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Delivering the Curriculum was prepared by a group of faculty leaders, department chairs, program directors and administrators including:  Lothar Dohse, Jane Fernandes, Alan Hantz, Cynthia Ho, Bruce Larson, Patricia McClellan, David Peifer, William Sabo and Betsy Wilson.  The report arose out of two growing concerns at UNC Asheville:  one external pressure from the Board of Governors, the UNC General Administration and the State Legislature, and the other internal, relating to concerns about equitable work among faculty on campus.  
The report presented a proposed revision to the policies articulated in the UNC Asheville Faculty Handbook Section 2.71 (Adjunct Faculty: Decision to Hire) and 3.1.4.1.4 (Faculty Reassigned Time Policy). It also proposed the addition of a new section addressing activities considered as equivalent teaching. This work came as a result of three years of study and discussion among a group Department Chairs and the Faculty Senate leadership.  
In response, the Academic Affairs administration including the Program Area Deans Gwen Ashburn (Humanities), Keith Krumpe (Natural Sciences) and Lisa Friedenberg (Social Sciences), Ed Katz, Associate Provost and Dean of University Programs, Pat McClellan, Assistant Provost, and Jane Fernandes, Provost, in consultation with a variety of individuals and groups, has developed a formal response.  

Below is a summary of the original recommendations followed by a response from Academic Affairs in regards to:  I. Policy on the Assignment of Adjunct Faculty Positions, II.  Policy on the Use of Equivalent Credit Hours, and III.  Policy on Reassigned Time.
I. Policy on the Assignment of Adjunct Faculty Positions

There are differences in the Committee’s and Deans’ recommendations on adjunct faculty positions.  

A. Committee Recommended Priorities:

1. Adjunct faculty positions shall be used to cover courses, credits, and Student Credit Hours Generated (SCGH) diverted by faculty reassignment for grants, endowed chairs and professorships, and other opportunities when outside sources provide funds to buy out faculty teaching time.

2. Adjunct faculty positions should be assigned to replace faculty who are not able to perform their expected teaching due to emergency medical leave, family leave, or professional development leave.

3. Adjunct faculty should be assigned on a short-term basis, in times of enrollment growth, to provide additional introductory level and Interdisciplinary Liberal Studies (ILS) courses

4. Adjunct faculty positions may be assigned to cover courses lost to departments due to administrative assignments.

5. Adjunct faculty positions may be assigned to teach occasional classes aligned with a Department's curriculum that offer a unique learning opportunity for students.
B. Academic Affairs Recommended Priorities: 
1. We endorse the statement in the report that adjuncts are temporary faculty who must be requested every semester from the program area dean, with final approval by the Provost (p. 5).  Department chairs should always try to deliver the curriculum through full-time department faculty.  In some cases, faculty may receive leave and the department may be able to do so without adjuncts.  We concur that deans should regularly monitor adjunct use, and that chairs should have a rationale for each adjunct request, e.g., to cover leave; and certify that no other means are available to deliver the curriculum.  We recommend adding a column to the Adjunct Request Form for this purpose.  
2. We agree that adjunct faculty shall be employed when our regular faculty obtain grants or funding from outside sources enabling them to buy out their teaching time. Faculty should consult with the Office of Sponsored Scholarship and Programs to include adjunct instruction in grant proposals and contracts.
3. We want to support an academic culture in which our faculty are integral parts of the liberal arts, general education curriculum.  Adjunct faculty may be a strategy for enabling our tenure track faculty to be released to serve our students in this manner.

