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Periodically Asked Questions (PAQs) about Chairs

The following are some “periodically asked questions” (PAQs) about the role of the Chair of an academic department at Loyola College.  I have heard these questions asked by faculty interested in (or concerned about) the role of Chair, by new chairs as well as old chairs confronting new problems, by administrators when they try to understand and evaluate the work of chairs.  They are hardly “frequently asked questions” (FAQs) but they are asked often enough that I thought writing down some answers might be worthwhile.  The goals of asking and answering these questions are to help Chairs as well as faculty and administrators understand and carry out the Chair’s responsibilities, to articulate the key difficulties in the role of a Chair at Loyola College, and to determine ways of dealing with these difficulties in a constructive way.    

I have used the Faculty Handbook as well as the Staff and Administrators Policy Manual treatment of the Chair as a runway for raising a range of questions about the Chair’s role.  This has advantages and disadvantages.  The Chairs responsibilities have always been more complex than the description of those responsibilities in the Faculty Handbook, and the responsibility for several of the strategies in the current Strategic Plan has added to these responsibilities.  As suggested in the first question below, we need to look to a variety of sources inside and outside Loyola to answer these questions below – and I would not rule out a substantial revision of these questions that relies less on the Faculty Handbook than these responses do, if this would be more helpful to Chairs and faculty.  But beginning with the Faculty Handbook seems a way to begin by guaranteeing a good deal of common ground.  

The above goals of these PAQs are relatively practical and narrow.  But at almost every step of the way more philosophical and even theological issues shape the questions and answers.  It might be helpful for reading these PAQs to articulate one central issue – even though this is not the place to adjudicate it.  Chairs are faculty who (as the Faculty Handbook makes clear below) are also administrators.  The way the Chair’s job is done will embody various understandings of those roles.  As the Oxford English Dictionary indicates, “administration” arises out of the history of service, “ministry” – in service of ends beyond itself.  There are legal and military, civic and political, corporate and religious ministries – as well as educational ministries.  Each of these sorts of administration is distinct from the others, even as each has something to learn from the others. “Educational administration”: should be in the service of education – the education of students and faculty -- both teaching and research, student as well as faculty learning.  In turn, what Loyola means by “education” (and therefore service to education) is further specified by our Mission and Vision and Values statements.   

It is when the “administration” in “educational administration” is separated from or separates itself from its end (education) that “administration” becomes plausible identified with arbitrary “power” rather than “service” – and troubles begin.  How so? Alasdair MacIntyre offers one answer in After Virtue. A Study in Moral Theory (Notre Dame, 1981; second edition 1985).  He argues that we live in an “emotivist” culture that persistently separates means and ends, with destructive implications for our personal and social lives.  One of the characters MacIntyre mocks is the stereotypical administrator of our social lives: The Manager, the agent of “bureaucratic rationality”.  The Manager is interested in achieving efficiencies in abstraction from the ends of our actions.[footnoteRef:1] [1:  But the theologian in me cannot resist mentioning one of MacIntyre’s analogies: “. . . ‘managerial effectiveness’ [in an emotivist culture] functions much as Carnap and Ayer supposed ‘God” to function.  It is the name of a fictitious, but believed-in reality, appeal to which disguises certain other realities; its effective use is expressive.  And just as Carnap and Ayer reached their conclusion principally considering what they claimed as the lack of the appropriate kind of rational justification for belief in God, so the core of my argument is the contention that interpretations of managerial effectiveness in the same way lack the appropriate kind of rational justification” (After Virtue, p. 73).  Note that MacIntyre is not saying that we should not be “effective” or that “God” does not exist. He is saying that the “rational justification” of “effectiveness” (or “God”) is not what an “emotivist” culture thinks it is. ] 


This is not the place to further describe or evaluate MacIntyre’s argument, although I think that every description of “administration” (or “chair” or “dean”) implicitly includes at least ad hoc elements of a larger scale history and social theory than appears in the “practical” manuals about administration or chairing I mention below – if not MacIntyre’s narrative and theory, then some other one. In any case, MacIntyre provides one hypothesis for why some faculty and students and parents are suspicious that “the administration” at Loyola (or elsewhere!) has its own ends quite separate from the ends of education (student and faculty learning).

A case could be made (I think) that “administrators” always risk letting means dominate educational ends, while faculty risk focusing on those educational ends in abstraction from the means of attaining them.  Chairs are in a key position to hold both groups together.  How can Chairs (and Deans) address this larger problem – the problem of maintaining the priority of educational aims over educationally administrative means, without permitting the ends to float free of the means it takes to achieve them?  In general terms, I am wary of borrowing “administrative methods” from non-academic settings, unless those methods can be shown to be at the service of the central academic ends of “academic excellence,” teaching and research.  More constructively, I think it is critical to keep our eyes and ears on the Mission, Vision, and Values articulated in the Strategic Plan, even as we are also thinking about how the articulation of the Mission, Vision, and Values may change in the next Strategic Plan.  Chairs should understand their role in the governance of the College, particularly the importance of the “joint effort” between faculty and administrators it takes to achieve our common as well as diverse ends.   Some of what I say below about the role of the Chair (particularly on service and leadership, consensus and conflict) builds on what the Faculty Handbook has to say in an effort to address these problems.

In any case, the answers provided are surely limited by my own ignorance of a variety of practical as well as theoretical issues as these emerge for Chairs in different departments.  I welcome suggestions as I regularly revise these PAQs.

Jim Buckley
May 2004; revised May 2005; April 2006; June 2007; June 2008; June 2009.

(The Faculty Handbook changes on a yearly basis.  I have not recently checked the section or page references below to the Faculty Handbook, although the substance of the references below have remained the same.)
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THE CHAIR’S ROLE IN RELATION TO DEPARTMENT AND COLLEGE

What are the main sources for responding to questions about Department Chairs at Loyola College?

The most important written sources are the College’s mission, vision, and values statements.  For more specific responsibilities, the Faculty Handbook has a section on the Department Chair (VI.B.), and specific Chair responsibilities are mentioned in other sections of the Handbook.  Because Chairs are “administrators” and “supervisors” (see below), they are subject to many of the policies in the Staff and Administrators Policy Manual (www.loyola.edu/hr/policies).  The Undergraduate Catalogue and Graduate Catalogue also include explicit or implicit chores for Chairs (e.g., approval or acknowledgement of independent studies, internships, change of major; conduct of grade appeals; approval of courses taken at other colleges).   Academic Affairs as well as the College of Arts and Sciences and Sellinger School of Business and Management also have websites with relevant procedural materials (e.g., the procedures and forms needed for hiring).  Departments also have their own policies and practices, written and unwritten.  Current and past Chairs are themselves the best source for responding to questions about the day-to-day activities of a Chair.  The Dean’s office is the best source for articulating the similarities and differences among Chair responsibilities in different departments and programs.

There are many materials on Department Chairs outside Loyola resources; Chairs and the Dean should work on incorporating into Loyola’s resources whatever of this material is useful.  For example, the American Council on Education (A.C.E.) has a Department Chair Online Resource Center at www.acenet.edu/resources/chairs with articles on questions such as “Is this job for me?” and “How can I keep informed?”  New Chairs at Loyola are required to attend one of the A.C.E.’s meetings on chairing the department as a way to import “best practices” into Loyola in an ongoing way.  A.C.E. also publishes Irene W.D. Hecht, Mary Lou Higgerson, Walter H. Gmelch, Allan Tucker, the Department Chair as Academic Leader (Phoenix, Arizona: The American Council on Education and Oryx Press, 1999); the Dean will be happy to purchase this or a comparable book for any interested Chair (e.g., Daniel W. Wheeler et alia, The Academic Chair’s Handbook. Second Edition [Jossey-Bass, 2008).  We should make use of all these sources in constructing answers to questions, plus massive doses of common sense.

Who is the Department Chair?

“The Department Chair is a teaching faculty member and the primary administrator of an academic department for a renewable term of no more than three years.” (Faculty Handbook VI.B.)   Chairs are essential to the central teaching and research mission of academic departments.  Departments need to think about and plan for the sort of leadership the department needs in order to provide students with the educational excellence we promise them.  It will become clear below that being a Chair presents a number of challenges, and is a good deal of work.  But past and present Chairs can also testify to the rewards of the job ingredient in the tasks below.

