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TO: Richard E. Bjork -

FROM: The Task Force on Ten Year Staffing Pian,(ﬁ&ij\ﬂdwff {
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SUBJECT: CHARGE TO THE TASK, FORCE
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Attached please find the final repérﬁ of the Task Force on
Ten ¥Year Staffing Plan. : :

The report and accompghying recommenaations.dea; with profes-
sional personnel whose major responsibilities are teaching.’
However, the Task Force stronély recommends that the concepts
contained therein also be adopted for librarians in a separate
plan. .. '
Unfortunately, the Task Force was unable to develop a staffing
Plan for nonteaching professionals eligible for multiyear con-
tracts in the time allotted. This‘'issue is quite complicated
and needs to be studied further. After careful analysis a
special staffing should be developed 'for this group.
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) Mémbers of the Task Force: : -,
~ Alex Don, Assistant Professor of Finance and Accouhting
Kathleen Fitzpatrick, Senior, Psychology

Raymond Frankle, Director of Library Services
Leon Hamiond, Junior, Studies in the Arts
Margaret Marsh, Assistant Professor of History
“William Miley, Assistant Professor of Psycholoyy

Philip Nanzetta, Dean of Natural Sciences and Mathematics - -
.[Edward Paul, Assistant Professor of Chemistry g

Donald Plank, Associate Professor of Mathematics

Kenneth Stow, Assistant ta the Vice Preésident for

. Administration and Finance
Charles Tantillo, Vice President for Campus Programs
Robert Trow, Director of Planning and Development (Chairman)
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10, 1973. This resolution was,formulated in respon

September 15, 1972 action by the State Board of Hig er Educa ion

whlch called for/the preparation of such planl by each State

College.- At the time its resolution was .prepare

t

R Stockton 2]

the Department of ngher Educatr0n ahd a

¢

and resolutlmns from the faculty. /

f

On the other

In 1972, the need for a working staffing plan was ‘manifest.
Jand in 1972, Stockton had |

experience whfch could serve as a basis for projectlons The

{ -~

nature of the 1nst1tutlon 1tse1f was 1ess clearly defined than
it is now. Iﬂ 1972,'there were no tenured faculty members nbr
was.there avb351s for predicting normal attrltlpn rates. The
probatlonary perlod for faculty was st111 three years. . It is «
now five years. Pe | . N

-*

Since 1973 the numer1ca1 component of the Ten-Year Stafflng
IPlan has been updated annually based on the policy statements
of the or1g1na1 Board resolution. The underlying policies have

not changed.




- On February 20, 1976 (following diScuSSions with the
College President) the Faculty Assembly, supported by the Stockton
Federation of Teachers, asked that the Board of Tr es reconsider
. the policies underlying its annual Ten-Year Staffing Plan revi-
sions. The Pres1dent/1ndicated at that time that he would appoint.
a Task Force to study the questions in the 'light of the additional ’

years of experience and to recommend to him and to the Board a

revised collection of staffing policies.
[ : . . *

"In September, 1976, the President appointed a Task Forcz;n
comprised of . faculty, staff, and students with a charge to c

Plete its study and make its report to him by March 1, 1977.

On January 24, 1977, the Preliminary Report of the Task . —

"Force was published as a supplement to the Stockton Chronicle.

On February 3 and 4, public hearings were held to receive the
views of faculty, staff students, and other interested parties.

Other comments were received in written form

The Task Force considered.all of these comments against
9

the background of its reading apd deliberations, made cﬁﬂnges

which were des1rab1e, and now issues its final report.

' The resolutions of the State Board of Higher Education,
the College Board of Trustees, the Faculty Assembly and the
Stockton Federatjon of Teachers mentioned above, and indeed
the whole debate over the Ten -Year Staffing Plan until now, ~

have dealt exclusively with the problem of faculty staffing.

. * e’ 6
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In a ‘perhaps over51mplified form this problem con81sts pf finding

a method to reconcile

.;ﬂﬁfmpetlng 1nstitut10nal needs for stab-
1llty oroducee by,f_?-“’ Wit {yre system, and flexibility
produced by the cjfu‘: e ds being placed on higher education.
. I ‘ 1lity’of having a cohprehensive

stafflng plan coverl e}:.‘i nclassified'employees of the College,

»

the Task Force felt that a solutlon to the faculty staffing problem

L

. was of Buch importance as to demand its full attentlon. Thus,

-

.the recommendatlons made in this report deal with faculty staffing,”

and while some of these recommendatlons may apply equally well
to all uhclaésified professionel staff, most do not. Problems

assoclated with non-faculty stafflng should be identified by

the College and resolved by another task force.
[\
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SUMMARY OF RECOMMENDATIONS

i)

~

- Staff planning E;Et provide flexibility for the institution.
stability for indiViduals, information on which to base decisions
and conditions conducive to intellectual vitality. Flexibility
is needed since the institution must be able to change in response
te changing conditions. Ability to change is hampered when too
large a proportion of the faculty is tenured. Tenure does give
stability to the institution, however, and provides a necessary
“environment for long—range planning by individual faculty members

"y - ’ v "

and programs. " _ S

i

Both the institution and fndiVidual faculty would be well

served by the availability of adequate information about staff

- )

planning, so that. decisions can be based on reasonable prOjec-\

tions of the futuré -To maintain vitality within the institution,

a variety ‘of methods to stimulate intelleptual growth should be

‘ l ? \'
encouraged as a matiter of policy. The Task sForce recommendations
. "'~. .i
summarized below should lead to ‘staffing plans which serve poth

the institution and\its personnel More qetailed discussi@ns of

these recommendations are included in the ‘body of the Task Force\
: Report. e - - >
I.  Institutional Priorities .
.The CoZZege should eatabltah a: planntng procqpa which wmlt
Q '
result, wtthtn l2-months, in the tdenttftcatton of tnatttutzanal

‘iov
L\przorzttea,and thetr appltcattOn to atafftng for the coZZege

§ -

- -
’ E

4 8 ' i
o . - i -
.
{

L ewre, ot



I1. Annuai Staffing Plan ‘ A
An annual staffing élan‘should be prepared based on” the

Cellége'e prioritées. The plan should be revised each. year to

tneorporate changee in College prtortttes and personnel znfor-

. matton Faculty allocation of teachtng Ztnes and ranks should’

‘be adausted annually in acoordance with the approved sataffing

plan.

II1I. Management InformatLOn System 3
The College should take steps to ingure the development of
a management information system and files of data which are
adequate to support comprehensive staff planning. This syseem
_“f///BhOuZd include a computer program whieh can medel staffieg pro-
> : .

Jections based upon current data and various asgumptions regard-

ing the future. x

Iv. Limitat&on on Tenure Proportionk~
", | i ’ &
Tenure at Stockton should be Zimited to one-half to two-

thtrds of the total full time fagyl,% through personnel pZannzng

0

. b ias S0 .
and whenever possible not by the¥dpie

numerical quota.

V. Instructor Category

| Approximately 20% of the CoZZege's'teachingvlines should be
"in the Instruétor rank and this category should be uged to hire
individuals who by the nature of their past experience and cre-
dentigis would probably not achieve tenure ercept in unusual

L 4

-etrcumstances. . : . P
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VI. Temporary Pgsitions

Approxtmately 5% - 10% of the faculty should hold part time,

e

vtszttng, or other temporary positions; the limite of theae

pgstttons should be described as part of the hiring prooeas. !

