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Executive summary:
The ad hoc Committee on the Status of Untenured Faculty at Smith College submits the following report to President Carol Christ. After two years of surveys of untenured faculty members, interviews with groups of faculty members, and consultations with committees, we are reporting on our findings and completing our mandate by recommending “legislation and administrative guidance that will make the College a fair and hospitable home for its untenured faculty.”  

Throughout our review of data and conversations, we detected a need to make connections, improve communications and develop greater trust (among departments and programs, between the administration and the faculty, among untenured and tenured colleagues) and to provide more guidance, support and recognition for faculty leadership. Untenured faculty members repeatedly expressed their desire for greater transparency in the tenure process and for better mentoring both within and outside of the home department or program. Our recommendations are offered to meet these and other needs we identified. The report is divided into five areas: intellectual life and interdisciplinary connections, equity in workload, mentoring and leadership, the probationary period, and quality of life. The report provides background and rationales for our recommendations, which are summarized at the end of each section and at the end of the report. In the interest of clarifying priorities we offer the following summary of the eleven most important recommendations with the understanding that some of them require implementation of other, less sweeping recommendations.

Summary of priority items for action

Recommendation to:

Recommendation 


Chairs and directors;
Develop a mentoring plan in all departments and programs. 

Board of Counselors

Chairs and directors
Establish a plan for integrating each new hire into the life of 


home department(s) and/or program(s) and the College.

Chairs and directors 
Develop plans for an Annual Conference with untenured faculty that meet common goals and incorporate standard procedures.

Chairs and directors;
Monitor equity in workload for all untenured faculty members 

Office of the Provost/
with special attention to demands placed on under-represented

Dean of the Faculty
groups.

Committee on Tenure and
Draft Preamble to Policy clearly stating equal importance of 

Promotion
teaching and research in reappointment and tenure evaluations.

Committee on Tenure and 
Propose legislation for more flexibility in length of probationary

Promotion
period.

Committee on Tenure and 
Devise mechanism for evaluating one-on-one teaching and

Promotion
supervision of student research.

Committee on Academic 
Revisit guidelines on establishing enrollment levels for

Priorities
different kinds of courses.

Committee on Academic 
Develop procedures to recognize and formalize affiliations with

Priorities
programs that occur after the time of hire.

Office of the Provost/
Endorse goals and implement recommendations made by the 

Dean of the Faculty 

Childcare Study Committee in spring 2002 report.

Office of the Provost/
Implement recommendations of the Five-College Partners 
Dean of the Faculty
Program proposed in spring 2002.
Preface

In the fall semester of 2000, President Ruth Simmons, acting on the recommendation of Faculty Council, created the ad hoc Committee on the Status of Untenured Faculty at Smith College.
  Although the number of untenured faculty members at Smith is relatively low (51 of 248 in 2000-2001, 59 of 264 in 2001-2002), the College, like other colleges and universities nationally, is entering a decade when there will be a large number of retirements and, consequently, a rapidly growing number of untenured faculty members. Already, twenty-three successful tenure-track searches in 2000-2001 and thirteen in 2001-2002 mean that 14% of the faculty will be new to the campus in 2002-2003. A review of the quality of professional life for untenured colleagues on the faculty was, therefore, timely. The Committee’s mandate states: “In order to get the fullest sense of the issues at stake, the Committee shall pay special attention to the experiences and perceptions of untenured faculty members. . .  In view of the College’s commitment to diversity, the Committee or a subcommittee of the Committee shall consider especially the issues surrounding race and gender. To insure the work of the Committee is ongoing, measures must be put in place to institutionalize specific changes. To this end, the Committee shall offer legislation and administrative guidance that will make the College a fair and hospitable home for its untenured faculty.”

Recent research on early-career faculty members and the tenure process confirms that problems and anxieties expressed by new faculty members at Smith are experienced in varying degrees by new faculty members at other colleges and universities. For example, new faculty members often feel “under siege,” “caught between the times,” or confused by an “unpredictable and undependable” tenure and promotion process (Rice and Sorcinelli). Problems encountered by all new faculty members are often compounded for faculty of color and women. Trower and Chait suggest that the relative failure of most colleges and universities to attract and retain significant numbers of women and faculty of color stems at least in part from conflicting assumptions about how tenure should be implemented. Simply put, they argue that “while there are many exceptions, academics at the dawn of their careers, as a rule, do think differently than colleagues in the twilight of their careers” (Trower and Chait). They summarize the chief differences as follows:

NEW VIEW



OLD VIEW












Transparency of the review


Secrecy assures quality.

process assures equity.

Merit is a socially constructed,

Merit is an empirically determined, 

objective concept.



objective concept.









Cooperation is better than


Competition improves performance.

competition.











Research should be organized

Research should be organized

around problems.



around disciplines.







Excellent teaching and advising

Research is the coin of the realm.

should pay off.










Personal life matters, balance is

Separate work and family.

important.

Faculty have a collective


Faculty thrive on autonomy.

responsibility.

We have considered the self-reported experiences of early-career faculty members at Smith in the broader context of these national studies. Many young colleagues are satisfied with the professional climate at the College, but we have identified a number of missed opportunities, flash points and less satisfying departmental microclimates that we must address now, before the College experiences the most significant growth in the number of untenured faculty members. Even as the College experiences growth in the untenured ranks it will encounter stiff competition to attract new faculty members and to retain both untenured and tenured members of the faculty. The committee considered ways for the College to make current procedures more flexible and to assure a productive professional climate for the excellent new hires we are able to attract to Smith. Our commitment is not only to support untenured colleagues individually, but to develop faculty leadership at Smith for the next generation.
After surveying and interviewing untenured faculty members (groups and individuals), reviewing literature on challenges to new faculty members and the issues they face, and discussing proposals with a number of elected and appointed committees, chairs and directors and many departments, we are making a series of recommendations designed to meet our mandate: to improve the retention of excellent untenured faculty members at Smith College.

Who should read this report?

The Administration, Faculty Committees, Chairs and Directors
Because the Committee was appointed by the President, this report is addressed first and foremost to President Carol Christ. Most of the recommendations will be implemented by elected committees, chairs and directors, and the Office of the Provost/Dean of the Faculty because these are the established bodies and individuals responsible for legislative changes or for changes in administrative or departmental practices. We hope that in considering our specific recommendations each of these groups will bear in mind our overall goal: to create a professional climate at Smith at all levels in which all faculty members, but particularly our untenured ones, can thrive as scholars and teachers, from the moment of hire through the probationary period and beyond. Individual faculty members need to build their case for tenure, but it is up to the College to create an environment in which they can do so.

Untenured faculty members
All of the issues raised in this report and many of the solutions were identified by untenured faculty members. Our most important overall recommendation is to untenured faculty members themselves: to make the most of resources and procedures during the probationary period. The Board of Counselors, department chair, informal interactions with senior colleagues and with other untenured colleagues can help new faculty members identify and use resources such as the Connections Fund, funds available through the Committee on Faculty Compensation and Development, Picker Fellowships, teaching workshops and the like to advance their research and improve their teaching. For example, if their work represents a new area for their department, new faculty members should think about inviting leading experts in their specialization to campus to discuss their work and/or to present a lecture to help colleagues understand their field.

Just as important, new faculty members need to take an active role in their annual conferences, reappointment and tenure reviews, to use these opportunities to communicate their progress to senior colleagues and learn about ways to improve, and ultimately to strengthen, their case for tenure. The revised Faculty Record Sheet and especially the draft Personal Statement that we propose for the annual conference are opportunities for early-career faculty members to let their departments know how they characterize their research and their teaching. The Personal Statement, especially, provides practice in drafting the statements for reappointment and tenure reviews. Ultimately, the Personal Statement in the tenure dossier will be the primary means for untenured faculty members to inform both the department and the Committee on Tenure and Promotion about their research, teaching, and sense of their role as a member of the Smith community. 

Tenured faculty members
Mentoring is, perhaps, the most direct way that tenured faculty members can invest in the next generation of Smith faculty. To that end, we are proposing that all departments institute mentoring plans if they haven’t already. We are also recommending that all tenured faculty members review the annual Faculty Record Sheet and draft Personal Statement of untenured colleagues and inform the chair of their assessment of these materials. This relatively small investment in time recognizes the responsibility all tenured members share in shaping the future of their departments.

