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ABSTRACT

The Statenment of Expectations provides flexibility in the faculty
eval uati on process at Northern Arizona University. In addition, it is a win-win
solution to faculty productivity, pronotion and tenure. The Statenent of
Expectations is inportant for four reasons: the first, it has the flexibility to
mtigate diverse needs; second it is geared toward individualizing professiona
performance evaluation; third, it provides a neans for buil ding comunity,
institutional |oyalty, and cooperation anmong academ c units; and, fourth, it can
serve as a nmechanismto reduce anxi ety and inprove effectiveness. The Statenent
of Expectations for Business Faculty assigned to dispersed |ocations provides a
nmechani smto address |ocal needs and still maintain the standards of accredited
busi ness degree progranms. The Statenent of Expectations noves faculty
eval uati on beyond organi zational rigidities to operationalized flexibility.
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I NTRODUCTI ON

A current trend in higher education is the focus on what is going on in
col l ege classroons, and | earning outconmes. In addition, externa
constituencies, such as parents, state |egislatures, and taxpayers, are
demandi ng nore accountability and productivity fromfaculty. D scussions about
faculty productivity, evaluation and rewards range fromthe issue of tenure, and
the definition and neasurenent of faculty productivity, to the bal ance between
teaching and the "publish or perish" standards for pronotion and tenure. Mich
of these discussions focus on sonme small aspect of the question of faculty work,
eval uation, and rewards. Sone of the discourse decries the the "publish or
peri sh" dil emma which assunes that publication rate is synonynous with, and the
only criteria for, faculty conpetency and productivity. There is also
di scussi on that benoans the conflicts and tensions arising fromthe
transformati on of colleges and universities fromsnall intimte work places of
an i ndependent professional professoriate to | arge conpl ex organizations
complete with the inevitable bureaucratic rigidities.

Literature on contracting for individual faculty perfornmance and

eval uati on seens to be non-existent. A search of the literature on performance
contracting for college faculty found that that literature is focused on
uni oni zed faculty work agreenents which inplies bureaucratic sturctures.
However, if higher education is to nove beyond the rigidities of bureaucracy and
tradi ti on-bound thinking, the notion of flexibility nmust becone operative. This
aut hor believes that the Statenent of Expectations used at Northern Arizona
University (NAU) provides the basis for such a process.

The Statement of Expectations provides a flexible mechanismto
i ndi vidual i ze the evaluation of faculty performance, and to effectively address
di verse institutional and career needs. It also provides a win-win solution to
the question of faculty productivity and the pronotion and tenure process. The
docunent offers an integrative, flexible, combn sense alternativeto the use
of rigid "publish or perish" criteria in the assessnent of faculty productivity.
In addition, the NAU Statenent of Expectations has inportance for higher
education for four reasons. First, this nodel has the flexibility to address
di verse needs. Second, it is a way to individualize professional performance
evaluation. Third, the nodel provides a nmeans for building community and an
i ncreased sense of institutional |oyalty anong faculty. Fourth, the nodel can
serve as a mechanismto reduce faculty anxiety, and inprove their
effectiveness. This discussion will examine the role of the Statenent of
Expectations and the Professional Review File in the faculty review process at
NAU. The general process at NAU - Yurma (a permanent academni c center of the
University) will be briefly described. Scenarios will illustrate how the
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performance eval uations, dism ssal, etc. The NAU Faculty Handbook (1993) states
t hat :

Al faculty at NAU shall be reviewed by peers and
adm nistrators annually in accordance with the procedures
set forth in I1l. B. below for the purposes of addressing
renewal appointment, pronotion, tenure and nerit. The
review shall focus primarily upon (1) Statenent of
Expectations, and (2) the Annual Faculty Performance
Eval uati on Report. The annual review shall be based on the
criteria and standards set forth bel ow and on the cunul ative
record of the faculty menber as found in the Professiona
Review File,..

Specifically, the NAU Faculty Handbook (1993) under the heading "Conditions
of Faculty Service" states that

1. Statenent of Expectations. A Statenment of Expectations,
in accordance with the m ssion of the academ c unit,
shal | be devel oped by the departnent/area for each
Faculty menber subject to review by the Dean. The
statenment shall address at |least the followi ng matters

a. Cearly stated expectations of the faculty nenber
in the follow ng areas
(1) Student-related responsibilities (to include
at | east teaching, advising, and supervising).
(2) Scholarly activity or other creative
endeavors.

