| 'DOCUSENT RESUNE
“ED 097 941 | JC 740 435

TITLE Analysis of the Need for Reduction in Force of
o - Professional Personnel. |
INSTITUTION Grays Harbor Coll., Aberdeen, W¥ash.
PUB DATE Bar 73
- NOTE 42p.
EDRS PRICE - BF-$0.75 HC+$1.85 PLIS POSTAGE -
DESCRIPTORS *College Administration; college Faculty; Coamunity.

Colleges; Comparative Analysis; *Financial Problems;
*Institutional Research; Job lLayoff; Post Secondary
Education; *Student Teacher Ratio; Systems Approach;
Tables (Data); *Teacher Lismissal; Technical
Reports ' : g S

IDENTIFIERS. *Grays Harbor College; Washington

ABSTRACT ‘ ‘ . ‘
Results of a self~study made of the inpstitutional
planning and management of 6rays Harbor College are provided. The
study utilized the Systems Evaluation Applied to Renewal and Change
(SEARCH) program. An analysis of the general application of the ‘
funding formula, 4s used in the comnmunity college system in
Washington, discusses instruction funding, libraries funding, plant
maintenance and operations funding, student services funding, and
Administration funding. The major staffing difficulty, relative to
available funds, was in the area of teaching personnel; thus, an
analysis vas made of the statewide average student/faculty ratio as
compared with the student/faculty ratio by instructional division of
the college. The results of the SEARCH study are presented as to
administrative conclusions and decisions, major criteria to be
utilized, and expected effect on the curriculum (Life Science

. pivision, Business Adminpistration Division, English-Speech Division,
‘Health and Physical Education Division, Social Science Division,
Science and Mathematics Division, Humanities Division, Vocational
Division, and Administration Division). Appendixes present: A.
Financial Analysis for 1973-1974; B. chart of State General
Fund--Dollars per FTE; C. Non-teaching Professional Personnel NIS-6,
Comaunity College System; D. Community College Librarians; E.
Community College Counselors; P. System Ratios of Classified
Employees to FTE; G. and H. copies of correspondence; I. Comparison
of Over~all GHC Divisional Faculty/Student Ratios to Appropriate
Clusters of State Over-all Faculty/Student Ratios, Tenure
Regulations, and Academic Employee Reduction Procedure. (DB)



N O FANTMENY O RE AL T
EMACATION & AELEANY
NATGMAL (N T YT

€00 LTaon . -
RESTICNS .. N "t "h
! - . [ &’,\.f
LI S e h ‘. LR e g'\ AV
Y LAl
N e e Ly

GRAYS HARBOR COLLEGE ~

Analysis of the Need for Reduction in Force
' of Profegsional Personnel

Narch, 1973



I.

: GRAYS HARBOR COLLE”E
Analvsis of a Need for Reduction in Force
1372-73

Study of the Problen, 1871-72

As you know, our institution has been making an intensified analysis
of cur declining enrcllment and the resulting finarcial impact for
the past two years. Our entire faculty became well-aware that we
had serious financial problems by winter-quarter of 1971-72.

In the spring of 1971«72, the former p*esident farmad a budget com-
mittea composed of the division chairmen, the administrative staff,
two classified employees, and any others who were interested in
qtudyxng the subject with the group. The business manager prepared
copies of all current budgets, with supporting documents, so that '
all financial information was available. Thesé documents reported

"all revenue and all expenditures from all sources, including the

major maintapance and operations budget, the student activities
budwet athletics budget, bookstore budget, food center budget, 1ists
of all payroll for all services (by individual). The committee
examined the budgets line by line to explore ways and means of re-
dusing costs. Copies of these budgets were furnished to .} faculty
menbers, including these faculty members who did not serve on the
committee. Since approximately £5% of the general budget was de-
voted to payroll and benefits, it became evident that further sig-
nificant cuts cenld not be made in the other 15% of the budget.

We all recognized that previous severe cuts had been made in the
non-salary portion of the budget; for example, for two years vir-
tually no equipment had been purchased, the library budget had been
reduced, and no semi-capital improvements had been made. There were
no salary increases in 1870-71 and only the minimum amount appropi-
ated Ly the legislature was granted in 1971-7..

The budger committee discussed the possibilities of recommending a
salary cut for all personnel in order to avoid the layoff of em-
ployees. There was alseo discussion with the faculty concerning the
possibilities of not using the 3% salary increase for salaries, and
using it instead for the employment of two or three vocational
instructors in order to be able to start programs in our new voca-
tional facility. This, it was hoped, would attract new enrollmeuts
which would help the institution overcome its financial difficulties.

Although all these possibilities were congidered, the faculty recog-
nized that a salary reduction which might have to be continued and
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increased was not a vractical, long-term solution. Therefore, they .
recommendad that the minimum salary increase be ellowed. (Forturately,
the State Board agresd later to subsidize three vocational positions
for one year.) The administration agreed with the faculty position
and recommended to the Board of Trustees that carry-over balances of
approximately $52,000 be spent in order to defer the resolution of

the problem temporarily. Tue Board agreed with this recommendation.

" At the time that this temporery solution to the matter was agreed

upen, it was understoed that the problem had merely been delaved so
that more time could be allowed for careful study and analysis. It
was widely recogmized that the heart of the problem lay with a de-
clining student population. It was evident that Crays Harbor College
shared with othor colleges across the nation the beginning of declines

- in enrolluents, particularly in academic transfer programs. However,

at this time, & careful analysis had not been made as to the exact
nature of the enrollment decline and how that decline had affected

~ each of the divisicns of the imstitution.

¥e were aware that efforts had to be made to provide vocational
instruction services for students so that this underdeveloped aspect
of our college offerings might possibly attract more students to our
institution. In addition, we were fully aware that Grays Harbor
College had not been as successful as other community colleges in
approdching 8 balance of approximately 50% academic enrollment and

0% vocational enrollment. . :

Fortunately, we had cash carry-over balances which could be budgeted
for cxpenditures sc that as a collepe community we could afford the

time to study carefully the details of the nature of our problems so
that we might be in a better position to make wise decisions. -

Further Analysis cf the Problem (1972-73)

Early in the fall quarter, 13972, it was decided that we should util-
{ze the consultant services of the Boeing Education aad Training
Upit. The Boeing program, knoun as SEARCH (Systems Evaluation
Applied to Renewal and Change), provided an opportunity for the self~
study of our institutionesl >lamning and management. The participants
in the SEARCH workshop included the administrative staff, the
division chairmen, two representatives of the c¢lassified staff and

a consultant from Boeing. ‘

Since the SEARCH participants were, for the most part, the same per-
sons wino had studied the tinancial difficulties of the imstitution

during the previous spring, they did not have a great deal of diffi-
culty in reaching agreement that the problem of greatest concern at



" Grays Harbor Collece was “Programning and Staffing to ileet the
Educational Needs of the Population.” I:T was agreed early in the
discussions that the primarv elements of the institutional problems
were: (1) inadequate suppert levels as provided by the legislature
for 1970-71, 1971-72 and 1972-73, and (2) the declining enrollment
levels at Grays Harbor College with staffing remalning the same.

It was recognized thav there was need to study staff utilization in
instruction (by GHC division),K in professional non-teaching areas
(librarians, counselers, administrators) and in the classified per-
sonnel starff. In addition, it was fully recognized that it would be
innossible to separate enrollments and staffing from the finamcial
support available.. Therefore, the SEARCH groun assignes to the
 varjous members the several tasks involved in making a financial
projection for 1373-74 and collecting the necessary data to analyze
‘carefully enrcllment and staffing. Reports were brought back to
subsequent SEARCH meetings and the data were studied carefully,
analyzed and criticized. Continued efforts were made to keep all
employees informed of the progress of the SEARCH group and most of
the information developed by vhe group was circulated to all L
 employees as rapidly as possils, so that evervone in the institu-
tion would have an opportun.t o call to the attention of members .
of the study group any defect~ which might be identified in the study
process. The material below . intended to report as concisely and
completely as vossible the finuings of the SLARCH group. .

It is widely understood among all of us that the community colleges
are in the unfortunate position of not having information about a
following year's (beginning July 1) funding level until about April
or ‘iay of the preceding academic year. Although this was understood
by all, it was recognized that it was essential that efforts be made
to estimate our probable financial position for the 1973-74% academic
year. This task was done and is reported in Appendix A of this
document.

The center of the Financial prolLlem is describded in Point 5 in
Appendix A. This reports reasonably firm facts and reaches a con-
clucion of an amount referred to as a “deficit™. This “deflcit"
amount can be added to the additicnal "deficit" amount of $52,058
which {s reported at the end of Point §, Appendix A. The two
ndeficit' amounts added together amount to $283,990. This is the
total expected dollar “shortage” we must overcome in 1973-74, follow-
ing the financial assumptions made in Appendix A.