Faculty governance has always been strong at Smith College and assures a central role for the faculty in making policy and articulating priorities for the College. Service during the probationary period generally means service at the departmental level. Tenure brings with it the responsibility to take an institutional view, to consider more actively one’s role in the College as well as in one’s home department and/or program. We are recommending increased opportunities for training in faculty leadership because of the increased responsibilities (legal and community) tenured faculty members face.

Defining the Issues

Conversations between untenured faculty members and Brenda Allen, the Director of the Office of Institutional Diversity, during the summer of 2000 identified areas of concern: a sense of isolation, disproportionate amounts of time spent on service or advising or grading, confusion about protocols for reappointment, tenure and promotion, a desire for better mentoring, conflicts experienced by new hires who have spouses or partners who are also academics (a growing reality nationally), to name a few. The committee reviewed Brenda Allen’s findings and devised a survey to poll all untenured faculty members to try to get a sense of their experience of the College. The return on the survey was very high (79%). The data suggested five general areas of concern for untenured faculty members that we identified in our Preliminary Report in May 2001: 

1. Intellectual life and interdisciplinary connections

2. Equity in workload 

3. Mentoring and leadership

4. The Probationary period: annual conference, reappointment and tenure

5. Quality of life

In the second year of our deliberations we addressed complex problems that have grown out of changes in higher education nationally or in the Smith culture over the last two decades. For example, standards for tenure and promotion have become more rigorous, placing increased demands on the untenured faculty; interdisciplinary work is a common feature of doctoral education today, and yet most of our hiring is done by departments in isolation from one another. We have added new recommendations to address these issues and have integrated them into the five areas we identified in our preliminary report. Many of these recommendations were discussed at length during the 2001-2002 academic year with untenured and tenured colleagues alike.

In this final report we discuss each of the five areas in turn and indicate recommendations for action to appropriate administrators and faculty committees. Many of these recommendations were articulated in our preliminary report in May 2001; some have already been implemented.

Throughout our review of data and conversations, we detected a need to make connections and improve communications (among departments and programs, between the administration and the faculty, among untenured and tenured colleagues, for example) and to provide more guidance, support and recognition for faculty leadership. Our recommendations reflect these two persistent themes.

Areas of Concern and Recommendations 

1. 
Intellectual life and interdisciplinary connections

Smith offers extraordinary resources to foster the intellectual life of the community: the intellectual capital of the faculty at Smith and in the Five Colleges, multiple sources of funding to bring speakers to campus, programs that foster interdisciplinary connections, generous sabbatical leaves, financial support for research and curricular development, a lively student body. The recent success in attracting outstanding new faculty and especially Target of Opportunity hires to Smith attests to the quality of the intellectual climate. 

While resources for intellectual life at Smith are rich, we identified several concerns. First, many new faculty members have been trained in graduate programs in which interdisciplinary work and collaboration are expected and valued. The growth of interdisciplinary programs at Smith has been welcomed by most faculty members and is a draw for many new faculty members, yet the departments into which they are hired may not become their primary intellectual community. Furthermore, faculty legislation and administrative practice haven’t kept pace with the growth of interdisciplinary programs. The Committee on Academic Priorities has developed mechanisms in recent years to regularize joint appointments and appointments with shared responsibilities (for example, an appointment in a department with teaching obligations to a program). When appropriate, review committees for the annual conferences and the reappointment and tenure reviews include members of the department and the program. At the moment, however, there is no formal mechanism to recognize affiliation with a program occurring after the time of hire. Some models exist for large programs (such as American Studies and Women’s Studies) that might be useful to other programs. We need to find ways to help new members of the faculty to flourish intellectually and to meet their departmental obligations. 

Many faculty members regret the lack of campus-wide events that bring the community together around common themes of intellectual interest. The thoughtful programming that brought the campus together in the wake of 9/11 and of campus unrest in the spring of 2001-2002 demonstrates how powerful community events can be. We urge the Office of the Provost/Dean of the Faculty, the Lecture Committee and faculty members to consider more ways to use our resources to make better connections among departments and programs. Recent efforts by the Committee on Academic Priorities to set academic priorities and to sponsor curricular experiments (such as the First-Year seminars and the two-credit course on Globalization in spring 2002) represent a step in the right direction. We further urge the Lecture Committee to take a more active role in identifying ways to make connections among departments and programs. 

Untenured faculty members reported that a lack of balance in the demands on their time sometimes means that those opportunities that do exist are unavailable to them. Some respondents reported what they perceive to be a clash between institutional goals and departmental practices. For example, some colleagues reported spending an inordinate amount of time on departmental business or doing advising and one-to-one work with students, but were uncertain such service would “count” toward tenure; some reported that they wanted to participate in interdisciplinary projects, such as those sponsored by the Kahn Institute, but were discouraged from doing so because it would take time away from their research; others reported that they would like to take advantage of resources like the Connections Fund, but lacked adequate information and clerical support to organize an event. 

Recommendations for action:

a) Recommend that Provost and Committee on Academic Priorities develop procedures to recognize and formalize affiliation with programs that occur after the time of hire. (See Appendix B.) 

b) Recommend that the Provost establish guidelines for appropriate levels and kinds of service to the department, program, College and Five Colleges during the probationary period. Recognize that some colleagues (especially those in under-represented groups) may be called on to do additional community service that benefits the College but often goes unrecognized in annual conferences, reappointment and tenure evaluations. 

c) Recommend that the Committee on Academic Priorities and the Lecture Committee work with departments and programs to mount lectures or other college-wide events for discussing issues of concern to the entire community such as globalization, affirmative action, foreign policy, anti-racism.

d) Recommend that the Provost and President reconsider the symbolic ceremonies that define the community. How can Convocation, Rally Day, Commencement and other all College events have a larger intellectual imprint from year to year?

e) Recommend that the Office of the Provost/Dean of the Faculty set aside a small fund to encourage chairs and directors to co-sponsor more informal gatherings to discuss intellectual and academic issues. Informal gatherings such as the Liberal Arts lunches and Sigma Xi have proven to be very successful; other gatherings (teas, afternoon conversations, cocktail hour at the Club, for example) in spaces like Common Rooms or the Smith College Club might be used to discuss issues such as the recent elimination of SATs in California. Support for informal discussions should be across and within departments and programs.

f) Recommend that the Provost, chairs and directors encourage and facilitate participation in existing interdisciplinary projects (Kahn Institute short- and long-term projects and Women’s Studies faculty seminars, for example) and evaluate this participation as part of the scholarly activity of candidates in reappointment, tenure and promotion decisions.

g) Recommend that the Provost find means to make the Connections Fund easier to use. For example, a “How to” sheet about organizing a public event would be useful. There should be more information about how funds can be used and more administrative support to help in setting up events. The Dean for Academic Development might publish a list of events sponsored by the Connections Fund (along with the names of the untenured members of the faculty responsible for the events) in the annual Committee on Faculty Compensation and Development report.

2. 
Equity in workload

Variations in workload are inevitable because of differences in department size and needs, but tenured faculty members need to monitor and obviate potential inequities among their untenured colleagues caused by enrollment patterns, advising demands, and unusually high demands for departmental and extra-departmental service. 

Responses to the committee’s survey indicated significant inequities in workload brought about by heavy enrollments in some courses, unequal numbers of advisees within departments, and the amount of time required by committees and departmental service. Survey data from untenured faculty revealed that there was significant variation in the average weekly number of hours spent on work-related activities such as class preparation and grading, advising, research, department and program business, meetings, and directing theses and special studies. For example, the reported number of hours spent per week engaging in research ranged from a half an hour to 24.  Similarly, weekly class preparation time ranged from 2 1/2 hours to 40 hours; time spent on grading ranged from zero to 17 hours. Hours engaged in departmental business also showed a wide range.  Two people reported spending on average 15 hours per week doing department-related activities.  

The survey data we collected showed that the greatest differences in time spent on college-related activities emerged by Division. Division I faculty report spending more time in meetings and on department-related business than faculty from any other division.  Division III faculty report spending more time working with research students than others.

