Standard Five

FACULTY

 

 

Description

 

Faculty Characteristics and Qualifications

 

All Westfield State College faculty are represented by their collective bargaining agents, the Massachusetts State College Association (MSCA), an affiliate of the Massachusetts Teachers Association (MTA) and the National Education Association (NEA).  The day faculty, both full and part-time, are represented by the Westfield Chapter of MSCA/MTA/NEA, in a unit that also includes librarians.  Faculty members who teach in the Division of Graduate and Continuing Education (DGCE) are represented by the MSCA/MTA/NEA under the auspices of the DGCE Agreement, negotiated separately.  DGCE faculty have been organized as a statewide chapter of MSCA and under separate contract since the fall of 1989.  

 

Instruction at Westfield State College is provided by 173 full-time MSCA faculty and a cadre of 118 part-time day faculty members working under limited-term contracts (Fall, 2001 data).  Terminal degree status is held by 82% (142) of the MSCA faculty.  Sixty nine percent of faculty are tenured – seventy five percent (75%) of male faculty and sixty percent (60%) of female faculty members held tenure as of September, 2001.  This veteran faculty averages 14 years of service as faculty members at the college.  The average age of the college’s faculty, as of 09/01/01, was 51 years.  Eight percent (8%) of the full-time faculty are minorities.  Sixty-three percent of the faculty are male; 37% of the faculty are female.  

 

External to their day contracts, compensated under the DGCE Agreement, 65 MSCA members taught a course or courses for the Division of Graduate and Continuing Education in the Fall, 2001 semester, representing 56% of the DGCE faculty group.  All day faculty teaching graduate courses in Fall, 2001 held doctorates, and 48% of the visiting instructors teaching graduate courses held terminal degrees.  Nineteen academic departments at Westfield State College offer 26 majors to a full-time student population of approximately 3,300, and a part-time matriculated population of approximately 2,000. 

 

Academic advising is an essential and important component of the faculty’s instructional task, evidenced by the Agreement’s mandated levels of posted office hours per week and strong recommendations for additional advising during registration and pre-registration periods during the academic year.  (The Agreement is the day division’s faculty contract.)  In addition to advising, the faculty contribute significantly to community-based learning experiences for students.  Each of the academic departments offers some form of internship for majors with support of these experiences facilitated through an internship coordinator affiliated with the Office of Career Services.  Within the teacher education programs, pre-practicum coursework encourages student involvement in community schools with 100 hours of pre-service work completed prior to practicum.  More than one hundred supervised practica are completed for certification each semester across the teacher education programs at the college. 

 

The faculty are involved in dialogue and action about the profession of teaching.  The campus e-mail listserv known as the Teaching Forum, a faculty initiative, has sustained discussion and involvement of a large, interdisciplinary group of campus educators.  A separate listserv (the Professional Issues forum) is used to facilitate faculty interactions focused on professional issues.  The Faculty Center, a recent initiative of the college, has been supported by the administration with resources and space; it provides a forum for professional discussion and collaborative sharing of scholarship and strategies focused toward teaching.  The Reading and Writing Center is another faculty endeavor strongly supported by the administration’s provision of space, time and fiscal resources for staffing the Center for student benefit.  The Reading and Writing Center, headed by full-time faculty members, has served hundreds of students in its first year.  

 

Appropriate terminal degrees in their field are held by a significant majority of college’s faculty (note the 82% figure reported earlier in this section).  Faculty support for undergraduate research is evidenced by the participation of Westfield State College’s undergraduate students in the statewide undergraduate research forum presentations.  Graduate faculty and graduate students have presented recent scholarship at the State Colleges’ biannual graduate student research forum.  

 

The members of the MSCA faculty system-wide have been engaged for the past three calendar years in contract discussions and extended negotiation with the state Board of Higher Education.  As a result of these protracted negotiations, the college’s faculty have declined to participate in governance.  This complication has not interfered with the faculty’s role in student advising or diminished students’ ability to obtain course and program advising.  It is difficult to determine the level of impact this extended negotiation has had on academic planning of a long-range sort.  In March, 2001, DGCE faculty successfully negotiated a new three-year contract, effective through August, 2003.  In Spring of 2001, the MSCA ratified a successor contract for the Day faculty.  Although local, campus funded provisions of the contract were paid promptly, payment of the state-funded fiscal provisions of the contract did not begin until March, 2002.  