Al

~/VII’. \ Divisional. Planning | o™

Whenever any program within a Faculty reaches the poimt at
which half of its members are tenured, an annual divisidnal.plan.

t

should be prebared\projecting the student interest, program
'stabtltt%, program prtorzty, tenure proportion, tnstructor dig- "
trtbutton, vistting faculty dtstrtbutton, eduoattonal plansu

¢ and other stafftng needs for the divisional Faoulty

VIII. Validation of Plan..
When the tenure proportton at Stockton as a whele' reaches
rone- half, a re-examination should be undertaken to determine -

whether the desired limits can be maintained by the mechanisms

described above, ar whether numerical qu4§%s must be applied B
) ; S
in order to avoid exceeding the proper levels of tenured faculty.
/ , : ' ’ I
IX. Dissemination- of Informatiodn o

The %éce President for Academic Affairs and the Faéulty Déans
should provide the best, avatZabZe staffing tnformatvon to preaent
" -and prospective faculty for their guidance in assesstng thetr
 chances for promotion and tenure; new faculty should be_pravided
with a copy of the current étaffing plan}_gnd‘continuing faéulty
shoald be informed of ielevant promotion and tenure projections

)

as a part of the regular evaluation processes.

o -0




X. Terminal Degree Qualification
. Normally those appointed or promoted to the rank of Assistant

Professor or above should possess a terminal degree or ite equiv-

alent.
5

Promottona 8hould be based only upon merit and College

XI. Basis for Promotions’

,etafftng needs, not .upon gentority and time served in a lower
., rank. .
\
XII.  Affirmative Action and -Age Distribution Ea

An annual review process should evaluate etafftng for”/)

women and mtnortty group members as well as examtne the age

distribution of faculty. Hiring should be encouraged in areas

of underrepresentation.

XIII. ‘ Modification of Statutes

The College should recommend to the State Departmént of
Higher Education that steps be taken to secure Zegialative
action modifying Title LBA:60 6} the Statutes of the State of

New Jersey to allow a seven-yea$ probationary period, with the

possibility of eagrlier tenure.
. XIV. ‘iYE%uat}on and Professional Development
Prog%eg?qqgi developmen7 shopld be supported as an actibity
aepaﬁ&tg fr@mlfiaiévaluation and retraining of faculty.

Q v
iﬂ ( é © . ’ '

// , 11

Q"
-~




XvV. Professional Development - ,' _ I |

L] LA

-

- The College should establ;sh and support a program of
professtonal development which will tnalude Zocal funding of
sabbatical Zeaves, conttnuatton of the released ttme_program
formulation of gutdelines for unpatd Zeaves af absence, encouﬂ-' o
agement of faculty exchanged and formulation of gutdeltnes'for“ B
the tmplemantatton of suck/fxchanges, tdenttftcatton of stster‘

colleges for poesible conttnutng exchange programs, funding of

. faculty attendance at professtonal conferenaes, and establtah-

L ] -

ment of a colloquium on teachtng N



PURPOSES OF STAFF PLANNING

Staff planning‘helps to give order and'reason_to the

processes of recruitment, reappointment, promotion, and the
o
granting of tenure. It provides one of the toolL\for realizing

the College's program priorities. It provides a foundation for

-

deployment of resources w1thin the College and for eXpressing

the needs of the College to outside agencies. §

\

A staffing plan expresses the basic‘:" nature of an in'stiltutipn;

It is important not only as a planning document but also asﬁa, fg

statement of values and identity. It is a part of the 1nst1tuti°na1

process for 1dentifying goals and implémenting priorities. B

!

o R °

. The process: of staff planning is‘important.-°In.drder for‘
a deVelopinﬂiinstitﬁtion to remain vital, it must-take?steps“%o_
assure that its practices and policies are based upon careful
decisions which are deliberately and thoroughly considered, rather
.-than on an accumulation of individual specia& cases.. The -
activity of _analyzing alternatives is in itself a fruitful one
for an institution. Staff planning helps to define and reach °

institutional goals.

L4

Staff planning involves adsearch.for,ways to adheive de-
Hsired ends within a framework of laws, contracts, and understand-
‘ings. It‘produces_recommendations.for improving the basic |
.framework through legislation, negotiations, and imaginative new,

approaches to the interpretation of the existing framework.

’

- 13 !
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A staffing plan is a tool of institutional planning. It ¢
is a‘coherent collection of policies and guidelines which are
derived from a well-defined set of principles. While it should
be illustrated by projections based on particular assumptigns,

a staffing plan does not oonsist solely of these projecti‘ns.
ane the important substance of a staffing plan is understood,
it is eBBentially a clerical matter to develop .a variety of
assumptions and.goals. Personnel decisiOns (e.g., allocation
of lines, recru1tment, reappOintment, promotion, and the grant-
ing o; tenure) will be puided by an effectively presented concep—‘
tual framework; in practice,'individual'personnet decisions can
almost never.be based solely on the numerioal projections whioh
result from such principles. It is sdfe to say that no single
personnel decision has been determined‘by the charts which have.
been presented at Stockton as Ten-Year Staffing Plans; on the
other hand, one might argue that the principle of a tenufe

quota has had an effect in personmel matters at Stockton.

A staffing plan informs. Individuals have aaxight to know

)

where they qtand in the institution, now and in the predictable

N

future; g;oups ‘have a right to understand the comparative

, priofities which relate to their interegts. And the institution

-who staff it.

needs to know the probable effects of its policies on those v v

’
)

)
r) .

A staffing plan expresses the manner.in which an inatitution
P % .V ;'\‘

' wlll deal with people. It reflects the basic nature of the College.

Ay

11

] ’ - B .
. L ]
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" In the development of the staffing plan it is 1mportant that the
College consider not only tﬁe ‘effect, upon the 1nstitution, but

) also the effect upon the ingividuali who comprise the 1nstitution.

&
voowy
A

A staffing plan must : | o | - - , R

- suggest means to*promote the eontinuing intellectual
development of faculty and staff members, even beyond
the level which is required for satisfactory under-
graduate teaching; it is through slich intellectual
activity that appropriate examples are provided for

Stockton's students.

- provide means for maintaining’intellectual vitality
among faeulty and staff, ways of avoiding the devel-
opment of entrenched parochial attitudes, means of
providing an influx of fresh, new ideas, and means

. for a faculty or staff member to maintaip intellectual
contact with his or her’ discipline; it must provide‘
for a continuing healthy diversity of intellectual

approaches. ‘ o o '

- take into account the effegt of morale factors on
achieving the maximum effejtive performance. from

faculty and staff members.

_ There is a basic tension between individual needs'for_secur-
ity and identity on the one hand and institutional needs for

flexibility, productivity, and cost-effectiveness on the other.

15
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Yet both the institution)éhd its personnel have a vital intérest
in maintaining vitality and a good ésprit. Stockton must balance

the tensions in a way which Ssets an enlightened example.for all.'

Stockton has“Been'created and is supported by the State of

New Jersey to prov1de educational Opportunities primarily for

its residents. A staffing plan must provide for a deployment

. Of resources that will best meet the short and long term needs

of students at a cost which the State of New JerSey is willing

_ to support. o . §s s b

»

A ‘'staffing plan.therefore must:
- provide a means for utilizing institutional' prio;itié/

ih pro;ecting the distribution of personnel resources

'

»

to the various activities of the. College.

\
.

¢ - prov1de the flexibility to expand, contract, initiate,
eliminate or modify instructional and Support programs
¢

to meet the changing needs and demands of society, as'

articulated by the 1nstitution 8 statements on priority.