The least firm estimates in Appendix A are, of course, the amounts

of increased funding which may accrue to GHC from the state of
Washinston. That amount i{s subject to (1) action by the lerislature,
and (2) subsequent action by the State Board for Community Colleme
Education. The governor has asked the legislature for a consicarable



increase in funding for the coming bieunium,

Assuming the legzislature should approve an increase in funding for
the system, two other major unknown factors will determine how Grays
Harbor Collepe is affected: (1) the size of our enrollment projec-
tisn for next year and (2) what modifications, if any are made in
the distribution-of-funds formula and hovw these changes vill affect
our institution,

An understandinz of the rationale of the funding fornula and its

- major elements is very important in understanding the funding of
community colleges, therefore, a brief analysis of the general
 application of the funding fonmnla as used in the community college
 vystem in Yashinzton will be given.

The funding formula is a device developed to distribute funds appro-
priated by the Vashington State legislature for the Washington State
community college system to each of the districts within the system.,
- It is not, nor has it ever been. intended that the formula be used
as an expendxture pattern for any one c¢ollege. Although each
college is different from the others in many ways, system averages
and other svstem standards are used extensively in the formula as

a means of trying to Fund each college with equity relative to the
ciher or, more accurately, it is a device to distribute scarce

funds with equitv. :

Instructxon Fundirng: The major principles in the formula for fund-
Iog for Instructicn are: ostimates are made of expected enroliments
of students in each college in each of 12 clusters of courses.
These estimated- enrollments are stated in the form of student FTLs
(full-time equivalent students, which is found by summing the total
credits of enrollment and dxvxding that sum by 45). Then system
standard faculty staffing ratios are applied t¢ each of those esti-
mates to arrive at a hypothetical number of faculty members to be
allowed for each cluster of courses on auy one campus. This recog-
nizes the fact that student/faculty ratios are, on the average, not
constant from one course cluster to another. Thus, each collere
obtains its share of “allowed faculty members' based upon the state
standard for each cluster. This is then divided into part-time and
full -time total faculty persons to be funded on each campus.

After the number of persons has been computed, the state average
salary paid during the previous year is applied to the number of
allowed full-time ani part-time percons and the dollar amount to be
allowed is determined at the 1vis rate of formula.

Instruction suoport staff allcwed is comnuted in much the same way;
i.e., by state standards as explained ablove for professional staff.

-l -



Supervision in inztructlion is a fixea or flat amount for each college.

Empiloyee benefit costs are funded on the history of state gystem
avarage costs of such benefits.

Support costs (equipmwnt, ate.) are based upon system average his-
torical costs by course Froupxngs.

Therefore, funding for instruction is based upon (1) svystem standards
in faculty {part-time and full-time), (2) system standards for nen-
profer sional personnel, (3) system average salaries, (4) system
average benefit costs, (5) system standard operations costs, and

(6) flat amounts for supervision.

This arex has been explained with some detail because the single
largest categorv of funding (49%) is for Instruction,

Libraries Fund%gg- Libraries are funded by using principles very
much 1lire inos® for instruction--system standard staffine at system
average cost levels and at system standard levels ror support and
operating costa.

‘Plant Majutenance and Operations Funding: A somewhat different set
of rrinciples s anplied in the area of plant maintenance and opera-
tions funding. Differences are racognized from campus to campus,
such as square footage of floor space and acres of land. Once these
kinda of Jdifferences are recoynized, the formula then applies system
standards to Luiiding maintenance; janitorial services | srounds
maintsnance; utilities; administration; police, fire and safety; and
trucking services. Staffing in anv of these aress is determined by
a state svstem standard staffing formula with system average
salaries; operations costs are exoressed in syster standard amounts.

Student “ervices Fundinm: Student services ere funded for administra-
tion: counselings realth services: admissions, registration and
records. student activities personnel; and financial aid and place~
ment personnel. Apain, these allowances are computed based upon
system standard staffins, system average salaries, system average
benefit costs, and @ysten standard operations costs. In this area,
however, the standar«ls are dependent primsrilv upon headcount of

students rether than student ViEs.

adwiniytration Funding: Administration is lunded, to a considerable
extcnt, by "flat grent' amounts, such 2as funds for one president pen
campus, one business mansger per campus, 2tc. Ip addition, fired
amounts sre provided for sugport (classified) personnel for eacr
campus.




In addition, funding is provided for purchasing; cashiering; payroll;
personnel admxnistration and budgeting, accounting and reporting.
This funding is basad upan rrinciples dependent upon system averages
of benefits, system standards of support costs, system standards of
operations costs, and systen averages of pursonnel costs.

From the previous description, it is evident that, although real
differences are recognized at the district level, the funding is
basad upon objective and hypothetical levels of staffing, support-
ing and cperating. These areas are then funded on the basis of

_ system standards in eech~applicahle are’a.

Unfortunately after this cemputation is maas of 100% of formula,
the system r-  ves fiom the legizlature a much lesser percentage’
of total fum. 3. For example, in 1972-73, each college was funded
at 55.43% mather thaa 100% of its formula amount.

In any cace, our college will have to benefit beyond any realistic
expectation f2om a major cystem increase in fuading in order to
cover the “daficit“ of $283, 000 estimated in Appendix A.

Unfcrtunately, instltut;onal Plaﬂa must proceed on the assumption

- that a lerge portion of that "deficit"“ will pot be covered by in-
creaced funding. On the other hand, cptimism must be maintained
that come of that amcunt will be reduced by increased funding from
the legislature.

In studying the financial situation of our inztitution, it was evi-

deat that we have shared with the entire ccumunity college system a

decliné in tha dollar support per FTE since 1963-70. This situation
is illustrated in Appendix B in this document.

It can be noted that the level of funding in 1969-70 was in the
nezghborhood of 3925 per FTE; virtually the same level of funding
in the system exiczted in 197o~71 in 1971-72, because of financial
difficulties of the entire state of Washington, the funding level
per FTE in community colleges dropped to approrimately $838 per
FTE. The amount increased slightly in 1972-73 to $842 per FTE
throughout the system of coumunity colleges.

At the same time that the financial analysis was beins made, other
members of the SCARCH rroup were making a careful study of ouwr stu-
dent enrollment history and prospects. It became very clear that
in addition vo the direct financial stress of a declining support
level, which we shared witnh the system, we were also experiencing
enrollment declines and a failure to reach projections of enroll-
ments at our college. This information is provided in Figure I.




: Figure 1 - ‘
-Enrollnent Sumnary - Anpual Avarages
‘ tirays Harbor Collage

Percent -

‘ . . Tctal Day  Night Day Night  Vocational
Yewr  Projection FTE FTE FTL Headcount Headecount = Mix
1a67.¢8 1,234 1,130 1,009 121 1,052 04 11,5
1ve8.de 1,310 0 1,184 1,027 189 1,038 969 19.8
136970 1,453 - 1,272 - 1,088 227 - I/A SN/ 22,3
1475-71 1,453 1.481 1 162 319 . 1,21u 2,146 21.2
1:71-72 1.635 1603 1,122 201 1,080 1,979 - 28.3
1:77-73 1,415 1 400
1473-74 1, 50008
157875 1,450

127516 1,675%%
76T 1,475
17778 1,450
127879 1,4508%

-

% estimate after fall quarter 1772
~3 projocted

It is evident from Figure I that we have met or exceed 4 our pro-
jection only once during the last six years (including the current
vear's estimata). ln addition, during 1871-72 and 1972-73, total
anrollronts have declined, This has occurred despite the fact that
we n ve hald increaged I'TD enrollment in everning programs over the
1svel of those program: in earlier years. Therefore, the increased
evening enrollmont level has “protacted” tha institution and has
toniad to obscure the carollrent declines actually experienced in
day clarsec.

Baving eerlier recognized in aur aralysis of our expenditures pat-
tern at Grays iarbor Colleze thet we were espending approximately

85% of the total m2intenance and operations budpet to pay salaries
and benefits, w: determined that it would be essential to analyze

:n detail our “staffing atterns' at Grays Harbor College as thev

relate to some ‘cutside" eriteria. This was possible bacause of




the availability of comparadley lata froa the State Board for Con-
minity Collega Lducation or a cystem basis covering all community
eolleﬂe“ in the state of Waghirgton.

The first comparison which was made was an analysis of student/
fuculty ratios. This enabled us to compare the student/faculty
ratio for each division at GHC with comparable statewide student/
faculty ratios in compacable course clusters. The value of such &
camparison is that it allowed an objective compariscon with an out-
side referencz; it also made it possible to determine objectively
how institutional resourcaes are being used as compared with the
antire community colleze systenm.