 

Recruitment of New Faculty

 

The college has formal policies and procedures governing the recruitment of faculty and staff.  When an academic department determines that a new or replacement position is necessary, due to retirement, resignation, illness or death, the Vice President of Academic Affairs reviews the needs of the department and considers enrollment trends and program projections.  The President authorizes the search upon the recommendation of the Senior Vice President for Academic Affairs.  The department prepares the job description and forwards specifics to Human Resources/Affirmative Action, where the College’s Equal Opportunity/Affirmative Action guidelines determine the method and scope of advertisement.  All faculty positions are posted in the Chronicle of Higher Education and appropriate academic journals and periodicals.  

 

The search committee for faculty positions is designated by the department and monitored by the Office of Affirmative Action.  The departmental search committee reviews resumes, conducts interviews, performs reference checking, and makes final recommendations to the department chair and the Vice President of Academic Affairs.  The search committee and affirmative action representative review the pool of applicants to ascertain whether affirmative action goals have been met.  Typically, several candidates are brought to campus for interviews that often include a teaching presentation or lecture about current research.  The college pays reasonable travel expenses.  If the search does not provide a suitable candidate for a tenure track position, the department may recommend a temporary appointment for a period of up to two years while another search is conducted.  During 2000-2001, the college conducted 23 searches for faculty positions.   

 

The Agreement describes annual salary adjustments for members of the collective bargaining unit.  Likewise, it establishes salary increases for academic promotions and department chair stipends and establishes salary minimum formulas.  The Vice President of Academic Affairs, following the salary formulas outlined in the Agreement, determines initial salary levels at the time of the hiring offer.  

 

In the late fall of 2001, the financial position of the Commonwealth declined precipitously, resulting in considerable harm to the college budget.  For the 2001-2002 academic year, the budget has been reduced by about $1,000,000 and for 2002-2003 by almost $2,000,000.  In January of 2002, the Commonwealth enacted an early retirement incentive for state employees.  As legislated, this bill has very limited provision for replacing retirees.  These factors will have a dramatic impact on the college’s ability to maintain its faculty at the current size.  

 

Faculty Workload and Support

 

Consistent with the Westfield State College mission as a teaching institution, the major emphasis of faculty workload is on teaching.  The standards for the faculty workload, formalized in the Agreement, include the teaching workload, preparation for classroom and laboratory instruction, student assistance including academic advising, and continuing scholarship and activities pursuant to the faculty member’s responsibilities as a professional.  These activities include participation as a professional in public service; participation in and contributions to the improvement and development of the academic programs or academic services of the college; and participation in and contributions to the growth and development of the college community.  

 

Members of the faculty teach twenty-four semester hours of instructional credit in an academic year.  The Agreement specifies the credit hour equivalent of teaching activities outside the typical classroom including student teacher supervision, oversight of internships, and laboratory supervision.  The department chair, in consultation with faculty members, makes teaching assignments and schedules.  The Agreement provides for reasonable assignment, scheduling, and student loads.  The department chair, in consultation with Academic Affairs, assigns enrollment limitations in classes and programs.  Faculty may be granted release time for scholarly activities, administrative assignments, or other activities with the approval of the Vice President for Academic Affairs.  The Agreement contains provisions by which faculty members may request special scheduling for advanced study, doctoral dissertation work, scholarly research, or publication. 

 

Academic advising is also a major faculty responsibility.  The Agreement establishes a minimum number of posted office hours per week and calls for additional advising during peak periods of the academic year, at least seventy-five posted office hours per semester.  The department chair, in consultation with the Vice President for Academic Affairs, may reduce these hours when necessary.  Advising loads vary widely both between and within departments, with a rough average ratio of 19:1.  