Our informal sources of information at Smith confirm what published research about new faculty members has shown: some groups of faculty members (many faculty of color, international faculty, and young women faculty members in some fields) are more vulnerable to “cultural taxation.” Faculty of color in particular are obligated to “show good citizenship toward the institution by serving its needs for ethnic representation on committees, or to demonstrate knowledge and commitment to a cultural group which may bring accolades to the institution, but which is not usually rewarded by the institution on whose behalf the service was performed.”
 Members of under-represented groups are often called on to be role models to students, act as informal advisers, to serve on ad hoc committees and speak at community events, for example. Tenured colleagues should be vigilant about finding creative ways to recognize service that is necessary to the well-being of the community but that cuts into research time. Course release, assigning courses with low enrollment caps, and release from more routine departmental service are some ways of recognizing and rewarding “cultural taxation” when it occurs.

Recommendations for action:

a) Recommend that the Provost adopt a redesigned Faculty Record Sheet and new guidelines for the annual conference, to monitor equity in workload (see Appendices C. and D.).

b) Recommend that chairs and directors be vigilant about identifying unusual community service often undertaken by untenured colleagues from under-represented groups and that they devise ways to offset time spent in extra service by balancing their workload in other ways (release from more routine departmental service, assigning courses with low enrollment caps, etc.). 

c) Recommend that the Committee on Academic Priorities revisit guidelines on establishing enrollment levels for different kinds of courses. Are there reasons beyond the current guidelines for capping enrollment (for example, for colloquia and seminars)? Are enrollment limitations used fairly from department to department?

d) Recommend that department chairs and program directors monitor patterns of enrollment for untenured colleagues so that class sizes are balanced over a four-semester period. For example, if a colleague had a high enrollment course in one semester, this might be compensated for by a seminar or limited enrollment course in the next.

e) Recommend that department chairs and program directors review Faculty Record Sheets to ensure that major advisees are shared equitably among faculty members.

f) Recommend that Dean of the First-year Class ensure that untenured colleagues have a reduced pre-major advising obligation if they have ten or more major advisees.

g) Recommend that the Office of the Provost/Dean of the Faculty establish guidelines regarding reasonable expectations for service by untenured faculty and that they monitor Faculty Record Sheets for reports of excessive committee work.

h) Recommend that Office of the Provost/Dean of the Faculty and chairs acknowledge remarkable achievement on the part of untenured colleagues, for example when they secure a big grant, earn especially high teaching evaluations, or work on particularly demanding College committees.

i) Recommend that the Office of the Provost/Dean of the Faculty address the issue of clerical support within departments and programs for untenured faculty members.

3.
Mentoring and leadership

Lack of mentoring was by far the most consistent problem identified by untenured faculty members and many of the problems that were identified stem from the lack of proper mentoring. Mentoring efforts designed to help untenured faculty understand how to pace their research and balance research and teaching seem to be most needed. Almost to a person, untenured faculty described how useful it would be for them to have a range of senior colleagues (from inside and outside their home department) who might offer them informed advice and serve as a sounding board for decisions in their academic lives. The purpose of mentoring in the department is to create a productive professional climate for untenured faculty members by helping them to identify resources to support their teaching and research and to clarify departmental and college expectations in the areas of teaching, research, and service. Mentoring involves on-going, often informal communication between tenured and untenured colleagues. A good mentoring program will inform senior colleagues about the work of the untenured members of their department so that over time senior colleagues can become more familiar with the fields and perspectives represented by their younger colleagues.

Extra-departmental mentoring serves as a valuable source of  information and guidance from senior faculty members who are not involved in evaluation for reappointment or tenure and can help integrate new faculty members into other aspects of the life of the campus.

As we considered the results of our survey and conversations with untenured members of the faculty, we determined that the College needs to take a close look at faculty leadership, to think more carefully about the kind of guidance today’s senior faculty members need to provide to develop a strong institutional commitment among colleagues who are not yet tenured.  The faculty leaders of tomorrow, after all, are in the untenured ranks today. The College has a long tradition of strong faculty governance, but the growth in interdisciplinary programs over the last decade, rising expectations for scholarship, and increased departmental responsibilities are taxing the effectiveness of our usual way of governing ourselves despite the recent reductions in course load. Senior faculty members require more support to provide the kind of leadership Smith has always been proud of.

Many of our discussions circled back to the inadequacy of the current system of running departments. The relative strength of departments as administrative units at Smith is inconsistent with the relative weakness of the position of chair. The Faculty Council and the Office of the Provost/Dean of the Faculty are reviewing length of terms for chairs and compensation (salary and release time). Whatever the results of their deliberations might be, it is clear to us that all senior faculty members need to share the responsibilities of departmental and program leadership. It seems likely that we will continue to have short-term chairs (typically three years) for the foreseeable future. Our recommendations regarding departmental mentoring and the annual conference (see section 4, “The Probationary Period: Annual Conference, Reappointment and Tenure”) address the question of senior faculty responsibility in part. We further recommend that the Office of the Provost/Dean of the Faculty sponsor leadership training for chairs and directors and workshops on faculty governance for tenured faculty members to better equip senior faculty to establish a productive professional environment in departments and programs.

Recommendations for action:
a) Recommend that all departments and programs establish a mentoring plan. The goals of a mentoring plan are to integrate new faculty members into the life of the department or program and the College, to clarify to the untenured member the criteria used by the department and the College to evaluate faculty members, to provide a wide range of feedback from the department to the untenured colleague during the probationary period, and to create a climate in which the new faculty member can grow as a teacher and a scholar. (See Appendix F. Mentoring: A Model for Departments and Programs).

b) Recommend that the Office of the Provost/Dean of the Faculty revise the Faculty Record Sheet for tenured members of the faculty to include recognition of mentoring.

c) Recommend that departments and programs establish a plan for integrating each new hire into the life of the home department and/or program and the College.

d) Recommend to chairs and directors that in departments or programs where there are no senior colleagues with expertise in the research areas of new hires, efforts be made to identify colleagues in other departments and programs at Smith, in the Five Colleges or elsewhere who might help untenured faculty in their scholarly work. While these mentors in the area of research are important, they do not substitute for mentoring within the department. 

e) Recommend that the Provost evaluate the work of the Board of Counselors after the Board’s first three years (in 2004) to determine if it has met the goal of providing useful extra-departmental mentoring for new tenure-track faculty members and to review the terms of its mandate. 

f) Recommend that beginning in 2002-2003, the Board of Counselors take on responsibility for helping departments and programs develop mentoring plans. 

g) Recommend that the Office of the Provost/Dean of the Faculty strengthen leadership training programs for chairs and directors. 

h) Recommend that the Office of the Provost/Dean of the Faculty design workshops for all tenured faculty members to strengthen mentoring and departmental and faculty governance. 

i) Recommend to the Office of the Provost/Dean of the Faculty that New Faculty Orientation workshops focusing on teaching, research and access to resources be scheduled throughout the year, especially in the fall semester, to supplement the first meetings in September.

j) Recommend that the Office of the Provost/Dean of the Faculty create a “New Faculty Survival Guide” with essential practical information new members of the community need to know. Recommend that it be available on-line as well as in print to keep it up to date. (See Appendix E.) 

k) Recommend that the Board of Counselors offer articles and books like Teaching Tips (McKeachie) and Faculty in New Jobs (Robert Menges and Associates) to new faculty members and that they organize informal discussions around them.

4.
The Probationary period: annual conference, reappointment and tenure reviews

A climate of anxiety. 

Our information indicates that there is a high level of anxiety about tenure even though 82% of candidates considered over the last decade have been successful. There is suspicion of the groups with authority to make decisions. The probationary period will always be stressful, but the acute anxiety of some untenured colleagues might be calmed if there were more transparency about procedures and criteria. 

Requirements for tenure and promotion, in the amount and quality of research, the quality of teaching and, to a certain extent, engagement in the governance of the College have become more rigorous over the last decade. Senior colleagues need to recognize this reality and provide untenured colleagues with clearer guidance as they advance through the probationary period. Many untenured members of the faculty expressed frustration about lack of clarity and mixed messages about procedures and standards. Procedures for tenure are more carefully spelled out than procedures for reappointment (in the Policy and in practice) and yet even the tenure process remains mysterious. Because the time between the initial appointment to the faculty and reappointment is now longer (initial contracts are now normally four years with review for reappointment in the third year), we agreed that reappointment should be a much clearer process and more explicitly a dress rehearsal for tenure. Candidates should be given more guidance about what is meant by “evidence of teaching ability and scholarly capabilities of an excellent quality” (Policy of Appointment, Reappointment, Promotion and Tenure, II.A.1.c and elsewhere).