Fiﬂdinas by uivisxqg; '

Ficur. II below indicates the s*udent/faculty ratio by division at

AHC For fall tern 1972 and shows the compariscn with statewide data |
based upon data obtained from the SBCCE for fall term, 1971.%

Fzgure I
Student/Faculty Ratio by Division
Day Academic and Vocational
Crays tlarbor College

Fali 1872 Fall 1871

NMvicion G.H.C. Statewide
Life Science 19,705 26.29
Business Adminiztration 18.788 21,12
English-Speech 17.378 22.93
Pliysical Science-tathematics ' 19,985 23.67
Social Science 26.557 30.82
Jumanities 13.067 18,35
Health-Fhysical Education 12.672 16.10
Vocational 12.8u¢0 18,56

As shown above, GHC is significantly below statewide averages in
each of the divisions. Tue primary reason for this fact is that
overall enrollmernts at the ¢ollege have ceclined while there has

%At the time this analysis was completed, systemwide data were not
available for fall quarter 1972 from the State Board for Community Col-
lege Educarion,
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- teen an internal shift away from academic instruction and toward
vocational instruction. With the number of acadenic faculty ve-
maining relatively constant ard the aumber of students enrolled
in acadenic courses declining, the direct result has been a sig-
aificant reduction in student/faculty ratios for severa. vears.
This ic shown in FPigure IIl below. Two important statistics are
very apparent from the data reported in Figure III: First, the
number of day academic FTE students has declined to virtually
the same number as in 1%64; second, during this same peried, the
nunber of FIE faculty has risen {rom 30 to 40.64, The result of
these two factors 13 a noticeable drop im the student/faculty

ratio.
Figure III

Student/Faculty FTEs

- Dav Academic Only

Grays illarbor College

_ . Student/Faculty

Fall . FTE Faculty I'TE Students ' . Ratio
1564 37,00 760 '26.00
1985 35.91 921 25.84
1468 33.01 oug 27.90
167 37.56 974 25.93
1968 38.39 17 23.89
1969 41.06 063 23.45
1370 42.67 gis 21.42
1971 41,72 502 21.59
1972 o, e 788 19,32

——— - . g - - - - -t -

Althcugh over-all enrollments have declined in recent years, par-
ticularly day academic enrollments, Grays Harbor College bas ex-
rerienced significant growth in doth vocstioml and continuing
education enrollments. These trends are shown in Figure IV.




Fipure IV
Student ITE Lnrollment
Grays lHarbor Collese

i,  —
- ——— - - — ———

: , N Coptinuing
Academic Vocational Education
Fall FTC | FTL FTE
184 ‘ 760 30 85
1965 | 921 113 - a4
1866 TR 89 " 109
13¢7 : aTy 105 121
1368 317 o 156 : v - 459
1309 - 1ok 2 169 e 227
1370 914 171 319
1374 901 189 281
1972 7e8 , ‘ 218 - ‘ 300%

T

% estimate

from the data shown in Fizures III and IV above, it is very apparent
that a peneral condition of “overstaifing” in the instructional
areas has resulted at SHC when either statewide data or historical
raferences are used as a hasis for comparison. The reasons for

th.s condition, of course, are declining enrollments and an envroll-
ment shift from academic fields toward vocational fields and con-
tinuing education.

Findings in Other Areas

After an analysis of professional staffing, comparisons were made
on all other catagories of persomnnel in an attempt to obtain the
same kind of comrarison between GHC and the remainder of the state
community college system. Using lnstitutional and statevide data
provided by the State Board for Community College Education as a
basis, it was possible to compare the following categories of per-
sonnel: (1) non-teaching professional personnel (see Appendix C},
(2) libravians (see Appendix D), counselors (see Appendix E), and
classified employees (see Appendix F).

When all non-teachins porsonnel at GHC are compared to the state-
wide average, the ratio of FTE students to FIE personnel is slightly

- 10 -
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above the statewide averase (12::1 - 110:1) stautistically. How-
ever (rays Harbor (ollcg= vanks axactly at the median among the

© 22 community college ilstricts. :

Because the category “non-teaching preolzssional personnel” in-

cludez severai catesories of professionals, the study was refined

further. This refinement included separate comparisons of librar-
ians and counselors at GHC with statewide averages. On the basis

of ITE rtudentc per librarian, GHC is virtually at the state

‘avarare. Vhen counselors were compared, it was found that GHC is-

slizntly below the state average; i.e., there are more FTE students
per courselor at SHC than on a statewide basis.

?hen clazéified pergonnei were compared with each of the other

“community collece:z in the system and with system averages on the

basis of employees to FTE students, CHC appears to be slightly
atove the state averaze. That is, there are slightly more classi-
fied personnzl par FTE student at GHC than is average for the state
cystem. 4 :

In addition to examining persomnel ratios for GHC and for the ‘
system as 2 whole, it also seemed necessary to do a functional analy-
sis of all administrative cositions and all classified positions.
Therefore, each full-time administrator was asked to analyze his

job functions around a four-part questionnaire (see Appendix G).

This allowed a more careful study of the needed duties and the ex-
tent to which job functions were receivins adequate attention.

A similar kind of study was conducted for all classified positions.
In this case. 2iach erploving official was asked to analyze the
duties of each classified rerson under his direct supervision (see
aAppendix H). {n the basis of thir inforration, we were able to
aralvze hLetter the reed for existingz classified personnel.

Study cf Staffinr

Since it was clear, arcording <o this study methed, that the major
staffiny diffieualty, ralative to available funds, was in the area
of teaching personpel, an analysis was made of our teaching divi-
sions as relate? to statewide averages in comparable course group-
fnes. For aralysis purposes, the statewide average student/faculty
ratio was compared to our student/faculty ratio Ly imstructional
ijvision. This comparison was done with a technique which could
provide an answer to the gquestion: If Grays Harior College had the
came student/faculty ratis as the statewide student/faculty ratio,
how many (more or less) faculty members vould be required, by



division? It was found'thdt svery one of our divisions would need
fewer faculty members than we now have. This finding is reported
in detaxl in Appendix I, ‘ T : S I

As we know you are aware, the SLARCH group continued, week after
week, to devote efforts toward various possible solutions for our
Cwnancial dilemma. Two major areas were explored

1. Cucting costs other than personnel costs:
2. Increasing student enrollment‘

a. 'Qeveloping new and different kinds of courses;
~b. Attracting other than "ususl“ students (a recruiter was

emsloyed for six months); ‘

c. Attracting veterans (a special recruiting staff was employed
with federal funds),

d. lore *ntenszve\recruiting in h;qh schools;

e. More effort in continuing education;

f. More athletic recruiting,

g. Developing or securing better student housing,

Y. More mass media recruiting efforts.

Several of the ideas on increasing emrollment were continued or
implomented for the first time. Two or three of them were very
successful . but their success did not reverse our overall trend of
declining enrollments.

In our study efforts, we recognized the need to try to determine
whether our trend of declining enrcllments was likely to continue,
level off or turn upward. Obviocusly, if the trend appeared to be
short-run in nature, other poszibilities might be open to our
college.

Members of the group made enrollment projections for the next five
yearz. The findings were not encouraging, but the study group
realized that planning must proceed with realistic assessments of
the future. For clanning purposes, there are two important earoll-
ment statistics which should be considered. They are (1) the total
number of hirh school graduates in the service area, and (2) actual
enrollment projections for the future. It is apparent that the
latter is deﬂerdent, in part, upon the former. Based upon the data
stuilad by the SCARCH group, it was clear that there had been a
substantial drop in the number of high school graduates in the GRC
service area from 1871 to 1972. This decline was from 1,467 to
1,211,

This drop had 3 significant impact upon college enrollments in-the

- 12 -



fall guarter, 1972. These same statistics indicated amother drop
to 1,163 for the 13973 graduating classes. From 1973 through 1976
it is estimeted that the nurber of sraduates will stabilize. It
is important to note, however, that Grays Harbor College continues
to get a ralatively high percentage of graduating s2niors from the
service area which is withia coumuting distance. ior this reason,
as well as because the college vocational programs are growing,

it is estimated that tlhe number of annual average FTE students will
be relatively stable through 1977, but will not exceed 1,475 at any
time during that period. Unfortunately, ‘that maximum is only 75
students above the number we expect in 1973-74,

In the latter portion Of the serias of SEARCH meetings, it was
clear that a reduction in professional staff might have to occur.
(A policy for this purnose had already béen adopted by the HEP
Board for classified employees.) It was agreed that principles
should be agreed upon by the group to guide the development of such
a policy for profe:sional employees. The following are the prin-
c;plea written by the study. group. . o : :

1. Grays Harbor College exists to provide the best educatxonal
opportunities possible for the residents of the college district.

Limiting Factors inm this goal'couid be finance and student
enrollament.

. For these reasons, a need may arise for reductions in staff.