Additional resources for academic advising and advising support may be found within the Academic Achievement Center, Student Support Services, the Office of Career Services, and the First Year Experience Program.  Faculty and administrators regularly volunteer to serve as advisors for undeclared students, under the guidance of the Academic Achievement Center.  Additionally, the Athletic Department offers a variety of academic support services, including leadership training, graduate assistant tutors, and mandatory study halls for student-athletes.  

 

Academic support staff are typically members of the Association of Professional Administrators (APA) and are employed under a state-wide collective bargaining agreement that determines salary ranges, benefits, funding for professional development, as well as procedures for advancement, evaluation and termination.  The vice president, deans, and associate deans are not members of the administrative union.  As executive staff, they serve at the agreement of the President of the college. Non-faculty academic support staff include the Vice President of Academic Affairs, Dean of Graduate and Continuing Education, Dean of Undergraduate Studies, Associate Deans of Advising and of Education, staff members in the Academic Achievement Center and Student Support Services, Director of Academic Computing, Co-Directors of the First Year Experience Program, and the Coordinator of Field Experience/Cooperative Education, among others.  The college’s Affirmative Action Hiring Procedure Policy #2010 addresses procedures for recruitment, selection and promotions of administrative staff who are not members of the administrative union.  

 

The college does not employ graduate teaching assistants.  Each year, a small number of graduate research assistants, recommended by academic departments, are appointed and funded by the Dean of Graduate and Continuing Education.  These graduate assistants receive a stipend and tuition remission for the semesters of their appointment.  The academic department assumes responsibility for supervising and evaluating the participation of graduate research assistants.  

 

The governance structure affecting faculty workload is established by the Agreement.  Faculty work within the guidelines of the labor contract and perform congruently with the mission of the college “to assist students to develop intellectually and to use their knowledge and skills to improve the social and economic conditions in their community.”  The Agreement establishes committee structure and the procedures under which the structure operates.  Each academic department votes to nominate a department chair who is, in turn, appointed by the President.  The chairperson serves for a term of three years and may be re-appointed for two additional terms.  The chair is responsible for providing professional leadership and conducting routine operations of the department.  Specifically, the chairperson schedules courses, assigns new faculty members, participates in faculty evaluations, and coordinates departmental committees.  Each department has its own departmental curriculum committee, a peer review committee and, where appropriate, a graduate committee.  Other committees are established as needed. 

 

Evaluation and Tenure

 

As established in the Agreement, the college makes provision for regular evaluation of faculty members.  The college evaluates each new tenure-track instructor annually for purposes of reappointment.  Faculty members must apply for and be evaluated for tenure in their fifth year of full-time service.  Faculty may also apply under the parameters of the Agreement for promotion to the senior ranks of Associate Professor and Professor.  All evaluations are conducted in accordance with provisions in the Agreement.   As a result of the collective bargaining impasse, no evaluation instrument was agreed upon for conducting student evaluations of faculty.  Therefore, no student evaluations were conducted during that period.  Beginning in the spring of 2001, student evaluations returned to a regular cycle of administration and continue to provide essential data for assessing faculty performance from a student perspective.   

 

Primary responsibility for faculty evaluations resides with the chairperson.  The chair uses a combination of classroom visits, materials submitted by the faculty member, and student evaluations to make a recommendation to the Vice President for Academic Affairs.  Faculty are evaluated for reappointment in each of their first four years.  They must apply for a tenure review at the beginning of their fifth year, though they may apply earlier for promotion and for tenure.  The Agreement specifies the number of years of service and years of teaching as a professor and at the college required for promotion and tenure eligibility.  Faculty members who do not have the contractually specified number of years of service and an appropriate terminal degree may apply for tenure and promotion, but must be evaluated under the exceptions clause that specifies “extraordinary” performance as the standard for evaluation.  With the exception of tenure evaluations, faculty evaluations typically consist of a review by colleagues in the department and, subsequently, by the department chair.  Promotion decisions are reviewed by a college-wide promotion committee, then submitted to the Vice President for Academic Affairs, the President, and the Board of Trustees.  Reappointment recommendations are submitted to the Vice President for Academic Affairs and, in turn, to the President for the final decision.  Tenure evaluations are conducted by the department chair in conjunction with a special committee on tenure created for each candidate.  This committee includes the department chair, two members of the department faculty, and two external faculty members chosen by lot from the faculty as a whole. 

