November 19, 2007

To:
Council of Academic Deans

From:
 Roy W. Koch

Re:
Academic investments for the 2007-09 biennium

During the budget process in 2006-07, a number of enhancements were requested to support continuing development of our academic programs.  Now that the distribution of the OUS budget has been determined and we have identified funding for investment in academic programs, we can begin to address those requests.  Following the work accomplished last year in establishing academic priorities and goals we now have a clearer focus on how this funding should be distributed.  This memo summarizes objectives to be achieved by these investments, a specific set of objectives and criteria to be used in choosing which enhancements to fund, and processes for proceeding with those decisions.  The following has been developed in consultation with the Council of Academic Deans and is consistent with the outcome of the Administrative Retreat held in mid-October.  The Faculty Senate Budget Committee was consulted and their recommendations have been considered in the development of investment criteria.
Investment objectives 
There are two objectives to be achieved through these investments, both consistent with our leadership position and academic priorities and goals: 

1— Building capacity for improving student success and expanding innovative research 

This objective acknowledges the need to support past and future growth in enrollment and expand scholarship in ways that contribute to our academic priorities and goals.   
2—Advancing our academic and research program in sustainability toward national leadership

This objective addresses the first round of investments to advance selected academic programs principally in support of advancing innovative research and scholarship.  These investments will build strength and demonstrate quality as we define our leadership locally, within the state, nationally and internationally.  

Both these objectives will be addressed in ways that support and advance our leadership position of engagement. 

The approach

The principal approach identified to achieve both of these objectives is to expand the ranks of the tenure-line faculty.  This is consistent with funding directives from the Legislature and the State Board and with our own institutional goal of increasing the number of tenure line faculty.  These investments will modestly improve the student-faculty ratio, provide more resources for advising and other activities that promote student success, and enhance our research capabilities.  As we invest in new faculty, we will also reserve some funding to adequately support them including, for example, start-up funding, and an ongoing increment of funding for the library, information technology and to enhance services and supplies in the department or program.  

We will also leverage this new funding with some of the current allocations for fixed-term and adjunct faculty to further expand the tenure-line faculty beyond what could be done with the new funding alone.  We will, of course, need to maintain adequate budgetary flexibility; therefore,  we cannot allocate all of the enrollment funding for this purpose, but we can make some conversions. The University Studies’ proposal discussed by the Council has been adopted in principal with a few specific details on the process and distribution of positions still to be determined.  This plan will move resources allocated for fixed-term faculty, augmenting them by some of this additional investment funding, to create new tenure-related faculty lines with FTE commitments to both University Studies and an academic department or program.  

We will split our investment funding approximately equally between the two objectives – building capacity for improving student success and expanding research capacity and advancing our sustainability program.  Done properly we should be able to address both of these objectives with at least some of the new positions.

We have also identified a substantial fund for one-time investment in support of these objectives, and these funds can be used for such purposes as start-up or for developing infrastructure to support instructional or research activities.

Investment criteria and processes

Investments in faculty positions will be made in two phases to address the two objectives:  building capacity and advancing sustainability. The investments are intended to serve these two distinct but related objectives.  Proposals for the first phase addresses building capacity with the process beginning immediately.  The second objective addresses in a second phase of investments that will be initiated as soon as details of the process are confirmed.   

The requests for funding new faculty positions and related support in the 2006-07 budget proposals exceeded the resources that are currently available.  In addition, specific academic priorities and goals were identified since that process concluded.  To address both of these issues, and to ensure that the investments address the priorities and goals, a revised set of criteria have been established to both guide the development of these revised requests and for use in deciding among them. 

Phase one
Objective 1: Building capacity for improving student success and expanding innovative research.  

This objective seeks to build capacity for three complementary purposes: 

a. To build the tenure-line faculty in departments or programs that serve large numbers of majors (as indicated by the number of degrees granted) and that are heavily dependent on fixed-term and adjunct faculty to do so;

b. To build the tenure-line faculty in departments or programs that serve large numbers of students, through University Studies courses, and are heavily dependent on fixed-term and adjunct faculty to do so; and

c. To build tenure-line faculty in areas that support innovative research, as described in the 2007 Working Group Report “Expand Innovative Scholarship/Creative Activities” (www.pdx.edu/oaa/priorities.html)
Proposals maybe be submitted for tenure-line faculty positions for any one of these three purposes; proposals that also include justification related to criteria from one of the other two purposes will be given added weight. 
Criteria:

1a.
Building capacity for improved student success in departments or programs with large numbers of majors.  Proposals for new faculty lines will justify the request and be judged based on the following criteria:

· Program has a high number of degrees granted.

· Program has a high ratio of SCH generated per faculty FTE.

· Program has a low ratio of tenure-line faculty FTE to total faculty FTE.

· Program contributes to the University’s leadership position in engagement.

· Proposal contributes to one of the other two purposes.

