Date:
May 5, 2011

To:
Faculty Senate

From:
Senate Select Committee on the Status of Standing Committee Chairs

Subj:
Final Report and Proposals for Action

In compliance with FS10-83/Ex​. “. . . Status of Standing Committee Chairs” (please see attached) the Select Committee has considered the several questions referred to it by the Faculty Senate’s action constituting it.  Following full and free discussion, the Select Committee has resolved upon the following recommendations and now asks the Senate to receive its report and to take the further action specified in it to give effect to its recommendations.

1.  The Select Committee recommends amendment of the Faculty Constitution to provide that chairs of certain policy committees of the Faculty Senate (as specified in the committee’s charge) shall henceforth be ex-officio non-voting members of the Senate, unless serving simultaneously as a member for a department or other electing unit as defined in the Faculty Constitution.  

This recommendation seeks to cure certain difficulties caused by constituting a committee chair a voting member of the Senate when that Chair does not simultaneously sit for an electing unit as defined in the Faculty Constitution.  As the Faculty Constitution makes clear, the Senate is a representative assembly constituted in its voting membership by the faculty organized into departments and other electing units who empower it to exercise a certain jurisdiction for them.  While an electing unit may sometimes choose one of its members to serve as a voting member of the Senate and that voting member may simultaneously be a committee chair, the legitimacy of the member’s voting does not come into question because the member has been elected from an electing unit.  The same cannot be said for a committee chair who votes in the Senate without having been elected by a department or other electing unit.  In that case one must wonder which segment of the faculty not otherwise represented in the Senate the chair represents. Certainly not the Committee he or she chairs.  Each of the faculty members of the committee belongs to an electing unit whose elected member represents him or her, and the Committee itself is not an electing unit under the Faculty Constitution even if it may claim to have interests or objects, apart from those of constitutionally defined electing units, that want representing in the Senate.  At the moment committee chairs are elected by the Senate.  But the Senate is not an electing unit of the faculty.  To the extent that it exercises power to make voting members of itself, it ceases to be a body constituted by the faculty and becomes a self-constituting one contrary to the core of the idea of a representative assembly.
If it is maintained that a committee chair may be made a voting member of the Senate by the Senate itself without offense to the constituting principle of a representative assembly, one must face the possibility, if not the likelihood, of the Committee Chair adding the weight of his or her vote to the vote or votes of the other member or members of his or her  electing unit sitting for the unit in the Senate.  This possibility of augmenting by a committee chair’s vote the voting strength of his or her electing unit in the Senate beyond that assigned to the unit by the Faculty Constitution has troubled the Select Committee at least as much as, if not more than, the objections to the current arrangement initially stated in this part of the report.

To solve the problems set forth above, the Select Committee recommends amending the Faculty Constitution to permit certain Senate Committee Chairs to be ex-officio, non-voting members of the Senate while leaving to the Senate the power that currently exists to designate the Committees whose chairs will so serve in the committee’s charge.

2.  The Select Committee recommends retaining the Chairs of certain Senate policy committees as ex-officio voting members of the Senate’s Executive Committee to be selected annually in the manner currently specified in the Senate’s By-Laws.

Having examined the question of certain committee chairs voting on the Executive Committee, the Select Committee has concluded that the problem of Chairs on the Executive Committee does not lie with the chairs having a vote but elsewhere.  Customarily, the Executive Committee proceeds by consensus or a sense of the meeting.  Only rarely as reflected in the Executive Committee’s minutes does the Committee act by a formally recorded divided vote.  In those rare instances, the fact of a division is customarily reported to the Senate in the brief description of the action item published on the Senate’s agenda.  Given these practices, the Select Committee sees nothing to be gained from withdrawing the vote from those Senate Committee Chairs who continue to serve on the Senate Executive Committee.