Chairs are given stipends and a reduction in teaching (see below).  The reductions can provide time for research, but many Chairs find it difficult to maintain an active research agenda while chairing a often large and complex department.  A key challenge of the role of chair is sustaining a teaching and research agenda while engaging in an administrative (service) task of leading and serving the other teacher scholars in the department.  How to meet this challenge should be an ongoing topic of conversation among Chairs and between particular Chairs and the Dean.

What are the main responsibilities of the Chair as “the primary administrator” (FH VI.B.1.)  of a Department?

The Chair is the key person responsible for articulating and implementing the mission of the department in the context of the mission, vision, and values of Loyola College.  All departmental policies and practices must be consistent with College-wide policies and practices (particularly those in the Rank and Tenure Policy Statement, the Faculty Handbook, the Staff and Administrator’s Policy Manual, and the College’s mission, vision, and core values).  The chair is accountable to both the department and the college as the principal liaison between programs and levels of administration. In employment law, the Chair is the “supervisor” of faculty, staff, and administrators in her or his Department.  The chair is accountable to both the department and the college as the principal liaison between programs and levels of administration. Similarly, the department and the college are responsible to the chair in terms of their obligations and commitment to teaching, research, and service, and the appropriation of adequate human, financial, technical/ physical, and development support to carry out the curricular and scholarly functions of the department.

Another major challenge of the Chair’s role is how to work with the Department in the context of the whole College – especially other Chairs and the Dean but also other parts of the College as needed (from Student Life to Physical Plant).   

How is the Chair selected?

The Chair is elected by the Department (the election by secret ballot conducted by a senior member appointed by the Dean) and appointed by the Dean (Faculty Handbook VI.B.7.).  A Chair serves for three years, and may be re-elected for multiple terms. 

The Dean also asks the person conducting the election to conduct an evaluation of the teaching, research, and service of a Chair who seeks re-election.  Individual Chairs should discuss with the Dean and department how best to anticipate this evaluation; this discussion should be done in timely fashion – for example, in a way that allows any evaluation instrument (e.g., a survey of the department) to be approved by department and Dean. New Chairs must also attend a workshop for new Chairs conducted each June in Washington D.C. by the American Council on Education, or some equivalent workshop approved by the Dean.  

The election should yield a Chair who can articulate and implement the mission of the Department in the context of the mission, vision, and values of Loyola College; the Dean’s appointment confirms that the elected faculty member can work with the Dean in enacting the mission, vision, and values of the whole College.  “Normally the Dean accepts the [Department’s] recommendation” (Faculty Handbook VI.B.7).

What happens if the Dean does not accept the Department’s election?  

 “In cases where the recommendation is not accepted, the Dean will provide a formal explanation to the department.  Should disagreement follow such explanation, the Dean shall consult with the department and the Vice President for Academic Affairs for an appropriate resolution.” (Faculty Handbook VI.B.8.).  Such disagreements are rare at Loyola College, showing that we have been moderately successful at enacting that “joint effort” of faculty and administrators called for by Loyola’s philosophy of governance.[footnoteRef:2]  Throughout the Chair’s term of office, department faculty need to understand the Chair’s responsibility not only to the Department but to the College as a whole – and administrators like Deans need to understand the Chair’s responsibility not only to the College as a whole but to the specific needs of the department.   [2:  See The College Council Ad Hoc Committee on Governance [9 members, Donald Wolfe, Chair), Part One: Search for Guidance (October 21, 1992), 59 pp. [A review of the governance situation at Loyola, including summaries of documents published by Loyola College, the College council, Jesuit educators, and the AAUP-ACE-AGBUC.]; The College Council Ad Hoc Committee on Governance [9 members, Donald Wolfe, Chair), Part Two: Some Information and Advice on Governance (October 18, 1993), 33 pp. + 3 page overview. ] 


SERVICE AND LEADERSHIP, CONSENSUS AND CONFLICT

How should a Chair lead and serve the Department?

As an administrator of a department, “. . . the  Chair-faculty relationship should be fundamentally consultative, or collegial, in nature.  Thus all-important matters of departmental policy should be decided in consultation with regular faculty members; the Chair is expected to seek consensus on such matters.” (FH VI.B.)   Sometimes Chairs must not only be at the service of a departmental consensus but lead a department toward that consensus.  But “consensus” is often – perhaps usually -- not unanimity. Thus, “consultation” does not guarantee agreement.  The Faculty Handbook gives little advice on what to do when consultation and collegiality do not yield consensus (see below).  But Chairs are responsible for assuring that “[t]he mechanisms for seeking consultation and consensus are clearly understood and generally accepted within departments” (Faculty Handbook VI.B.2.).   There should be department policies on how to proceed if consensus is not reached.  

What if consultation and collegiality do not yield consensus?

Sometimes official College documents are clear on what to do in cases of conflict.  For example, the Chair’s departmental tenure or promotion letter should “accurately summarize the views of the department’s tenured regular faculty members”, including minority as well as majority positions (Rank and Tenure Policy Statement 4.4 and 4.5; Faculty Handbook IV.H.3.); again, the Dean has proposed a process for handling dissents over the Chair’s Annual Review letter in the “FAQs on Annual Review”.   

At other times, departments have informal (common sensical) practices for handling such conflicts – and sometimes departments have developed more formal processes.  All such practices should keep in mind Loyola’s Jesuit Catholic mission and “core values”.  For example, serious intellectual debate is a hallmark of that academic excellence toward which we aspire.  But honest intellectual debate must also be conducted with intellectual charity lest our arguments eclipse our other values.  And many matters involved in the running of a department surely do not involve “serious intellectual debate” at all!   Attending to such issues is how we build a community (as our Core Values state) “animated by a spirit of freedom and charity. . . [and] characterized by mutual respect, sincere dialogue, and protection of the rights of individuals”.   

Loyola College also has informal as well as formal grievance process (Faculty Handbook Appendix C) which may involve the Dean and even elected members of the Grievance Committee.  But informal as well as formal resources within a department as well as the Dean’s office should be tried and ideally exhausted before using the informal or formal College grievance process.   

The Dean, other Chairs, and Human Resources can each be helpful in different ways in assisting faculty and Chairs with such issues. 

How do Chairs share the work of the department?

The work of a department is collegially shared, under the leadership of the Chair, in a variety of ways depending on the number of faculty and students and programs in a department, the ranks and talents of different department members, and a variety of irreducibly diverse factors that can vary from year to year.  But there are some common practices and principles.  

Faculty not only teach and research but also engage in the service necessary to support such teaching and research – professional service to the department, the College, and the community.  This is not the place to review what the Rank and Tenure Policy Statements says about service in general or in particular ranks (articles 1.2, 2.2, and 4.5.c.), or how the Faculty Handbook describes the professional responsibility for service (V.E.).  However, one paragraph is particularly important for Chairs: “The service component of a faculty member varies and includes service to the College, to the department, as well as to professional and civic organizations and entities.  While the specific validity of any particular service undertaking is a matter of judgment by each faculty member in consultation with his or her department chair and dean, the general norm is that all forms of service that benefit the College, either compensated or uncompensated, are appropriate” (Faculty Handbook IV.E.2.).  All faculty must engage in service of the department, including “discharging department administrative duties” (RTPS 2.2).  However, probationary faculty are warned to “weigh carefully” their service because of the priority they should give to teaching and research (Faculty Handbook V.E.) and even senior faculty have diverse service talents and priorities at different points in their lives.  No department member can exempt herself or himself from service to the department; yet the “weight” of service to the department and the College may differ for different faculty at different times in a department’s history.  What is crucial is that all faculty are called to weigh their service to the department in conversation with the Chair (and Dean).  One of the Chair’s tasks is collegially distributing and evaluating departmental service according to the time and talents of a diverse faculty and staff, while remaining “the primary administrator of an academic department”.   Faculty with assigned tasks should work closely with the Chair in carrying out these tasks.

One way that Chairs can help each other is by sharing their best practices for the collegial sharing of departmental responsibilities.  If a Chair thinks that the service-work needed in a department needs the further support of faculty or staff, he or she should consult with the Dean.  

MORE SPECIFIC RESPONSIBILITIES

What are the Chair’s more specific responsibilities?

There are a variety of ways to organize conceptually a Chair’s specific responsibilities to faculty, students, and programs in the department and other parts of the College.  As mentioned above, the American Council on Education website (www.acenet.edu/ resources/chairs) can be helpful as well as A.C.E. publications such as Irene W.D. Hect, Mary Lou Higgerson, Walter H. Gmelch, Allan Tucker, The Department Chair as Academic Leader (Phoenix, Arizona: The American Council on Education and Oryx Press, 1999).  Nationally normed Chair assessment instruments such as IDEA (www.idea.ksu.edu/Chair) can also help, and there is more self-help literature on chairing a department than most chairs would care to read. 

