improving the quality of our students and keeping them, rather than increasing the number of programs. This is not an either-or proposition. We have to find a way to do both. The reorganization of the Division of Student Success within academic affairs was designed to help keep the students we have and to improve their performance at the College. But we cannot simply advertise and expect students to come flooding to our doors. We don't have the endowment to compete with the old-established colleges and we are relatively new players in a market that values long-established word-of-mouth reputation. 

We need to diversify to guarantee the success of the whole College. We need to create programs that will draw students in, and that are sufficiently different from what else is out there that students will be drawn to us. Our core undergraduate programs are not going to go away and will always be an integral part of who we are.

In many ways the conversation we are having now is just like the conversation the College went through with the introduction of graduate programs, programs which now help underwrite the College with a significant net income that helps keep our undergraduate programs in existence.

Why now?

I have heard a lot of comment about the timing of this change and queries about why we could not put it off for 6 months to a  year. I hope the introduction to this document makes it clear that this change is anything but sudden – it is the culmination of years of thought and consultation. I realize that what I had hoped would not happen very nearly did happen. I promised that I would not make the changes over the summer without consultation, but the need to consult and take seriously the results of that consultation has pushed the process later than I would have liked.

We cannot afford to wait 6 months to a year because the process that requires the new organization is already under way. Once the board approved the 3-year plan we were committed to the changes outlined in it and we need this academic organization to make those changes feasible. 

Liberal arts programs/professional programs

As you will see from the organizational structure in this document, I have decided to stay with the creation of a School of Arts and Sciences with almost all of the traditional liberal arts departments in it, with the exception of Economics. The remaining departments will be divided into the School of Business and Justice Studies and the School of Health Professions and Education.

I have heard a number of comments about the way in which this organizational structure undermines the mission of the College, a mission which includes "integrating liberal and professional study." Much of this integration, is of course, integration in the studies of our students and will continue to happen as it always has. I recognize that the serendipitous opportunities for collaboration between faculty may be fewer in number, but the College and its faculty have also changed since the time when it was necessary to foster those collaborations. We now have a more research-oriented faculty in all schools and connections that have been forged will continue to have an effect. We also have a more robust governance structure with an active faculty senate that is engaged in academic issues that cut across the schools. Finally, the way in which faculty from different disciplines either share offices of are next door neighbors also encourages cross-disciplinary conversation.

A different concern is the "silo effect" on FAC's deliberations. The concern is that if different expectations for faculty evolve in the professional and liberal arts schools, there may be irreconcilable differences of evaluation when a case comes before FAC. This is something we will have to watch out for and deal with if it becomes a problem. We do, however, have a more robust faculty orientation program and a better developed mentoring and development programs than we had 10 years ago. We must all continue to discuss our individual academic areas with our colleagues in a variety of venues and I am confident that the inevitable minor differences that develop between disciplines will not obscure our perception of the underlying quality of our colleagues.

In addition, I have heard in some detail from several of the departments in the professional schools, particularly those going for accreditation, that having a clear identity will make things much easier and, in some cases, is required. It is also important that the departments who are evolving in this direction be able to free themselves from issues that are not germane to their area. In addition, it is easier to raise money for clearly defined schools. Naming a school of business is easier than naming a school of a little bit of everything. 

This is all part of the process of moving from being a comprehensive college to being a university. 

Department chairs and area heads

Much of the discussion about all the plans that have been circulated revolved around the role and responsibilities of those who administer the individual departments. As you will see from the attached organizational chart, the three schools are organized somewhat differently, so that each has a structure appropriate to the programs within it.

One thing that became clear in my meetings with directors and coordinators is that they need better access to important information. I will therefore be asking IITS to provide training in the use of Banner to run reports, authorize purchases, and provide the information necessary for administering a department or area.

In the School of Arts and Sciences I have decided to create the position of department chair, roughly analogous to the old director/coordinator. In addition, I have decided to create a number of "area heads," people who will administer collections of departments. An outline of the respective job responsibilities for these two positions is attached. In the School of Health Professions and Education the department chairs report directly to the school dean for now. The School of Business and Justice Studies is divided into two areas:  Justice Studies and Business and Economics. Within these areas administration is assigned by area of responsibility rather by than by department. In the organizational chart below I have included the departments in each area, but you will notice that chairs are not assigned to all departments. Instead there are some chairs but there will also be a number of general administrative positions including, but not limited to, Director of Research, and Director of Online Advising.