2. W2 muat keep in mind concern for the welfare and rights of our
employees.

3. Any plan which affects students or employees must be fair and
objective.

4. The concept of seniority should be central to any plan for re-
duction.

5. Staffing ratios should be one of the guides in achieving real-
istic staffing patterns for faculty, administration and classi-
fied.

. The analyces of staffing ratios should be at the division
level, or at a comparahle cmployment level for other services.

. Where there is a case of “validated" overstaffing, and where

it can be demonstrated that there will be no harm or limited
harm to necessarv programs, reductions may be made.

- 13 -
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« It must lLe acknowledged that staffing ratios vary, .or sound
reasons, fro: divisier to division, propram to program, and
- from service unlit to gervice unir -ac the case may be.

After these ruidelines were developed, the jroup was reauested to
review and criticire a formal RIF policy document which had supse-
quently been prepared by our assistant attorney general. The ~roup
did s¢ and assisted in disseminatine information about it to all
the faculty. : : - SR :

The. SEARChH group then referred the .document for Ffurther considera-
tion and negotiation to the administration and to the facultv asso-
ciation. There=after, the policy statement followed the usual

channels of nepotiations and was adopted by the Roard of Trustees - '

on March 7, 1973,

Further Studr of Staffing

After the SEARCH. study was completed, conversations were begun with
the ad hoc committee of the GHC Faculty Association about the de-
velopment of a reduction in force nolicy for Grays Harbor College.
Concerning the study of staffing, the faculty committee requested
that the policy call for the president to consider the emroliment
and the trends in earollment for not less than fcur consecutive
quarters. if applicable, and tueir offect upon each division. The
president acreed that it was appropriate te consider such informa-

tion; therefore, the policvy statement was modified accordinsly.

With the bapginning of the winter term, an additional quarter of
data became availeble therefore, a four-guarter study was con-
ducted and included in this furthar andlysis were: winter 1973,
fall 1973, sprinc 1972 and winter 1372, The student/faculty ratio
was computed for each Jdivision for each of those quarters using the
same metnod which was anplied to the fall 1972 analvsis and which
has bzer reported atove in this document. The four quarters were
then averazed for cach division in order to eliminate atypical fluc-
tuations in ratios duriny the four-quarter period, and to confirm
or deny that the fall 1972 quarter Jata represented a trend. The
Grays nartor Collece divisional four-quarter averages were then
testsed arainst the fall 1971 system data average ratios in compar-
able course groupings. AZain, and using the same techaique, the
question was asked: If Gravs Marbor Collere had the same ratios
(on the average during the most recent four consecutive quarters)
as the statewide student/faculty ratios in fall quarter 1971, how
many (more or less) facultv members would be r2quired, division

by division? These data have Lecn added to the comparable earlier

- 14 -



data in Arpendix I. Ite conclusions, in zeneral, confirmed the
earlier fincings of thie SEANCH rroup. The enrollments at Grays
Harbor Cellere durin: £a11 1277 wore not atypical except in the
‘case of the divisiop of phv.ilcal science-mathermaties, where the
student/faculty ratio over the four-quarter period was consider-
ably hirher.

V. Administrative Conclusions and Decisions

After the SiARCH ~roup finished its study and analysis, and after
the concluzion of the additional study reported above, the college
administration accepted the responsibility of reaching conclusions
from the findinrs and making the difficult decisions which those
conclusions demanded. Those conclusions follow.

It is the considered administrative opinion that GHC is overstaffed
in teaching personnel relative to statewide averages and institu-
tional resources, and the resulting decision is that we are forced
to a reduction in force of professional employvees. ' Unfortumately,
we must adjust our student/faculty ratio upward by division to a
point approxinating the state average luvel because of a lack of
funds to allcw the adoption of a more favorable standard. An opti-
mistic evaluation of the financial progpects for our institution,
based upon au incri2ase in funding, would require a reduction of
from 10 to 12 full-time faculty members. ({Note particularly Appen-
dix A.) An exanination of enrollment data would confirm this con-
clusion. (iote particularlv Pigure III and Appendix A.) (Figure
I1I shows that we have 10.64 more faculty members in academic in-
struction in 1772 than we had [with a similar number of students]
in 1264, Th=> standard utilized in Appendix I identifies "over-
stacfins™ by a total of 11,45 faculty wmeinbers.)

Regretfully. after full consideration of the facts of this study

and verv careful judgements to protect all instructional programs
as completely as posiible, we are forced to the decision that 10

full-time faculty members and 3 part-time faculty members must be
laid off.

On the bisis of comparisons with state averar?s, as well as an
analyzis of functions, sta®finz for counseling services and library
servizes is at an apprepriate level. Reductions in either of these
two areas would substantially reduce the necessary services.

In classifiéd staffing, it has Leen determined that current staffing

is at a level which is needed to provide the necessary services.
Reductions would lead either to inadequate maintenance of the campus

- 15 -
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or to lack of support for rrofesalonal personnel. This conelusion
is based upon the currout staffinz ratio and resronses to an admin-
istrative survsy of -classiiie! pcrsomnel functions as evaluated by

© emploving orficials at the collepa.

The current level of full-time administrative staffine is at a mini-
mum for the services and supervision which are required. Seven full-
time administrators provide the general administrative services for

~ the collepe: each of these positions is recosnized in the funding

formula urilized by the 5tate Board for Community College Education.
A reduction in any of these positions would have a serious adverse
effect on program davelopment and/or supervision.

Summary of Maior Criteria to be Utilized and Expected'tffect on

“Cuprpriculun :

The administrative decisicn concerning the findines reported in

Appendix A is that we must reduce the teaching faculty by 10 full--

time positions and 3 part-time positions. This will reduce v ap-
proximately $136,000 the expected “deficit" of $1¢2,760 estimated
in Appendix A. This proposed reduction of faculty members has
necessitated, of course, that the administration identify the par-
ticular faculty members who would be laid of €. This has been done
by analyzing, division by division, our staffing ratios as related
to the system averages as explained earlier in this document.
Aftor establishine by tnat method the extent of the 'overstaffinsg"
in each division, the particular faculty members to be laid off
have been identified by their having the lowest level of seniority
within their divisions. Thus, the wost junior members in each
affected division have been selected for layoff as required in our
reduction in force policy, with one exception. The exception is
found in a division that requires the lay-off of one faculty member
who is not the member with the least seniority. The college would
lose needed cources and/or prograns if an instructor more junior
ware laid off. However, the lav-off of the selected Faculty mem-

. ber would not result in the loss cf needed programs.,

The detailed and extensive analysis of student/faculty ratios at
Grays Harlor Collage as compared to the student/faculty ratios in-
the Washington State community college system has been reported
elsewhere in this document. The data for GHC for the four most
recent quarters and data for the system for fall 1371 are the most
recent comparative data available. (We have established elsewhere
in this document that there is a close relationship between state
averages in peneral and funling for any one campus.)

- 16 -



The princiral effect on curriculum will be that the frequency of
‘some course offerings will Le lisered. [lat iz some courses may
_ not ke offerad «-én qiaprter or «ach year, bhut will be kept in the
curricvlum. In sore cases, fewer secticons of some courses may be
offered each quirter. In come cases, courses may be dropped.
Courses that will be dropped will be mostly those that are elec-
tives for which the students will be able to make substitutions.
Most, if not all, of the decisions about which courses will be
offered will he made at the division level, consistent with our
purvoses, and in the best interests of our students as recommended
by division membershiy. S : :

Ve belxeve that the divisicnal facultv recommendations on course
oiferings with a raduced faculty will be carefully considered by
-division members so that no future students will be deprived of
essential courses needed by the students to accomplish their de-
grae or vocational voals. We believe that the decisions which will
be required are of such 2 neture that our total course offerings
ill be affected very little._

A‘ter the contemolated reduction in professional s:aff it is true
that the variet; of courses available for student election in any
ona quarter will be more restricted than at the present faculty
staffxng level. The following material analyzes, division by divi-

sion, the expected effect of that oroposed reduction in the number
of faculty memibers.

Life Sc.xencg._ Division

Some adjustments mev be required in this division and may bring
about scre reduction in offerinss or the offering of courses less
frequently. lowever, we have been able to continue most of our
offerings this year with a reduced staff (occasioned by staff mem-
burs being on leave) and it is apparent that we are maintaining

a balanced program. If courses are dropped or offered less fre-
quently , the division will 'develop a curriculum that best uses
our resources, and best serves the various needs of our students.
However, it is not expected that any courses will be dropped.

Business Administration Division

Some adjustment may be necessary in course offerings in this divi-
sion. but it will be small and thould not adversely affect the stu-
dents. If courses are dropped or offered less frequently, the
division will develop a curriculum that best use:s our resources and
best serves the various needs ¢f our students. However, it is not
expected that any courses will be dropped.
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Englizsh-Speech Division

Because of declinin, enrollments and changing requirements. for the
transfer students  the division his been albile to increase its offer-
inge in literature and speech, piving the students more choices
toward their goal of associate degrees. If courses are dropped or
offired less frequently, the division will develop a curriculum
that hest uses our resources and best serves the various needs of
our students. llowaver, it is not expected that any courses will be
draopped.