But here I restrict myself to the responsibilities already mention in the Faculty Handbook.  The Faculty Handbook lists the following responsibilities for the Chair:  “. . . all important matters of departmental policy should be decided in consultation with regular faculty members; the Chair is expected to seek consensus on such matters.  These include: recruitment of regular and adjunct faculty, initial determination of rank, renewal and non-renewal of contracts, departmental tenure and promotion recommendations, program and curriculum changes, course offerings and teaching assignments, student advising, allocation of department funds, and  activities of departmental clerical personnel.”  (Faculty Handbook VI. B. 2.).  The Chair also evaluates the progress toward tenure of probationary faculty, conducts an annual review of the teaching and research and service of each faculty member; represents the departmental externally in the Council of Departmental Chairs, handles disagreements between students and faculty, and convenes department meetings (VI.B.3 – 6).

This list is only partly inclusive, and some are virtually trivial compared to others (e.g., “initial determination of rank” compared to tenure and promotion recommendations).  Surely the Chair is also responsible for the variety of responsibilities ascribed to entire academic departments (Faculty Handbook  VI.A.), not to mention a variety of comparatively trivial details (e.g., obtaining keys to faculty offices [Faculty Handbook  IX.J.]). 

Some of the details of these many responsibilities are addressed below.  As needed, departments should develop more detailed descriptions of the Chair’s responsibilities in a particular department – “as needed” for a Chair to understand and undertake her or his responsibilities, “as needed” for faculty to understand (and periodically evaluate) the Chair’s role in that department, “as needed” for the Dean to understand and support the particular needs of Chairs in different departments

I have divided up the Chair’s authorities and responsibilities into two main categories (people and programs), with subdivisions in each.  I am obviously open to other ways of conceptually mapping the tasks, but it important that we not move far from the people-skills and program-development skills that Chairs are called to exercise.

PEOPLE: CHAIRS AND FACULTY, STAFF, AND ADMINISTRATORS

What is the Chair’s responsibility for “recruitment of regular and adjunct faculty” (Faculty Handbook VI. B. 2.)?

	Chairs need to know the hiring procedures and forms for hiring on the Academic Affairs website, under Information for Chairs.  Chairs are responsible for developing rationales to request full-time and part-time positions, learning the College’s and legal requirements for hiring, and bringing the hiring process to completion by initiating new faculty into the life of the College (including assuring that new faculty are given appropriate mentoring).  One or more of these responsibilities (e.g., chairing a search committee) is often delegated to another senior member of the department.

How do Chairs request tenure-track faculty?

             Chairs must submit requests to hire tenure-track faculty during the coming year (to begin teaching the following year) by about May 1 (or, if it falls on a Saturday or Sunday, the following Monday).  There are a variety of constraints on hiring that change from year to year.  However, despite these constraints, it may still be worthwhile for Chairs to request tenure-track hires, if you need such positions, (i) both because your hiring might be authorized (ii) and because (even if a position is not authorized) your application will keep us informed of your needs.  If you are in doubt about whether it would be worth your work, speak with the Dean.  

             The central document a Chair needs to fill out to do this is the Position Announcement Authorization (PAA) form, available at loyola.edu/academicaffairs/Resources, with instructions. But you will also want to begin familiarizing yourself with the Procedures for Hiring Full-time Faculty (to which you are committing your Department when you request a position), posted on the Academic Affairs web site under “information for Chairs”.

The deans must hand in a prioritized list of possible hires to the Vice President for Academic Affairs by 1 June, so it is crucial that the deans have your proposal by 1 May. Approvals of hiring requests ordinarily occur in July, although some may occur earlier or later depending on everything from the needs of a department to budget flexibility.  Your PAA form should let the deans know any special calendar constraints you face.  If your hire is approved, the Chair of the search Committee and at least one other member of the search committee (or you and the chair of the search committee) must come to a meeting about hiring procedures in either mid-July or about mid-August.

               On what basis does the CAS Dean decide what positions to authorize?  The CAS web site has a list of criteria for you to take into account in making your case (program quality, student need, financial resources). Your rationale is the most important part of your request. The rationale itself may be as long as you wish -- but it should also be summarized in a succinct paragraph of no more than one hundred words. The criteria ask for you to take into account your Department’s student credit hours taught/class size for the current year.  This information is included in the most recent "Fact Book" available on the Institutional Research web site. 

	On the CAS web site there is also a one page document that describes our current practice in recruiting Jesuit faculty. 

Why does the Faculty Handbook list “initial determination of rank” as one of the Chair’s responsibilities (Faculty Handbook VI. B. 2.).

I’m not sure.  Given the many other responsibilities Chairs have, this one seems relatively insignificant.  However. . . . 

The Rank and Tenure Policy Statement and the Faculty Handbook places initial determination of rank for tenured/tenure track faculty in the hands of “the chief academic officer” in consultation with the dean (5.1) and for affiliate faculty in the hands of the divisional dean in consultation with the Chair (6.1).  The criteria used for initial determination of rank are the descriptions of rank in the Rank and Tenure Policy Statement (1.2).   The Board on Rank and Tenure must approve any rank above Assistant for tenured or tenure track faculty (although not for affiliate faculty).  

“Initial determination of rank” thus presumes familiarity with the Rank and Tenure Policy Statement – both the document and its use.  That may well be the larger issue at stake in mentioning this as one of the Chair’s key responsibilities. 

How is the Chair responsible for “renewal and non-renewal of contracts” (Faculty Handbook VI. B. 2.)?

Tenured and tenure track as well as affiliate faculty (and staff) receive different sorts of contracts. A calendar for the hiring, evaluation, and re-appointment of faculty is posted on the CAS web site. The Chairs are the key persons involved in recommending the renewal and non-renewal of these contracts.  A recommendation to renew or not to renew is ordinarily accompanied by a review of the faculty member’s teaching, research, and service – see the “FAQs on Annual Review” on the College of Arts and Sciences website.  

What is the Chairs’ role in annual review of faculty?

	The Chair is the key person who reviews faculty annually by reading faculty Annual Updates, reviewing them in the light of College-wide and departmental standards, meeting with each faculty member to discuss the review, meeting with the tenured members to discuss recommendations on tenure-track but non-tenured faculty, meeting with the Dean to discuss these annual reviews, and writing an annual review letter on each faculty member (Faculty Handbook IV.D. & E.).  The “mutual exchange” between Chair and faculty member should include candid conversation about both successes and concerns in the faculty member’s teaching and research and service as well as about plans for addressing any concerns.  The Chair should also inform probationary faculty of how the Chair and the tenured faculty assess the probationary faculty member’s “progress toward tenure” (Rank and Tenure Policy Statement 4.2).  “Evaluations are ultimately the Chair’s decision, but they should reflect a broad base of information and frank discussion with the persons being evaluated.” (Faculty Handbook VI.B.3.); faculty who disagree with the Chair’s letter may, after the requisite conversations aimed at overcoming the disagreement, attach a letter to the Chair’s letter.

Departmental standards for annual review should be subjected to periodic review in relation to the standards of departments at Loyola and comparable institution as well as in relation to evolving evidences of success in teaching and scholarship in the Faculty Handbook (e.g., IV.3. & 4.). 

See also the Faculty Handbook on Annual Review (IV.D. & E.) as well as the website on “Frequently Asked Questions about Annual Review” on the College of Arts and Sciences website, under “information for faculty”.  

What is the Chair’s role in tenure and promotion?

	The Chair’s role in tenure and promotion is framed by the requirements of the Rank and Tenure Policy Statement, filled in by the Faculty Handbook (IV.H., I., and J.), and the written traditions and unwritten practices of the Department.  With regard to tenure, Chairs should assign a mentor for all non-tenured faculty, regularly monitor the progress of that tenured faculty member toward tenure (including having regular meetings with the faculty member), conduct and write annual reviews as well as a mid-term review that offer frank assessment of progress toward tenure in teaching and research and service, and lead the Department’s final recommendations with regard to tenure as required by the Rank and Tenure Policy Statement, including solicit external review as needed Facuty Handbook IV.L.4.).[footnoteRef:3]   The Chair’s letter “accurately summarizes the views of the department’s tenured regular faculty members” (Rank and Tenure Policy Statement 4.4; Faculty Handbook IV.H.3.); faculty who disagree with the Chair’s letter may, after the requisite conversations aimed at overcoming the disagreement, write their own letter to the Board.  [3:  See “External Letters for Tenure and Promotion” passed out at the March 2009 CAS Chairs meeting, available online at the CAS Chairs meetings web stie.] 