Within the School of Arts and Sciences the traditional roles and responsibilities of the directors and coordinators become the roles and responsibilities of the department chairs with some changes I will discuss below.  Many of the traditional jobs of the division deans will now be the responsibility of the area heads, including facilitating the communication and coordination between departments and areas, and acting as signatory for budgets in the areas. Area heads will also ensure that curricular changes happen smoothly and with due consultation. This will free up the School Deans to work more intensively on coordinating innovation. I also hope that the smaller areas will help preserve some of the sense of intimacy that would otherwise be lost in a bigger school.

In addition, the area heads will take responsibility for dealing with student issues that arise when a student has a problem with a faculty member, or when there are issues between faculty members in a department. I see this as a vital insulation for the chairs who could otherwise be placed in the untenable position of mediating between faculty in their own department or between faculty and students. 

Initially area heads will be appointed by me for a two-year term. Interested candidates should talk to me about the position. Faculty within an area may also suggest names to me. After that the areas will recommend candidates to me.

Money

I have heard it said that this reorganization is a cost-cutting measure but that is not true. I cannot make the new organization more expensive than the old, but I am aiming for zero-based budgeting with no net increase or decrease in the cost of administering the academic affairs division which is currently around 282 credit hours of relief and $203,948. 

As part of this I am also addressing the issue of inequitable support that was so evident in the old director/coordinator positions. I have developed a formula for assessing the scope of the position of the department chair. This formula tries to take into account, among other factors, the work associated with the size of the department, the number of adjuncts used, the amount of service to other departments, and whether or not the department is instituting new programs, has external accreditation demands, has to manage laboratories, or has internships or clinicals to manage.

At the moment I am still working out how to balance trying to be fair to all chairs, deans, and area heads without taking anything away from any of the positions that currently exist. It is not easy, and may not be possible. In the interests of getting this document out as soon as possible, I have decided to send it out without details of remuneration for the specific positions. That remuneration will take the form of a combination of release time and stipends, and will use the formula for complexity of departments to ensure the greatest possible equity going forward.

Promotion and Tenure

There is no substantive change to the procedures for renewal, tenure, promotion, or coming before the professional development committee. All responsibilities that used to belong to the division deans and division faculty now belong to the school deans and the school faculty. 

In keeping with the AAUP-UC contract, candidates for renewal, tenure, and promotion will be reviewed by the tenured faculty of the school in which they are located in the year in which they come up for renewal, tenure, or promotion. Review of candidates for renewal, tenure, and promotion will be carried out by the tenured faculty in the candidate's school in a meeting convened by the school dean. The school faculty will provide a recommendation to the College Faculty Affairs Committee, and the School Dean will do the same.

The dean of the school in which a candidate is located when he or she comes up for tenure will appear before FAC. As is always the case, candidates are welcome and encouraged to include in their application packages supporting materials from wherever is appropriate and FAC may ask to speak with whomever they deem necessary in order make a fair and impartial judgment.

Faculty members coming before the Professional Development Committee will have a letter of recommendation from the dean of the school in which they are housed when they come before PDC. As always, candidates are welcome and encouraged to include in their packages materials from whomever is appropriate.

Timing

It is still my intention to have this new system up and running by June 1st. In many cases there will be no change to currently existing jobs or personnel, and only minor changes to responsibilities, but I would like to hear as soon as possible from people who are interested in serving as one of the newly created area heads.

II - New Academic Organization Chart

(h) = head




(ch) = chair



	School of Arts and Sciences – Pat Boyd, Dean

	Natural Sciences and Mathematics (h)

Biology (ch)
Chemistry (ch)
Geology (ch) 

Physics (ch)
Math (ch)
Computer Science (ch)

Humanities and Fine Arts (h)

UG Liberal Studies (ch)
Performing and Fine Arts (ch)

English (ch)
MSLS (ch) 
Philosophy (ch)

Communications and Social Sciences (h)

History (ch)
Sociology/Anthropology (ch)

Psychology (ch)
Communication Studies & PR/J (ch)

Foreign Languages (ch)
Gvt./Pol/Int. Studs. (ch)



	School of Health Professions and Education – Della Ferguson, Dean

	Education (ch) 

Occupational Therapy (ch) 

Physical Therapy (ch) 

Nursing (ch)

Gerontology 

Therapeutic Recreation
(ch)

Psychology Child Life (ch)

Health Studies (ch)




	School of Business and Justice Studies – John Johnsen, Dean

	Justice Studies (h)

Economic Crime Management 

Economic Crime Investigation 

Criminal Justice

Cybersecurity

Certificate in Financial Crimes Investigation

Certificate in Homeland Security Risk Assessment

Business and Economics (h)

Accounting (MBA and BS)

Economic Crime and Fraud Management


Management

Business Economics

Economics

Health Studies – Management




III - Job Descriptions

These descriptions highlight the primary components of the jobs. The descriptions for area heads and department chairs apply most specifically to the School of Arts and Sciences which will see the most significant organizational changes. Remuneration for department chairs will be based on the chair compensation calculation table. Job descriptions will evolve as the new organizational structure settles down and we work out what it will and will not accommodate.