Health and Physical Educatic Division

Because of deciinins enrollments and changing requirements for the
~ trangfer students, this division has deen operating with a low
student/faculty ratio and re¢latively few contact hours. It is
e<pected that in the future, senior staff will necessarily assume
a heavier workload. If courses are dropped or offered less fre-

. quently,. the divizion will develop a curriculum that best uses our
resourcas and best serves the varinus needs of our students. How-
ever, it is not exsected that any courses will be dropped. -

Social Science Division

Due to declininp enrollments ceveral new elective courses have been
offered in this division durinr the past few years. Faced with a
reduction in. force, these will have to be reviewed. If courses

are dropped or offered less fraquently, the division will develop

a curriculum that best uses our resources and best serves the var-
fous needs of our students. However, it is not expected that any
courses will be dropped.

Science and llathematics Division

This division, like most others, has baen able to reduce student/
faculty ratics because of declining enrollments. With a reduced
staff, some changes may be necessary. If courses are dropped or
offered less frequently, the division will develop a curriculum
that best uses our resources and best serves the various needs of
our students. However, it is not expected that any courses will
be dropped.

Humanities Division

The Humanities Division student/feculty ratio has been lowered due
to declining cnrollment and changes in specific student needs.

The rusic program has been enriched considerably during recent years.
It is now necessary that we analyze the program with the view that

-~ 18 -



we must try to maintain a basic grogram from the standpoint of music
majors and others at a lowver cost, Some of the part-time instruction
in music cap be obtal ned privately. This will cost the student more ,
but if he weve to leuve hone to attend collage, that would be econ-
siaerably more expensive.

The divis fon will necessarily reorganize and change teaching assign-
ments, but the plan will be made by the division, consistent with

our purposes and student needs. Theresore, some part-time instructor
courses and possibly other electives may have to be drcpped or offered
less frequently. :

" Vocational Division

‘Because of the seneral enrollment and funding problem, this division
muct ke atudied to discover possible savings.

It appears that the prudent thing to do under present fxnancial con-

. ditions is to reduce the welding offerings at the college to those
‘that serve the purposes of those who would benefit from some skill
in welding, Lut who are training for another occupation. Therefore,
some weldinst instruection may be lost as a result of this reduction
in force.

@}Mﬁf}g}_{_ﬁlvw fon -

There are two areas of admin;strative service which will be lost or
consolidated as a result of a professional staff reduction. The
first is the public information service; this is indeed unfortunate,
but this service is one the institution can eliminate in an attempt
to maxinize institutional resources and at the same time protect
instructional prograns. The second administrative area which will
be affected is the position of ilirector of Athletics. These duties
can be consolidated with those of the Director of Student Activities,
making it possible to drop the position of Director of Athletics as
a separate duty. This is, of course, unfortunate, but it is a
necessary reduction at a time of scarce resources. This consolida-
tion will put an extra burden on the administrator in charge of stu-
dent activities and upon the coaches, but it will not be necessary
to lase any of the needed duties.
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Appendix A

CGRAYS tASBOS COLLEM,
tinancial Analvsis {or 1973 - 1374

Serstem vs. CUHC information
+1,020 state suprpf per'FTE for GHC
824 state support peyr ITL: system averape
1,043 state support per FTL: requested for system by State loard
- for Community Collepa Eaucation for 1973-1974

znrollment informat;cn

GHC support for this year is based upon 1 k95 FTEg. It appears we

will have- not much more than 1,400,

bthmate of the value of the loss of marginal FTEs for NHC (eliminat-

ipp “flat grant” element).

95 x 783 = ;74 BAY drop in revenue » (next year compared to this year)

. (See estimation method, following nage Item A)

Other financial factors

5 52 570 carrv-over balance currently being expended
38,352 current year's subsidy allowed under the current formula
for 1 495 FiLs
19 002 special subsidy for new programs
74,80 see Item 3 above
15,000 “eutbacks" currently experienced (equipment, ete.)
15,000 conservative estimate of inflation and increase in employ-
ment benefits (igncres library inflation) .
8,250 loss In onerating fees (from students)
8,000 *“catch up" on equipment purchases (new vocational programs,
etc.)

? salary increases, classified ($53,000%)
? salary increases, rrofessional (11.53%, £.5%2)
? excess of spending over total of budget this year

- —— are e . —

$231,032 total “deficit' situation for next year



Appendix A

5. Rstimated liereased funding information, 1373-1G74

a) Tl profection for 1873-1274 = 1 400
t)  current value of aich PIL without subsidy s »955 (See estima~
. tion method followins parae, item 3) S
"¢} assured levels of fundine increase = 3%, 6%, 9%

1) 3955 at 3% = § 40,110
I) $9%5 at 6% = 80,200
3) $985 at 8% = 120,330

Bast eStima* :

S.‘Ji ¢32 - $120,330 = 3110 7u2 net "defi.cit"

s‘,ose additional fermula support needed to cover special allocations
o (See following nage for listing, Item C)

52,048 + ;110 702 = ¢162 760 total “deficit"




Appendix A

Estimated losses from yrojscted enrollment decline

1. 351,428 445 = foraula state sugport (at 55.43%) for GHC. 1972-73
: ‘without subsidy and other special allocations

2.0 1i50,000 ; 1.493 = G167 flat srant per FTL
3. $955 - 3167 = 3784 arount per FT. for GHC at the margin

4w, 5758 x 35 = £74,860 loss in dollars from enrollment decline

Lotimated cains from increased formula support levels

1. 51 428,448 = formula state support (at 55.43%) for GHC, 1972-73
without subsidy and other special allocations

r)
L]

3% = $23.85 increased valﬁe'per FIE at 3% increase

a) 955 x
(S x. 1,400 = 540,110 total increased dollars at 3%

355
23.

£

b} 3955 x €% = $57.30 increased value per FIL at &% increase .
$57.30 x 1,400 = $80,220 total inareased dollars at 6%

¢) 3385 x 9% = $85.35 inacreascd value per FTE at 9% increase
S85.95 x 1.400 = 3120 330 total increased dollars at 9%

Increased formula suppurt necessary to cover continuing the support
of special allorations received this year -

Je need 352,058 [rom increased formula support (55.43% + 3.77% =
59,207) to cover special allocations which are not part of our for-
mula sueport this vear. These special ullucations ape:

Innovative funds $ 2,000
Library zrant 3,014
Retirement appropriation 3,463
3% salary increase 3g,708
tiealth insurance apprepriation 4,673
TOTAL SiHCTAL ALIOCATIONS, 1872-73 352,058

- 27 -
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Appendix ¢
(XAYS MARBOR COLLELGE -
Non-teaching Profassional Personnel
MIT~{, Cormunity Collegfe System

| lion-teachiny Student :
College Personnel FTEs Ratio
Spokane 81,23 7,592.14 184/1
Yakima 13.48 2,963.38 152/1
Centralia - 18.46 ' 2,662.99 1u4/1
Clark - 22,08 . 2,845,34 129/1
Olympic - 23.28 2,985.84% - 128/1
Lower Columbia 12.76 1,588.98 125/1
- Shoreline - 35.92 . 4,299.38 120/1
~ Green River o 24,43 3,605.18 119/1
Highline 38.33 §,2987.70 109/1
- Tacoma : 32.21 3,#30.55 107/1
Grays Harbor: : 13.10 1,349.78 103/1
Lveratt/Ldmonds - 51.83 5,249.39  -101/3
3ellévue - 32,31 3. 104.70 - 99/1
¢eolumbia Basin - 26.00 "2,568.21 89/1
Ft. Steilacoom 21.78 2,128.7% "98/1
Peninsula 10.37 | 928,20 89/1
Seattle 119,58 10,265.72. 86/1
Wenatche= 17.52 1,451, 25 83/1
valla Walla 20.67 1,518.55 73/1
Shagit Valley 20.26 1,997,936 65/1
Big bend 15.91 1,013.01 64/1
Wwhatcom* 8.65% 147,61  _17/1%
TOTAL 618.57 67,934.02 110/1

— - - I PO P e

tomitted from computations of the average because of
nature of their programs




Appendix D

CTAYS HAPBOD COLLIMG
Commur:ity Jollegs Litrariana
Junaary, 173

Students per

Collere . _tiizrariams  ° FTEs _ Librarian-
‘Spokane 5.00 7,592.14 1,518.40
Hizhiline 4,07 4,297,792 1,055.00

"~ Yaxima Vallev ©3.3% 2,963.33 - 884.00
“horeline 5.00 %,299.33 859.87
Centralia 3.10 - 2,662.99 859.02
Tacoma 4,00 3,630.55  857.63