With regard to promotion, the burden for contact with the Chair and completion of the process of application falls on the faculty member.

What is the role of the Department Chair in mentoring junior faculty?

The Department Chair plays a key role in the hiring as well as evaluation of probationary faculty for annual review, tenure, and promotion. The Chair also offers formal and informal advice to faculty.  It is helpful for tenure-track faculty to also have a mentor who does not have primary responsibility for evaluation.  Consequently, for each new probationary faculty member, the Chair should  ask a highly respected and successful tenured faculty member, other than the Chair, to mentor that faculty member.  The mentor could be inside or outside of Department, as the Chair sees fit.  Alternately, the Chair may wish to seek a mentor through the Office of the Vice President for Academic Affairs and Diversity.  The Office of Academic Affairs and Diversity website includes information about the college-wide mentoring program for new probationary faculty.  

	The role of such a mentor is informal.  That is, the mentor’s advice does not replace the summative judgments and advice a Chair or Dean offers to a faculty member regarding a her or his progress toward tenure nor does peer mentoring mitigate the responsibility of the faculty member for cultivating her or his own teaching, research, and service.  Instead, the mentor’s task is to meet informally with the probationary faculty member at least once each semester or more frequently if both parties agree.  The purpose of such meetings includes discussing overall academic life at Loyola; mentoring the faculty member in ways of excelling, especially in teaching and research; mentoring the faculty member in using resources to help the faculty member exceed departmental and College-wide standards for tenure and promotion, and responding to questions a probationary faculty member may have.  If the mentor does not have the answers to such questions, then the mentor will help the probationary faculty member learn the answers.  Examples of more developed mentoring practices will be posted on the websites of the Office of the Vice President for Academic Affairs and Diversity, the College of Arts and Sciences, and the Sellinger School of Business and Management. 




How do Chairs and Deans determine affiliate salaries?  

For some Chairs, it is no simple chore keeping track of the workloads and salaries of affiliate faculty.  Suzanne Keilson can help with special problems.  But one way to imagine the chore is that, for any affiliate faculty member, we are triangulating between (i) the descriptions of different affiliate faculty workload in the -Faculty Handbook- (especially the summary introduction to Part IV), (ii) the salary aspirations set by our current Compensation Agreement (available on line), and (iii) the particular situation of individual faculty in individual departments.   It is important that all faculty, particularly affiliate, understand the quest for fairness in the practices we are developing.  For example, if someone is teaching two courses per semester, we should not add a third course to their contract without making sure that we can pay them something closer to what others teaching three courses that semester (e.g., four fifths faculty) are making.  If someone changes from a four-fifths work load (3 courses/semester) to a full-time four courses/semester, we should pay them not simply an overload but something approaching what others teaching four courses that semester are making.   The Dean's office tries to keep track of this -- but, with dozens and dozens of such contracts per year, Chairs need to be the first line for monitoring this.  Of course, depaertmental Administrative Assistants can help out as well.  
What is the Chair’s responsibility for monitoring faculty outside employment? 

Loyola's Rank and Tenure Policy Statement has a policy on "outside employment" for full-time tenured or tenure-track faculty (largely run on "the honor system"): “Faculty members should keep the department chair informed of all current or planned outside employment.  No faculty member may contract to extend service to another employer without written permission of the Vice President for Academic Affairs" (FH IV.X.).  The Faculty Handbook provides a chart of examples of "outside employment" that do and do not need approval – outside employment does not include occasional employment but only employment that is "paid, continuing, and time-consuming".  It is particularly important that such employment not compete with Loyola programs or "interfere with the scrupulous fulfillment of obligations to the College".  The form to request approval is at loyola.edu/academicaffairs/info_fac.html.  

These policies do not apply directly to affiliate faculty, although it is not good for either affiliate faculty or our students if affiliate faculty are overburdened with work at Loyola and elsewhere.  The -Faculty Handbook- stipulates that full-time affiliate faculty can teach no more than four courses per semester (that is, about 36 hours/week for teaching plus time for service, etc.).  But we have no clear way to track courses offered across the university (e.g., a faculty member who teaches in CAS and SSBM) -- and we certainly do not track affiliate faculty "outside employment".   But Chairs should keep in mind the stress some affiliates are under who may be teaching at Loyola and elsewhere.   


How does a Chair “represent the department externally” (Faculty Handbook VI.B.4.)?

“The Chair is an advocate for the department and attempts to attract students to departmental programs, including assisting the admissions office in presentations to prospective students and coordinating all information about the departmental publications.”( Faculty Handbook  VI.B.4.) 

The Chair represents the Department to the Dean in annual review meetings each fall, in annual summer meetings on the department’s accomplishments and challenges for the next year, and throughout the year on various matters.  The Chair also represents the Dean to the Department, explaining as fairly as possible the Dean’s actions in relation to the Department.  It is crucial for both Department and Dean that there be regular candid exchanges of information and opinions about the Department and the College between Department and Dean.  The ordinary way for this to take place is through the Chair.  (Faculty can, of course, speak with the Dean - - as the Dean may and does speak to faculty individually.  However, only the Chair is the duly elected and appointed representative of the Department to the Dean.  Both the Dean and the faculty should respect this unique role.)

  The Chair’s representation of the Department takes place in the context of the College’s mission, vision, and values.  Thus, a Chair must also represent the College to the Department, particularly when there is not an immediate “fit” between a department’s needs and those of the College. 

Chairs may also periodically represent the Department in the university’s advancement initiatives. 

CHAIRS AND STAFF

How can Chairs hire new staff?

Chairs should fill out the Position Announcement Authorization form on the Academic Affairs web site; the rationale should include a job description (which must be vetted through Human Resources) and rationale.  Chairs can request new staff to fill existing positions at anytime during the year; Chairs should request new positions in the fall, when the process of constructing the next year’s budget begins, or at the time the position a vacated..  

What is involved in administering departmental “clerical personnel” (Faculty Handbook VI.B.2.)?

	“Clerical personnel” or “staff” are the face of Loyola College for our students and those outside the College.  Chairs are responsible for developing clear descriptions of the tasks involved in the jobs of all staff, engaging in ongoing exchange between the Chair and such personnel on the accomplishments and challenges of the job, and regular review of work done in the past and planned for the future.  It is particularly important that the Chair and office staff understand each other’s mutual expectations in the context of the department’s and the College’s mission.

Each winter the Dean sends Chairs a reminder to evaluate their non-faculty members who support the work of the Department, along with the Dean’s advice on how to do this.  Human Resources has many means for learning how to hire, support, and evaluate everyone from executive assistants (secretaries) to lab assistants; see the website Loyola.edu/hr or call Human Resources.


What are the Chair’s responsibilities for supporting and evaluating staff?

Loyola College has developed a number of resources for supporting and evaluating the persons who provide essential service to departments and chairs.  Most of these resources are summarized on Loyola Human Resources web site (Loyola.edu/hr).  What follows is a partial summary.

About 2000 Loyola College began to develop a set of descriptions of various “grades” of service to the College, tied to salary ranges; these grades were revised in the spring 2009..  These descriptions and salary ranges enable us to understand the different levels of staff support as well as the similarities and differences between these different levels or graders.  They also enable someone to determine how to advance to a higher position.  Every support person should have a job descriptions with clear goals, regularly reviewed with the Chair and (if necessary) Human Resources.  Chairs can obtain materials on these different job grades from Human Resources.

Chairs should meet with support staff regularly during the year as well as for annual review.  The regular meetings might be longer or shorter, but they should address problems as they arise in the department on a daily, weekly, or monthly basis.  Such regular meetings keep an open conversation between Chair, faculty and staff.  They also help the Chair and faculty understand staff expectations as well as help staff understand faculty and Chair expectations. They support retention, create a constructive work climate, and provide evidence to outside groups that we are treating our support staff fairly and equitably

Annual meetings are important for these and other reasons.  Such annual reviews should review the expectations Chairs (consulting Department faculty) and staff has for each other.  Chairs should make sure to communicate clearly the College’s, the Department’s, and the Chair’s own priorities.  Chairs should also listen carefully and establish staff goals in a collaborative way.  Annual reviews should also evaluate how well staff have met the expectations of Chairs, and Chars/faculty have met the expectations of staff.  Finally, annual reviews should develop plans for meeting expectations during the coming year.  Human Resources regularly distributes a number of diagnostic questions that will help in your evaluations. 