4. Several departments regularly hire adjunct instructors to cover curricular requirements that are important for student success in the discipline but not extensive enough to require a full-time faculty position.  This appears to be absent from any category.  
5. Although we support use of adjuncts to provide for professional development and scholarly opportunities (stated top priority), and to cover faculty on short-term leave (stated middle priority), the reality is that some departments need adjunct instruction because multiple faculty members have administrative assignments.  This use of adjunct faculty is identified as a “lowest priority”.  We are concerned about this phenomenon, and address it below in the section on reassigned time.
C.  Recommendations (by item number in the Delivering the Curriculum report)
Item 3

1. Required edit: Please change Interdisciplinary Liberal Studies to Integrative Liberal Studies.

2. Concern that wording suggests hiring adjuncts to teach introductory and ILS courses rather than the need to hire adjuncts to provide opportunities for more course sections, which could in fact be taught by full-time faculty. Suggested edit: End sentence after “…growth”.

Item 4
Concern that wording suggests administrative assignments always generate a need for adjunct coverage in a department. Suggested rewording: “Adjunct faculty may be hired if needed to help deliver essential departmental curriculum due to administrative assignments.”

Item 5

Concern that wording excludes situations in which a department has a regular curricular need that does not require the hiring of a full-time faculty member. Suggested edit: Remove “occasional” from sentence.

Overall

Concern that use of numbered list suggests strict priority structure. Suggested edit: Change to a bulleted list in no priority order.
II. Policy on the Use of Equivalent Credit Hours

A. The Committee and Academic Affairs are in agreement and Academic Affairs proposes a new 

     procedure for calculating faculty work:
1. We agree with several principles in the report: that courses should be offered as organized course sections, that department chairs should request equivalent hours and that program area deans should approve them (p. 4).  After extensive discussion, we recommend discarding the current Procedures for Calculating Faculty Teaching Load Hours and moving to a completely new system.  

2. We recommend moving to a contact hour model for calculating faculty teaching load for all courses.  We accomplish this by creating a database for each department listing all Catalog courses by contact hours for use by the Office of Institutional Research in calculating workloads.

3.  Department databases begin with each department chair creating a list of all Catalog courses including their credit hours, meeting minutes/week, and requested contact hours.  In most cases, the process is straightforward—the course is 3 credits, meets 150 minutes/week, and generates 3 contact hours (rounded up).  For cases in which there is lack of concordance, the chair must provide a brief but clear rationale.

4. The list is submitted to the program area dean who reviews and discusses it with the chair.  To ensure equity, all cases in which there is not a clear relationship between meeting minutes/week and contact hours must be discussed and approved by the assembled academic deans.  After the complete list is approved, it is forwarded to the Office of Institutional Research for inclusion in the database.

5. Because the curriculum changes over time, all new course proposals to the APC must include this information, and must have a signature from the program area dean indicating concordance with the proposed contact hours.
B. Issues related to Contact Hour Load that need to be addressed:
1. Policy Development

2. Team taught classes

3. Special Topics classes

4. Enrollment required to be included in Workload  
5. Cross-listed and Cross-taught classes.
C. Recommendations (by item number in B above)
Item 1:

Propose a New Policy on the Use of Equivalent Credit Hours

Item 2:

Team taught courses: Contact hours split equally among instructors for faculty workload calculations.
Item 3:

Special topics courses:  To reduce the proliferation of 1-student independent study/special topics courses (there are 329 classes with one (1) student enrolled in 2009-2010), create a new course in each department (a la XXX 499), numbered XXX 399 and titled “Studies in XXX” to collect individual students into organized course sections.  For 2009-10, there are total of 2,626 courses being offered at UNC Asheville.  Of these, 329 courses have one (1) student enrolled; 597 courses have five (5) or fewer students.  
Item 4:

Enrollment required to be included in workload:  5 or more students (what we use now for Delaware Study).  Less than 5 requires approval of the appropriate dean to include in workload. 

(Note: Til Dohse will propose a sentence to address specifically his concern about the minimum number of students in multi-section freshman classes.)
Item 5:

Cross-listed/cross-taught classes: Counted as one course with an enrollment equal to the sum of the enrollments under the various prefixes.
III. 
Policy on Reassigned Time
There are differences in the Committee’s and Deans’ recommendations on reassigned time.  
Academic Affairs endorses the report’s list of activities for which faculty may receive reassigned time (p. 7), but recommend separating the issue of reassigned time for administrative assignments by the Provost (e.g., department chair, director of CTL) from assignments made within departments (e.g., freshman writing coordinator).  We have divided our discussion into sections on administrative reassigned time (ART), awarded by the Provost, and department reassigned time (DRT), awarded by a department chair or program director.