- feattls 12,81 10,265.72 801.38
Lverett/Sdmonds 7.00 $,249.39 749,90

 Grays Harbor 1.8 1.349,70 “T49.80 -
Green River 4.90 3,605.14 - 735,70
Clark 3.30 3, 845.34% 729.95

- Ft. Steilacoom 3.20 o 2,125.71 708.57
Olympic - 5.00 . 2,8E85.8% 597.16
Lowar Columbia 2.74 © 1,528,098 579.01
Bellevue 5.85 3,19%.70 546,00
Skazit Valley 3.7% 1,997.06 £32.00
Colunkia Busin 5.00 2,568.21 517.24
sig berd 2.00 1.013.01 506. 50
“alla VWalla 3.20 1,518.55 506.18
Peninsula 2.00 926,20 463.20
Hanatzhee 3.5C 1,451.25 8i4.60
Whatcom* 1.90% 147.61% __Au7,01%
TOT~L 80.77 67,333.94 7u8.41

(Average)

———

#omitted Ffrom computations of the average because of nature of

their »rograms
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~ Appendix E

GRAYS HARSOR COLLEGE
Community College Counselors
January, 1273

Students per

Collesge _Lounselors ~~ FTis __Counselor
Spokane b, &0 7,592,280 1,582.00
Choreline 5.01 4,299,38 858.00
Lower Columbia 1.98 1,588.98 - 802.00
Centralia .08 2,662.99 ' 657.00
Clark 5.27 2,845.34 539.00
Taccma A £.62 - 3,830.55 _ 519.70
Columbia Basin 5.00 _ 2,568.21 513.64
¥alla f'alla 2.87 1,518.55 §11.00
‘Grays Hartor 2.70 71,349,780 493,91
Ft. 3teilacoom k.32 2,128.71 4392.00
Yakina : 6.03 . 2,963.38 485.00
Skagit i o 4,28 1,927 .6 466.00
Everett/Ednond - 11.82 5,243.39 44,00
Nlympic ' 6.79 2,985.84 439,00
Highline 11.83 4,297.70 363.00
Bellavue : B.82 3,194.70 362.00
Feninsula 2.67 926,20 346.00
Szattle ' - 29.85 10,265.72 343.91
Creen River 5.49 3,605.14 © 292.00

- Big Bend 4,50 1,013.01 225.10
Yenatchee 6.u3 1,451.25 223.00
Whatcom® .87 147,618 220, 00%

TOTALS 141,57 67,934,02 480, 8aw

¢ e, e

& omitted from computations of the average because of nature
of their programs

%% Average

- 25 =




- Appendix F

| | 'ORAYS HARBAR COLLEGE - :
System Ratios of Classified Enrployeas to FTE

e — e v - amieh & A e -

‘Clagsified
Collece FTE Employees =~ Ratio

Spokane 7,592.14 84 90/1
Centralia - 2,662,99 34 78/1
Skagit Valley 1,297,086 26 7771
Olympia 2,985.84 by 68/1
Columbia Basin 2,568.21 40 64/1
Ft. Steilacoon 2,123.71 3 63/1
Hignline 4,297.70 118 63/1

-~ Clark o 2,845,34 49 - 58/1

_ Shoreline 4,299,738 75 5771
Yakima Valley 2,963.38 52 57/1
Green River 3,605.14 64 56/1
Peninsula : 926.20 17 Sk/1
Lverett/Ldmonds 5,249, 39 102 51/1
Halla Yalla 1,518,585 K| - 49/1
Lower Columbia 1,588.98 35 4571
Grays Harbor 1,349.78 3 Wh/1
Big Bend 1,013.01 2u 42/1
Wenatchee 1,451,258 35 41/1
Bellevue 3,194,.70 78 41/1
Seattle 10.265.72 204 as/1
Tacoma 3,430.55 101 /sl
Khatcom# 147.61% 1% 148/1%
TOTAL 67,934.02 1,368 50/1

- o e e a—

*omitted from computations of the average because of
nature of their progranms

-~ 26 -



A§pehdix G .

GRAYS MARBOR COLLEGE
ABERDLE:!, WASHINGTON

February 9, 1873

TO: " Mr. John Killian
FROM- Joseph A. Malik

SUBJECT: Administrative Staffing

As a follow~up on the analysis we are presently conducting in our SEARCH
core group on staffing, I would like to conduct a more detailed study of
our full-time administrative positions. Even though we have evidence
that administrative staffing ratios relative to FIE students are “in
line’ with the statewide picture, it is incumbent upom us .to make the
best use of our human and financial resources. - With that in mind, it is
my intentior, to examine critically each administrative position and all

major administrative functions associated with each administrative posi~
tion. o

Please respond to each of the questions below in either outline or narra-
tive form. Your responses should only reflect the duties and respounsi-
bilities which you have and perform, or those on which you receive. direct
or indirect assistance from another professional. (A separate follow-up
study of a similar pature will be conducted on duties and services which
are performed by classified personnel.) I think it would be more conven-
ient if you would make your response on separate sheets of paper. Please
reply by February 22. Thank you.

1. Please list the three or four top-priority duties and/or responaihild
ties of your position. Feel free to review your job description.

2. Please list the three or four duties and/or respunsibilities which
normally occupy the greatest amount of time when analyzed omn a quar-
terly or annual basis.

3. Please list any of your present duties and/or responsibilities which
in your judgement could be deleted or disregarded without having ad-
verse effects on institutional programs and services.

4. Please list any duties and/or responsibilities which you associate
with your position (whether or not they are listed in your job de~
scription) presently not receiving as much attention as you think
would be desirable.
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Appendix H

GRAYS RARSOR COLLE:D
ABLCWDEEN, WASHIHGTION

February 21,A1§73
T0: Employing Officials
FROM: ~  Joseph A. MMalik

SUSJECT: Analysis of Duties and Work Load

As vou know, we have been studyingvdutiés and work loads of éll per- -

sonnel on campus in the interest of making the best use of institutiomal - - -

resources. This is a survey of all classified positions at Grays Harbor

College. Rather than developing a check list or rating scale of some
kind, I am asking each employing official to analyze the duties and work
load of each classified position under his direct supervision.

Therefore, would vou please analyze the duties of each classified posi-
tion under your direct supervision, and report to me the conclusions
you make about the need for the duties contained in each position.
Please feel fres to use outline form, narrative form or any logical .
approach to providing this information. Try to be specific and brief.
Please discuss this request with me further if you need clarification.

I would like to have your response by Wednesday, February 28.

Your assistance will be very much appreciated.

JAM:-ml

Distribution: Dr. Frost Ur. Simmons
Dr. Harris Dr. Smith
ir. Killian ¥r. Spellman
ir. Messmer Mr. Stevens
Mr. M. Phipps “dr. Stricker

Mr. R. Scott
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L. In accordance with tue provisions of suctions 32 throurts 45, chap-
ter Y3, Laws of 1903, @n. Scss., as enendew Ly chapter 5, Laws of
147¢, 2na ex. sess., the following proradures for tenure at Couwemnity
Colle«e vistrier lo. 2 will be im:lemented as of March 26, 1373.
These procadures supersede tne previously adopted TENUPL RLGULATIONS,
Grays iarkor Colleye. ‘‘ranting of tenure should be the.rule, not the
exceptiony if denial of tenure becores the rule, the hiring practices
ot the collepe shall be re-ovaluated.

fenure Palicy “tatement

The only difference Letween a nontenured and a tenured faculty member
iz tnat the latter i8S evaiuated periodically for the purpose of im-
proving sarvices and instruction and the former is evaluated regularly
Tor tie additicnal purpose of granting tenure. The dean of instruction
sit2ll hold an election and select a tenure review committee which will
intcrview and evaluite tue probationer and will make recommendations to
the board of trustee, rerarding the professioual qualifications of the
nontenured faculty uember.

it shall se the pelicy of Community College District No. 2 that the
Loard of trustees, on the recomuendation of the tenure review connittee
wiich has interviewed and evaluated the probationer, may grant tenure
at any tire between the assuwption of his faculty position and the end
of the two vear prooationary period, except that compelling reasons
must be shown for the award of tenure prior to the second year of
probation,

I1. bDefinitions

h. Fuculty Appeintrent - Full-tine employment as a teacher, counselor,
iIbrarian or otuer position for which the training, experience and
responsibilities are couparable as deterwuined by the appointing
authority, except administrative appointments, ‘ faculty appointment”
shall nean department neads, division neads and administrators to
the extent that such departnent heads, division heads, or admin-
iatraters have had or do have status as a teacher counselor, or
Librarian. :

£, Full-time Position - n2 iu whicn the faculty merber recelves a
wontract laveled Full-tire and works a regular load of his division
or area for any thrce complete quarters in one calendar year. (nly
special circumstances, wuicn shall ve described in writing, will
perwmit the faculty member to work less than a repular load and retain
a full-time coutract.




ornittee - A conmittae to hear dismissal cases
shall Ye corposcc F embors of the aduinistrative staif and the
teaching faculty. ine ruizv‘entatanw of tue teachint faculty
shall represent a cajority of toe uenbers on each review committee,
The neuders rpresentin: the teachine Faculty on each tenure review
conmittee shall bc selected Ly a miJOPltV of the teachine faculty
and faculty division leads acting in a body as specified by the
dlﬁwzﬂéal policv.