- take into account the fiscal implications of its recom-
mendations, in particular, it must aim for a responsible T

balance between personnel and nonpersonnel costs.

allow for the limitations imposed by boundaries of law.

and practice; it must. either accept these constraints
" or propose new and imaginative alternatives which may

be adopted. - o 16-

12
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- contain princ1ples specific” emough to guide indiv1dual

hiring, training, promotion, and %qﬁgre deqi%ions.

N L]

. - -
—- encourage the maintenance of high standards in personnel

decision making; it should provide a foundation for

thorough and deliberate cousiderations.

C - suggest ways to provide, on a regular basis, openings
sO0 that 5unior faculty members will have a reasonable

Yo

opportunity for promotion and tenure.

* \ K] | .

{ - analyze the demographic and other technical~factors whichg
RV determine the effects of certain assumptions and policies .

on ‘actual decisions.

. & - '
- take into account the implications of its recommendations

on vdarious categories of persOnnel by age, sex, ethnic
|

P origin, rank, etc. . -
- nalyze the distribution of age in the faculty a:% the :
effecﬁ;which this distribution will have ugon attrition
through retirement and death; thd plan should suggest
ways (sucb as early retirement and hiring of temporary

faculty members) of accomplishing an orderly’ voluntary

attrition schedule which matches demographic factors.

v

‘Staff planning is a process of broad sco§Z>”ha of‘great
importance both to the present and to the future of an institution.
X
It is a dynamic process ‘that requires continuing review and evalua-

tion. B8ome issues involved must be dealt with by many persons

Y

oy
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‘and offices over a period of several years; many cannot be settle
effectively by an ad hoc task force. The Task Force has,  in
these cases, restricted this report to pointing the way and

outlining the areas which need further consideration as the

institution develops.
. LY

\\ , ..
Some of the recommendations of the Task Force reinforce

-

and formalize current pfactice; others propose new approaches.
K1) -

»

*.

.7
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INSTITUTIONAL PRIORITIES -

Staff planning is part of the process by which institptiOnal o

'

priorities re realized. Without inst1tutional goals, rational

’planning c nnot take place» As a new college, Stockton has
'tested its strength in several areas. At this time, it is proper
'for the i StltuLlOn to make deliberate choices %bout its direction.
' These chojces 1nyolve determinatiod of where €h%thlﬁ9Qe 8
necessari‘y limqted resources should be placed Areas with

'higher priiority maVe a stronger claim on resources, including

- “faculty apd stdff, than do areas with lower priority.
orce makes the following recbmmendationf

I. I stitutional'Priorities
Thg College should eatabltah a planning process which will
reault ithin l2-months, 1in tHe tdenttftcatton of institutional

prtortttea and their a}pltcatton to atafftng for the colbege

)

.
Once academic priorities have been enunciated, a specific

staffing plan based upon them can be prepared. The policies
\recommended in this report should serve as a guide for theA
: preparation of the p1an. Annual updating of the staffing plan
should be undertaken to maintain an accurate lOng-rangenperspec—
tive on the College's activities. These revisions, using data -
- obtained by the management information system recommended below
and the policiesﬁsuggested here, wdkld regularly extend the

usefulness of the plan.

19
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- "The ffexibility to implement deCiSions about the Colleﬁf 8-

prioritiés requires the capacity to adjust Btaffing levels.A One-
purpose of staff planning is to permit the process to be gradual
rather than abrupt. Changing %riorities canvbe implemented on |
this gradual basis:if vacated lines'become subject tovreallocation )
as needed and are not ;/automatically refilled. éince'priorities
-are decided at the College l/yel} vacant p081tions should be . '
subject to reallocation by the Vice President for’ Academic Affairs.
In general, all vacant. pOSltionS, tenure, and rank’ distributions,
and other resources, ‘should (in consultation with the. de;ns and
.the faculty) ;; distributed by the Vice Presidept/based on .
: priorities and not necessarily equally to each Faculty. Specific

decisions about recruitment, promotion, and tenure allocations

should be treated on. the divisional level. {v—- ‘ - o /

% '
The Task Force makes the following recommendation.

II, Annual StaffinguPlanﬂl : .
An annual staffing plan should be preparéd based on the
College'’s priorities. ‘The plan should be,reviaed each year to -
inoorporate changes in College prioritiee a;d pereonnel\ghfor-
ma;ion. yFaculty allocation of teachipg linee and ranks ahould

be adjusted annually in accordance with the approved staffing plan. A‘ﬂ

20
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CURRENT STAFFING STATUS
[

A1
. »

., The starting point for staff planning is‘knowledge pf the'

current status and past'trends.' The"faculty is presently composed

pof 169. personﬁ and is expected to stabilize at: abbut 200 Qy "the

1979-80 academic year when the school size is projected to level
)

. of £ temporarily at 400 FTE students. The yearly attrition of

faculty has averaged 18% during the past five years. Mostﬂof the
fagulty have been nonten red, and it is difficult at this point
to tell whether this hig attrition figure will continue or how
it Wlll refate to the future attrition rate of tenured fadulty.
Attrition. rates for tenured and nontenured facukty are particu—

larly important in projecting College staffing; - they should be

~monitored carefully during the coming.years:,

The College rank dis&ribution is curréntly 19% Instructorsl
50% Assistant Profedsors, 23% Associate Professors and 8% -
Professors. The distribution doeq not‘appreciably_vary between
Faculties, with the exception of ARHU which has.relatively more -
Proféssors and fewer Assistant Professors than the College norms.
This is typical of a'group’further along the evolutionary path'
to rank distribution equilibrium. The Collegehwide proportion

of Associate Professors_and Professors is projected to increase.

There will be .a decrease in Assistant Professors, and“the frac- -

tion of Instructors 'will stay about the same. These trends are
[ .

expected ‘as the College and its staff grow older and can already '

be’ seen in data from the past.
: 91

Ex) ’
S .
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- In the 1977 78 academic year,‘28% of the faculty will be
tenured. This is less than half of the tenured proportion of
any of the other New Jersey State Colleges, where the ratios .

currently range from 57% at Ramapo to 90% at Jersey City. The~

o, [}

tenured f‘:tion is grow1ng, but not\so rapidly as to prohlbit 3

r

its regulatlon by gradual father ‘than abrupt means. & '

14 ) [

Y\ . N ‘
- Stockton 8 faculty is relatlvely young, with about 1w

AbOVe the age of 45 and. only 1% over 60 The median age is 33

This’}mplies that retlrement w1ll not be a slgnificant factor

in staff planning durlng the next 10 years.

Aboutwil% of thevStocktOn‘facuth.are women, while 5%‘
come- from mimerity groups. Minority faculty are evenly'distrif )

buted in academic ranks while women hold disproportionately
. R o ‘ N
more of the lower ranks. Turnover among minority faculty members

B!

has heen significantly higher than that of nonminority faculty.

This parallels the national experience.
'S
A detalled staffing plan should consider faculty size
rank distributions, tenure gractions, age, and éthnic’ origin by

\‘Faculty divisions. Depending on College prioritj

s and faculty
availability differences between diffegent. ts of ‘the College
-‘may'prove'desirable., ' o & : .

L 4

P The Middle*States Evaluation Team Report noted the need
for better record keeping at the College, and the Task Force

found specific difficultles in the evaluation of stdffing data.