Administrative reassigned time (ART)

Our examination of letters of appointment and teaching loads indicates approximately 348 hours of ART—14.5 positions at 24 hours each—including 171 for department chairs and 177 for program directors and other miscellaneous department purposes (e.g., director of freshman writing).  A significant proportion has no documentation either in letters of appointment or the Faculty Handbook.  Furthermore, with the exception of department chairs, much of the current ART is in contradiction to what is listed in the Handbook.  We also note significant variability in whether ART is specified in letters of appointment, whether there is documentation for faculty members with ART being awarded additional reassigned time for some other purpose (e.g., scholarship), and the amount of reassigned time awarded to endowed professors in the Humanities and Natural Sciences vis-a-vis the Social Sciences (e.g., the Carson and NEH  Professors vis-a-vis the Owen and Breman Professors).
The Provost has discretion to award reassigned time for significant endeavors undertaken on behalf of the University such as work on our reaffirmation of accreditation in any number of capacities.
Department reassigned time (DRT)
The Faculty Handbook states, “Each academic year, the Vice Chancellor for Academic Affairs (VCAA) will normally allot each academic program an amount of reassigned time equivalent to three credit-hours for each full-time faculty position occupied by a faculty on a continuing contract.” (3.1.4.1.4 Faculty Reassigned Time Policy, Senate document). 
To meet our GA expectations for Teaching Load (8 courses per year or 24 credit/contact hours) and Student Credit Hours (SCH), we have 215 faculty available to teach 24 credit hours (contact hours) per year, resulting in 215*24 = 5160 credit/contact hours total.  Awarding 3 hours of DRT to each person produces a deficit of 645 credit/contact hours- over 10% of the expected total credit/contact hours and equivalent to almost 27 faculty positions.  Another way of measuring the impact of DRT is the SCH generated.  Our 215 faculty teaching 24 credit/contact hours with an average of 19 students per class would theoretically generate 98,040 SCH (215*24*19).  If the load is decreased to 21 credit/contact hours, the SCH loss is 12,255 SCH. 
 The Handbook further states that faculty members must request reassigned time from their department chairs, with department chairs and program directors making requests to the VCAA, and all must account for their reassigned time on an annual basis.  In reality, these processes are barely operative.  While faculty may request DRT from chairs and/or directors, no formal requests are made to the VCAA in terms of what each faculty member proposes to do with three credit-hours of reassigned time.  In practice, all faculty assume they have it.  In terms of the University meeting expectations established by the Board of Governors and the State Legislature (faculty teaching load and SCH), the current practice is not sustainable.
Other reassigned time
1. Endowed professorships:  There currently are six endowed professorships.  Together, these appointments currently award 57 hours of reassigned time, the equivalent just over 2 faculty positions.

2. Professional Development Leave:  The Handbook states that under normal budgetary limitations, approximately 3% of the faculty may receive these leaves in any given year (section 4.1.4 Professional Development Leave).  Assuming 215 faculty required to generate SCH, this is approximately 6.5 faculty.  With 12 hours of reassigned time for 6.5 faculty, this is an additional credit/contact hour load loss of 77 hours or approximately 1500 SCH.  We are committed to awarding Professional Development Leave to faculty as an opportunity for sustained professional development and we intend to award approximately 6 PDLs annually, as described in the Handbook.  We will not be able to restore PDLs at the level they were being offered prior to 2009-10.