C. m.muxl iwvnm < L
h

o, Faculty P'eer - One wno holds a faculty apnozntment.

o -

E. Frobacionev - Auy individual holaing a probationary faculty appointment.

£a xrobationarv Facult Epoxntment - A faculty appointment for a desig-
. nated puriod of tiwe which may be terminated without sufficient cause
<upon expiration of thaugroaationer's terns of employment.

| G.»_;enur; - A *acalty apnointment for an xndefxnlte period of time which
ay ue revoxed only for sufficient cause and by due process.

fi. Tenure feview Committee - A committee composed of the prcbatzoner s

- faculty oers and the a&minxétratxve staff of tne community college
providing that the majoritv of the committee shall consist of the
prekationer's faculcy peers and that the faculty members be elected
as specified by the tenure policy by a majority of the faculty members.

I 1poxntxnv Authority ~ Shall mean the board of trusteee of Cemmunity
College Jistrict ..0. 2.

J. Adquxotrative A_Lsxntmeﬁt - shall mean employment in a specific

———- e o e v e

adninintrative position as determined by the appeinting authority.

K. Qggiggftgqgigg_ngztzan - 'or purposes of this document, the following
resitions are cousidered administrative positions at Gpays Harbor
Collere. president, dean of iustruction, business menager, director
of student activities, registrar, director of vocational education,

director of continuing education.

III. frocedurc for Trauting Tenurs
A. SsSelection of tiie Tenure Review Committee

1. A tenure reoview comnittee shall be establisned for eacnh pro-
bationer. The committee sihall be responsible for the probationer
until he is either granted tenure or is no longer employed within
Community College Uistrict Jdo. 2. If a vacancy occurs during
the terms of service of the tenure review committee members, the
dean of instruction will call a special election within two weeks
to fill that position.

2. The dean of instruction shall be responsible for the establish-
ment of eacu tenure review cormittee, which shall normally begin
functioning no later than four weeks after the day that the pro-
bationer has begun his faculty duties.
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3. Lach tenure review committee shall be composed of five members.
there shall be autumatic noming tion of the appropriate division
chairunan to positiou nunber one. (me faculty menber shall be

‘nominated by the probationer to position number two. After
tnese nowination: are nale, the dean of instruction shall call
an all-faculty mieting at which faculty members shall nominate
one faculty member for position nunber threc and may nominate
faculty members for positions one and two. & vote shall be -
taken and the nominee receiving a majority vote for a partienlar
position shall be electad., If no candidate for a particular '
position reccives a majority vote, a run-off election shall be
held within five days between the two candidates receiving the
largest number of votes. The president of the college shall
appoint menbers to positions four and five (the membership of
the presently constituted tenure review committees will not be
changed because of the passage of this cede).

EvaluatiOﬁ of the Prdbdtioner

If tue probationer disagrees with the teunure roview committee's

recommendation, he shall be given an opportunity to challenge it
- before the college president. ‘ :

Final Action on Tenure

1. The final decision to award or withhold tenure shall rest .
" with the board of trustees (appointing authority) after it

has viven reasonable consideration to the rcroumendations of
the tenure revisw committee, and reasonahle consideration to
the recommendation of the college president. Any recomsendations
of the tenure review committee and the president shall be
advisory onlvy and not binding upon the board of trustees (appoiut
ing autnority). -

2. If the probatiecner is not to be retained, he must be informed
ne later than tne last day of winter quarter.

3. If tue probationer is dismissed prior to the termination of
his contract, his case shall be considered vy the dismissal
roview committee in accordance with the laws of the state of
Washinpton and the dismissal policy of Community College Dis-
trict no. 2.

IV. Dismissal

basi: fer Lismissal

A tenuved faculty member shall not be dismissed from his appoiutment
except for sufficient cause, nor shall a faculty member who holds a
probationary faculty appeintment be dismissed prior to the dates
established in the written terms of his appointment except for
sufficient cause which i3 of a substantial nature and is not



frivolous or inconsoqusntlal as determined by the toard of trustees,
and when it is deternined by tie beard oF trustees that the termi-
nation of his employncut would be in tie sest interes ts of the
commurxty collebe distiict. o

Frocedures for lemljid*

1. A dismissal review committee created for tiie express purpose of
nearin dismissal cases shall be established no later than
October 15 of each academic year (except if this provision is
paased after October 15 of any academic year, the dismissal _
review committee will be chosen within thirty days after passage
of this provision), and shall be comprised of the following
members: : '

a. Jne member chosen by the collepge president.

b. Two faculty members chosen by the faculty and division heads
actiny 1n a body and in the following manner:

(1) Two individuals will be nominated for each of positions
- one and twe by a district-wide random selectien process
s describted in (5) below.

(2) iwo individuals will le nominated in the same manner as
(1) abow to run for each of two alternate positions
identified a3 alternate one and alternate two.

(3) The nominece: receiving a méjdrity of the votes cast will
be elected for a one-year term,

(4) In case of a vacancy in either position one or two
occurring any time after tie election, the vacancy will
be filled by the alternates, bepginning witn altexuate
one .

(5) A district-wide randon selection process will be developed
by the president of Grays Harbor Collere. This selection
process will be designed to remove any element of pre-
selection or predisposition from the dismissal review
committee selection process.

c. The cellege president shall choose one alternate member to
serve on the dismissal review committee should the regularly
appeintea menmber e unable to serve on the committee.

d. The dismissal review comuittee will select one of its members
to serve as chairmaan.

2, Wlen the president receives or initiates a formal written recom-
mendation about a faculty member which may warrant dismissal, he
shall inform that faculty member. Within ten days after having
been so informed, the faculty member will be afforded an oppor-
tunity to meet with the presideut or his designee and the chairman



5.

Cof the division, At t:i.i8 vfeliminarv'n@eting,’which shall be

an information-patuerire sension, au adjustment may be mutually
agreed upon. if toe matter is nnt settlad or adjusted to the
satisfaction ot the colle e president, he shall recommend that

t}.t.“idf-dl"e Tetlior Lo JL:? oved.

1f the tresident reéonmends that the faéuify\member be dismissed,
e shall:

" a. Leliver a short and plain statement to the faculty member

whxch shall contain
(l) The grounds for dismissal in reasanable particularity;

(2) A statement of the lezal authority and jurisdiction under
: which the hearing is to be held;

{3) Reference to any particular statutes or rules involved.

b. Call into action the dismissal review committee and deliver
‘the above statement to the members of the dismissal review
committee, if the professional requests a hearing.

After receiving the prusident's recommendation for dismissal, the
affected profussional may request a hearing within the following
five (5) days. If the president does not receive this request
within five (5) days, the professional'’s right to a hearing will
be deemed waived. .

1f the president receives a request for =z hearing, the dismissal
review committee shall, after receiving the written recommendation
from tha collage president, establish a date for a committee hear-
ing siving the faculty merber so charged twenty (20) days notice
of such hearinc, and inform in weiting the faculty member so
charged of the time, date and place of such hearing.

The dismizsal review committee shall:

a. Hear testimony from all interested parties, including but
not limited to other faculty members and students and receive
any evidence offered by sanme:

b. AEford the faculty member whose case is being heard the right
of cross-examination and the opportunity to defend himself
and be accompanied by legal counsel;

e. Allow the college administration to be represemted by an
assisztant attorney seneral.

The dismissal review committee shall include a neutral presiding
officer appointed by the appointing authority. Such presiding or
hearing officer shall not be a voting member of the committee, it
shall be his responsibility to:
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liake all pullngn regardin- the evidentiary and procedural

issues presented during tiiw course of the dismissal review

. committee hearin;s

C.

10,

lleat and ceufor with the mgmbers of the dismissal review

cormittee and advise them in regard to procedural and
evidentiary issues considered during the course of the comm-
ittee's deliberations,

Appoiut a court reporter, who shall operate ét the directioﬁ‘

- of the presiding officer and shall record all testimony,

receive all documents and other evidence introduced during
the course of hearings, and record any other matters related

to the hearing as d;rected hy the presidins officer.

Prepare a recerd which shall include.