(3) Service to the profession, the university
(including coll ege/ departnent/area) and to
the community (local, state, national and
international) as it relates to the m ssion
of the university.

b. Expected performance |evels needed for the faculty
menber to achi eve renewal, pronotion
tenure or nerit. Al faculty nenbers shall be
expected to be effective in student-rel ated
responsibilities.

c. Specifically stated expectations as to distribution
of effort by the faculty nenmber during the
next annual eval uation period. Each
departnent/area shall devel op guidelines with
respect to productivity expected. (Any



It is anticipated that Statenments of Expectations for
faculty nenbers will differ based on the goals of the
faculty nenber and the needs of the area, departnent,

coll ege or university. That statenent shall be signed by
the faculty menber, departnent chair or equivalent (if
applicable), and the Dean. The faculty nenber nmust return a
signed copy of the Statement to the department chair or Dean
within two weeks after receiving the statenment. |If the
signed Statenment is not returned within two weeks the
Statenment, as approved by the area/departnment chair wll
stand. The Statenment may be anended fromtinme-to-tine by
mut ual agreenment of the signing parties evidenced by a
witten statement signed by all parties. Normally,

nmodi fication, if any, would follow the Annual Faculty

Per f or mance Eval uati on

Arizona Regents policy mandates that "...Quidelines and procedures within
departnents shall be flexible without undermning the uniformty of the whole
system" The Faculty Handbook in turn outlines a provision for additional
witten criteria, consistent with ABOR [ Arizona Board of Regents] and University
policy, to be devel oped by coll eges, schools, and/or departnents within the
University. These additional criteria can be used to customfit the Statenent
of Expectations and the professional review process to the diverse needs that
exi st in the colleges\schools and departnents of a conprehensive university.

Under the rubric of the "Review Process for Reappoi ntnment, Pronotion, and
Tenure," the process and the Professional Review File are described. The
consul tative review process begins with this file. The Professional Reviewfile
is updated yearly by faculty with evidence of professional activities and
achievements. It is also stipulated that a conplete Professional Review File
will include "...Initial Statement of Expectations docunent and any subsequent
anendnents...." The Statenment of Expectations then becones the docunent agai nst
whi ch faculty performance in such areas as professional experience, recognition,
creative and performance productivity, research and scholarly activity,

Uni versity service, academ c advising, community activities, teaching
ef fecti veness, service to the profession, awards, peer evaluations, etc., are
eval uat ed

Statenment of Expectations and Faculty Revi ew Process
as Operationalized at NAU - Yunma

In the acadenic year 1992-1993, NAU - Yurma was granted the status and
aut onony of any other school or college in the University at the undergraduate
| evel . NAU - Yuma was organi zed as a non-departnentalized college with a mult
di sciplinary faculty (education, English, crimnal justice, sociology, Spanish,
psychol ogy, etc., and business). That academi c year was also the first academc



responsibility to students had been and is top priority. The NAU - Yuna
St atement of Expectations Docunent, under the headi ng "Teachi ng and Advi senment”
stipulates that responsibility to students generally nmeans teaching a ful
course | oad, advisement time equivalent to at |east three semester hours with at
| east five hours per week office hours appropriate to student visitation, and
adequate tine to neet collegial responsibilities. |In addition, NAU - Yuma
faculty are expected to update and revi se courses on a regul ar basis.

Pr of essi onal growt h and devel opnent is especially inportant for faculty at
NAU - Yuma because Yuma is located in rural southwest Arizona where faculty
menbers are relatively isolated from professional colleagues. The cl osest
Uni versities are in Phoenix, and in San Di ego, California, both approximtely
170 mles from Yuma. The parent canpus is over 300 mles away in Fl agstaff.
Faculty in Yuma are expected to be involved in professional devel opnent as
out st andi ng teachers and scholars. Faculty can al so expect support in the form
of release tine and financial assistance for travel and publication. University
Pr of essi onal and Conmunity service is the third general area of evaluation for
faculty at NAU - Yurma. Such service includes reasonabl e assignnment to NAU -
Yurmra and/or University conmittees and the contribution of services based on
pr of essi onal expertise
to community groups and agencies. The Statenent of Expectations indicates the
percentage effort in each of the three broad areas of evaluation. These
percentages of effort are sufficiently flexible to acconmodate the diverse needs
of individual faculty and the University organizational unit.

NAU - Yurma Quality Indicators

Quality Indicators at NAU - Yuma under "Teaching and Advi senment” i ncl ude:
the required student course eval uations; optional peer evaluations; course and
curricul um devel opnent activities; the supervision of student teachers, field
wor k experiences, independent studies, and internships; qualitative (what a
faculty nenber actually does with the student to help him her toward his/her
academ c and vocational goals) and quantitative neasures (number of advisees)
aspects of student advisenent, presentations made outside the University such as
| ectures and wor kshops, local and national awards, and recognitions.