3.  Family and Medical Leave There is no limit to the number of faculty who may receive FML in a given year (Handbook section 4.2.1.2 Family and Medical Leave).  For the 2009-2010, 6.5 faculty members have received some reassigned time under this policy.  This appears to be about average for a given year.  
Recommendations

Following current practice for administrative RT and Handbook or contractual guidelines for other RT generates a deficit of almost 52.5 SCH-generating faculty positions (17 for ART + 27 for DRT+2 for endowed professors+6.5 for PDL).  Family/Medical Leave only amplifies the problem.  This is an unsustainable model that increases our SCH deficit and the size of our adjunct budget.  We have several recommendations for each of the following categories of reassigned time:

· Department chair

· Program director

· Endowed professor

· Faculty

Department Chair

1.  Because department chairs have personnel responsibilities, we recommend retaining the model in which chairs are awarded an automatic amount of reassigned time in proportion to the number of people they supervise.  We recommend that this continue to be published in the Handbook (3.1.4.1.5 Reassigned Time for Department Chairs/Program Directors).  We recommend that RT not be included in letters of appointment but agreed upon in writing annually.  This latter recommendation stems from the possibility of change in number of people supervised if departments gain or lose faculty during a chair’s term.

2.  We recommend retaining the Provost’s discretion to award supplementary ART to department chairs for factors such as program complexity, co-curricular demands, program coordination, and number of students (Handbook section 3.1.4.1.5).  For example, it is appropriate to award the chair of a new department such as Religious Studies reassigned time for program development. However, we must be clear about the rationale and time frame for this additional time.  We recommend that these additional hours, the reason for the hours, and the term for which they are awarded be documented in a separate letter from the Provost rather than in the letter of appointment.  Chairs must account for their use of this additional reassigned time in their annual Faculty Records.  The award of supplementary ART is to be considered a temporary response to current conditions and not a permanent agreement.
3.  We recommend that the Provost, upon review by and recommendation of the Program Area Deans, have discretion to award reassigned time for scholarship to a department chair upon receipt of a formal request.  
Program Director
1.  We recommend a policy of listing a minimum amount of ART for each program in the Handbook.
2.  We endorse the principle of awarding ART beyond that specified in the Handbook to a new or extremely large/complex program, but we recommend that this be treated as supplementary ART, awarded and accounted for using the same criteria and procedures as in #2 in the section on department chairs.  
3.  We believe a balance must be clarified and understood between the ART awarded to department chairs with their associated responsibility for supervising and developing faculty and staff, and administrating department curricular and logistical needs and the ART awarded to program directors who must build bridges, connections and collaborations among and between a variety of disciplines, develop faculty interest and ability to teach outside their department or discipline, innovate curriculum and courses in response to changing needs and advise students outside the confines of a specific discipline.  Many of the tasks in departments can be split up among faculty in that department. In programs, the director is frequently doing these things alone, as programs do not have faculty.
4.  If two faculty members wish to share the responsibilities of directing a program, the basic ART for the program, stated in the Handbook, is divided between them.  Supplementary ART may be awarded by the Provost following the criteria and procedures above.

5.  We are concerned about the clustering of program directors in larger departments which decreases SCH production and increases the need for adjuncts or temporary lecturers.  For example, there are two departments—Literature and Language, and Psychology—in which a third or more of the faculty have ART.  Although we support any faculty member’s right to apply for a position and develop a career path, we recommend that applicants be required to solicit impact statements from their department chairs.  Impact statements ensure that department chairs are aware of their faculty’s interest, and provide important data to the selection process.

6.  To assist with the monitoring of DRT, chairs will no longer make awards of DRT to faculty members for service as a specific program director (e.g. Director of Creative Writing) unless the appropriate dean has approved it in advance.

Endowed professor

1.  We recommend that the reassigned time awarded to endowed professors be standardized.  Given that all but two endowed professors currently receive 12 hours of reassigned time, we suggest that 12 be the university standard.  This requires an increase for two professorships.