The annual review process for staff/administrators is analogous to the annual review process for faculty in a number of ways: staff should create a self-evaluation, Chairs should have a candid mutual exchange with staff as they create their written evaluation, turning in an electronic copies to the Dean and signed hard copies to HR.  Chairs should follow the instruction Human Resources issues for such annual review to assure fairness of evaluation across the College -- and to assure that we are following applicable labor laws.  HR provides an Evaluations Form that both staff and Chairs should use for their evaluations.  If you have any questions abut this process after consulting the HR website, see the Dean.  

When are evaluations of departmental administrators and staff due?

For the rough due dates of all faculty, administrator, and staff evaluation, see the CAS web site for “Faculty, Administrator, and Staff Hiring, Evaluation, contracts”.  The specific dates for administrator and staff evaluations change from year to year.  But this is a rough calendar for Staff/Administrator Evaluations in the College of Arts and Sciences

· Early March
· HR workshops for Chairs and assistants on the evaluation process
· End of March 
· Staff/administrators do "Annual Updates"  
· Early April
· Chairs meet with Staff/administrators, and fill in "Annual Updates"
· Mid-April
· Chairs turn in signed evaluations to Dean, hopefully electronically.
· End of April 
· Dean gives final rankings to VPAA/HR
· Early May
· HR/VPAA gives Deans staff/administrator worksheets
· Mid-May
· Deans give VPAA recommended staff/administrator increments.
· End of May
· VPAA gives Academic Affairs staff/administrator increments to HR
· End of June
· HR/VPs inform staff/administrators of salary increments.
· Mid-July
· First new pay period for staff/administrators.





How can the Chair coordinate the responsibilities of the administrative assistant?

The Faculty Handbook XII.D.(Secretarial Services) provides part of an answer.

“Every department is provided with the secretarial services of an administrative assistant. These
services are available for matters directly connected to the operations of the Department and the
College as well as the fulfillment of faculty professional responsibilities. Secretarial services are
available from Monday through Friday 8:30 a.m. to 5:00 p.m. except for periods during the summer
when hours may be shortened.

“Loyola College places a very high value on maintaining an environment in which the dignity and
worth of every individual on campus is respected.  Faculty members should make certain that on all
occasions their requests for support are appropriate, considerate, and courteous. Behavior, which
undermines this value, cannot be tolerated.

“Departmental administrative assistants report directly to the Department Chair. Faculty members
should coordinate their professional administrative assistant needs with the Chair’s concern for the
needs of the whole department.

“The following are examples of departmental duties that are appropriate for departmental administrative
assistants:
• typing, proof-reading, and revising departmental letters and reports from rough drafts and
corrected copy;
• answering phones, greeting visitors, and handling mail;
• managing department supplies and ordering replacements when needed;
• supervising student workers;
• maintaining departmental files and assisting with the preparation of reports on departmental
activities;
• assisting department chair with budgets;
• scheduling departmental meetings and appointments;
• assisting departmental faculty search committees in recruiting activities.

“The following are examples of faculty related duties that are appropriate for departmental
administrative assistants:
• typing, proof-reading, duplicating, and collating class related materials, such as, syllabi, tests,
and PowerPoint presentations;
• typing, proof-reading, and revising letters and reports from rough drafts and corrected copy;
• processing book orders;
• assisting in obtaining copyright permissions for course and research related materials;
• scheduling meetings and appointments;
• making travel arrangements;
• supporting per-course adjuncts with personnel and other needs.

“The following are examples of duties that are not appropriate for departmental administrative assistants
and that may not be asked of them:
• proctoring tests in or out of the classroom;
• grading papers;
• recording grades;
• duplicating material for which copyright permission has not been obtained;
• performing personal errands for faculty;
• assisting faculty members with personal work, including any consulting or related business
activities;
• assisting faculty members with child care during working hours;
• working before 8:30 a.m., during lunch hour, or after 5:00 p.m. or on week-ends, except as
pre-authorized overtime.

“Should faculty members or their departmental administrative assistant have any questions regarding
appropriateness of tasks, they contact one of the academic Deans or the Director of Recruitment and
Employment.”

CHAIRS AND STUDENTS

How is “student advising” one of the Chair’s responsibilities (Faculty Handbook VI.B.2.)?

“Counseling students” is one of the obligations of all faculty (Rank and Tenure Policy Statement 2.2), and  “. . . all faculty members are responsible for advising students, both majors and non-majors, in all areas in which the department has offerings” (Faculty Handbook VI.A.).  Departments in the core should cooperate with each other and the Center for Academic Service and Support (CASS) to assure that both faculty and student expectations for advising are being met for the core in general and their own specific courses.  CASS recruits and (with the advice or the Deans and Chairs) selects “core advisors”, but Chairs are also be responsible for encouraging their faculty to participate in core advising.  Chairs are also responsible for assigning and monitoring the advice given to majors in their department. 

How do Chairs handle student disagreements with faculty?

It depends on the nature of the disagreement.  In general, students should be encouraged to discuss their disagreements or complaints with the faculty member herself or himself.  But sometimes students will need advice from the Chair on how to do this – and sometimes it will be best for the Chair to approach the faculty member directly (see below).

Final Grade Disagreement:  Suppose a student disagrees with a faculty member’s FINAL grade.  The Undergraduate Catalogue and Graduate Catalogue describes a grade appeal process that moves from oral conversation between student and faculty, through each side submitting to the Chair written explanations for their positions, to faculty appeal from the Chair to a faculty panel established by the Chair.  The Chair (or faculty panel) is the final arbiter, although students and faculty who think that this process was not followed can appeal to the Dean’s office.  As of spring 2009,the Academic Senate is considering a change in the grade appeal process to permit extra-departmental student appeals to the office of the Dean. 

Honor Code Violations and Academic Dishonesty:  Violations of the undergraduate Honor Code must be forwarded to the Dean of First Year Students; an associate to the Vice President for Student Development brings the violations to the Honor Council.  In the fall 2004, Chairs agreed that faculty reporting such violations also report them to the Chair.  If the faculty assigned sanction for an honors violations involves grade appeal, Chairs should wait to coordinate that appeal until after the Honor Council has ruled on the case.

Possible Harassment:  Suppose that a student complains to a Chair, as permitted by our Harassment and Discrimination Policy (HDP), about “harassment”?  Students may go directly to Human Resources with such complaints, but they may also come to Chairs (HDP VII.A.3. and 4.)  Students who complain to Chairs might not call the behavior “harassment’, but Chairs should know Loyola’s working definition.[footnoteRef:4]  In such cases, Chairs should help students work toward the informal resolution of such claims, as recommended by our Harassment and Discrimination Policy, section VII.   For example, the chair could ask the student if the student can approach the faculty member directly (VII.A.2.).  If the student is willing to do so, the Chair could determine whether it is prudent for the Chair to be present at such a meeting.  If the student is not willing or able to do so, the Chair should meet with the faculty member as soon as possible and (without mentioning the student’s name) ask about the behavior; anonymity is crucial lest the faculty member’s future behavior be construed as a form of the “retaliation” also forbidden by Loyola’s Policy.  If the Chair thinks that the behavior violates the Harassment and Discrimination Policy, the Chair should inform the faculty member that he or she must desist, and then inform the Dean and Human Resources.  If it is unclear whether the behavior violates the policy, the Chair should consult the Dean of Arts and Sciences and the person monitoring our compliance with relevant laws in Human Resources (Mr. George Casey).  The Chair may also consult faculty members whom Human Resources lists as advisors on issues of harassment.  [4:  “Harassment means unwelcome verbal, written, or physical conduct based on a protected classification (sex,  race, age, etc.) that has the purpose or effect of unreasonably interfering with an individual’s work or education (including living conditions) or that creates an intimidating, hostile or offensive environment” (Harassment and Discrimination Policy, Section II [Faculty Handbook appendix]).] 


How can Chairs help faculty teach students with mental or physical conditions that affect academic performance? 