Current practice requires each department and program to have teaching evaluation procedures on file, but there is no regular review. A regular discussion (at the budget meeting, for example) would alert the Office of the Provost/Dean of the Faculty to disparities from department to department. Procedures need to be clear about how evaluations are communicated to candidates. 

Many new faculty members, particularly in the sciences, expressed their need for clearer advice about conducting one-on-one research with students.  Individual faculty attention to students is promoted by the College to prospective students, but how is this work valued by the College for tenure and promotion? 

To prepare candidates better for reappointment, we recommend changes in the Faculty Record Sheet for untenured members of the faculty and changes in the annual conference. The Faculty Record Sheet should reflect the criteria and the weighting of criteria used in reappointment and tenure and should include practice in preparing a narrative about teaching, research and service leading to the Personal Statement in the more formal reviews at reappointment and tenure.

The Policy currently mandates regular review of teaching (II.B.2.a) and an annual review of scholarship (II.B.3.a) and of service (II.B.4.a). While many departments and programs have excellent procedures for annual review that are clearly described to untenured members well in advance, some do not and there is a lack of consistency in the way departments and programs implement the requirements of the Policy. Untenured faculty members have also noted that not all departments are clear in articulating their expectations for teaching, research and service, or in their interpretation of College criteria for teaching, research and service that will be operative in reappointment and tenure decisions. Regular workshops for untenured members of the faculty with administrators and former faculty members of the Committee on Tenure and Promotion (begun in the spring of 2001) should help to answer the latter need, but departments must be clearer about their own criteria as well. Comparable workshops for chairs, directors and other senior faculty members should be offered.

To assure consistency and fairness in annual review procedures and to stress that the annual conference should be less formal than reappointment and tenure reviews, the ad hoc Committee recommends that all departments and programs file an Annual Conference Plan with the Office of the Dean of the Faculty. The Provost will decide if specific departmental plans meet the goals for the annual conference. Plans will understandably vary because of disciplinary differences, department size, numbers of untenured and tenured faculty members, etc., but we have identified common goals and procedures for all Plans. (See also Model for Annual Conferences in Appendix D.)

The annual conference is not intended to impose “annual mini-tenure reviews”; rather, it is intended to assure an ongoing, informed discussion between tenured and untenured faculty members about departmental and College criteria, and about the untenured faculty member’s progress toward meeting them. The annual conference need not entail formal teaching evaluation like the procedures required for reappointment and tenure. Discussion about teaching can be shaped by several different documents and events. For example, course syllabi and assignments, student course critiques (the College critiques and departmental critiques), informal class visits by departmental mentors or others, and the candidate’s narrative about teaching in the draft Personal Statement provide important information. 

In the area of scholarship, the annual conference is primarily an opportunity for senior colleagues to assess the rate of productivity of untenured colleagues and to discuss other issues related to research, such as participation in scholarly meetings, choice of journals for submission of manuscripts, presses to consider for book manuscripts, etc. If the untenured person wants to submit a draft (or published piece of work) for review, departments should be certain that one or more senior colleagues review the material carefully. If the work is in an area outside the expertise of current senior colleagues, senior colleagues should make every effort to identify and engage an outside mentor to read their colleague’s work.

Another source of anxiety for untenured members of the faculty concerns a lack of flexibility in the composition of review committees and in the timing of the probationary period. Ordinarily, senior members of a candidate’s department constitute the review committee for both reappointment and tenure. Colleagues who work on the margins of traditional fields as well as those whose scholarship includes a critique of traditional fields feel especially vulnerable to misperceptions and to the biases of senior colleagues in departments whose own scholarly investments are in the traditional fields. Often – especially with the growth of interdisciplinary studies in graduate schools – senior colleagues outside of the home department are more familiar with the area of a candidate’s scholarship than colleagues in the department itself. The College may need to be more flexible in the composition of review committees to reflect more accurately the scholarly fields of untenured faculty members.

Creating flexibility in the “tenure clock” (shortening or lengthening the probationary period) might enhance the College’s ability to attract and retain young faculty members. The AAUP recognizes that lengthening the probationary period can be attractive to faculty members with young children.
 We recommend more flexibility in shortening the probationary period – at the time of hire and after a year or more on the faculty – especially for faculty members who arrive at Smith with teaching experience at other institutions. We encourage the Committee on Tenure and Promotion to clarify existing practices that make extension of the probationary period possible (based on health problems, childbearing and rearing, extraordinary family concerns) and we recommend that the Committee on Tenure and Promotion consider whether there are other factors that might justify an extension of the probationary period by a year or two. 

Recommendations for action:

a) Recommend that the Office of the Provost/Dean of the Faculty adopt a revised Faculty Record Sheet for Untenured members of the faculty that reflects more accurately the criteria for reappointment and tenure. (See Appendix C.)

b) Recommend that departments and programs file a Plan for Annual Conferences with the Provost. The Plans should be designed to meet common goals and a few standard procedures so that annual conferences are more useful to untenured faculty members and there is more consistency from department to department. Current practice in some departments clearly meets these goals and procedures. We recommend that all plans incorporate the following Goals and Procedures.

Goals of the annual conference

i.     To give untenured faculty members the opportunity to comment on their own progress and objectives in teaching and scholarship.

ii.     To provide yearly, constructive feedback to untenured faculty members about their teaching, rate of scholarly productivity and involvement in the life of the department and the College.

iii. To identify resources that would be useful to untenured faculty members in their teaching and scholarship. 

iv. To monitor workload (enrollments, advising, service) to assure equity among untenured faculty and between tenured and untenured faculty members.

v.     To prompt senior faculty members to articulate departmental standards for scholarship, teaching and service.

vi. To involve all senior members of the department in the review process.

Procedures

i.     Procedures should be clear but not overly formal or bureaucratic. The annual conference differs from the reappointment review (normally in the third year) and the tenure review (normally in the sixth year). The less formal annual conferences (normally in the first, second, fourth and fifth years) assure an on-going conversation about teaching and scholarship to keep senior and untenured faculty members informed of progress.

ii.     Timing. All annual conferences should take place in the spring semester, before June 1. The Provost/Dean of the Faculty should be notified that the conference has taken place. The annual conference may or may not result in a written record, depending upon the department’s Plan for Annual Conference.

iii. A draft of the Faculty Record Sheet and Annual Personal Statement for the year in progress should be the basis for discussion.

iv. The annual conference should involve two meetings; first the tenured members meet to discuss the FRS/Personal Statement, the course evaluations and any other documents the candidate chooses the include; following that meeting, the chair (or a delegate), the departmental mentor(s) and the candidate meet to discuss the outcomes of the first meeting.
c) Recommend that the Office of the Provost/Dean of the Faculty and elected faculty members from recent Tenure and Promotion committees provide regular workshops with candidates for tenure and promotion. Candidates would see models of successful dossiers, including Personal Statements, and would receive clarification about the requirements and procedures for tenure and promotion. 

d) Recommend that the Office of the Provost/Dean of the Faculty and elected faculty members from recent Tenure and Promotion committees run workshops for department chairs and program directors to discuss procedures for evaluating scholarship and teaching, the annual meetings with untenured colleagues, feedback to untenured colleagues (oral and written), and other issues related to the probationary period.

e) Recommend that the Office of the Provost/Dean of the Faculty set aside funds to support start-up grants for teaching as well as for research.

f) Recommend to the Committee on Tenure and Promotion that a means for evaluating one-on-one teaching and supervision of student research, special studies and honors be developed to complement the course critique. 

g) Recommend to the Committee on Tenure and Promotion that they propose legislation to modify the rules about counting semesters of service in the probationary period  (Policy IV.B.1.d) to allow a candidate to decide after a semester or year in absence whether s/he would like to count that time in the probationary period or not.

h) Recommend to the Committee on Tenure and Promotion that they propose legislation permitting faculty members, especially those who have taught elsewhere, to shorten their probationary period subject to the approval of their department and the Committee on Tenure and Promotion. 

i) Recommend to the Committee on Tenure and Promotion that they clarify current practice for extending the probationary period and that the Committee consider whether other factors might justify changing the Policy to allow for an extension of the probationary period by a year or two.

j) Recommend to the Office of the Provost/Dean of the Faculty, chairs and directors that the first reappointment be more explicitly a dress rehearsal for tenure. For example, the dossier would be put together using tenure guidelines: standard format for the curriculum vitae, a “Personal Statement” discussing teaching, scholarship and service, a table of contents, etc.

k) Recommend that the Office of the Provost/Dean of the Faculty review teaching evaluation procedures regularly with department chairs and program directors. 

l) Recommend that the Committee on Tenure and Promotion draft for faculty approval a Preamble to the Policy about why both teaching and research matter, and about what the institution looks for in a permanent faculty member.

m) Recommend to the Committee on Academic Priorities that departmental mentoring, annual conference procedures, departmental criteria for good teaching, and criteria for evaluating scholarship be explicit points to be addressed in decennial reviews.