2.  Endowed professors should be accountable for their reassigned time and evaluated for its use in the context of the parameters of their professorships.  We recommend that this be incorporated into the annual Faculty Record process and become a standard part of the chair’s evaluation of annual performance.  This expectation should be clarified when a faculty member is named to an endowed professorship.
3.  Endowed professors have important responsibilities for which they receive significant reassigned time.  We do not believe that faculty members who are endowed professors need additional DRT or should serve as department chairs/program directors.
Faculty
1. We recommend discontinuation of 3.1.4.1.4 Faculty Reassigned Time Policy.  We will no longer be able to automatically award each faculty member reassigned time on an annual basis equivalent to one three-credit course.

2. We recommend, on a preliminary basis, exploring the establishment of a process through which fifty (50) faculty may annually request the equivalent of one course reassigned from teaching for the purpose of scholarship or engaged service. 

3. Approximately 175 faculty will be eligible for the reassigned time described above after we take out department chairs, program directors and endowed professors.  The percentage of faculty per Program Area will be applied to the number 50 to derive the total faculty per Program Area eligible.  

4. Requesting faculty must have support of their department chair.  In reviewing requests, chairs will consider whether their department has met the required Delaware count for organized courses in the previous Fall semester and whether the department has shown incremental improvement in the SCH annually.

5. Department Chair approved requests will be submitted to the appropriate Dean (Humanities, Natural Sciences or Social Sciences) who will convene the program area chairs.  Program area chairs collectively (in the Humanities, Natural Sciences or Social Sciences) will review and rank the requests.  

6. Once ranked by the program area chairs, Deans will submit requests to a committee composed of representatives from the University Research Council and University Service Council.  This group will review and rank requests from a University perspective.

7. Program Area Deans will make recommendations to the Provost.

8. Faculty on the tenure track, who are not yet tenured, will have first priority for this reassigned time for scholarship or engaged service.

9. Full-time tenured faculty will have second priority for this reassigned time to be used for scholarship or engaged service.

10. Lecturers will not typically be eligible for this reassigned time. 
(Note: Academic Affairs is interested in exploring with FWDC a new title structure for lecturers to distinguish between multi-year and one year lecturers which would be integrated into reassigned time policy discussions.)

11. All other types of faculty (e.g. part-time, adjunct, visiting) are ineligible for this reassigned time.

12. In making recommendations, the committee and the Deans will consider whether departments of requesting faculty have met their required Delaware count for the previous Fall semester and whether the department has demonstrated incremental change in SCH.

13. We recommend that this proposal be implemented on a trial basis with the 2011-12 academic year and then be evaluated to see if it is working and whether we can sustain it over time and/or increase the number of faculty we can support.

14. We recommend that the Provost have discretion to award up to ten (10) faculty a one-course release for special assignments such as SACS reaccreditation work and the opportunity for department chairs to pursue scholarship and engaged service.
(Note: Til Dohse has requested that Academic Affairs also explore the development of policies on the “banking” of courses so that faculty may teach overloads one year and receive a course off in the subsequent year.)
Closing the Loop on Reassigned Time
We recommend that all faculty be required to account for their use of reassigned time in their annual Faculty Records.  We recommend not just listing the hours in the appropriate section, but actually writing a brief paragraph that explains exactly how the time was used in relation to how it was proposed to be used and what was accomplished.  We recommend that evaluating use of reassigned time become a regular component of our annual evaluation process.





Appendix 1

Teaching Load and Reassigned Time Calculations
Student Credit Hours (SCH)

· Used by General Administration to measure enrollment goals and funding for enrollment growth. 

· SCH is calculated is the product of the course credit hours times the number of enrolled students.

· How teaching load affects SCH and class size:

· If the goal is 96,000 SCH, then the average SCH per 215 FTE faculty is approximately 450. Assuming a 24 credit hour load per faculty, the average class size would be 18.5.

· If the average credit hour load per faculty decreases to 21, the average class size would be 21.3. 

· If the average faculty credit hour load decreased to 21 and the class sizes remained the same, there would be a loss of almost 12,000 SCH generated. 