About 12% - 18% of students on college campuses nationally have a diagnosable mental illness, and others have physical health conditions which may affect academic performance (e.g., maintaining concentration, interacting within a group, maintaining reliable class attendance, etc.).  Faculty can help by becoming sensitive to changes in students which thus affect their performance, accommodating classes to students with disabilities, consulting with the Counseling Center if a student seems troubled, and even recommending the Counseling Center to students (and following up to make sure students are finding the help they need).  The College provides a number of resources for faculty to learn how they can help such students, including the Counseling Center, Disability Support Services, Alcohol and Drug Education and Support Services (x2928) as well as the Dean of First Year Students (Ilona McGuiness) and the Dean of Students’ office.  Chairs can help faculty with such students by referring faculty to these resources, some of whom publish literature on how to notice and help resolve any problems. 


CHAIRS AND DEPARTMENTAL PROGRAMS AND PROCESSES

What are the Chair’s responsibilities for “program and curriculum changes” (Faculty Handbook VI.B.2.)?

The Chair is responsible for all the “programs” in a department, ranging from the core curriculum through the major to various graduate programs.  These programs and curricula can change for the better and worse, and the Chair is responsible for generating the sort of collegiality it takes to make or unmake these changes.  This requires articulating the goals of the programs and courses in the department in the context of the mission and vision and values of the College; analyzing how well the Department is meeting those goals, and developing means for sustaining goals that are being attained and developing practices that can better achieve the goals that are not being attained.  All departments should have an assessment plan that is pursued annually, revised as needed.  All departments also engage in regular Program Review, periodic as well as ongoing review of the Core as well as major courses.   The Chair (or an agreed-upon departmental alternative) receives a course-release for periodic and ongoing review of programs.

What is the Chair’s responsibility for managing “course offerings and teaching assignments” (Faculty Handbook VI.B.2.)?

A major responsibility of the Chair is assuring that the most appropriate faculty are teaching the most appropriate courses at appropriate times throughout the week; constructing the course schedule for fall, spring, and summer sessions; monitoring enrollments during registrations for those courses; and evaluating those courses offerings during annual review, tenure, and promotion.  

The calendar for scheduling is shaped by a number of factors, not all of which are under the control of Chairs.  These factors include everything from the time it takes to print the registration schedule (and put it on line) to the time it takes to create contracts so faculty can be paid.  The Chair has responsibility for the most crucial sub-set of issues involved (e.g., assigning the best faculty to teach students the College’s and the department’s curriculum).  But carrying out this responsibility can requires coordination with the Center for Academic Services and Support (Ilona McGuiness), Enrollment Management (Marc Camille), the Records Office (Pat Dalrympal), Academic Publications (Lori Waldon), Disbursements (Anna Bivens), the Vice President for Academic Affairs’ office (Anne Young), the Dean of the College of Arts and Sciences, and others.  It is important that Chairs learn and adhere to the calendar needed so that everyone involved can fulfill their responsibility for scheduling.  It is also important that Chairs learn to work on more than one semester’s scheduling at a time.  That is, Chairs begin one schedule, even as they are revising another.  Thus, the scheduling materials for the spring will be received at the same time as the Chair is firming up the summer schedule; the scheduling materials for spring are due as the Chair is firming up the fall schedule’ and so forth.  

At the start of every scheduling cycle, Chairs receive materials needed for scheduling from the Records Office several months before registration the registration for fall, winter/spring, and summer.  The Records office usually assigns the same class times (and sometimes, in the case of labs, the same rooms) as were scheduled during the previous academic year.  Chairs can request changes, but this frequently requires giving up one class time for the sake of gaining another.  

After Chairs receive scheduling materials from the Records Office, different Chairs proceed differently.  Some Chairs use an Excel spread sheet (enabling them to “sort” their schedule in numerous ways to monitor scheduling glitches); a sample of such a spreadsheet is included on the CAS web site, under Information for Chair (Scheduling Spreadsheet). .  Others simply use pen and paper to do their schedule.  

“Full-time and part-time department members may be assigned courses in any program” (Faculty Handbook VI.A.), and Chairs are responsible for making these assignments.    The Chair should consult with faculty about their teaching preferences.  However, it is not a foregone conclusion that faculty must or can teach whatever they wish, whenever they wish.  A Chair must balance student needs and faculty preferences with the scheduling interests of the College as a whole – all in consultation with the department (especially the tenured members).  Faculty dissatisfied with their teaching schedule may appeal to the Dean.  

To assign faculty, some Chairs send to faculty a virtually complete schedule, using times faculty were assigned in the previous year.  Other Chairs ask faculty for preferences each semester, sorting out their responses by seniority or by rotating faculty through different days and times over the years.  (I do not favor a rigid seniority rule, except if it favors non-tenured, tenure-track faculty.  For example, senior faculty should agree to let junior faculty have their preferences to maximize the junior faculty member’s time to work on teaching and scholarship.)   Courses without an assigned instructor can be listed as taught by “Staff”; Chairs begin planning for instructors for these courses as early as possible (including, if needed, filling out a Position Announcement Authorization form to advertise for new, non-tenure track faculty as needed.)

Once Chairs have faculty feedback in these diverse ways, Chairs play what more than one calls “Rubik’s Cube”, aligning student curricular needs and faculty times and days.  A draft is sent to the Records Office which prepares a draft of the Registration booklet (and registration web site?).  The draft is then re-submitted to Chairs who can make changes, within clearly specified limits.   This becomes the final version of the registration booklet and web site for students.  Changes can (and sometimes must) be made to course offerings and faculty, and these changes appear ?in hardcopy handouts as well as on the registration web site?.  

As registration proceeds, Chairs should regularly check enrollments.  Chairs should have a clear sense of what enrollments should result in adding or dropping a section.  Full-time faculty should know that enrollment may require that they teach a different course than planned, and per course affiliate contracts clearly inform affiliate faculty that their courses may be dropped.  It is crucial, particularly once registration begins,  that Chairs may NOT drop courses without consulting with the Director of Academic Services and Support to see if there is a significant and demonstrable student need for the course.  CASS and Chairs can bring arguments about canceling courses to the Dean.

The Dean’s office emails to Chairs a request for list of per course faculty who will be teaching about two months prior to the beginning of the semester (summer, fall, or winter/spring).  The Dean approves these requests and issues contracts to per course faculty about 30 days priori to the beginning of the semester.. (The contracts to any faculty member on a year-long contract are, of course, completed by the spring previous to any academic year.)  

How do Chairs monitor departmental grading?

The 2002 - 2007 strategic plan required that we “establish a process by which each department will review periodically its grading policies for conformance to the basic standards of performance as set forth in the Loyola Catalogue (A = Excellent, B = Good, C = Satisfactory, D = Unsatisfactory and F = Failure)” (III.A.4.).   This should now be an onging concern of Chairs. How?

A first task of the Chair is to promote the sort of departmental conversation that will keep grading practices in the appropriate context.  This conversation is inseparable from developing and maintaining a challenging curriculum.  Enhancing curricular challenge is itself part of aiming for that “academic excellence” that is one of our core values – a multifaceted academic excellence that “includes promoting a love for learning, discovery, and integration across a wide range of disciplines and interests” (Vision and Values. A Guide for the Loyola Community,” p. 4).  Grading is thus a practice in the service of recognizing degrees of excellence in our various academic fields throughout the College.  

How, more specifically, does the Chair monitor grading?  There are policies on grading in the student –Catalogues- (undergraduate and graduate) as well as the –Faculty Handbook- -- – descriptions of grade levels, grade appeal processes, etc.  Chairs should be familiar with these policies.
 
Chairs should regularly receive from Institutional Research grade reports.  The most pertinent sections of these reports are distributed to department members and taken into account during Annual Review.  Chairs monitor trends not only in a given semester but also over time.  Chairs do this in different ways.  Grading is among the issues Chairs and Deans discuss not only during Annual Review each fall but also in their summer follow-up meeting to the department’s annual report.

Chairs should also promote a broader departmental discussion of what constitutes academic excellence in their field, and how we can better challenge students to aspire toward that excellence.   Again, Chairs do this in different ways.  Some departments have grade expectations in some of their courses.  Others regularly meet to discuss how faculty teaching and student learning are proceeding in a given semester, including the impact of grading on student learning.