 

Evaluative criteria for faculty reflect the traditional missions of higher education and include teaching and advising, scholarship and performance, and service to the college and community.  While faculty must demonstrate professional quality in all areas, at Westfield State, teaching is paramount – excellence in teaching is a necessary (but by itself insufficient) condition to achieving success at Westfield State College.

 

Though currently subject to the effects of recent budget problems, faculty growth and development are sustained at the college.  Faculty receive support for professional travel, including professional conferences, at contractually determined levels dependent on the level of participation – as attendee, conference leader or organizer, or presenter of a scholarly paper.  The college has consistently supported faculty sabbaticals, though that support may be challenged by the current budget crisis.  The 2001-2003 MSCA contract provides that an amount equal to one per cent of the faculty salary base be set aside for faculty development projects.  In recent years, the college has established a Faculty Center that is primarily designed to enhance faculty interaction with colleagues.  Several faculty-led “brown bag” lunches have provided a forum for presentation and discussion of faculty research.  The Center will, ultimately, assist faculty as they provide each other non-evaluative assistance in teaching, learning, and service.

The college fully subscribes to the tenets of academic freedom and professional and personal responsibility.  The Agreement states in some detail the rights and responsibilities of faculty members. The section regarding academic freedom is, essentially, a rewrite of the classic statement from the American Association of University Professors prepared in 1940.  Personal ethical behavior is also governed by college and state affirmative action policies.  During the period since the last self-study, there have been several instances in which faculty have been disciplined under these policies.  There has been one instance of removal of tenure.  

 

Appraisal 

Faculty Characteristics and Qualifications

 

The number of faculty at the college has remained fairly stable over the decade since the last NEASC reaccreditation, while student enrollment has grown slowly but steadily.  Departmental faculty manage program offerings with a careful balance of class size and instructional mode.  Composition courses, with intensive demands on instructor time for effective learning, are typically capped at a 20-22 student limit on enrollment.  Studio and laboratory course limits are commonly 16-20, reflecting resource-based limits set with faculty advice. Survey and lecture courses requiring different instructional modes and less writing are offered to somewhat larger classes.  Upper-division major sections are set at 25-35 students.  These student/faculty ratios place some pressure on faculty, limiting their time for advising and supervising directed studies for department majors.  Little time remains for research and writing scholarly papers, both activities largely the focus of sabbatical semesters or years.

 

Departmental assessments of advising indicate that most faculty are competent advisors.  Students report occasional difficulty accessing advising opportunities.  Recent introduction of web-based advising resources may improve opportunities for faculty-student communication regarding advising.
 

With 173 tenured or tenure-track faculty and 3200 students in the full-time day population, the college is in need of additional full-time faculty for conducting core activities.  This is predicated by the concern about the need for independent studies, courses by special arrangement, and overload teaching by faculty.  Graduate programs and the impact of evening students on day teaching loads are significant factors in several departments, leading to some inequities in workload and over-limit work access among and between departments.  Advising is designated in the Agreement as a departmental responsibility.  Student advising loads for MSCA faculty, exclusive of the advising of graduate students, range from 2 to 168 students per advisor.  Departmental advising loads for students with declared majors average 19 students per advisor.  Advising, however, is considered part of the faculty workload, regardless of department size or program complexity, according to the Agreement.  
 

Changes in certification regulations and the quest for national accreditation has reinforced resource needs in Education programs and teacher certification programs.  Since the last reaccreditation, the HECC (Higher Education Coordinating Council, now Board of Higher Education) eliminated Westfield State College majors in Chemistry and Foreign Languages following its program productivity study.  Westfield State College has added undergraduate programs in Environmental Science, Social Work, and Athletic Training. 

 

Areas of the curriculum appear to be poised for growth and preparing for change – the redefinition of teacher education as an all-campus endeavor with a unified goal is a positive example.  Preparation for NCATE (National Council for the Accreditation of Teacher Education) accreditation has brought increases in the administrative resource base and investment in consultation to assist the college – faculty representatives from many departments participate in TEC (Teacher Education Council) activities with release time approved by the administration.  The recently approved major in Environmental Science is an example of collaborative, interdisciplinary planning and implementation. 