5. 
Quality of life

Surveys and informal discussions have identified several quality of life issues of concern to untenured faculty, specifically spousal/partner employment and benefits, housing, and childcare and family issues. Some, and perhaps most, of these issues affect tenured faculty members and staff as well. 

Spousal/partner employment and benefits: Academics are increasingly coming in pairs and spousal/partner employment is often a concern when a new faculty person contemplates an offer from Smith.  It may also affect our ability to retain individuals whose spouses/partners are unable to find appropriate positions in the area.  There have been a variety of proposals at the College and Five-College level that might improve this situation, including position sharing, temporary appointments and the creation of “post-doctoral” type positions for spouses/partners. Smith decided early on to extend benefits to partners in same sex couples; it is time to consider extending the same benefits to partners in opposite-sex, unmarried couples.

Housing: Housing in Northampton is becoming increasingly expensive either to buy or rent.  Purchasing housing is a problem for individuals fresh from graduate school who may have large debts and little equity, and for whom the College second mortgage program is therefore irrelevant.  Some colleges have programs in which faculty purchase housing in partnership with the College, reducing the down payment required. 

As the number of faculty hires each year increases, the strain on the College’s rental stock increases. In part this is simply a question of the number of units owned by the College, but in part it is a reflection of the mix of housing available.  New faculty generally want smaller units rather than the larger houses that are more readily available.  Moreover, College housing is not subsidized, and some untenured faculty members find the larger units too expensive. 

Childcare and family: As the Smith College Childcare Study Committee observes in its draft report (spring 2002): “The College has an opportunity and indeed a responsibility to be a leader in early childhood education and childcare.  Affordable, quality childcare can add greatly to the productivity and quality of life of both staff and faculty.  Moreover, as an institution dedicated to the education of women, the College has a special responsibility to be a leader in addressing issues of special bearing on women’s lives.  Many employers have addressed the childcare needs of their employees to a far greater extent than has the College.  We can and must provide a better example.  Finally, the College has an excellent program in Education and Child Study that provides us with a unique opportunity to approach childcare and early childhood education in an integrated manner.  A truly creative approach to serving the childcare needs of our staff and faculty and the educational needs of their young children will serve not only the College and the local communities, but will also provide opportunities for research and the dissemination of best practices in this critical area for the nation.”

Childcare and family concerns are intimately related to academic issues. Many untenured faculty members, while acknowledging the quality of early childhood education available through Smith, identified problems in scheduling, flexibility and access.  Many untenured faculty complain that childcare is unavailable after 5:00, just when most College speakers and meetings are scheduled.  Untenured faculty may feel especially pressured to attend these functions.  The scheduling of vacation days and the lack of a summer program for pre-school children also yield many complaints.  There has been some demand for snow day coverage and a sick child facility as well.  The College’s childcare programs also find it difficult to provide the flexibility of hours that many faculty require.  Finally, it is not always possible for the College’s programs to accommodate the children of new faculty members because classes are often full before new faculty are hired. At the moment, parents of young children bear the burden of complications created by the lack of coordination among different units at the College (meeting schedules, class schedules, campus school calendar, childcare hours, etc.). 

Recommendations for action:

a) Recommend that the Provost and Dean for Academic Development work with their Five College colleagues to fund and implement the Five-College Partners Program proposed in spring 2002.
b) Endorse the goals and implement recommendations made by the Smith College Childcare Study Committee in its spring 2002 report.
c) Recommend that the Committee on Faculty Compensation and Development look into the possibility of extending benefits to unmarried, opposite-sex partners of Smith faculty and staff members. 

d) Recommend to the Office of the Provost/Dean of the Faculty that new hires who do not get adequate rental housing from the College at the time of hire be permitted to form a “queue” to retain priority for better housing the following year.

e) Recommend that the Office of the Provost/Dean of the Faculty reestablish a predictable schedule for regular meetings that involve all or most faculty members. For example, all-faculty meetings would be scheduled for the third Wednesday of the month from 4:00-5:45 with the expectation that department meetings would be scheduled for the second Wednesday from 4:00-5:45pm, reserving the first Wednesday of every month for regularly scheduled program meetings during that time block. Childcare coverage should be extended every Wednesday afternoon, not just the Wednesday of all-faculty meetings.

f) Recommend that the Office of the Provost/Dean of the Faculty, the Committee on Faculty Compensation and Development and the Executive Director of Human Resources and Administrative Services review the mix of housing stock now available to Smith faculty members with an eye to reconfiguring current stock and increasing it as opportunities present themselves.

Members of the ad hoc Committee on the Status of Untenured Faculty:
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APPENDICES

Appendix A. 

Mandate for the ad hoc Committee on the Status of Untenured Faculty. Proposed by Faculty Council, June 2000.

The ad hoc Committee on the Status of Untenured Faculty at Smith College shall be appointed by the President of the College. It shall consist of six members from the faculty at large (two untenured, two recently tenured, and two more senior faculty members), the Dean for Academic Development, and a representative from Faculty Council. The Committee will report directly to the President. The Committee shall be widely consultative in its work, meeting with as many faculty, administrators and standing committees as practicable. In order to get the fullest sense of the issues at stake, the Committee shall pay special attention to the experiences and perceptions of untenured faculty members, including those tenure-track faculty members who have, for various reasons, left the College over the last ten years. It shall also meet with any tenured faculty members who wish to express their views. In view of the College’s commitment to diversity, the Committee or a subcommittee of the Committee shall consider especially the issues surrounding race and gender. To insure the work of the Committee is ongoing, measures must be put in place to institutionalize specific changes. To this end, the Committee shall offer legislation and administrative guidance that will make the College a fair and hospitable home for its untenured faculty.

Appendix B.  Formalizing affiliations with Programs
1) Committee on Academic Priorities documents

2) American Studies Program Policy on hiring, reappointment and tenure

3) Women’s Studies Program governance policy

Guidelines for Joint Appointments

In May 2001, the Committee on Academic Priorities unanimously adopted a series of proposals to assist in providing uniform procedures for those staffing situations where a faculty position includes contribution to an interdisciplinary program.  The Committee agreed that the following guidelines be followed in every step of the hiring process, including the job advertisement, the constitution of the search committee, and the letter of appointment (as part of institutional considerations):

· When a faculty member’s expectation of teaching and service will be in more than one academic unit, both units will be represented in the hiring process as voting members of the search committee

· The constitution of a candidate’s subsequent personnel review committees will reflect the candidate’s shared contributions to more than one academic unit

· Personnel review committees will include representatives from both academic units in face-to-face, common deliberations with voting representation from the program.

For additional information, please see the attached “CAP Working Document on the Support of Programs & Departments.”









            Jan. 02, Provost’s Office

CAP Working Document on the Support of Programs & Departments

May 17, 1999

The Committee on Academic Priorities has adopted the following principles to guide its assessment of requests from interdisciplinary programs and departments.  The goals are:

· to improve institutional support for interdisciplinary programs, and

· to address the relations between departments and programs.

The nature of intellectual life today makes it desirable to have more cooperation and exchange between and among fields and disciplines.  Borders have become more problematic when teaching and research today crosses historical divides.  At Smith interdisciplinary work has become a substantial part of what many faculty members do.  Thus improved support for interdisciplinary programs is an important goal in the long range plans of the College; it is listed in the table of needs for the capital campaign and it is an area that the Committee on Academic Priorities considers to be among the most important factors shaping our curricular direction today and in the future.