There are a number of obstacles to candid monitoring of grading.  For example, there is no consensus on the any correlation between high student grades and high student evaluation of teaching.  There is also some evidence that students sometimes select courses rumored to give higher grades.  Further, non-tenured and part-time faculty are in different circumstances than tenured-faculty and will need special support.  For some data on these issues at Duke University, see Valen E. Johnson, Grade Inflation. A Crisis in College Education (New York: Springer, 2003) – although the author may mis- describe the issues as a “crisis” and the metaphor of “inflation” may not be as appropriate as “compression”.

But, beyond these contentious issues, departmental habits of serious reflection on grading practices can also open up a range of important educational issues.  As Barbara Walvrood and Virginia John Anderson note, grading is one important assessment practice, and a department could well make its grading practices central to its efforts to improve student learning.  But this presumes (as Walvrood says) that grading “must be understood as a process that includes. . . identifying the most valuable kinds of learning in a course, constructing exams and assignments that will test that learning, setting standards and criteria, guiding students’ learning, and implementing changes in teaching that are based on information from the grading process” (Effective Grading. A Tool for Learning and Assessment [Jossey-Bass, 1998], p. xvii). 

Again, most importantly, a Department Chair should promote a discussion of the practice of grading in the service of academic excellence (see first paragraph above).

See also the Dean’s review of undergraduate “Grading Policies and Practices” in the Catalogue and Faculty Handbook, handed out at the April 2009 CAS Chairs meeting (available online under CAS Chairs Meetings agenda/documents for 23 April 2009.

How can Chairs monitor Loyola’s “incomplete” policy? 

Policies on granting Incompletes are in the current undergraduate and graduate Catalogues.  In fairness to all students in the class, the prerequisites for giving an Incomplete are strict (“for reasons beyond the student’s control”), and times are specified when an Incomplete should NOT be given (e.g., completing extra work, unexcused absence from final exam, etc.).   There are also a clear set of dates by which incompletes must be completed or (except with the written permission of the Dean) the incomplete turns into an F.  Chairs, admittedly, have little direct control over whether faculty turn in incompletes – and whether faculty change incompletes to the final grade on time.  But Chairs should regularly remind faculty to follow the Catalogue carefully both in granting incompletes and to change the grade (or risk the incomplete automatically turning into a failing grade).


What is the Chair’s responsibility for “allocation of department funds” (Faculty Handbook VI.B.2.)?

This pithy phrase stands surety for a range of responsibilities Chairs have for creating, maintaining, and monitoring operating and capital budgets (Faculty Handbook IX.E.).  “Operating” budgets are budgets for day-to-day departmental activities; “capital” budgets are budgets for longer term expenses (such as new offices, furniture, and equipment).  (“Personnel” budgets are budgets for faculty, staff, and administrative salaries and benefits; personnel budgets are currently maintained by the Vice President for Academic Affairs and the Dean rather than by departments.) A Chair is responsible for creating the operating and capital budgets for the next academic year, even as he or she is maintaining and monitoring those budgets for a given year.  

Every department has an operating budget for supplies, travel, and other day to day departmental expenses.   “Creating” the operating budget includes submitting proposed budget increases to the Dean each fall and winter, or dealing with potential budget-cuts.  “Maintaining” the budget includes developing departmental processes for submitting and paying for expenses for travel, etc.  “Monitoring” the budget includes making sure that the Department’s budget is carefully stewarded to serve the interests of faculty, students, and the College as a whole.  

How should Chairs distribute travel funds?

Beginning in AY 0607, the Dean began distributing all travel funds to departments based on the number of research active tenured/tenure track faculty in that department.  Department Chairs are responsible for developing a consensus in the Department over the priorities for allocating these funds (particularly to tenured/tenure track faculty but also, as departments see fit and can afford, to affiliate faculty) – peer-reviewed papers taking precedence over responses to papers or scholarly panels, etc.  Chairs are wise to ask for faculty travel plans very early in the fiscal year.

Each Department’s budget line for travel is to be used only for travel.  Chairs should keep the Dean informed of research-related travel expenses that exceed their budgets.  Each spring the Dean will ask departments for their unexpended funds to use to travel in departments that had an over-abundance of research-related travel in a year, perhaps more than one international trip. The hope is that a department that returned funds in one year can have those funds returned in a future year when that department has an over-abundance of research-related travel.    

This set of distribution practices assumes that research-related travel takes a precedence over other travel.  Departments that have more egalitarian assumptions, distributing an equal amount of money to all, may not benefit from unexpended funds.  If we had infinite resources, we could fund all sorts of travel related to teaching and service, not just research.  But keep in mind that the Dean has money for Chairs to travel to professional development workshops, and there may be money for travel to meetings that help the university improve our student learning.  But Chairs should keep the Dean informed of the demands on their budgets, including travel, at least in the end-of-year Annual Report. 


What is the Chair’s role in constructing the budgets for the next fiscal year?

New budgets are constructed in three overlapping phases.  Phase I: The Budget Committee of the Loyola Conference meets throughout the year to discuss the future budget in large-scale terms (e.g., what enrollments and tuitions can we anticipate?  What other revenues will there be? What expenses?).  This Budget Committee will eventually send a budget to the Loyola Conference, and the Conference will send that budget to the Board of Trustees for final approval.  This process usually ends in the early spring, but recent questions about money we receive from the state of Maryland have pushed this deadline even closer to the next fiscal year.  Faculty and Chairs have input into this process via the Dean as well as the faculty representatives to the Budget Committee on the Loyola Conference.

Phase II: At the beginning of the academic year, all divisions of the College are asked for any anticipated large and significant increases for the next year in capital budgets (money used for "one time" purchases of things like furniture, new offices, etc.), operating budgets (money used for running the day-to-day life of the College, like the Chairs' department budgets), and personnel budgets (faculty, staff, and administrator salaries - although we handle new faculty requests in the Spring).   With this information we can start determining how much money we would need for such requests and how to put them in an educational priority.  It is important the requests use a form supplied by the VPAA's office, including providing a clear rationale and a ranking of each proposal.  These requests are reviewed by the Council of Academic Deans; the requests that survive are then reviewed by Executive Council.  Sometimes the Dean can tell Chairs their proposed significant increases are or are not approved as early as October; but sometimes we will not know whether a request is approved until the spring, when revenues and planned expenses are clearer.  

Phase III. At the end of the first semester, the Dean and Chairs are sent their current budgets and asked to indicate requested increases in their operating budgets.  There should be no "significant" increases requests in Phase III - those having been handled in Phase II.  The Dean reviews the Chairs' requested increases and submits them to the AVP.  The Dean can usually give Chairs' their budgets for the next year by late spring.
  
How often should Chairs call department meetings?

Departments meetings ordinarily occur once a month during the academic year.  Departments meet more often during some years than others (e.g., if the department is hiring, or if an accreditation report is due). Normally an agenda is distributed a week before the meeting and minutes are distributed after the meeting (FH VI.B.6.).  
I presume that the requirement that the Chair convene meetings “at least one per semester” (FH VI.B.6.) is primarily for very large departments whose work is distributed to departmental committees or program directors who meet regularly.  

Why is it important to preserve minutes from department meetings?

The Faculty Handbook requires that there be “minutes of meetings”.  Indeed, it is the Chair’s explicit responsibility to distribute such minutes “promptly” (VI.B.6.).  This is important for a number of reasons.   For example, it can help veteran and new members understand and remember the Department’s history.  It can also establish a record in the case of discussion of the criteria for tenure and promotion as well as tenure and promotion decisions themselves.  And, when the curriculum and student learning are discussed, such minutes can provide evidence for external readers of Program Reviews and accreditors such as Middle States that the department is consistently assessing its programs

What sorts of meetings outside the department do chairs attend?

Chairs meet with the Dean once over the summer (to review departmental achievements in the previous year and goals for the next year) and once in the fall (to conduct annual review of individual faculty).  The Dean also meets with individual Chairs as needed throughout the year.  There is also a Council of Chairs that meets periodically, constituted by the Chairs of the College of Arts and Sciences as well as the Sellinger School of Business and Management and chaired by the Vice-President for Academic Affairs.  

The College of Arts and Sciences Council of Department Chairs consists of the Department Chairs of the College of Arts and Sciences; the directors of the Honors Program, the Center for the Humanities; and Liberal Studies; as well as the Dean, Associate Dean, and Assistant Dean of the College.  The Council is a forum for communication between Deans and Chairs as well as among Chairs and program directors.  The Council also considers issues crucial to the day-to-day operations of departments, including practical implementation of the Strategic Plan.  The Council may also discuss issues of College policy insofar as those policies have an impact on the day-to-day operation of Departments and the College as a whole, particularly for the purpose of bringing such policy questions to the attention of policy-making bodies, especially the Loyola Conference and Academic Senate.  The agenda is set by a sub-committee of Deans and Chairs from the arts and natural sciences and social sciences, with ongoing consultation of all Chairs.  The CAS Council of Chairs meets once or twice a month.