Department Chair

· A faculty member nominated by the department. Should not also be an area head.

· Initially appointed by me from a pool of people who express an interest in the position or who are nominated by department members. In the future they will be selected by department faculty after consultation with, in A&S and B&JS, the area head and the school dean and, in HP&E, with the school dean.

· Serve for a 2-year term, no term limits. Expected to be present for summer orientation.

· Meet with incoming transfer and freshman students when there is an issue or question that cannot be dealt with by the area head.

· Act as liaison between department faculty and area head.

· Coordinate and initiate discussions on curriculum revisions.

· Work with the office of the registrar to resolve any academic problems with certification for graduation. By the May 2008 graduation, all routine certification will take place in the office of the registrar.

· Convene meetings of department faculty to distribute responsibilities and set course schedules.

· Ensure that qualification requirements for adjuncts have been determined by the department faculty and are available.

· Review qualifications of adjuncts after initial screening by school office. Consult with department faculty if necessary.

· Coordinate department review of yearly goals.

· Ensure timely completion of 5-year program reviews. 

Area Head

· Area heads will initially be appointed by me from a pool of people who express an interest in the position or who are nominated by area members. In the future area heads will be elected by area faculty after consultation with me and the school dean.

· Serve for a 2-year term, no term limits. Summer work expected.

· Meet with transfer students and freshman students during the summer. Any questions that cannot be answered by the area head will be referred to the department chair.

· Act as liaison between departments and School Dean and between departments and Dean of Graduate and Extended Studies. (Area heads have a dual reporting role – they report to the school dean for internal and on-campus matters but must also be responsible to the Dean of Graduate and Extended Studies for anything having to do with graduate, distance, and on-line programs and courses.)

· Deal with, refer, and follow up on student issues.

· Initiate hiring of new faculty and adjuncts in consultation with appropriate faculty.

· Ensure that adequate peer evaluations of untenured faculty occur.

· Ensure that junior reviews have taken place.

· Administer department budgets and share information with the faculty in the departments and school deans.

· Collate department course schedules and coordinate with other departments or schools where necessary.

· Ensure that Banner reports and other information get to departments.

· Ensure sufficient faculty are available over the summer for the one-week summer orientation for new students.

· Act as liaison with library staff for collection development.

School Dean (A&S, HP&E, and B&JS)

· Work directly with VPAA on development of new programs, maintenance of existing programs, and entrepreneurial projects.

· Work with department faculty, Dean of Graduate and Extended Studies, and other necessary people, to develop new programs and initiatives.

· Oversee and be the final voice in internal school matters including budgets, and general oversight.

· Oversee renewal, tenure, and promotion process within the school.

· Convene meetings of school faculty for the purpose of review of candidates for renewal, tenure, and promotion.

· Prepare letter for FAC for candidates for tenure and meet with FAC to discuss candidates.

· Be responsible for quality control of departments, programs, and curricula in the school.

· Work with the Dean of Graduate and Extended Studies in matters concerning existing graduate, distance, and on-line programs and courses.

· Work with chairs and department faculty on establishing advisory groups where appropriate.

· Pursue external funding.

· Convene meetings of department chairs and/or area heads as necessary.

School Dean (Graduate and Extended Studies)

· Be responsible for continued effectiveness and running of graduate, distance, and on-line programs and courses.

· Determine non-academic qualifications for on-line instructors.

· Oversee technical training for on-line instructors.

· Facilitate or initiate initial contacts for new off-campus sites.

· Coordinate with the Associate Dean of International Education in developing international programs or campuses.

· Pursue external funding.

· Be responsible for establishing off-campus sites (physical space, initiating administrative and staff hires, etc.)

· Act as primary campus liaison between personnel on campus and at off-campus sites.

· Act as the contact person for on-line delivery partners (e.g. Deltak)

· Budget oversight for off-campus sites and programs.

· Oversee reinvestment back into departments based on percentage of net revenue derived from on-line and off-campus programs. (Department faculty, chair, school dean will recommend to VPAA how funds are reinvested into the department.)