(1) Al pleadings, motions and mlings,

(2) All evidence received or considered; )
{3) A statement of any matters officlally noticed:

(4) Al questions and offers of proof, dbjections and
rulings thereon;

(5) Proposed findings and exceptions;

(6) A copy of the recommendations of the dismissal review
comrittee.

A cory of the above shall be transcribed and furnished upon
request to the faculty member whose case is being heard.

The hearing shall be closed. However, interested parties,
including but not limited to faculty members and students,
will be given an opportunity to present evidence.

vithin ten (10) college calendar days of the conclusion of the
hearing, the dismissal review committee will arrive at its
recommendations in conference on the basis of the hearing.

fore decing so, it should give the faculty member or his
counsel(s) and the representative designated by the president
of the college the opportunity to argue orally before it. 1If
written briefs would be helpful, the dismissal review committee
may request them. The dismissal review committee may proceed
to a recommendation promptly or await the availability of a
transceript if making a falr recommendation would be aided
thereby., Within fifteen (15) college calendar days of the
conclusion of the hearing the president of the college, the
faculty member and the board of trustees will be presented with
recommendations in writing and given a copy of the record of
the hearing.



11,

13,

1y,

15.

ihe hoard of trustees siall meet within a reasonable

time sudpsegucut to its rvcel;t of the dismissal review
committee recomendations to cousider those recommendations.
The board of trustees shall afiord the parties the right to

-~ oral and written arcusent with respect te whether they will -

disriss the faculty remwer involved. The board of trustees
may lLold such other proceedings as they deem advisable
before reaching their decision. A record of the pro-
ceedings at the board level shall be made and the final
decision shall lLe based only upon the record made before

the board and the dismissal review committee, including

the Lriefs and oral arguments. The decision to dismiss or
not to dismisc shall rest, with respect to both the facts
and the decision, with the board of trustees after giving
reasonable consideration to the recommendations of the dis- .
missal review commjttee, The dismissal review committee's
recommendations snall be advisory only and in no respect
indini in fact or law upon the decision maker, the board of
trustees, The board of trustees shall within fifteen (15)
Jays follewing the conclusion of their review, notify the
charged faculty membor in writing of its final decision.

Suspension of the faculty member by the president during
the administrative proceedin.s involving him (prior to the
final declsion of the board of trustees) is justified if
immediute. harm to himself or others is threatened by his
continuance. Any such suspension shall be with pay.

Lxcept for such simple announcements as may be required
coveriny the time of the hearing and similar matters, no
putlic statements about the case shall be made by the
faculty merber, the disnissal review committee or adminis-
trative officers of the board of trustees until all adminis-
trative procecdings and appeals have been completed.

Any dismissed faculty member shall have the right to appeal
the final decision of the board of trustees within ten (10)
days of the receipt of the notice of dismissal. The filing
of an appeal shall not stay enforcement of the decision of

the board of trustees.

If the president of Gravs Harbor College initiates a formal
written recommendation that a faculty member be dismissed
and the poard of trustees decides to retain the faculty
member, or if the trustees' decision to dismiss a faculty
member is reversed by a court, all evidence concerning the
dismissal will be removed from the faculty member's perma-
nent perscnnel file if the reason for the denial of the
recomendation was the president's failure to establish

the facts which were the basis for the dismissal recom-
mendation.

if the facts which were the basis for the dismissal
recommendation were shown to the satisfaction of the



trustees and tie cvdrts, but the dJdismissal recommendation -
w1s not folkowed becaus: the trustces or the courts de-

cided that the factu were not sufficient to warrant dismissal,
the facts wiich were showh would se retained in thie faculty
Cleiwer's pormanent perscuuel file along with a record of

the outcore of the diswissal proceeding.

If the facts are to bLe retained in the faculty member's
permanent personnel file, the faculty member will be given
an opportunity to review the facts and to write an explan-
ation which will be retained along with the findings of
fact.



GRAYS HARROR COLLIGE

Academic Emplovee Reducticn Procedure

If an academic cmplovee vith a full-time faculty appointment is to be
laid off for progran terrination or reduction, decreases in enrollment,
changes in educational policy or substantial evxdcnce of a serious
shortare of ‘unds, the Gravs Harbor College Policies and Procedures
for Tenure and Dismissal will be utxlxzed and the followzno crzterza
and procedures wx‘l be used:

A. The nresxdent, vith consultat;on £rom hxs admxnxstratxve staff
’ will review the nature of the problen facxng the college. If
the president determines that reductions in staff are or will
be necessary in the ncar future, he will give notice of the
~uoutential reductions to the rec ognzzed academic employeée organ-
ization. The notice which the president gives to the recognized
academric employee organization shall include:

‘1. The reasons for the proposed reductions in force;
2. Tae number of academic cmployees to be considered for layoff.

B. The recognized acadenic emplovee organization will then have the
rigit to meet with the presxdent who shall fully document the need
for such reductions in staff.  The president shall present and
explain the major criteria to be used to identify those to be :
laid off. If any courses currently in the curriculum are expected
to he elinirated, he saall identif{y those courses and explain why
they have been judveed not to he the most necessary course offer-
ings to waintain the best possible quality educational opportun-
ities at Grays Harbor College.

C. The need {nr a reduction in force will be determined on the
basis of the need {or reduction in each division of Crays Harbor
Colleee.

D. The divisions at Grays Harbor College, for purposes of this docu-
ment, shall be Busincess Administratioa, English-Speech, Health
and Physical Education, Humanities, Life Sciences, Physical Science
and Matheratics, Social Science, Vocational-Technical, Adminis-
tration, Library, and Student Services.

E. Within a reasonable time after the start of the fall quarter of
each year, the dean of instruction, with advice from the appro-
priate division chairman, shall assien each academic employee to
a division. An academic crployee may not be a member of more than
one division. (If this code is passed during the school year, the
dean of instruction shall assian the academic employees to their
respective divisions within a reasonable period of time after
passage of this code.)




Fo  If the nunber of academic enplovees is to hg reduced, the
president, with advice from the dean of instruction and division
chairmen, shall decide in the case of cach affected division

vhat course offerings and/or other scervices are most necessary
to nmaintain quality educdtion ut Grays liarbor Colleae. The

“president shall consider but uot he linited to the following
factors: |

1. the enroilment and the trends in enrollment for not less
than four consecutive gquarters, if applicable, and their
etfect upon cach dlvxsxon,

2., The noalq and ob;outxves ¢l Grays Harhor College and the
State Board for Community Lollege Education;

»
L)

[Information congurn:no faculty and administrative vacancies
cccurrine through ret;renent, resxnnatzon, sabbaticals and
leaves of absenco

G.  Thoase dutxes SOleth vith the course offer:ngs and/or other
- - services uotcrmxned to be most necessary at Grays Harbor College
will be consxdcrcd needed duties of an acadcnzc employee.

d. ic president's deternination of the most necessary course
offerings and/or other services is not subject to review by
the disnissal review committee.

I. 1f a reduction is necessary within a division, the following
order of lavoeff will be utilized provided there are qualified
academic cmployeces to replace and perform all the needed duties
of the academic cmployees to be laid off: first, part-time
acadomic employees; socond, probationary appointees with the
least seniority; third, full-time tenured academic employces
witih the least scniority.

J. Senicrity shall be determined by establishing the date of the
signing of the f{irst full-tine contract for the most recent
period of continuous full-time professional service for Gravs
ffarbor College which shall include lecaves of ahsence, sabbatical
leaves, uand periods of layoffs. (This shall include profes-
sional services for the Aberdeen School District No. § prior to
1267 if assigned to Grays Harbor College.) The longest terms
of cmnloyment as thus established shall be considered the
hivhest level of sceniority. In instances where academic employees
have the sare bepinninge date of full-time professional services,
sepiority shall be detcrmined in the following order:

1. First date of the sipgnature of a letter of intent to accept
emplovnment;

2. First date of application for cmployment.




K. An academic emplovee shall he qualified te instruct courses
which the president, with advice from the dean of instruction
and the appronriate division chairman, determines the academic
enployee is qualified to instruct. The president's determin-
ation of what duties un academic enplovee is qualified to o
pertorm is not subject to review by the dismissal review com-
mittee. | T .

L. A full-time tenured academic cmployee whose contract was not
renewed as a result of this academic employee staff reduction
procedure has a right to recall to any teaching position,
cither a newly created onc or a vacancy, providing he is quali-
fied as deterrined by the college president. The recall shall
be in reversed senicrity, the most senior first, The right of
recitll shall extend three years from the date of layoff. Full-
tine tenured academic employees who have been laid off will
‘retain all decrued bencefits, such as sick leave and -seniority,
Upon reccall they shall be placed at least at the next higher
increment on the salary schedule than at the time of layoff
and will rcetain their tenured status. o -

UNIVERSITY OF ¢a
LOS ANGELES .

DEC 06 1974

C1E““~GHOUSEﬂQR

JUNIOR
INFORMATILCSE