22 | ‘ 4
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Ambiguities in.allocated and filled positions, in personnel
shifts/between administration and teaching, and in part- time
and adjunct faculty lines have led to inconsistencies in treat-

ment from year to year. Additional data ev luation, 1ncluding a

Ve

attrltiOn rates at Stockton fgr minority and women faculty members,

v

. ' availability of faculty candidates from underrepresenteéiﬁ&oups, _“
) \"!n. .
r,‘)x

”. analysis of age, sexl ethnic origin, student demand, etc., will

?w “ be needed as part of an improved data base for a more detailed

staffing‘plan.

»
t

o8

. ) \ . . e
.To facilitate gathering and organizing the data which will

.y

orovide a foundation for detagled staff planning, the Task Force )/
*gmten? .
feels a n%w personngl data base 'is needed~® It should include,
".r»l.!l ) . h;

‘z.
>

\
F"%‘—.ﬂ A :
t and past faculty and staff,, information on size . .

.

j for all- pr'“

of staff, age distributions, data relevant, to appointment and
A :
ed R
reappointment, attrition rates for probationary and nonprobationary
) , N _
personnel, rank distribution, resignations, promdtions, sex, :

IESUSEIE

ethnic origin, prOJected tenure dates, and anticipated retirement&,

all tabulated by Faculty. ”. ‘ . \ -

As a further step beyond the collection and—organization of
raw data, a computer model should be ponstrﬁfted to serve as an
analytical tool for the study of the 1ﬁpact of various possible

situations on staffing projections.

Zil ’, L S

<




The gaék Force makes the following recommendation.

P S
o'
»

.IIiﬁ Méndgement_lnformatign System

The' College should Bake steps to insure the development of
a management information system and files ?f data which are
adequaie to support comprelensive staff BLaning. Th;g system
should include a computer program~which'édn model s?af%iné "‘“

. . \ .
projections based upon éurrent data and various asgunptions
. . O

regarding the future. - : - Ry .
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TENURE Pnogoag;_g_n .
The Task Force addressed many issues and made a number of"
recommendations througﬁout this report,_butlno area was more!*.
important nhor more troublesome than that of'lim@tations on.

L1

tenure.

The Task Force saw as a major issue of its work the guestion
"Shall there be an imposed limitation on the number of faculty
members occupying tenured positions at any one time; Af so, at
what level and by what means shall the limitation be: imposed?"

If Stockton were an old institution, stable in size: with .

a uniform age distribution, then this question would not present
the problems which it does h“'For in that case (withﬂroughly the
:same number of individuals in each age group) the attrition of
tenured faculty due to retirément and death would allow a dynamic
equilibrium with® about 65% of the faculty tenured at any one time .
(See Appendix A for the display’ and Appendix D for an explanation
of e model). No planning limit would need to be imposed on the
ColEELe as a whole; the natural flow through time would regulate '
the total number of faculty members holding tenured appointments.
The College would then need ‘only to concern itself with the distri-

bution of tenure throughout the institution.

Stockton, howeVer,,does not have a uniform age distribution.

£ ! .
In fact, 86% of its present faculty are 26 or, more years from New
-
. "Jersey's retirement age of 70. As a result, if no planninq steps - v ¢

'lwere taken to limit the granting of tenurer then Stockton would

exceed 75% on tenure within. the next decade. (8ee Appendix B).
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Through,the reading and deliberations of the Tasgk Force, it
has become*;lear that the institutional costs of exceeding 75% of _
the faculty on tgnure are unreasonably high. Most of the author-
ities who have written on the subject agree that the~loss of

. vitality and flexipility‘%{ well asothe increased pereonnel costs~'.
'resulting from high tenure ratios make unlimited tenuringhdangerous
for the weli- being of an academic institution. The College must, >
have some continuing flow of new faculty with fresh ideas and out-
-side perspectives. "It must, have the capability to drop or diminish
ﬂts personnel iy‘estment in old activities and shift that invest-
ment to new’areas, and it must be able to do this in an on-going
. way on a routine basis, not by firing tenured faculty members in f
the o0ld areas. EF;nally, gince the College will have at each point
‘a particular flyed finite amount of resou ces, it must take steps

\ -
to prevent its personnel costs frqQm overwhelming all other needs; it .

I /

must have funds for maintenance, supplies, concerts, outside speakers,

and all of the many other support activities which are necessary“ S

for effective operation of the institution. '

o ‘ .‘ The Task Porce agreed, then, that steps should be taken to . |
limit the¢ number of faculty members who will occupy tenured
positions.; In seeking the proper level it relied heavily upon ‘_’,

','~ the recommendations of the nationally respected Keast Commission
in its book-length study entitled Faculty Tenure: A Report and

'RecommendatzOn by the Commigeion on Academic Tenure in Hzgher‘

Education. The Keast figure of one-half to/two-thirds is in the

same range that;rould naturally be obtained at a mature, stab1e~




‘{nstitution by rigorous personnel decisions in the absence of a

quota. ©

The Task Force makes the follow%eg recommendation:

_IV. Limitation on Tenure Proportion
| Tenure at Stockton ehould he limited to ome-half to -two-
thirds of the total full tzme faculty through pereonnel pZannzng
and whenever poeetble not by the direct zmpoeztzon of an,arbytrary

.

numerical quota. 4
N ¢

The pages which follow describe the recommended!mechanism for
achieving this limit. | )

This recommendation is intended to provide a figure for thev
College as a whole. Through priority and other staffing judgments,
proportions should be established for aCademic divisions and
degree programs which?may differ from these overall figures.

The Task Force does'not intend that this proportion should auto-

matically be applied uniformly 'to each degree program.

M. As a mechanism'for implementing this recommendation, the
College should.move at a. deliberate.pace to a distribution of
faculty which 1ncludes 20% Instructors and 5-10% visiting faculty

‘members. Except 1n unusual circumstances, Instructors should not

’receive tenure, and they should know from the time of their 1n1tial

9

. contacts w1th Stockton that they will be unlikely to remain for

L)

‘more than five years. o ) -

* The last recommendation-applies only to the tenure status of -

faculty memﬁersVWho are ‘to be hired in the futurea The Task Force

.v RS

acknowledges that a number of Stockton 8 present Instructors were \
o hired with different understandlngs. Some of these individuals
Q ‘ L : - /\’\
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- have or will soon receive terminal degrees. These faculty members
EAnnot aqtdmatically‘bé'b&;:ed from tenure gonsidgration'simply |
because of their present Instructor'status. The Task Force. recom-
‘mends that in the future, thoge holding the;doctorate degree should
ordinari}y be hired QB the rank of Assistant Pfo}essof or higher.

' The Task Force makes. the following recommendation.

V. * Instructor Category

_ Approzimately 20% of th; College's teachiﬁg lines should be
‘in the Inatruétor rank and that fhia category should be uaed'toﬁ
hire individuals who by the natu;e of their past ex?eriéncé*and
eredentials would probably not achieve tenure, exvept in unusual
circumstances.

The Vi?iting Assistaht Professors, Visiting Associate Profes-

sors, and Visiting Professors shbuld be hired eifher on one-year
nonrenewable contracts-(e.g., as replacements for faculty members

4

away ?n_leave) or on contracts which will be renewed for a secdond
year Sut'which‘cannot be extended beyond a total of two yeaésﬂ ¢
The initial contract should explicitly state the rgnewability
conditions under which the individual is hired. These facqlty
members must necessarily be considered members of the bafgain}ng .

unit.