 

The college administers the College Outcomes Survey to graduating seniors.  The survey measures student satisfaction in many academic areas including quality of education, availability of faculty for both office hours and informal contact, programs of study, advising, and quality of instruction.  Between the years 1996 and 2000, the general level of satisfaction expressed by the students hovered between 50 and 60%.  In recent years, students were most satisfied with programs of study and the sense that faculty respected them.  They were least satisfied with the variety of courses, applied work experience, and opportunities for informal faculty contact. 

 

The college mission emphasis on community-based learning is illustrated in the recent move to establish the on-campus cooperative education program (100 students participating in a year, drawn from many departments), and by the significant numbers in department-based internship programs.  Numbers indicate good attention to this mission initiative. 

 

Faculty participation in policy-making, curricular development, and governance was far more active prior to the recent difficulties with collective bargaining.  An example of effective governance action is the revision of the college’s general education requirement (commonly referred to as the “common core”).  A long and complex faculty-driven process has resulted in a set of general education requirements, which meet or exceed state assessment standards for breadth and scholarship within the core.  Over the past five years, a theme of reading and writing across the curriculum has served to unify faculty efforts toward curricular improvement and service-learning initiatives. 

 

Recruitment of New Faculty
 

Contract definitions for recruitment and appointment processes ensure that faculty searches and hires are “open” and “orderly.”  Faculty participation in search processes has continued a fundamental principle throughout the contract negotiations and their attendant disruption of normal college patterns.  Searches have continued through this period advertised nationally in The Chronicle of Higher Education and locally as appropriate; committees have deliberated and selected for recommendations of hire as suggested in the Agreement.  During the 2002-2003 academic year, searches will be conducted for nearly a dozen positions currently held by full-time temporary faculty.  Faculty replacements for those who will choose the state’s Early Retirement Incentive Program will be discussed as the state finalizes replacement ratios for higher education positions.

 

Selection of new faculty is reflective of the Agreement process and results in increasing the diversity of Westfield’s faculty cohort.  Percentages of women and minorities within the faculty point toward statistically significant increases in diversity over the past decade.  Campus goals and objectives in this area remain focused on attaining a reflection of statewide diversity levels within the college faculty. 
 

Faculty Workload 

 

The Agreement describes in some detail the obligations of faculty with regard to teaching, advising, continuing scholarship, and professional service.  The amount of credit received for internships and practica, for laboratories, independent studies, and other matters is well defined.  The contract is newly negotiated every three years, and all concerned have an opportunity to review the provisions for workload.

 

Since advising is done by faculty within majors, there are wide variations in the number of advisees per faculty member.  In the Criminal Justice Department, there are 580 majors and 11 faculty.  On the other hand, the English Department has122 majors and 18 faculty, resulting in an advising load that is significantly less.  Numerical disparities such as these are often unavoidable, but lead to an impression of unfairness.

 

In the summer of 2001, the college’s Faculty Handbook was published and placed on the college web site.  It contains the Agreement and other compilations of various policies and practices.  Easy availability encourages faculty awareness of these documents.

 

In general, workloads are perceived as roughly equitable, although some faculty believe they see what they deem to be some unfairness.  The twenty-four credit hour per year teaching load is generally reflective of the mission and nature of the college.  Many faculty members believe that their ability to conduct continuing scholarship is tempered by the teaching load.

 

Faculty Development and Support
 

As noted in the description section, the college has several resources designed to assist faculty in achieving their instructional goals.  These include the Academic Achievement Center, the Tutorial Center, the Learning Disabilities Center, the new Teaching and Learning Center, and the Reading and Writing Center.  There also exist several opportunities for small grants for scholarship support.  Finally, there have been several training programs for electronically mediated instruction.  The current Agreement also provides funds for professional development.  These programs of support for faculty development and student learning are effective; they are made even more so because several of them are the result of faculty initiatives.  These undertakings presage a commitment by faculty and administration to provide as many opportunities for professional development in teaching and scholarship as possible.  Also, while there have been internet-based training programs, these need to be increased if the faculty are to feel comfortable teaching in such formats.