Other meetings outside the department vary, of course, by department and area.  The Chairs in the Humanities have a Center for the Humanities meeting once per month; the Chairs in the natural and social sciences also meet periodically.  


What is the Chair’s responsibility for the Department’s space, offices, and physical surroundings?

The only mention of any responsibility for departmental physical space in the Faculty Handbook is the requirement that the Chair work with an Associate Vice-President for Academic Affairs in the assignment of faculty offices (FH IX.R.).  But the Chair is responsible for requesting new space (as part of capital expense requests made each fall), developing departmental consensus on the best uses of existing spaces, and keeping Physical Plant informed of the needs for maintaining existing space.  Chairs with programs at multiple campuses (Baltimore, Columbia, and Timonium) must know how to contact the key person or persons responsible for the physical campus at all those campuses.  For problems with the cleanliness of space, Chairs or their executive assistants should call Physical Plant. 

What forms do Chairs regularly sign, and why is the signature important?

The Chair’s signature is important in different ways for different forms.  Chairs regularly sign budget re-imbursement requests (assuring disbursements of the accuracy of the reason for the request and the receipts), travel forms (committing the department’s travel funds), grant routing forms (indicating support for the proposed project, making plans to substitute for any course releases in the grant), and so forth (independent studies, course overrides).   

Chairs should not sign forms unless they understand why they are doing it, including testifying to whatever information is on the form (e.g., do not sign anything unless you know why you are doing it).


What is the Department’s “annual report”?

	A department’s “annual report” is a report summarizing the Department’s activities for the past year, while outlining the Department’s priorities for the coming year – all in relationship to the College’s Strategic Plan.  An electronic copy is due to the Dean’s office by May 15; this gives the Dean two weeks to construct a report on the College to the VPAA by June 1.

Who uses the annual report?

There are three central purposes for such reports.  (1) They provide an opportunity for each department to summarize for itself where it has come from this year and where it is headed next year; it is important that you share your report with the members of your department.  These reports should be a candid public face of the Department. (These reports may be made public, so please communicate to the deans anything confidential separately.)  (2) Further, your report provides a basis for the annual summer meeting between Chair and Deans about the department; the Dean will be particularly interested in how your department is integrating your departmental plans and the Strategic Plan, how well the department is deepening student learning faculty development (e.g., standards for annual review, mid-term review, tenure, and promotion).  (3) Finally, the departmental reports provide the basis for the Deans’ report to the VPAA – who may use such a report ofr the VPAA’s report to the President on the state of Academic Affairs at Loyola; for past VPAA reports, see Loyola.edu/ academicaffairs/news and publications.  As the Dean’s report abstracts crucial issues for CAS from Chair and other reports, so the VPAA abstracts crucial issues for the whole College from the reports of the deans and others. . 

What should be included in the annual report?

.These multiple purposes have made it difficult thus far to come up with a common format for these annual reports.  Some have organized the report the major categories of the Strategic Plan.  Some use their own categories, incorporating the strategies of the Strategic Plan into their own categories.  Still others combined the Strategic Plan categories and their own.  Each of these genres has advantages and disadvantages, some serving one or two of the purposes of these annual reports better than the other one or two.  (Our struggle with the format of these annual reports is part of the ongoing problem of integrating departmental plans and the College Strategic Plan.  The problem is a two-way street, departments figuring out how they will contribute to the overall strategic plan and Deans figuring out how the College’s strategic initiatives can support the plans of individual departments.) 

Each report should accomplish three goals: report on the department’s key achievements over the past academic year in teaching (especially deepening student learning) and research and service; report on the department’s contributions to the specific strategies of the Strategic Plan (you should be able to build on what you have written about these strategies in previous years); and report on the department’s key plans for the next academic year.  If you can do this by integrating (shoe-horning, some will say) your key achievements and plans into the format of the Strategic Plan, fine – this makes it easier for us to construct the CAS report to the VPAA.  If not, give the deans two documents: one document on your achievements and plans and another on your contributions to the specific strategies of the Strategic Plan.

EVALUATION, COMPENSATION, CALENDAR

How are Chairs evaluated?

	Chairs already have informal means of evaluation by faculty, from private conversations with colleagues to department meetings.  Chairs (particularly those in larger and more complex departments) are encouraged to develop, in consultation with the department, more formal means of self-evaluation for their own personal use (e.g., using the nationally normed evaluation instrument at IDEA [www.idea.ksu.edu/Chair]).

	Chairs are evaluated yearly by the Dean in the context of the fall annual review.  Each summer the Dean also meets with Chairs and writes a letter assessing Chair and departmental and programmatic accomplishments for the previous year and plans for the subsequent year.  

     	The Dean also asks departments to conduct a review of Chairs who seek reappointment after their three year term.  Ordinarily the Chair reminds the Dean to appoint a senior faculty member to run the election (Faculty Handbook VI.2.7.).  The Dean also asks this senior member to offer a cumulative review of the Chair's teaching and research and service as Chair, providing the detailed assessment of teaching and research which only a colleague in the same field can provide.  The evaluation of the Chair’s performance should also include a survey of the department using an evaluation form approved by department and Dean or a nationally normed Chair evaluation form.  Individual Chairs should discuss with the Dean and department how best to anticipate this evaluation;  this discussion should be done in timely fashion – for example, in a way that allow any evaluation instrument (e.g., a survey of the department) to be approved by Chair, department, and Dean. 

How are Chairs’ teaching, research, and service “weighted”?

Most Chairs (or other faculty) do not “weigh” their tasks on any simple scale.  However, there are some circumstances in which rules of thumb on ”weighting” can be helpful.  In such circumstances, “[a] customary weighting of teaching, scholarship, and service in the evaluation of faculty at the College has been 50% teaching [when teaching six courses per year], 30% to scholarship, and 20% to service.  While this is not unreasonable as a starting point for deliberations, a fixed set of weighting factors is unnecessarily restrictive”(FH IV.E.1.).   To allow time for Chairs to do their job, Chairs receive course releases (typically two per year or three per year, if program review or follow up to program review is involved) but often find that the Chair’s job makes research difficult.  The Dean assumes that the customary weighting for Chairs is about 33% for teaching (for two course releases per year) or 25% (for three course releases per year, including one for “assessment”), 25% for research, and 40% for service (with two course releases per year) or 50% service (3 course releases per year).   Chairs may discuss alternative weightings with the Dean.  

How are Chairs compensated?

	Chairs have courses releases and a stipend.
 
Chairs receive one course release per semester, plus a third course release for engaging in or following up on Program Review.  Chairs in departments with multiple graduate and undergraduate programs who are research active can sometimes be given further course releases.  No one receiving a course release should teach an overload; exceptions must be approved by the Dean. 

In 2001 – 2002, the Deans of the faculty and others on the Council of Academic Deans (COAD) investigated a number of variables in determining Chairs stipends – the number of full-time and part-time faculty, number of staff and administrators supervised, number of programs in a department, number of majors, size of operating budget, number of core courses, size of summer programs, and other factors (including whether a department is, in a given yea, engaged in accreditation or program review).  We found that these and other variables conveniently reduced to three: number of faculty (full-time and part-time) and staff, size of summer program, and yearly ad hoc adjustments for departments involved in activities like accreditation.  These are the variables currently used.  The Vice-President for Academic Affairs and the Deans maintain the figures used to calculate Chair stipends.  These results were reported to the CAS Council of Chairs in the fall 2001.  Some Chairs doubted the wisdom of reducing the many activities of a Chair to three.  The response was that no one intended to reduce the many activities of the Chair; rather COAD  learned that there was no significant difference between using these three factors and the many others mentioned above.  Compensating Chairs in a way that does justice to the different amounts of work in different departments while assuring that Chairs are treated equitably is an ongoing challenge.  

How does a Chair keep track of the most important deadlines?

The Academic Affairs website produces a yearly calendar that lists the dates for significant College events, events of special interest to Chairs, and deadlines relevant to Chairs (e.g. scheduling, annual review, tenure, promotion, junior and senior faculty sabbatical applications, Chairs meetings and workshops, budgets, grade and other deadlines, etc.).  