The Task Force makes the following recommendation.

a

VI. Temporary ‘Positions
Approxzmately 5% - 10% of the faculty should hold part-time,

viattzng, or other ‘temporary poaztzona, the Ztmtta of these goattzOna

3
*"--«.-a«

should be described as part of the htrtng proéesa

&8 s g —v..:'-:‘l""
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These two recommendations will yield an equilibrium ceiling

Aof slightly less than two-thirds of the faculty members on tenure.

The display is given in Appendix C.

Under this plan,.the effective size of theitenured faculty
will actyally be considerably below tWoethirds for several reasons.
As a substantial body of. tenured faculty members develops, a por-
tion will be away from campu;kon sabbaticals, exchange programs
and externally supported leavésaéf absence, the temporary vacancies f
thus created will prOvide an additional flow of-new&faculty members
who can bring outside perspectives ‘and vitality to the institution.l
Secondly, because potential tenure lines will be distributed
throughout the divisions and pregpams, lt is highly unlikely that
everyone will be filled at all times. Thus the aggregate pro-
pogtion of tenured faculty will remain beiow two-thirds if recom-

mendations V and VI are'implemented.

The Task Force recommends a continuing planning approach to

staffing practices, for only by consciously addressing the issues

of personnel policy will the sound development of the College
occur. Since hiring at Stockton is determined by the divisions,
planning also should be done on the divisional level. A divisional g
plan should show that accidents of timing will no;\distqrt the g
assignment of tenure positions w1thin the diviSion. glt'must place ',
all personnel decisions within a sound. framework consistent w1th
staffing policy. -

The Task Force makes the following recommendation. . -

. * . A . "
VII. Divisional Planning ' v : - NIy
- . SR DR
Whenever any program within. a Faculty reaches the poiht at -
which half of ite members are tenured, an annual divisidr{alﬁp’%ah‘ :
‘should be prepared projecting the student infereat, pragrdm“stﬁb; : .l;
1litu. nroanam nrioritu. tavumo mwanantion. inatructon .41::8;1.'1:'17‘147- : 29

1



\_. * S el M . Sk
B

R L
. L “‘ \.‘
k;—~ of staffing-'V§$

PO experience.

. : S e
e . ‘ ) be
LK . .

"ﬁﬁltzon, uzsztzng faculty dzstrzbutzon,-educatzonal pZans, and

ather staffzng,neegs for the dzvzazondl faculty = . v
' : ¢ . .

ations above are based on a theoretical analysis o’

s analysis should be validated through actual

B B - AR . ’
‘ . . ) . N A ‘.'
o L . e, . .
r ' . : e SO . .
. S . - ‘. ¢ - .
. L

The'Task Force makes the4followingrecommehdafion,T% o,
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S and dedrcation to the 1nstitution suffer It was the judqment AN

. \)‘ | . ‘ ‘ ,f d 0 “ d. r \\ ‘

» -~ | y
y VIII. Validation of Plan L : e

When the tenure praportzon at Stockton as a whoZe reaches one-:
half, a re-examination should.-be undertaken to determzne_whether
the desired limite can be maintained by the mechaﬁfsms desciibed
above, or whether numerical quotas must be applzed in order to

;;¢ avoid exceedzng the. proper levels of tenured fac Zty

.(‘

As Stockton reaches a stable distribution (in 30 years), the -

,

desired size of the tenured faculty dan be maintained without

continuing the use of visiting faculty members. he Task Force

’feels this route to be preferable to temporari&y -aising the tenure

limits to accommodate the age bulge history show that temporary

distortions frequently become permanent: :

.

a tenure

Ty

Personnel turndver of the typeﬁdﬁsociated wit

quota lin which an individual has a small but ‘real stic chance

cause of a numerical limit)- ha%}éubstantial costs hich may’ not be

evident to an outside ohserwer. A great deal of ti e and energy

is dissipated in congern oVer the injustice of the Bsystem. Morale_-'J

where one "stands” 'minimizesﬂinstitutional disrupti n and allows’

°

tbe individual to plan a future course in an orderl fashion. ;



'“-{apositicns which at the time oftinitial contact betwgen the xndiv-

;~¢The Task Force has therefore attemptedﬁto provide the required

“idual and the College are known to be terminal.

- workable equilibrium model.. Viewing the College as ‘a whole, it

mendation utilizes values \N

~of factPrs.f , ' 31

A

--turnover by utilizing, as a supplement to normal’ turnover,

R :s_:.

*x\
The Task’ Force recommendations present an attiactive and.

appears that it is possible to achieve such equilibrium with a

Y a ’ .
minimum of quota-based tenure denials if,_as projected the Col~.

. 1ege grows to 200 faculty members during the next several years.f"

: Tenure decisions at Stockton have been- rigorous. There is

strong feeling that the College s standards have been high and

(its tenure deC1sions appropriate., The Task Forqe has recommended

that thses standards be maintained and that increasingly rigorous:
tenure decisions be made as the College moves toward one-half to

two-thirds of its faculty tenured. The Task Force advocates i

‘,this gradualist approachaas a preferred alternative. to suddenly '

slamming tgz’door at a predeterminedrtenure level. :. =+ 5

The recommendati&n on tenure limitation represents a‘com— o
N 4

‘promise, and like compromises in engineesgzg it does not incor-

porate the optimal value of each individ J:variable. The recom-

7 .

h appear to_present.the best'overall
balance of factors. It is evident, for example, that Stockton

would have the greatest flexibil ty and benefit of nev perspec-
tives if all. faculty membérs were on’ one-year nonrenewable contracts.
The College would have the greatest stabillty and lowest turmoil
from personnel turnpver_if all'faculty*members were-tenured. "
Clearlv neither extreme is'desirable.-'The.recommendation repre-
sents what the Task“Force ¢gpnceives to be the best combination:

C -
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" . RECRUITMENT, REAPPOIN_TMENT, AND PROMOTION

_ In recruiting, reappointment, and promotion of faculty
ﬂ:; it is necessary to balance the basic tensions between insti—
‘tutional and individual neéds. The institution requires
_flexibility to. respondlto changes in its priorities.
\Indiyiduals need to have clear information on which to
. base their'own planning; Both the institution and ‘the ) .
.individual are best served by falrsan& equitable treatment
of persdnnel, by- suff1c1ent stability to permit long-ranqe

'planning to be implemented in an orderly way, and by adequate .

‘sharing of.information.
) o
The Task Force makes the following recommendation.
L 4 .

- fX; Dissemination of Information ‘
| The Vice Preazdent fpr Academic Affairs and the Faculty
Deana ahouZd provide the best ava'ilable stafftng information
. to preqemt and proapective_faculty for their guidance in

- e

assessing thegir chancea for promotton and tenure; new f&culty

ahould be provtded wtth g copy of the current atafftng

plan, and contznutng faculty ahould be~£nformed of relevant’
promotton dﬁd tenure progecttona ag- a part of the r;gular 'J
.evaluatzon praceaaea.'“ . — ' .

S

iﬂ It is useful: to think of faculty positions in two separate
categories, those leading to tenure and those which (except ‘in

© unusual circumstances) do not lead to tenure. As discussed in \V'

the prevnous sectien, empldyment of);ndiv1duals not likely to
:hieve tenure is required in order to minimize the need for
:quotas on tenure which exclude ind1v1duals on some basis other

,.} than merit and institutional need.

32.
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The positions which most\clearly do not lead to tanure

" are_those of part-time and wisiting facalty. Recruitment

-of faculty for part-time positions should be explored. Re-'

tired,persons and those with partial'alternate‘funding (e.g;f .