 

In recent years, the college has provided opportunities for travel to scholarly conferences.  These amounts have ranged from two hundred to seven hundred dollars depending on one’s level of participation in the scholarly activities.  Unfortunately, the current budget crisis has resulted in a ban on payments for out-of-state travel; thus, the only out-of-state travel currently supported is that underwritten by professional development funds.

 

Recruitment and Evaluation
 

The conduct of searches for new full-time faculty appears to proceed well.  Faculty are always members of such search committees – in fact, usually the only members.  The procedures for establishment of search committees are found in the Agreement and in the college’s Affirmative Action Handbook.  On some occasions, approval to initiate a search has come after an important advertising date has passed, with the potential for affecting the pool of candidates.

 

The evaluation processes for reappointment, promotion, and tenure also appear to proceed smoothly.  Some find this process unwieldy, producing an excessive number of documents, but that is in the nature of academic review.

 

 

Projection
Faculty Characteristics and Qualifications

 

In the context of state budget realities and the newly announced early retirement incentive, it is unclear how the college will define areas of intentional growth or intentional recession in academic programs and the faculty composition.  It seems likely that, between 2002 and 2004, the college will support its academic programs with a larger number of adjuncts.  When the Commonwealth returns to fully funding higher education, the college will likely complete its faculty complement with tenure-track appointments.  In the meantime, the college will likely experience slightly less diversity of scholarly strengths within the faculty group by utilizing short-term appointments to complement its veteran faculty numbers. 

 

Recruitment of New Faculty

 

As the college deals with the restraints of state hiring caps, it will continue to recruit new faculty for short-term and permanent positions in consonance with the Agreement and in the ways described in preceding sections.  The college will continue to promote a diverse and qualified faculty in instructional roles, recruiting nationally to achieve our academic mission.  Fiscal exigencies are a considerable factor in recruitment in the short-term, however, and will complicate the searches that are undertaken to fill positions left vacant by faculty opting for early retirement.  Though the college may have a smaller number of faculty for the next year or two, it will continue to appoint quality instructors to instructional positions.  

 

Faculty Workload and Support

 

With a stable projected enrollment, a reduced number of faculty members will face the probability of increasing class sizes.  Sabbaticals may be approved less frequently than they have in the past, as administration will have less discretion in the approval process given the decreased funding to the college.  Out-of-state travel will be limited to that which can be achieved using professional development funds, a limited pool.  One foreseeable effect of limiting scholarly travel is that national exposure of faculty scholarship will be diminished.

Evaluation and Tenure

 

Consistent with the Agreement, the various processes of evaluation will continue, allowing student evaluations, departmental review, and post-tenure review committees to assess the effectiveness of professorial endeavor.  Faculty and administrators will continue their collaborative participation in evaluating performance and scholarship, and will work to discover new modes and methods by which the college can support the academic mission.  Tenure will continue to protect scholarly pursuits and academic freedom, and there is every reason to believe that due process will assist in maintaining our current level of faculty excellence.

 

 

Future Issues
 

Acrimonious is not too strong a word to describe the collective bargaining negotiations begun in 1998 and completed recently.  The next round begins in the spring of 2003.  Mutually respectful negotiations between the MSCA and the Board of Higher Education. are essential if the college is to continue to heal scars of the recent past.

 


Still, the most important issues facing the college upon which most faculty concerns hinge, is the uncertainty occasioned by the current budget crisis and the ill will left over previous protracted collective bargaining negotiations.  The 2003 state maintenance budget may be reduced by ten percent from the 2001 level.  These cuts have been imposed so swiftly that planning has been impossible.  The administration has begun planning for the 2003 academic year; however, even at this writing, the number of faculty taking early retirement is still unknown.  Additionally, the problem of replacement is made even more vexatious by the fact that those applying for early retirement have until June 15, 2002 to change their currently stated intentions.  Therefore, real planning for replacement cannot usefully occur until after that date.

 

 