At the same time CAP recognizes that departments must not be damaged by our increased commitment to interdisciplinary programs.  Therefore, among our priorities and operating principals, CAP will continually evaluate the relationship between departments and programs to insure that available resources are reasonably allocated between the two.  While CAP is committed to maintaining the breadth of our curriculum, we must also insure that the integrity of the curriculum is not adversely affected by centrifugal forces.

1.  Improving Support for Interdisciplinary programs.

The Faculty Team from the College 1997 self -study made three recommendations to promote more harmonious coexistence and interaction between departments and programs.  These were:

· Classification of existing programs into those that have a presumption of staffing for essential offerings and those that do not

· The Committee on Academic Priorities should advise the Deans/Provost on which programs belong in which category.

· The College should be open in principle to assigning (or reassigning, if necessary) faculty positions, in whole or in part, to programs to cover their essential courses.

The Committee on Academic Priorities accepts these recommendations and they are now part of CAP's policies and responsibilities.

II.  Addressing the relations between departments and programs.

The Committee on Academic Priorities further recommends the following:

1. To insure the strength and viability of both the main interdisciplinary programs and departments the Deans will create a summary of the contributions of each department to programs and the arrangements that govern those contributions.  This will include the amount of FTE involved, the frequency of the contribution, the compensation (if any) provided the department for replacement.  It will also indicate whether the contribution is individual or departmental.

2. This information will be available to the chairs of departments and programs and will serve to keep each apprised of current understandings.  It is essential to underscore the distinction between departmental and individual commitments to interdisciplinary programs.  While both are possible and desirable, CAP would like to foster, wherever possible, departmental commitments to programs to enhance long range planning and collaboration.  While some flexibility must be possible, when interests and commitments change, the needs of the program must be recognized along with those of the department and the individual.  The document should be updated as necessary.

3. In its advice to the Provost/Dean of the Faculty on the long term distribution of faculty appointments and the yearly authorization of tenure-track appointments, the Committee on Academic Priorities will use a departments commitment of FTE to interdisciplinary programs as one criterion in evaluating the departments requests.

4. When departmental vacancies occur in positions that fulfill important components in the interdisciplinary program (through retirement resignation, non-reappointment sabbatical or leaves) the needs of the interdisciplinary program and the prior commitments of the department must be recognized.  Before agreeing to a departments replacement request the Provost or Dean for Academic Development will instruct departments to take into account the needs of the Program in searching for a replacement.  This should include consultation with the director of the Program, inclusion of the director or a designee in the search for and selection of a replacement.  Where agreement on the form of participation cannot be reached between the department and the program, the Provost/Dean or the Dean for Academic Development will resolve the conflict.

5. In cases of reappointment, promotion and tenure of individuals who teach in interdisciplinary programs, the Provost/Deans will require that departments seek the advice of the program director.  (This does not apply to the case of joint appointments where different procedures apply.)

6. Sabbatical replacements may be necessary to cover a departments contribution to an interdisciplinary program, even Men the department would not necessarily receive a sabbatical replacement.  Funds in support of interdisciplinary programs should be used to cover such replacements.

7. In light of growing interest in joint and shared appointments between departments and programs, the Deans should draw up a series of procedural guidelines for joint appointments that will allow the department and program to share responsibilities for searches and reviews for appointment, reappointment, promotion and tenure.  Departments and programs should have some flexibility in determining the arrangements that will best suit their needs.  Furthermore, the interests of candidates must receive careful consideration.

8. In assessing the workload of program directors, measurement criteria should capture the differential resources available to directors.  Because most faculty program participants also have administrative responsibilities in departments, the ability of Program directors to delegate responsibilities is often limited.

9. The College's 2020 document, Envisioning the Future, identifies support for interdisciplinary programs as among our important priorities.  Similarly the capital campaign's table of needs includes both support for interdisciplinary programs and curricular innovation.  In light of the intellectual energy that surrounds this work, the variety of emerging efforts, and the range of interest expressed by members of the faculty, CAP sees the need to locate overall responsibility for support for interdisciplinary programs at the highest levels of the administration.  We assume this should be the Dean for Academic Development or the Provost/Dean of the Faculty.  This officer would coordinate, encourage and support Smith's efforts in these areas.

10. The Committee on Academic Priorities commits itself to the periodic review of departments and interdisciplinary programs to insure they remain vibrant and vital to the mission of the College.

11. An interdisciplinary program or a department may request the conversion of its status from one to another.

12. On occasion, CAP may suggest that departments and programs, or individual departments or specific programs be combined, reconfigured or eliminated to facilitate Smith's mission of providing the highest quality undergraduate education at an affordable cost.

American Studies Program                                      Smith College

Procedures for Hiring and Reviewing Tenure Track and Tenured Faculty,

Whose Primary Appointment is in a Department, but who have a Contractual Obligation to Teach in American Studies

While the American Studies Executive Committee would welcome an opportunity to work with a department to hire and review a faculty member on a shared basis, when that is not possible, we will use the following procedures. They rely on the principle that American Studies has the right to carry out a review separate from the review undertaken by the candidate’s department and to communicate the results of that review directly to the Provost and, when appropriate, to the College’s Committee on Tenure and Promotion.

In all instances, the American Studies Executive Committee will follow the Yellow Document.

Hiring

The American Studies Committee will have representation on the search committee in proportion to anticipated percentage of the candidate's teaching in the American Studies Program. The American Studies Program will participate in the department’s hiring discussions and vote in proportion to the candidate’s expected teaching obligations in American Studies. When the search is completed, the American Studies representatives on the search committee will make their recommendation to the American Studies Executive Committee. The Executive Committee will forward its recommendation to the Provost, with a copy of its recommendation going to the Chair of the host department. 

Reappointment and Tenure

When a faculty member is up for reappointment or tenure, the tenured members of the American Studies Executive Committee will carry out a review of the candidate’s teaching and service in the American Studies Program and of the candidate’s scholarship in the field of American Studies. When the review for reappointment is completed, the tenured members of the American Studies Executive Committee will forward their written evaluation to the Provost. When the review for tenure is completed, the tenured members of the American Studies Executive Committee will forward their written evaluation to the President, for  consideration by the College’s Committee on Promotion and Tenure. In both kinds of cases, the American Studies Executive Committee will exchange a copy of its letter with the chair of the candidate’s home department. 

Promotion

When a faculty member is up for promotion, the full professors of the American Studies Executive Committee will carry out a review of the candidate’s teaching and service in the American Studies Program and of the candidate’s scholarship in the field of American Studies. When the review is completed, the full professors on the American Studies Executive Committee will forward to the Provost, for a consideration by the College’s Committee on Promotion and Tenure, a letter that summarizes their findings. The American Studies Executive Committee will exchange a copy of its letter with the chair of the candidate’s home department. 

Reappointment, Tenure, and Promotion

With reviews for reappointment, tenure, and promotion, the American Studies Program will have access to those parts of the candidate’s dossier that the candidate wishes to show to the appropriate members of the faculty in the Program. The American Studies Program reserves the right to recommend two outside reviewers of the candidate’s scholarship, with the understanding that at least one would be among the four whose views the College will solicit. The American Studies Program will have access to the scholarship and teaching evaluations of the candidate in the field of American Studies. The American Studies Program will have the right to read the letters from all outside evaluations of the candidate’s scholarship.

These policies are to be carried out in conjunction with those detailed in a document called “EVALUATION PROCEDURES FOR UNTENURED FACULTY AND FACULTY BELOW THE RANK OF PROFESSOR TEACHING IN THE AMERICAN STUDIES PROGRAM,” adopted by the American Studies Executive Committee on February 21 1997 and revised in the spring of 1999.
approved by the American Studies Executive Committee. December 5, 2000

Women’s Studies Governance 

Approved  March 2, 2001 
Composition of the WST Program Committee & expectations of service

 The WST Program Committee is comprised of tenured, tenure-track and visiting Smith faculty who have been nominated by the Committee for renewable two-year terms and appointed by the Dean of the Faculty.  The Committee includes those with full time or joint appointments in the Program as well as those who teach cross-listed courses in the Program. Members of the Program committee will be eligible to vote on all matters of curriculum, programming, policy and hiring in the WST program.