1b.
Building capacity for improved student success in departments or programs that make substantial contributions to University Studies.

Funding for these positions will be augmented by funding currently assigned to fixed-term positions in University Studies to establish ten new tenure-line positions for the 2008-09 academic year.  The faculty selected will be appointed in the appropriate academic department but funding will remain with UNST.  

· Program generates a substantial portion of its total SCH through participation in University Studies courses. 
· Program generates a high ratio of SCH generated per faculty FTE.

· Program has a low ratio of tenure-line faculty FTE to total faculty FTE.

· Program contributes to the University’s leadership position in engagement.

· Position contributes to one of the five academic themes.

· Program agrees to regular and continuing participation in SINQ and FRINQ offerings in University Studies as outlined in the University Studies staffing proposal (commitments are summarized in the attached document).
· Proposal contributes to one of the other two purposes.

1c.
Building capacity to expand innovative research

· Position supports the development of research in one of the Universities academic theme areas.

· Position contributes to the strategic direction of the department or program.

· Position supports PSU’s contribution to OUS initiatives and multi-institutional collaborations.

· Position contributes to the University’s leadership position in engagement.

· Proposal contributes to one of the other two purposes.

Process:  

The process for this first stage of faculty investment builds on last years’ budget process and proposals for investment that were submitted at that time. The proposals (not to exceed two pages) for each position, should identify the position and in which of these categories it belongs, address the need, briefly explain how the request addresses the appropriate criteria (with reference to the statistical criteria), propose a brief budget with ongoing and one-time expenses, and identify space requirements.  A standard template for this process is attached.  Proposals will be submitted to OAA by the dean and multiple proposals will be prioritized.  The proposals are due by 5 p.m. on November 29 with decisions made by the end of December.

Attachments:  To make a proposal for a tenure-related faculty position in Phase one of the investments (above), please find attached:  proposal template, a set of data for use in your justification of the position, and a summary of commitments associated with the University Studies staffing proposal.

Phase two (TBA soon)
Objective 2:  Advancing our contributions in sustainability toward national leadership.  This objective will be addressed in phase 2 of our investments.  Our discussions in CADs and at the administrative retreat have concluded with the selection of sustainability as the initial programmatic focus of our investment.  By making this decision on sustainability for our first round of program selections, we acknowledge that we are short-cutting the process developed by the 2007 Programs Working Group.  I believe our position and timing make this a necessary step.  There is already a broad acknowledgement that sustainability is a growing academic strength at PSU and is a priority issue locally and globally and it will very likely be one of the focus areas of OUS in the future.   Sustainability demonstrates our leadership position of engagement since much of the work in this area is done with various partners, is a good choice  for expanding innovative research as well as addressing our other priorities (edit this sentence) and meets the set of criteria defined in the first principle proposed by the “programs” working group.  Since we need to move quickly so we can begin expending the funds as soon as possible, all these factors combine to make a compelling argument for this decision to move forward with sustainability as our selected program.  

This objective argues for a more integrated process and may take a bit longer than Phase one but we will still work quickly to begin implementation.  We will convene a small group of faculty who have been involved in sustainability activities (e.g. those who have taught the core courses in the graduate gertificate program in sustainability or participated in other of the activities over the past few years) to develop a brief assessment of our current strengths and the areas in which we can make significant contributions by strengthening our faculty resources.  Then, we will recruit for all the positions at the same time with a focus on strengthening our capabilities in sustainability across the institution but with the ability to address selected issues and problems.  This approach has at least two advantages:  we send a strong message that recruited faculty will be working together, and we “market” our university efforts by advertising 7 to 10 positions in a single national advertisement.  This has the potential to make a “splash” nationally, focusing attention on our commitment to further develop our capacity in this area.  If we go after at least a few mid-career people as well as new faculty, we may be able to get some folks on board by next year.  

Faculty positions allocated in support of this objective will be appointed into the appropriate academic units to support sustainability instruction and research, but this will not necessarily promote an ongoing connection among these new faculty members and the existing faculty working in these areas.  In an effort to be sure these new positions are connected to each other in a regular and meaningful way, a portion of the appointment of each position, equivalent to the research expectation (say 0.33 FTE) will be assigned to the Center for Sustainable Processes and Practices and one of the positions will be used to hire a nationally recognized director for the Center.  We will continue to develop the details for this phase of investment with the expectation that we will begin the process in January 2008.
Criteria:  Under review

Process:  TBA

Closing

These investments are what we all expect to be the first stage in a systematic building of the academic strength and capacity of the faculty and have the potential to become the defining first step in moving the University to a higher level of national prominence. I want to thank all of you again for the support and the energy that you have contributed to our efforts over the last year to shape the future of the instituion.  I am confident that investing in faculty is the most effective way to strengthen the institution and am committed to this course in the long run.  I hope you share my enthusiasm as we begin this significant recruitment and hiring phase. 