'"partetime'reSearch'personnel, those who write or perform pro-

fessionally, etc ) might be suitable for these positions, and'

could bring to the College vitality and»alternate perspectives.

Part—time posiﬂ&ons need not-be at the rank of Instructor, those .

holding them are not legally eligible for' tenure. -
,Visiting faculty might include those who have retired
from other positions or who are near retirement age,.persons'

who are part of eaternal programs (e.qg., Fulbright Scholars),
\ . I

. or those in exchange programs. . Visiting faculty members
should be hired to replace faculty members on sabbatical or.

"other leaves of absence.

. | _ e 3\
In addition to»serving the ends outlined in the '

previous section, visiting faculty memhers_can substantially
help institutional flexibility if they.are also hired in
transition périods in the growth or“change of direction of'
.programs, or iflthey are chosen to’provide vieﬁpoints which
are not otherwise available. \ 7

" Persons hired into Instructor positions Should be in-
g ™ @ be

- formed that they will not receive tenure in that rank. While

. LY
an Instructor could; under unusual circumstances; be promoted

"to Assistant Professor, the chance for a positiVe tenure de- '

cision would stil; be extremely small since he or she would

.’.. .

normaily be competing against 1ndividuals.who will have more

experience and better academic credentials.

U N 323



In recruiting to fill an Instructor position, the

institution should not make the terminal degree a require—

- ment. In fact, Instructor might well be recruited from among

'those holding Master s degrees who would like to ‘gain teaching

: experience or from among individuals with professional experience
1'-who would like to enter academe without a terminal degree. The
individual hired- to fillaan,Instructor position should be the -
best‘qualified candidate, when considered in all aspects,'not
automatically the applicant with the highest degree. ,

To be likely fo achieve tenure, one should ordinarily be
hired at the rank of Assistant Professor. 1In view of the current
pool of available can<:'£idates,l ‘the college should normally expect
to fill Assistant Professor positions ‘with candidates who possess
a terminal degree or its equivalent. One purpose of this staffing
plan is to assure’ those. hired into this track that a decision to
‘'grant them tenure can he hasedfon‘nerit and institutionAl-need

;rather than on.numerical quota.

.The‘gask Force makes the following recommendation.

X. Terminal Degree_Qualificatipn'

o Normallp.thoee appointed or promoted to the rank of
Asezetant Profeesor or above ehould poesess a terminal degree
or ite equzvalent R b S . o ”\\

‘ ' . . - . . .
e . N . N

Promotions should depend upon individual merit and upon

7491 the priorities and needs of ctockton, not on seniority or

b time served in :a lower rank. The New Jersey Administrative
‘Code limits.eachfcollege to a maximim of 30?_?rofe§sors with’
no more than 50% Professors- and Associate Professors. Since

\-. . ;34
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. XII. 'AffirmativVe Action and Age’Dfstribution

¢ tton of faculty; Hiring should be encouraged in areas:of under-

the_availability of these positions is a limited resource, they
- should be awarded on the basis of college-wide priorities.

'_Their distribution between and within Faculties should reflect -

" these priodities and need not be equal.  Associate Professorships and

~ Professorships may be awarded to visiting faculty in order to obtain
'individuels.with'particualr\experiences that are needed byvthe:

institution,

The Task Force makes the following reoommendation. ,
: . _§a' : -

XI. gasis'for Promotions
Promotions should be based only npon merit and Coliege”
sataffing needs, not. upon seniority or time served in a.Zower
rank. ' ' 3 u »
The staffing priorities of the institution should include

the prov1sion of jOb opportunities and role models for women

¢ 't .
N

and members ®f minority groups in all of the'academic‘rgnksn,:i
Part of the annual staffing review process should include_‘
comparisions between the pool of qualified.individuals and
the distribution of employees at Stockton¢ The College Minor¥ f'
ity Recruitment Committee 'should continue to identify qualified
candidates from these groups and should especially help in '
developing ways of retainin§ those who are hired.

The Task Force nakesithe f?liowing recommendation.x

A

[ 4

' . ) A
An annual review pyocegs should evaluate staffing for women

‘ .
and minority group members as wgll as examine the age distribu-

\

repregentation.

A change in State law would be useful for staffing purposes. 35

‘It involves extending the probationary period from five to seven

o



years, allowing more time for natural attrition and evaluation.

This will decrease the overall fraction of those tenured as well as

'enable better.‘more thorough evaluatlon. Allowance for early-

tenuring should continue to be included as part of the law.

The Task Force makes the following recommendation.

«r

n
H

XIII. Modification of Sﬁafutes

L)

The College should recommend.to the State Department of

Hiéher Education that steps be taken to secure legislative

action modifying Title 184:60 .0f the Statutes of the State

of New dersey to allow a seven year probationary period, with

the possibility of earlier tenure.

32
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PROFESSIONAL DEVELOPMENT R

From the mid l950's.to the early 1970's, when higher eduda-’
.'tion was ekperiencing rapid growth, ther€ was a large and steady
infusion of young faculty into the teaching ranks and a high”degree
of general faculty.mobllity. This ferment produced an era.of

excellence during which many academic departments and institutions

-

]

. Were given new vitality. This era of growth is now over, and .
colleges and universitles are faced with the prospect of fewer yohng
faculty and decreased mobillty for senlor.faculty. There is a ﬁear
that the level of energy and innovatlon achieved by this pEriod
of growth will recede. To avoid this recession many 1nstitutions
"'are embarklngron programs of professional development. "i.r‘
As a new institution, Stockton's growth has been dramatic;
Nevertheless, the College is rapidly approachlnq the level of
zero~-growth, and the need for an actlve’program of professional
development now felt by other institutions will soon be shared ,
by Stockton. The Task Force has studied thi's need and has concluded
that, if-Stockton-is to maintain jtself as a vital institution in the«
.futnre, it is essential that it establish and vigqrously support
a program of professional development for its faculty. To he
successful, such a program must have the whole-hearted support of the
faculty, and for this reason, it is essgential that it be generated
from within the faculty, that it place strong emphasis on the
indlvidual facultfﬁnember's professional obligation to decide the

course of his or her professional fevelopment, and -that it be a

supportive instrument.

o
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'eepqratéd from'the evaluation and retra{ning of{faculté:

The Task Force makes the following recommendation.

y : .
XIV.- EWaluation and_Professional Development

q.
Profeseional development should be supported as an aotivitj

) - L
A professional development program should prqgvide institu-
tional'support for faculty self-improvement’in a variety of

areas. It shodld proyide opportunities for fagulty members to

'_1mprove their teaching skills and to develop hew ‘courses-and

fresh,approaches to old courses. It should provide opportunities
for faculty members‘to‘engage in research in their areas of experf"
tise and to enter new areas of inquiry. It should provide contacts
with faculty members in othér institutions and with members of the

business community, the political world, and the arts when such

‘contacts serve a valuable academic purpose. There are many specific

ways in which the College could support these and other poSsible'

~areas of professional development. . The Task Force belie¥es that

the Collegepshould consider at least the methods described in the
following paragraphs; . o o ' N
The present system of sabhaticals is,inadeguateJas an. instru-
ment.of general professional development gor-ﬁhe faculty.‘ Under
the present arrangement, the 106 uhich'are'available each.year
for the State colleges are to be'cistributed‘ahong the colleges
in proportion to the number of faculty members eligible. Under
éuch system, there will not be enough sabbaticals to have a
significant effect on professional development.\ The Task Force
recommends that the College investigate the possibility of -
locally funded sabbaticals (or their equivalent) There is con-

siderable evidence that the College could support such a program

—————

: with no cost to the institution, since témporary replacements 38
i ., e ; ) ] : ‘ . f
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- could be app01nted at “a much lower salary level than the faculty
"“members whé are away on sabhatical at half-pay. o !*
‘ .For some areas of professional development, release from a -
portion of one s teaching&duti s is more appropriate than parti—
cipating in a sabbat1ca1 progr m. Under the pre/gnt guidelines,
the recipient of spch released tiﬂe must remain on campus. The
iTask Force feels tS;t the pre ent system of released time is-a
valuable tool for professiona] development and. should continue

3

.as'part of any such program.