Prof essi onal Growth and Devel opnent quality indicators include: attendance
partici pati on and presentations at workshops Synposia and Conferences; invited
text book and article reviews, publications, productions and perfornmances, grant
proposal witing. The service conponent quality indicators are "Service on
committees, panels, task forces, professional societies, community groups and
agencies, etc."

NAU - Yuma Professional Review File
A conpl ete Professional Review File (PRF) at NAU - Yunma incl udes

information on the faculty menber's professional experience in the formof an
up-to-date vita, notices of appointnment, and current and precious Statenent of



sanpl e tests, and peer evaluations, if desired. Evidence of advising

ef fecti veness m ght include nenps and letters witten on behal f of students,
notes from students, and some notation of how many students were advi sed and how
many successfully conpleted their degrees. The faculty menber can al so include
in his/her Faculty Review File material on any other awards or docunentation of
prof essi onal achi evenent, records of outside funding, and letters of support or
ref erence from col |l eagues outside the University.

NAU - Yurma Annual Faculty Performance Eval uati on Process

Annual evaluation and initial reconmendations for reappointnment, pronotion
and tenure are made by the NAU - Yuma Conmittee on Faculty Status (COFS) to the
Executive Director using the Faculty Perfornmance Eval uati on Report. The
Executive Director then reviews the report and recomrendati ons of the COFS and
in turn conducts the Faculty Performance Appraisals.

The first step in the annual evaluation process begins with the individua
faculty nenber. First, the faculty menber does a reflective self evaluation
whi ch addresses what the faculty nmenber achieved in the area of teaching,
advi si ng, professional devel opnent, and University, professional, and comunity
service. In the area of teaching and advi senent the faculty nenber notes
percent of effort agreed to in his/her Statement of Expectations and comments on
t he courses taught during the year being evaluated, the feedback received from
t he student evaluations, and a grand nean of the student eval uations for each
senmester. Under the heading of advisenment, the faculty nenber can include such
t hi ngs as the nunmber of advisees, any conplexities that may ari se out of changes
in the curriculum restructuring of degree requirenents, and grand-fathering
situations, etc.. For the sections on professional devel opment and service, the
agreed to percentage of effort is noted for each, along with a descriptions of
what was accomplished in these areas during the previous year. The self
eval uation then goes to the COFS. The COFS committee eval uates each faculty
menber utilizing his/her Statement of Expectations Docunent as the rel evant
criteria, and his/her Professional Review File as the docunentation. The
committee nmakes its recommendati ons. The faculty menber has five days to
respond to those reconmendations if he/she feels it is necessary, before the
Executive Director is given a witten summary of findings.

Next, the faculty nmenber and the Executive Director together identify and
di scuss the faculty nenber's denonstrated strengths, and whet her any
i nprovenents are needed. At this stage, the faculty menber specifies how the
Executive Director can facilitate the inprovenent or enhancenent of his/her
teachi ng /advi sing performance. The faculty menber and Executive Director then
sunmmari ze progress attained on goals and objectives for the appraisal period,
and specify goals and objectives for the comng year. Both the faculty menber
and the Executive Director add their individual comments. \Wen the appraisal is
compl ete the faculty nenber, the Executive Director, and the COFS chair sign and
date the docunent to acknow edge their participation in the process. The
conmpl eted Faculty Performance Appraisal then becones part of the faculty



underm ning the uniformty of the whole systent can be used to address diverse
pr of essi onal and organi zati onal needs and to individualize professiona
performance eval uation. The strength of the Statenent of Expectations in the
NAU Mbdel is best illustrated by scenari os.

Scenario one: Dr. Jones is a third year probationary faculty menber. In
Dr. Jones' organizational unit, faculty are responsible for undergraduate
students and the teaching and supervision of a | arge nunber of graduate students
in their Master and Doctoral prograns. As a result research is nearly as
i nportant as teaching. Dr. Jones' agreenent with the departnent and University
is reflected in his/her Statenent of Expectations which stipulates fifty
percent of effort will be placed on teaching and advi senent, forty percent of
effort will be devoted to professional devel opnent (research and schol arshi p),
and ten percent of effort will be directed toward service to the departnent and
pr of essi on.