Membership on the Program committee entails these minimum expectations of service: attendance at regular monthly meetings; advising majors and minors when asked; and at least one other major commitment to the intellectual work of the Program. These major commitments may include teaching a course with the WST rubric; participating in a faculty development seminar; planning and participating in a WST-sponsored conference; representing Smith on the steering committee of the Five College Women’s Studies Research Center; participating in a WST pedagogy workshop; serving as a reader on the WST prize committee; or serving on the Meridians editorial board (by invitation).

Annual meetings with Chair

At the beginning of each academic year, the chair of WST (or delegate) will meet individually with untenured members of the Program committee. The annual meeting provides an opportunity for the untenured member to identify specific goals for the year so that the Program can be of most use in helping the candidate develop his or her dossier.  For example, the untenured member may wish to focus on teaching (visiting classes of senior colleagues and inviting them to visit; reviewing syllabi, developing new courses, participating in pedagogy workshops) or on scholarship (having tenured colleagues read and comment on work in progress, consulting with senior colleagues about submitting work for publication, or reviewing a research and writing agenda) or both.

Procedures for Reappointment, Tenure and Promotion

The procedures outlined below reflect the Program's commitment to gather information and to provide feedback to faculty participating in WST teaching and scholarship in ways that are collegial, constructive and substantive.  These procedures include regular opportunities for exchanges between tenured and untenured members of the WST Program Committee that focus on achieving excellent classroom teaching in a variety of modes and on constructive discussions of scholarly work in progress.  These procedures clarify and amplify the requirements outlined in the Yellow Document.

When the Program is asked to contribute to the reappointment, tenure or promotion review of a member of the Committee, all tenured members of the Committee senior in rank to the member are eligible and expected to participate in a discussion of the member's contribution to the Program, having acquired knowledge of the candidate's teaching, scholarship and service, as required by with the Yellow Document.  All tenured members are eligible to vote except  1) members of the WST Committee who will vote in the member's home department, or 2) members who will vote on the Tenure and Promotion Committee.  

Identifying faculty involved in WST for purposes of reappointment, tenure, and promotion

Members of the WST Program are faculty who agree to serve on the Program committee and are also affiliated with the Program in one of three ways: they may be teaching courses cross-listed or required for the major; they may hold a joint appointment with WST and another Department or Program; or they may be a full-time WST appointment. 


At the beginning of each academic year, the chair of WST will provide the Dean's office with a list of  Program committee members. The Dean's office, in turn, will identify those members of the WST program who will be considered for reappointment, tenure or promotion during the next two academic years.  If a member of the Program committee will be reviewed during the current academic year, the Dean will ask the chair of the relevant department that the department to solicit information from WST for consideration in their review. 

Evaluation of Teaching

Classroom visits are a valuable, but not the sole, means of acquiring first-hand knowledge of teaching and improving teaching effectiveness.  All members of the Program are encouraged and expected to participate in pedagogy workshops focused on the particular challenges and strategies for teaching courses in the WST Program.


Classroom visits should occur regularly, guided by the timetable sent in annual meetings with the chair, and should not be limited to the semester immediately preceding personnel decisions.  Classroom visits between tenured and untenured faculty should be reciprocal to increase the benefits to both.  The tenured member will draft a report of the visit for the untenured faculty member.  The visits should followed within two weeks by a conference to discuss the draft of the report; the untenured member may, at his or her option, respond in writing to the report.  The report, and any response, will be filed with the chair and may be summarized, along with other reports, in letters concerning reappointment, tenure and promotion.  

Reappointment, tenure and promotion  procedures

In the year prior to a reappointment, tenure, or promotion decision, the chair, in consultation with the candidate, will appoint a review committee composed of three tenured members of the Program, senior in rank to the candidate. The candidate will provide the review committee with his or her dossier. The committee will acquire first-hand knowledge of teaching within three semesters prior to a personnel review and will review the candidate's scholarship.

Following its evaluation, the review committee will meet with all tenured members of the WST Program to discuss its recommendations and to solicit additional information concerning the candidate's contributions to WST. The Chair will then provide a letter to the candidate's department and to the Dean (in cases of reappointment) and to the Committee on Promotion and Tenure (for cases of tenure and promotion) detailing the results of the review of teaching and scholarship, as well as a statement about the candidate's contributions to the WST Program  A copy will be provided to the candidate.  The candidate may respond in writing to that letter.

Appendix C.

Revised Faculty Record Sheet and proposed draft Personal Statement for untenured faculty members
Smith College Faculty Record Sheet and Personal Statement

for Untenured Faculty Members

Academic Year 200X - 200X
**Paragraph from Provost stating that scholarship and teaching are valued equally in reappointment and tenure decisions and that service is important but not a substitute for scholarship and teaching in evaluating untenured faculty members**

Information presented by you in these two documents should constitute a record of your activities during the 200X - 200X academic year.  The Faculty Record Sheet is intended as an opportunity for you to enumerate your accomplishments in the areas of teaching, scholarship and service over the year.  The Personal Statement allows you to characterize and reflect on your year's work and may also be useful in preparation of your dossier for reappointment, tenure or promotion.  This Statement, along with your Faculty Record Sheet, can also help guide your discussions during the annual conference with your department or program.  

Drafts of both these documents should be prepared in time for the spring annual conference. While the Personal Statement is for your use only, a copy of the completed Faculty Record Sheet, along with an updated curriculum vitae, should be returned to your Department Chair and/or Program Director and the Office of the Dean of the Faculty no later than September XX, 200X.  Typed copy will be appreciated.  Thank you.

Name:

Rank (200X-200X):

Department or Program:

Teaching Activities

1.  Teaching
List all courses you taught in 200X - 200X.  Under Type, note whether the course was a lecture, seminar, laboratory, etc.  If a course was team taught, list your co-teacher(s).  Indicate semesters of sabbatical leave or leave without pay.

Course
Type
Co-Teacher(s)
Enrollment

Fall 2001

Interterm

Spring 2002

a. Did you develop and teach a new course or substantially change an existing course?  Did you generate new materials for or incorporate new technology into a course (such as translations, laboratories, course info, PowerPoint, computer simulations, etc.)?  Please describe.  Did you receive any funding for course development or revision?

b. Describe your participation in colloquia, workshops, seminars, or other events related to teaching and curriculum development.  Are there other teaching or learning opportunities that you would like to see supported by your department, program or by the College?

2.  Advising and Mentoring

Number of Major Advisees:
_____________

Number of Pre-major Advisees:
_____________

Number of Minor Advisees:
_____________

Number of Certificate Advisees:
_____________
Describe other work you do with students or student groups, such as mentoring, informal advising, tutoring, etc. 

3.  Student Research 

Special Studies directed (number and semester)

STRIDE students supervised (number and semester)

Honors Theses: 
directed:



evaluated (but not directed):

Masters Theses: 
directed:



evaluated (but not directed):

Ph.D. Dissertations: directed:



evaluated (but not directed):

Describe particularly your work with students, such as STRIDE, Special Studies and Honors students and summer interns.  Include a brief outline of the projects, your role (and time commitment) in guiding the research as both advisor and collaborator, and the outcomes of the work, for the student and yourself.

Professional Activities and Scholarship

1.  Publications, Performances, and Exhibitions. 

Please list here those works, performances, and exhibitions that were published or took place during Academic Year 200X - 200X.  Be sure to include:

Type:

(article, book, contribution to a book, translation, edited work, play, review, recording, reading, concert, recital, reprints of earlier publications, etc.)

Role:

(senior author, co-author, junior author, director, soloist, performer, conductor, composer, choreographer, playwright, exhibitor, etc.)

Description:
Publication:  exact title of work, name(s) of co-author(s), name(s) of editor(s), journal name and volume number, publication date, page numbers, publisher



Performance or exhibition:  exact title, composer, co-performers, location, date

2.  Other Professional Activities during Academic Year 200X - 200X.  
Outline your other scholarly activities such as lectures, panel discussions, editorial work, consulting, learned society service, peer reviewing, attendance at professional meetings.  Please include any additional activities that you wish to have as part of the record of your work.  Be sure to specify your contribution to such activities and include the title or subject, organization, location, dates, or other relevant information, as appropriate.