3.  The Select Committee recommends that the Senate’s By-Laws and the charges of the Senate’s Policy Committees be amended to reorganize the Senate’s committees into three policy committees to be styled (1) the Academic Affairs Policies Committee, (2) the Student Affairs Policies Committee and (3) the Faculty Affairs Policies Committee and to group the several working committees or subcommittees currently reporting to a Senate standing committee under one or another of the three new policies committees in keeping with the subject matter of each.

Being persuaded that the source of concern felt by some about Senate Committee Chairs serving on the Executive Committee was not that the chairs voted, the Select Committee examined more closely the current arrangement to identify other sources, if possible, of that concern.  That examination has suggested some other sources of concern.  First, the number of chairs is so nearly equal to the number of at-large members and their tenure, until recently, has been so prolonged as to constitute an unacceptable potential for dominating the discussions and influencing the decisions of the Executive Committee in directions that suit the preferences of the standing committees at the expense of the at-large members who have been elected by the Senate to act for the Senate as a whole at times and to manage the flow of the Senate’s business as agents of the Senate, not its standing committees.

The second source of concern is the size of the Executive Committee itself which some believe often leads to unduly prolonged discussion of relatively inconsequential matters without producing efficiently the agenda-ordering decisions confided to the Committee by the By-Laws.

A third source of concern is related to the second.  The structure of the Senate’s Executive Committee does not at the moment reflect in the opinion of some enough close approximation to the structure of the University to produce the degree of integration of the work of the several Committees with the operation of the several segments of the University thought desirable by the Select Committee.  Each of three of the five standing committees exercises a partial and therefore incomplete jurisdiction over the curriculum of the University.  To the extent that curricular matters are not neatly confined to the jurisdiction of a single committee having something to do with curriculum, consultation among the committees or sequential action by them becomes necessary.  The delay or delays in bringing such matters to the Senate occasioned by the need to consult or coordinate the action of several committees dealing with the same problem is thought to introduce an inefficiency or inefficiencies into the deliberations of the Senate that, the Select Committee believes, is curable by the third recommendation stated above.

A fourth committee manages all of the matters bearing on student affairs as well as the academic calendar which is largely of concern to the faculty in one way or another.  As the Select Committee has been given to understand, something to do with this committee’s charge arises at nearly every Executive Committee meeting and thus its workload is seen to be relatively heavier that that of other senate committees with seats on the Executive Committee.

A fifth committee currently has relatively less to bring to the Executive Committee and thus to the Senate.  At the same time, matters of concern to the faculty and those most particularly interested in them have no direct connection to the immediate flow of recommendations from the currently constituted five standing committees and no presence among the members of the Executive Committee.  These overlaps and gaps in coverage and the perceived inequities in the workload of the standing committees produced by the current structure of the Executive Committee have prompted the recommendation stated above to create three Senate policy committees, to align them more closely with the current structure of the University, to redistribute the work among them to some extent and to arrange the several working committees or subcommittees in a reporting relationship to one or another of the three new policy committees.
A fourth concern is budgetary.  At a time of fiscal constraint when every unit of the University, including the Faculty Senate, is being required to reduce its expenditures by a specified percent, the Select Committee constituted in AY ‘09-‘10 to recommend reductions to the Senate’s budget concluded from its study that the money likely to be available to the Senate in future would be insufficient to fund three units of released time to support the work of each of five standing committee chairs.  The Select Committee reporting here has discovered no reason to withdraw from that conclusion.  Furthermore, the Select Committee has thought itself possessed of reasons to question, perhaps unfairly, the value received for such expenditures in some cases due not to the diligence or industry of any particular committee chair but to the inequitable distribution of workload among the several standing committees worked by the Senate committee structure itself.  The Select Committee believes that its recommendation to create three policies committees instead of maintaining the five standing committees as currently constituted will enable the Senate to continue to afford something of the released time required to support Committee Chairs who are expected to organize the work of their committees, attend weekly meetings of the Executive Committee and attend and participate as members whenever the Senate is convened.
4.  The Select Committee recommends that the charge of the proposed Academic Affairs Policies Committee be written to integrate the charges of the current Curriculum Policies Committee (CPC), Graduate Studies Policies Committee (GSPC) and General Education Policies/Graduation Requirements Policies Committee (GE/GRPC) and that those three committees be disestablished. 