‘.

f
X ¥ Guidelines should be credted governing unpaid leaves of ab-

sence, so that faculty’members may be better able’ to plan for

,suchileavgs. Ifw%§ ﬂﬁf??ﬁéégble*to expect that a faculty member
mork out all of the details of| an unpaid leave hefore.knowing
| whether it wili be approved.
Y One- year faculty exchange% have long been used as an excellent
\delice for the interchange of 1deas between institutions, while N
= at the same time providing a refreshing change for'theﬂfaculty
memhezs involved. The Task Force urges the College to'encourage
such exchanges for its faculty and to create guidelines for their
1mplementdtion. The mask Force| further - recommends that the College

Al

. _investigate the possibility of identifying "sister colleges" with ,
A - ‘

~ whom a continuéégmprOgram of faqulty exchanges may be arranged&gi

conferences, short courses, an

tance for faculty members wf'fobk il

wishgﬁo remain current in their fields. It also helps to over-

N

-"‘come the tendency of an isolated|institution tb become parochial

in outlook. The Task Force feel% that maximum support should be

y : 39




o A 1

C given to faculty members who wish to attend such meetings.

o If good teacqgng is to be held in high esteem at Stockton,-
‘it is essential that means be created to exchange ideas about.
teaching. ‘The Task Force recommends that a continuing éolloquium
on teaching be established where experts on the subject. ‘

share with.the faculty their views on teaching ané’how it,may be

improved.-

The Task Force makes the following recommendation.

-

XV, Professional Development |

;’ Qﬁe Collegé ahould establish and support a program of profes-
sional development which: includes Zocaz funding of éabbgtical
'~ .leaves, continuation of the released time program,.forMuZation
of guideiines.yor unpuid leaves of'absence? enconrhgeqﬁ?t of ’
faculty exchégges aggﬁ?;rmulation of guidelinee for the"iMpZementa-;
ttoh of such exchanges, %d@nttftcatton of ‘gister colleges for ' |

possible conttnutng exchange programa, fundtng of faculty atten-

dance .at profeastonal conferences, and establtehment of a collo- .
- 2
v .

qutum on teachtng . B cE L L hae
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" APPENDIX A S o )

TENURE EQUILIBRIUM FOR UNIFOR% AGE{DIﬁTﬁIBUTlON

: .
. '~ -
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LIf the faculty age distribution’were approximqtely uniform, the

- College would ‘have an attrition rate of about 3% from. the ranks of

the tenured faculty due to ‘retirenment (time in tenure, 30- 35 years);

other factbrs, Buch as leaving to accept a positioﬁ at another:

/

In the table

;,Sw, the Tasﬁp#ﬁ&ce assumes a 4% attritionurete for tenured faculty
Lo " " - .. - '-1‘ . B

members.-m ' "%;§¢.w‘ R

. Stockton s at:ﬂition rate for untenured faculty membern Qas ﬂ-_’
1é 20% ror an old, stable institution, thi%,_=' |

-,"_"’_'below. | L o L

,rinally- the table helow asgumes that 15% 6f the faculty are R

i




R At 8teady State ; . L
Under Assumptions Stated Above K
%.% Uniform Age Distribution ' B
Untenured Attrition Rate of 10%

mquRED ATTRITION RATE OF 48 - . ' o

) —k

Untenured U ténurea

o -"non-Instructors'n'IﬁBtructors

Firét vear. B ~%3w;,_4.§w,..w. 3.7 |
*. Second Year B 4.4 | 3.3 .'.
?Qﬁﬁi;g_Year,; 4.0 R T
bthye. . 3.6 2.7 |
Fifth Yelr 3.2 2.4 .
Total{;i?“' S o20u2%) 15.0% . )

Total not terured o
Total ténuredf"’

Awarded tenur ‘each year

- b

R - S
(80% ‘of 3 39) o [ L
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UL APPENDIX B

TENU&E EQUILIBRIUM FOR STOCKTON S AGE DISTRIBUTION 'bl.

. o ' . '
t o \/ - b
X e ) o

Since the Stockton faculty is® quite young, the f&ctor of

;retirement will not introduce any attrition of -tenured faculty

'members during the period of this plan." The table below i@;:mes .

'an attritiOn rate of 1. 5% from other factors such as leaVing

-

- the institution to assume a.position elsewhere. . -

The table below utilizes 15% attrition of untenured
faculty - .
y ‘ e R o s
_ The table assumes that 20% offthe facult?”members who are
considered do not reteive tenure, based largely on quality

Judgements. In combination with attrition at»earlier stages}

this means that about 40% of the faculty members who come to

‘s P

‘Stockton will receive tenure..

L]

. the thble assumes that 15% of the_fadulty'are

’"Instructors whdﬁdo?not receive tenure7 the table assumes the

same attrition rates for Instructors as for other facﬁlty members

« E]

during their first- four years. ' S .

In this case the tenured fféztion is about three—fourths,z

a rather high figure.- ’“"‘7 _ v, f!;;fﬁffj?g

I

ae



AR PERCENT OF PACULTY MEMBERS IN EACH CATEGORY |

S .Under Assumptions Stated Above T
) Nonuniférm Age Distribution = - | o

) : Untenufed Attrition Rate of l5%f 7' : _ N

T oA

R TENURED-ATTRITION RATE OF, 1. 5% | -

=

. . Untenured : Untenured.
. ‘ . A non—Instructors Instructors*

. ! e A
Firs;QYea; CLotow 2.

£ 4.0

T oea .
B

I : Second Year = - 2
Third Year .

Equrth,Year .

3
[T SRR O
[ ]

Fifth Year = '

Total S U Y L I L

Total not tenured - f 5,;u - 25.0%

‘Totdl tenured R B L N1

" Awarded tenure each year . |
" (80% of 1.406) | . . . 1.1%
Attrition from tenire each year E c

[(1.58 of 75.004) oL  l.ls

*Figures do not total due to rounding
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APPENDIX C .

TASK FORCE RECOMMENDATION
o«

e .
4 ) v

"y

' The table below utilizes the agtrition assumptions of Appen-

dix B, representing present reality for Stockton.

This table assumes that 20% of theifaculty are Instructors

and 5% are visiting faculty members. 4

~

In this table, as in Appendix B, approximately 40% of -the -

faculty.members who come to Stockton receive tenure. The.ﬂﬁf

difference is that the tenure fraction remains below two—thirds.
k " ) . 1
_-:r, . .‘
! i » [ : : -
A kﬂ t
¥ ' ) o
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1

. .8

PERCENT OFfFACULTY MEMBERS IN EACH CATEGORY

ﬂ42

At Steady State L .
Under Assumptions Stated Above 0 “
. Nonuniform Age Distribution
Untenured Atfrition Rate of 15%°
Tenured Attrition rate of 1.5% .
TASK FORCE RECOMMENDATION L

- -Untenured

' . - Untenured : j
L Instructors

non-Instructors

Visiting.