3.  Works in Progress or in Press
4.  Grants and Fellowships:  Applications Submitted, Funds Received

Be sure to include a description (title of project, purpose of funding, etc.), your role (principal investigator, co-investigator, recipient, director, participant, researcher, etc.), and the source and amount (if funded, give inclusive dates).

Administrative and Service Activities

Present and briefly describe your administrative and/or committee service done for your department, program, College, and/or Five Colleges over the last year.  Also include other college services or activities, such as efforts for Admission, Alumnae Association or Development, etc.  Feel free to add any community service outside of the College that you would like to be considered as part of the record of your work.

Personal Statement
Academic Year 200x - 200x

The Personal Statement is intended to be an ongoing narrative which encourages reflection and planning as you assess your teaching and scholarship in the years before tenure. A yearly draft is intended to provide a basis for discussion with the department or program during the annual spring conference. The drafts prepared during the years before reappointment and tenure should then be useful to you in preparing the Personal Statement component of your reappointment and tenure dossiers.  The yearly statement is considered a draft only, and is not to be filed with your department or program or forwarded to the Office of the Dean of the Faculty. 

As you prepare your draft (of about three to five pages), think about these issues:

1. For each of the courses you taught in the last year, characterize your objectives for the course as well as the strategies and tactics used to attain your objectives.  Evaluate your experience and think about what you might change the next time you teach the course. 

2. Provide an account of your progress in your scholarly endeavors within the context of your field, paying attention to your overall research objectives, goals and strategies.  Describe how undergraduate and/or graduate students, if any, were incorporated in this work.  Evaluate the successes and challenges of your scholarship, including obstacles you may have encountered, if any. 

3. As you reflect on the challenges and goals with respect to your teaching, involvement with students, and your scholarship during this past year, outline your plans for the coming year.  Discuss new, changed or continued directions in teaching and scholarship and the balance of your teaching and scholarship with departmental or program service.  

Appendix D.

Model for Annual Conference
Model for the Annual Departmental Conference with Untenured Faculty Members
The Annual Conference

An annual conference with all untenured faculty members (except for those up for reappointment or tenure) should take place in the spring semester before June 1. 

Before the annual conference, all tenured members of the department will meet to discuss the draft Faculty Record Sheet for the current year and a draft Personal Statement prepared by the candidate. In the case of joint appointments or appointments with joint responsibilities, tenured members of the second department or program should be included to mirror as closely as possible the arrangements for reappointment and tenure set forth in the appointment letter. The chair of the department convenes the meeting, but departmental mentors might take the lead in the discussion.  The purpose of the meeting is to inform senior faculty members about the full range of activity of the untenured colleague in the preceding year in the areas of scholarship, teaching and service and to guide the untenured faculty member for the year to come. The untenured faculty member’s strengths and weaknesses will be assessed by all tenured members according to departmental and College standards for reappointment and tenure, standards which the department needs to articulate as clearly as possible. The goal is to decide how best to advise the untenured person. If there are differences in opinion, the untenured member should be made aware of them.
Assessment

Teaching:  The annual conference is intended to prompt a discussion about teaching rather than impose on an annual basis the formal teaching evaluation required at reappointment and tenure. The discussion can be shaped by several different documents and events. For example, course syllabi and assignments, student course critiques (the College critiques and departmental critiques), informal class visits by departmental mentors or others, might provide important information for the discussion. Senior colleagues need to articulate departmental objectives and criteria for assessing teaching and untenured colleagues should take this opportunity to explain their objectives and the means they use to reach them.

Research:  The annual conference is primarily an opportunity for senior colleagues to assess the rate of productivity of untenured colleagues and to discuss other issues related to research (participation in scholarly meetings, choice of journals for submission of manuscripts, presses to consider for book manuscripts, etc.). If the untenured person wants to submit a draft (or published piece of work) for review, departments should be certain that one or more senior colleagues review the material carefully. If the work is in an area outside the expertise of current senior colleagues, senior colleagues should make every effort to identify and engage an outside “mentor” to read their colleague’s work.

Service:  Mentors (from the Board of Faculty Counselors and within departments) may be the untenured faculty member’s first source of advice about what service to do, when they should feel comfortable saying no and the like.  Review of the Faculty Record Sheet/Personal Statement should enable senior department members to monitor service, taking into account service to other departments and programs, so that workload can be distributed equitably in the department.

Information provided by the untenured faculty member for the annual conference:

Personal statement.

The central document to guide discussion during the annual conference is the Faculty Record Sheet/Annual Personal Statement for Untenured Faculty Members prepared for the department or program and the Office of the Dean of the Faculty and a current curriculum vitae. All the tenured members of the department involved in the conference will read the Faculty Record sheet and the curriculum vitae, review the enrollments, advising and service commitments of the untenured colleague and pay special attention to Personal Statement. 

At the second meeting, the untenured faculty member meets with the chair (or delegate) and the mentor(s). The chair communicates the main points discussed in the first meeting and asks the untenured member to identify goals and concerns. The following questions might help shape the discussion: 

a) What are the strengths and weaknesses of the candidate’s teaching, research and service from the point of view of the department and of the candidate? 

b) How do the candidate’s enrollments and advising duties compare with other members of the department (including obligations to programs), from the perspective of equity? 

c) How might the department assist the untenured colleague, particularly in areas that require attention? 

d) What resources are available in the department or the College to help advance the untenured colleague’s work?

 Specific goals for the next year’s teaching, scholarship and service should be discussed. 

The Record, optional:

After the meeting, the chair composes a letter based on notes from the meeting, to outline in a candid fashion points of praise and points of caution.  The letter is shared with the other committee members and the untenured colleague in draft form to insure that all agree on the summary of the discussions.  A final version is sent to the untenured member and placed in the department’s personnel file.

Appendix E. 
Suggested items for inclusion in a “New Faculty Survival Guide”

Who Does What (to help you get what you need):

· Provost / Dean of the Faculty

· Dean for Academic Development

· Department Chair/Program Director

· Board of Counselors

· Secretarial support 

· Registrar

Money:

· Startup funds - for research and teaching

· Dean for Academic Development

· Dean of the College (money for students)

· CFCD

· Advancement Office - grant application support

· Connections Fund

· Lecture Committee Funds

· Department budget - entertaining students

Resources:

· Libraries

· Smith College Club

· Benefits Office

· College Relations

· Physical Plant

· Jacobson Center

· Central Services

· Bookstore

· ITS, Computer Store: computers, etc.

· Media Services

Housing and Childcare:

· Housing Office

· Controller's Office - mortgage assistance

· Parental Leave Policy

· Campus School

· Babysitters

Appendix F.
Mentoring: A Model for Departments and Programs

One mentoring plan that has worked well at Smith involves a system of rotating departmental mentors. Each untenured faculty member is assigned at least one senior faculty mentor from the home department or program each year. The mentors meet regularly (and informally) with the untenured member to talk about teaching and research. They might visit each others’ classes and exchange ideas about pedagogy or discuss syllabus design and assignments. These visits would not yield official “teaching evaluations” but would promote discussion about teaching – both successes and challenges as they occur.

Mentors would stand ready to assist untenured faculty members as they draft a Personal Statement each year in anticipation of the annual conference. The mentor(s) would be present at the annual conference meetings to apprise senior colleagues of the progress of the untenured faculty members and to join in the annual discussion between the chair (or delegate) and the untenured faculty member.

By the time of reappointment – and certainly by the time of tenure – all senior department members should have first-hand knowledge of the teaching and research of their untenured colleagues. 

� The full committee mandate is included as Appendix A. “Untenured faculty” in this report will refer to all faculty members holding tenure-track positions at Smith who have not yet been reviewed for tenure. We did not consider the status of faculty members holding non-tenure track positions, although a number of the issues discussed in this report apply to this group as well.





� The term “cultural taxation” comes from Tierney, W.G. and Bensimon, E. M. Promotion and Tenure: Community and Socialization in Academe. Albany: SUNY Press, 1996; and is confirmed by research discussed in Menges, Robert J. and Associates. Faculty in New Jobs. San Francisco: Jossey-Bass, 1999.








� “Statement of Principles on Family Responsibilities and Academic Work,” approved in May 2001 by the AAUP’s Committee on the Status of Women in the Academic Profession and endorsed in June 2001 by Committee A. The Statement is available on line at http://www.aaup.org/statements/re01fam.htm. 