This recommendation responds to several of the Select Committee’s concerns insofar as it operates to reduce the instances in which each of several separate committees will be called upon to exercise a partial jurisdiction of a problem that falls as well into the jurisdiction on one or both of the other committees having to do with curriculum.  By assigning the work of the several committees to one with a comprehensive jurisdiction over all matters curricular, one makes possible a more efficient consideration of a curriculum proposal from each point of view now isolated from the others in a separate committee.  With due care in constituting the successor Academic Affairs Policies Committee, the Select Committee believes, one can avoid having it reflect any single point of view at the expense of the others. 

5.  The Select Committee recommends that the following current committees and subcommittees report to the Academic Affairs Policies Committee: Curriculum Policies Subcommittee; Program Review Oversight Committee (PROC); Council on the Preparation of School Personnel (CSPSP); General Education Course Review Committee; Academic Information Technology Committee (AITC).
The Select Committee notes that each of these currently constituted working committees or subcommittees performs tasks that bear primarily if not exclusively on the curriculum in one way or another yet recommends no policy for the consideration of the Senate.  It has therefore concluded that each is most properly settled in a reporting relationship to the Academic Affairs Policies Committee.

6.  The Select Committee recommends that the charge of the Student Affairs Policies Committee be the charge of the current Academic Policies Committee with a slight amendment to remove the task of recommending the academic calendar from the Committee’s agenda.

As noted above, the Select Committee has found the workload of the current Academic Policies Committee to be disproportionately large simply because many policy questions raised by new or revised executive orders about grades, repeating courses, admissions standards and campus discipline require careful answering following often prolonged study and deliberation.  To divide the committee to reduce its workload would be as contrary to the Select Committee’s several concerns stated above as to add more tasks to its agenda.  As currently constituted and charged the Committee functions efficiently and effectively to exercise a jurisdiction coterminous with one of the three divisions of the University about which the Senate may be expected to make recommendations.  By amending its charge to relieve it of responsibility for proposing a biennial academic calendar, the Senate will go as far as may be toward reducing the committee’s current workload without disturbing a jurisdiction defined by the currently received idea of “student affairs”.

7.  The Select Committee recommends that the following two existing subcommittees, namely Academic Standards Subcommittee and Readmissions Subcommittee report to the new Student Affairs Policies Committee.  In this connection, the Select Committee further recommends that the Senate establish a new Student Retention and Graduation Subcommittee to report as well to the Student Affairs Policies Committee.  Each of these subcommittees is tasked either in current practice or in contemplation with the application of currently approved University policy bearing on students’ academic success.  Given the character of their respective tasks, the Select Committee thinks that they will be housed for the best with the Student Affairs Policies Committee.
8.  The Select Committee recommends that the charge of the Faculty Affairs Policies Committee be the charge of the current Faculty Policies Committee (FPC) with the addition of responsibility for recommending the biennial academic calendar.

The Select Committee has found that the currently received charge of the Faculty Policies Committee comprehends all but one of those faculty policies not confided by the M.O.U. (the bargaining agreement) to a differently constituted committee.  That one is arguably the calendar.  To achieve something of a more equitable distribution of workload among the three committees recommended to be established, the Select Committee has thought wise a shift of responsibility for recommending the calendar to the new committee concerned primarily with faculty affairs.  The Select Committee realizes, of course, that the calendar carries implication and consequences for the delivery of the instructional program and thus for curriculum but so long as program delivery is primarily if not exclusively a faculty affair, the Select Committee believes the matter of the calendar is best removed from student affairs to be included henceforth among faculty affairs.