· Note that the calculations do not take into account courses that have contact hours that exceed their credit hours, such as laboratories, nor do they account for the Administrative Reassigned Time, PDLs, Endowed Professorships, etc.  The figures assume all faculty have the 24 or 21 hour loads and underestimate the average SCH that would be needed per faculty – teaching fulltime - to meet enrollment targets. (See below for actual calculations from Fall 2008 and 2009 and Reassigned Time Data)

Organized Course Sections (OCS) (Delaware Definition)

· Used by General Administration to measure Faculty Workload.

· UNC Asheville’s defined workload, per Board of Governor’s, is 8 Organized Course Sections (OCS) per year.  This measure was developed with an assumption that most/all courses are 3 semester credit hours.  

· OCS include regular classes (n => 5), laboratories, and recitations. They do not include courses taught to individual students. 

Credit Hours

· Used by universities to measure academic content quantity. 

· Used by universities to measure tuition charges for students. 

· Credit hours do not always equal Contact Hours.  The Board of Governors manual stipulates that each credit hour represents at least 750 minutes per semester in class. 

Prior Years’ Data

Fall 2008:

· There were 208 FTE regular faculty who taught a total of 720 OCS (Average = 3.46) and a total of 36,727 SCH (average = 177).  If we assumed a similar figure for Spring, the annual averages would be 6.92 OCS and 354 SCH per regular faculty. 

· There were 127 adjunct faculty, or an equivalent of 40 faculty FTE.  They taught 192 OCS (average = 4.8) and 9090 SCH (average = 227).  
· Reg. Faculty: 170 classes with enroll = 1 or 2,  Avg. Class size faculty where n > 2 = 18.2, median = 18.

· Adj. Faculty: 41 classes with enroll = 1 or 2, Avg Class size where n > 2 = 18.5, median = 18. 

Fall 2009

· There were 206 FTE regular faculty who taught a total of 871 OCS (Average = 4.23) and a total of 40,120 SCH (average per faculty = 195).  If we assumed a similar figure for Spring, the annual averages would be 8.46 OCS and 390 SCH per regular faculty. 

· There were 96 adjunct faculty, or an equivalent of 26 faculty FTE.  They taught 147 OCS (average = 3.4) and 6091 SCH (average per faculty FTE = 234).  
· Reg Faculty: 104 classes with enroll = 1 or 2, Avg. Class size where n > 2 = 18.8. median = 18. 

· Adj. Faculty: 40 classes with enroll = 1 or 2, Avg. Class size where n> 2 = 19.2. median = 19. 
Note:  Teaching by Deans and other Staff members is included in the Adjunct Category. 
 
Capacity for Reassigned Time:

Capacity: 

Assume 210 faculty teaching 24 hrs per year.  This generates 5040 faculty load hours. With an average of 18.8 students per course it could generate 94,752 SCH.  An additional 30 FTE from adjuncts would generate 720 faculty load hours and 13,680 SCH.  The approximate total capacity for Faculty Load Hours is 5760 and SCH is approximately 108,400. 

Need:

Since our SCH General Administration goal is approximately 96,000 SCH (F09), it requires at least 5080 faculty load hours (using an average class size of 18.9) to reach our SCH goal. Using the total capacity of 5760, there remains 680 load hours of possible reassigned faculty load hours. 

Reassigned Time Commitments:

Currently there are the following Reassigned Time Commitments:

· 348 faculty load hours dedicated to Administrative Reassigned Time (ART), per Faculty Handbook and current letters of appointment for Department Chairs and Program Directors. 
· 77 faculty load hours for PDLs

· 57 faculty load hours for Endowed Professorships

· 72 faculty load hours reserved for medical and family leave .  

The total of committed Reassigned Faculty Load Hours is 554.  With 680 load hours available, there remain 126 faculty load hours (or 42 course releases) available,maximum, for other reassigned time. 
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