Scenario two: Dr. Smith has just been hired for a tenure track position in
an organi zational unit where the focus is on undergraduate teaching. Dr. Smith
is a brand new Ph.D. with no teaching experience. To reflect the teaching
priority of the organizational unit and Dr. Smths' |ack of teaching experience
the Statenment of Expectations stipulates that seventy five percent of effort
wi |l be devoted to teaching and advi senent. This heavy weighting toward
teaching will give Dr. Smith the time needed to devel op courses and to
concentrate on becom ng a professor. The remainder of Dr. Smiths' effort is
stipulated as twenty percent effort in the area of professional devel opnent
(which will include specific faculty devel opment activities in |learning howto
direct learning activities), and five percent in service.

Scenario three: Professor Brown is a tenured professor in an
organi zational unit where scholarship is the priority for senior faculty. The
Statenment of Expectations for Professor Brown reflects the priority for his/her
research agenda. Professor Browns' agreenent with the organizational unit and
the University stipulates that twenty five percent effort will be devoted to
teachi ng and advi senment, seventy percent effort will be directed toward the
advancenment of a research agenda (professional devel opnent), and five percent
effort will be directed toward service to the organi zational unit.

EVALUATI ON OF BUSI NESS FACULTY AT NAU - YUMVA

The above has described the eval uation process for faculty of the
interdisciplinary faculty at NAU - Yuma. The business programs are AACSB
accredited, therefore, Statenent of Expectations and eval uati on of business
faculty at NAU - Yurma are done jointly with the Coll ege of Business
Admi nistration on the main canpus in Flagstaff. The yearly evaluation of NAU -
Yurma business faculty starts with the preparation of the Statenent of
Expectations. |Individual statenents are prepared with input fromthe Yuma COFS,



eval uation. For this process the faculty nenber prepares a reflective self-
eval uati on of their performance during the previous cal endar year. Performance
goal s are critiqued against Statenent of Expectations for those senesters.

M nor situational factors can also be addressed at this time. The faculty
menbers' self-evaluation and professional review file (which contains the
Expect ati ons docunents) are forwarded to the NAU - Yuma COFS committee, and to
CBA for review by the commttees on Scholarly Activity, Teaching, Professiona
Activity/ Service. The COFS, and CBA conmittees sinultaneously peer reviewthe
sel f-eval uati on agai nst the Statement of Expectations and the faculty review
file, and give constructive feedback on faculty performance. |In addition, each
faculty nenber's performance is rated on a five point scale from (1)
unsatisfactory to (5) highly neritorious in each of the evaluation areas and on
overall performance. At this juncture the faculty nmenbers can respond to the
evaluation if they feel that it is necessary. They have five days to rebut and
hi s/ her comments will be included with the peer evaluation when it is forwarded
to the Deans. The joint performance evaluation is then forwarded to the
Executive Director at NAU - Yurma, and to the Dean of CBA for their review. The
Deans then make a joint evaluation/retention recommendation. Again, faculty
menber have the opportunity to respond to the evaluation and have their conments
included with the evaluation. For untenured faculty nenbers the eval uati on and
recomrendations are forwarded to the Provost. |If the faculty nenber is tenured,
the evaluation is conplete and beconmes par of the permanent Professional Review
File..

PROMOTI ON AND TENURE OF NAU - YUMA BUSI NESS FACULTY
Constitution of NAU - Yuma Pronption and Tenure Conm ttees

The NAU Facul ty Handbook (1988 appendi x B p.2) stipulates that pronotion
and tenure conmttees have at |east three nenbers and that "menbership...is
restricted to tenured, full-tinme faculty”. NAU - Yuma has thirteen tenure-
eligible faculty nmenmbers, and two tenured faculty nmenbers and is unable to
constitute a pronotion and tenure committee with only local faculty. Therefore,
NAU - Yurma nust use tenured faculty fromthe parent canpus on their pronotion
and tenure conmittees.

Because NAU - Yurma has a multi-disciplinary faculty and the university
requires strong disciplinary review for P&T, an individual committee is
constituted for any NAU - Yunma faculty nmenber seeking P&T review. (This
exception to policy was granted by the Provost in 1994). The process for
constituting the P&T conmittee starts with the NAU - Yuma faculty person who is
seeking review. The faculty nmenber asks tenured col |l eagues in his/her
discipline if they would be willing to serve on this committee. Once willing
tenured disciplinary faculty have been identified, the list is forwarded to the
Executive Director at NAU - Yuma. The Executive Director then comunicates with
t he proposed conmittee nmenbers' departnment chair and Dean to check their
availability to serve. The list of willing, available, and approved faculty
t hen beconme nmenbers of the P&T committee for that individual faculty menber.



their professional reviewfile for the CBA committee. The two conmittees
conduct their review, vote and prepare a joint P&T recommendati on. The faculty
menber under review then has five days to respond to the joint P&T
recomrendation if they wish to do so. Any response is forwarded with the
conmittee recommendations to the dean's |evel of review.