9.  The Select Committee recommends that the following existing committees and subcommittees report to the Faculty Affairs Policies Committee:   Center for Teaching and Learning; Pedagogy Enhancement Awards Subcommittee (PEAS); Research and Creative Activities Subcommittee (RCAS); Visiting Scholars Subcommittee; Wang Family Excellence Awards Subcommittee; Faculty Endowment for Student Scholarships Committee; Livingston Annual Faculty Address Committee; and Committee on Diversity and Equity (CODE).
The Select Committee has found that each of these currently constituted committees or subcommittees but one is tasked primarily with the application of established policy bearing on the enhancement or recognition of faculty performance rather than the invention of policy proposals.  They are therefore properly housed, in the opinion of the Select Committee, within the jurisdiction assigned to the Faculty Affairs Policies Committee.

The exception among them is the Committee on Diversity and Equity (CODE).  That Committee, as the Select Committee understands it, is concerned primarily, but by no means exclusively, with the part of diversity in the recruitment, appointment and retention of the University faculty.  As a proponent of policy in the area of ARTP, it necessarily refers its work to the University ARTP Committee insofar as its proposals require amendment of the University ARTP Policy.  As a committee performing a subcommittee’s task, it monitors the University’s efforts to recruit and retain a diverse faculty as directed by University ARTP Policy, Section 6.06.D.  At the moment, however the Committee is not obviously connected to the work of any committee much less one having a chair on the Executive Committee.  Feeling its isolation and inferring from it some neglect of its concerns, perhaps, the Committee has recently asked for a voting membership on the Executive Committee.  While adding to the voting membership of the Executive Committee seems to the Select Committee inconsistent with the aim and tenor of these recommendations, the Select Committee believes that housing the Committee on Diversity and Equity with the Faculty Affairs Policies Committee whose Chair would be a member of the Executive Committee would integrate it more closely into the flow of recommendations from that area of the Faculty Senate’s concerns and thus reduce, one hopes, the sense of isolation and neglect the Select Committee has attributed to CODE.
10.  The Select Committee recommends amendment of the Senate By-Laws as follows:

“Each Senator is considered to be (for that academic year) an ex officio non-voting interested party of one Faculty Senate policy committee.  As such, the Senator will receive notices/minutes/agenda for that committee during the academic year of service on the Senate.  In the Spring prior to the following academic year, incoming Senators will designate one policy committee from the current (at the time) list of Senate policy committees.  Senators who have not designated a committee of interest by the second Senate meeting of a given academic year will be randomly “designated” and informed within the first two meetings of the new academic year.  Similarly, Senators, upon joining the Senate at any point thereafter, will be provided an option for choice followed by designation as above.”
Repeatedly in the course of its deliberations the Select Committee has returned to the question of connecting the Senate and its several committees to one another more closely.  Persuaded that the presence of committee chairs in the Senate and on its Executive Committee, while helpful, is not sufficient by itself to enable the generality of the Senate’s membership to follow the work of the Senate’s committees closely enough to acquire the basis for an adequately informed judgment, the Select Committee has sought by means of this recommendation to involve every Senator in the work of one of the Senate’s policy committees.  This involvement would not extend beyond receiving electronically and perhaps reviewing more or less routinely the agenda, minutes and policy documents of one of the three policy committees recommended in this report.  The Select Committee hopes that something of a better informed Senate would come of this involvement and be reflected in the judgments passed on the work of the committees that comes to the Senate for action.

As stated at the outset of this report, the Select Committee has resolved by this means and an appropriate motion or motions to ask the Senate (1) to receive this report, (2) to continue the matter of it on the Senate’s agenda for the coming year, (3) to create a successor Select Committee to revise the charges of the proposed policy committees in a manner consistent with the recommendations of this report and (4) to return those revised changes to be considered by the Senate when it acts next year to dispose of the recommendations made in this report.  Finally the Select Committee asks to be discharged from further service to the Senate.  
Respectfully submitted,

Jim Wanket, Chair
 Select Committee on the Status of Standing Committee Chairs, AY ’10-‘11
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