Faculty

Total

2.4

First'Year ek ﬂ‘5€4

2.7

10.5

:Secong Year 2.0 7 “.-456H'1f ' 2.3 ; ,;8.9 :
Third - §;Ar - | ':7 B ;5i£ - t. ., " 5.6
Fourth Year ) N 3.3 Jfﬁ == L 4.8
Pifth Year . N 2.8 pz== 4.0
' Total w0 * 20.0 5.0 f . 33.8
{ Total:not tenured iﬁ' ' +33.8% | E
Total tehured S Vf‘ N
o Awarded tenure each year g .
. .7480% of 1.241) !

TAttrition from tenuxe each year RS
(1,5% of 66.181) 4 . : 1.os

. ’ ! . ,.:":_"
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" APPENDIX D.
,FLow _MODEL Fo‘R THE TENIJRE "PROCESS - S

\
. Coa

This appendix explains the flow model which guided the thinking , ;

of the Task Force regarding Iimitations on tenure proportion. It o
presents the concept of a dynamic equilibrium in the ‘total number , .,
of faculty memﬁers who hold tenure at any one. ti‘ne. KT .'

The model is based on a visualfzation of the’ ataffing process

ias a’ flow of people throuqh the'system illusttated in Figure 1.

¥

If ‘the faculty has a stable size, then. the number of new fn *

appointments must be the same as the total number of faculty f )

\

l o5 members who leave the system. If the tenured“faculty has a- stable ””f=_?f\\

,, A

year must be the same as. the number Who leave tenured positions.."'f

The (annual) parameters which are of interest in thiq flow

jmodel are

L, - the proportion of untenured faculty members in each cohort

which‘leaves the system for whatever reason. '.31ﬁ“??mh -

»fhe proportion pf faculty members which. receives tenure o
7

based upon strict Judgments of merit and institutional

. st “'. ’ !
need . : ' ' , L.f? .
L e 4o

.

- the proportion of tenured faculty membe:f which leaves

*1

the institution.};;"r o R
| The age distribution of the faculty has:a massive effect oﬁ
the valueﬂo% this labt parameter, as described in the(body of" the ) i;ﬁw
- The difference between 4%, which one miqhtaexpect for x o

. 3 a uniform age distribution, and 1.5%, which the Task Force e

projects for Stockton, strongly influences the equilibrium

\‘l

size of the tenured faculty. AT o .@Jp . g ?“ﬂ o

P




_f{ ,“ If all faculty members at Stockton were in the tenure

track and if no quota were aPPIied, then the equilibrium - «”*?ifﬁﬁﬁﬁ
P J E :‘V 5 :
L level of tenured faculty (asjuming values for the parameters

which ‘Were used 1n Appendice

tion 15%, attrition from fifth year to tenure 29%, attrition - '

B and C - nonteﬁured attri-

of tenured faculty 1. 5%), based’ solely on strict qualihy deci—l T
4sions, would be over 88%, s o ffﬁ
\\\\. g Under the same-assumptions, if a quota were applied in

' such'a way as to limit the‘equilibrium tenure level to two- ,'.i‘,gu o

«3

thirds of the faculty, then only127% of those faculty members -
who are Judged to be qualtfzed on a strict qualtty basis could
‘ actually receive tenure? 73% would have to be fired simply to;
' maintain equilibrium at the desired menure rat o.
These surprising figures strongly indicate a- need for a
;i clearly separated non tenure track, as illustrated in Figure 2.

: - S
\\\Atsp shown in this figure are the actual percentages of faculty‘

. MITI

members in- each category at eguilibrium

,,,,,

4‘? aﬂnumber 6f faculty members who are qualified underrstrict evalu-

- ation prOCedures cannot be awarded tenhure. For their sake and Lo

for the sake of. the institution, théhe individuals ‘and the pdéitions

they occupy should be identified as a part of the hiring process..'

4

At the time\of hiring, these applicants should be fully informed

as to exactly where they stand o gﬁf‘ \‘“";,»; ,~5F' L

L
‘l‘

While several simple balance sheet comparisons show that

Ty T

the equilibrium model of Appendix D is correct We present a _
brief derivation for the interested reader., " Sm,s‘. S e o

Considering by itself the tenure track described abOVe, u",,w‘ 1fﬁﬁ“
.‘~’ , ) o B IS R ,r . . :.. r" "l. A S ek

‘xQ"'d,- R LR _ vrf.-ﬁ.rm) RIS




< ¢;}

‘T: | |
| we let A represent the number of -new faculty members (per hundred -
) w*faculty members): who are hired into the tenure track each year. .
iwﬁﬁ Assuming 15% attrition, 85% of these new hired will return for
. L tAE secohd yéhr, 85% of the second year ‘faculty will return
for the third year,.and so-forth.s This yieldsu;
.. First year faculty = A - | .
Second year facultfii .85 A o f i
Third year faculty = (.85)2a = .7225iA'f
“Fourth year faculty';‘k185)3A = .6lll A f L. e
' . 'Fifth‘&ear faculty = (.85)%% = .5220 o
\ The total numger in th;‘tenure track who are,not yet tenured -
equals A+ .85 A+ .7225° ‘A + .6141 A + ~5220 A < 3 7086 A. . ¢ M

In order to achieve an equilibrium level of about two-
thirds on tenure, 25% of the faoulty must be in the separated
non—tenure track Using this figure, the number of tenured
faculty (per hundred faculty) is 75 - 3. 7086 A. Since we have

‘e

assumed an attrition ratevfo;ftenure

faculty of 1.5%, (.015)

e g

7 (75 - 3.7086 &) will leave tenure each y

' We.have assumed that in the aggregate, 80%.o§%the fifth ...

'Year faculty members who are cogsidered for tenurg will bevf

LT

judged to be qualified for ten@re._ Thus 80% of 5220 A or

;@ff- .4176 A wrll receive tenure each year. At equilibrium, then

< N .
the number receivina tenure equals number leaging tenure "

‘m .t .4A76 A = (.015) 75 - 3.7086 A) |

. 'solving £or A, A s ' T
_“ .‘.-'~.' ' - ,' ! B " . . . *
e | A= (018)(78) . g
\ !. ,/: v e AR v - ) . f - “}\‘
glg-.”.ﬁﬁ‘, - , = 2 3772 o -

5f$ubstituting for A in the statements above, the. figures which
L] . ‘ . .

I:R\(: are QiVen in Apbendix C are obtained.,”w_ 45) o ,,h.f: o

45



Aruitoxt provided by Eic:



ERI

Aruitoxt provided by Eic:

aar
‘Faculty Memﬁers 1 7

Third Year .

Faculty Membefs 1. 2%

; Roeelvefl’anurb (186)

Tenured Faculty
embers 66.:2%

- {1%) '_ N

(2

Out of ‘the Systgm. b

Resign Not Beappoimed

Retlre, etc.

-~
,
’ \ ) '
4
A
‘ r’
. {
,‘

. g

e

.First Year

Faculfy Members .
SR o

- Second Year
- Faculty Members
“8o% . ... |

freturn

Third Y'ear

Faculty Members

3.9% .

y
Yroturn

Fourth Year

Faculty Members

3.3%

——>

4
return ~

-

b <

'Fifth Year

Ry

“Faculty Members -

Out of the System.
Resign, Not Reappomted, etc

7o,
. . e
s
N ,
.;
Y :
- /r . t. T
: 1 .
. ! * -
' \ .
!
o f
Y -
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