The next step in the P&T process is a review by the Executive Director of
NAU - Yurma and the Dean of the Coll ege of Business. The deans then prepare a
joint P&T reconmendation. |If there is any disagreenent at this |level, the
recomrendati on of the CBA Dean takes precedence. The faculty nenber under
review has five days to respond to the dean's reconmendati ons before the process
noves to the Provost for his recommendation on P&T to the President. The
faculty nenber again has five days to respond to the Provost before the
recomrendati ons are forwarded to the President. The joint, P&T review process
with strong disciplinary representati on provides another mechani smfor College
of Business to make sure that business faculty at NAU - Yuna satisfy AACSB
gui del i nes.

NAU - Yura and Col | ege of Business Joint Post Tenure Review

Busi ness faculty at NAU - Yuma use the sane joint disciplinary NAU - Yuma
CBA annual eval uation process as outlined above for Post Tenure Review. The
pur poses of Post Tenure Review (outlined in the NAU ABOR Conditions of Faculty
Service Wrking Draft 1997 p.2-30 - 2-38) is to assess faculty acconplishnments
and to enhance performance with "predictable rewards,” to nake sure tenured
faculty are performng their duties at a satisfactory level, and to identity and
assi st those faculty nmenbers whose performance nmay be | ess than satisfactory; to
provi de assi stance to nmove themtoward satisfactory or higher performance. The
post tenure review is based on the faculty nenbers performance with respect to
their Statement of Expectations and Faculty Review File over the previous year,
and overall performance within the context of the previous 36 nonth period. |If
the review of the tenured faculty nenber's performance is satisfactory or better
the process is conplete. |If the performance review is unsatisfactory and the
facul ty nenber does not contest the appraisal or if adm nistrative revi ew
uphol ds the eval uation, then the follow ng applies.

The first rating of unsatisfactory in teaching nust be addressed by the
departnent/unit chair/director. They work with the faculty menber to identify
the difficulty/es and to devel op a Faculty Devel opnment Plan. There are a nunber
of strategies and resources that can be used such as reassigning the allocations
of percent of effort for his/her Statenment of Expectations assignments,
providing faculty devel opnment support, helping the faculty nenber to get
assistance in dealing with health issues that may be affecting his/her
performance. The Faculty Devel opnent Plan is then incorporated into the faculty
menbers Statenment of Expectations, which becones part of the criteria for
hi s/ her next years joint NAU - Yuma, CBA performance evaluation. |If the faculty
menber in a Faculty Devel opment Plan fails to inprove his/her performance
within a year, he/she nust devel op a Perfornmance | nprovenment Plan. The



The Statement of Expectations provides flexibility in the NAU Mddel for
faculty evaluation. This nodel is inportant for four reasons. First, it has
the flexibility to address the diverse professional concerns of various faculty
cohorts, while serving the overall mssion of the institution. This is
especially inmportant for business faculty in geographically dispersed sites,
because of the isolation the distant faculty fromtheir peers in the College of

Business. It is also inportant because program delivery needs of the non-
traditional distance students are different fromthose of traditiona
residential student in the College of Business in Flagstaff. The Statement of

Expectations allows for coordination across organi zati onal unit boundaries to
assure that AACSB standards are maintained, regardl ess of where CBA business
prograns are being delivered.

Second, the Statement of Expectations is an operational mechanismto
i ndi vi dual i ze professional performance evaluation. It can also forge congruence
between the mission of the institution, AACSB standards, the needs of the
i ndi vi dual col | ege/ school, and the professional growh and devel opnent needs of
the individual faculty menber

Third, the flexibility of the NAU Mbdel mandated by The Arizona Board of
Regents and operationalized by the Statenment of Expectations is a powerful way
to build a sense of community and loyalty to the institution. The sense of
community and institutional loyalty come fromactive faculty participation in
the preparation of their individual Statenent of Expectations. For business
faculty in geographically dispersed sites the NAU Mddel provides a crucia
connection to the distant College of Business. |In addition, the active
participation of faculty in the joint review process of preparing the annua
Statenment of Expectations provides business faculty a greater sense of contro
and ownership of his/her career. Fourth, when the Statenent of Expectations is
viewed as a faculty menber's plan of work, anxiety is reduced. Business faculty
can then rechannel their energies into the enhancenment of their professiona
work. The Statenent of Expectation noves faculty eval uati on beyond
organi zational rigidities to operationalized flexibility.
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