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E9. 201 Faculty and Staff Renewal and Vitality Drective

| NTRODUCTI ON

The Board of Regents adopted a directive to the University
Adm nistration at their July 1976 neeting which directs that each Unit
headed by a Chancel | or devel op and maintain a "Faculty and Staff Renewal
and Vitality Plan.” The President was directed to inplenment this nandate
and to provide to the Board by Septenber a copy of his directive to the
Chancel |l ors. The Board del egated to the President the approval of Unit
plans and directed himto report to the Board no |ater than January 31,
1977 concerning any plans approved by him This docunent constitutes the
President's directive to the Units and appropriate instructions for
devel oping a renewal and vitality plan. It represents a commtnent to
the prem se that an essential elenent in the success of a good college
or university is the continuing intellectual vitality of its faculty and
staff and that nost institutional characteristics and policies either
enhance or retard that continuing renewal and revitalization. It also
recogni zes that there are many aspects of an institution which affect
renewal and revitalization; and that academc vitality enbraces an
i ndefinite and undet erm ned nunber of factors that may vary even
according to each individual. Each Unit is asked to try to identify the
aspects which are nost common, hel pful and realistic to acconplish the
t ask.

THE CONTEXT

The topic of faculty and staff renewal and vitality appears often
today in the literature of higher education and in di scussions about
pl anni ng whi ch hi ghlight:

. a growng scarcity of resources and in nmany cases a sl ow ng
of the enrollnent growth which, when taken separately or
toget her, allows few new appoi ntnments, thereby restricting an
i mportant neans of bringing newideas into the University and
of maintaining faculty and staff vitality;

. a stable or near-stable faculty and staff resource which
restricts institutional capacities to respond to changi ng
denmands placed on the institution by an ever changi ng
soci etal need that denmands new and different delivery of
subj ect matter and new nodes of | earning;
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. an i ncreasi ng awareness anong students of the need to pursue
nore practical and directly career-related studies and to
cross disciplinary lines to relate their fields of
speci ali zation to other sources of human know edge and
experi ence;

. a changing student mx with rapidly shifting preferences
anong degree prograns, changes in patterns of course-taking
behavi or, and changes in student clientele;

. a rapidly expanding frontier of know edge which severely
taxes the faculty nmenbers, the support staff, and
adm ni strative officers, but especially the teachers and
researchers, to keep abreast of his/her field while neeting
present instructional conmtnents, and

. the inelastic limts of reallocating institutional base
resources and an increasing denmand for accountability from
all constituencies of the University in the stewardship of
resour ces.

H storically, colleges and universities have obtai ned, maintained

and retained quality faculty and staff when institutional policies and
condi tions have encouraged rewarded, and conmtted the institution to
faculty and staff revitalization as a continuing and nornal aspect of
its mssion. Arong those policies and practices nost commonly present in
t he nost successful institutions have been the foll ow ng:

1.

An unwavering commtnent within the faculty and staff, the
adm ni stration, and the governing board to academ c freedom and a
sound concept of academ c tenure.

An uni npeachabl e ri gorous review and personnel systemthat

enphasi zes quality performance, that recruits, retains and rewards
t he nost productive and self-revitalizing professionals, and
counsel s and encourages the devel opnent or separation and

rel ocati on of others.

The comm tment of resources that enables faculty and staff to
engage in continuing professional growh, facilitate sustained
Prof essional contributions in their field of expertise, broaden

Pr of essi onal conpetenci es, acquire new ones, and apply appropriate
prof essi onal self-eval uati on and assessnent.



E9. 201
P 3 of 9

4. Pol i cies and a pl anni ng process that enphasi ze academ ¢ gover nance
and an unfaltering effort to integrate |long term academ c
pl anni ng, professional considerations in the appropriate sel ection
and separation of faculty and staff, and the traditions of
academ c freedom and tenure.

In responding to the conditions enunerated, these four traditions nust

be preserved and enhanced.

PURPCSES OF A FACULTY AND STAFF RENEWAL AND VI TALI TY PLAN

The acconplishnments of the University of Hawai ‘i through its
dedi cated and highly professional faculty and staff are evidence enough
of vitality and self-renewal as abnornmal state of the institution. The
purpose of the Plan for each Unit is to address the contextual factors
descri bed above and to devel op an organi zed and systematic effort to
i nprove the conditions for assuring continuing faculty and staff renewal
and vitality. The goal sought or realized is not new, but the comm tnent
is renewed to strengthen and create the conditions that assure the
recruitnment, retention, and revitalization of the professionals which
carry out the primary mssions of the University.

In seeking to acconplish this objective, the University
Adm ni stration has consciously and deliberately resisted sinplistic
solutions to this conplex problemof professional revitalization in a
| ow-growt h or no-growm h context. It has been concl uded, for exanple,
that the strengthening of tenure argues nore persuasively for vitality,
intellectual invigoration, and scholarly revitalization than does
devising an alternative to academ c tenure. Such strengthening requires
bal anced consi derations of the nmutual responsibilities of the person who
hol ds academ c tenure to the institution and that of the institution to
the tenured. The University Admnistration has al so concluded that the
establ i shnment of specific ratios of tenure to non-tenure appointnents is
not adequate or feasible in neeting the problens of continuously
renewi ng the faculty. On bal ance, the use of ratios m ght be counter
productive to the purpose.

Li kewi se, the University Adm nistration does not propose to
acconplish the goal of renewal by nmandating one uniform structure or
Plan for the entire University which consists of several unlike nmajor
Units. Rather, each Unit is encouraged to devel op a continuing organi zed
effort uniquely suited to the mssion, needs, and problens of each
subuni t.
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There are conmpn purposes to be served in this effort, however,

whi ch I ncl ude the need:

. to nurture the intellectual vitality of the faculty and staff
and foster its continuing revitalization wthin the tenure
system

. to inprove the quality of instructional, research, and

servi ce prograns;

. to increase the flexibility of the faculty resource base to
respond to changi ng soci etal needs and student denmands during
peri ods of scarce resources;

. to provide for maxi nrumefficiency and effectiveness in the
utilization of existing faculty and staff resources.

V. NEEDS TO BE ADDRESSED | N RENEWAL AND VI TALI| ZATI ON PLANS

1.

| nproved and/or new instructional skills rmust be acquired in order
to:

. neet the varied demand of new and changi ng student clientele
whi ch our multi-cultural society and multi-canpus hi gher
education delivery system encourages;

. provide for the integration of new know edge into the
i nstructional program beyond what is possible through the
faculty nenber's ongoi ng professional commtnent to remain
abreast of his/her field, especially when we are blessed with
fields of study that are "naturals" for the University of
Hawai ‘ i ;

. make possi ble new and i nproved instructional program
devel opnents to neet student and community needs which often
requires faculty nenbers to assune new roles, an inportant
aspect in the mssion of our academ c prograns as we di scover
new avenues for delivering education;

. devel op and di ssem nate new i nstructional techniques desi gned
to increase the effectiveness and eval uati on of teaching;

. i nprove the skills of instructional and research faculty and
enhance their efficiency and effectiveness in teaching and
research as appropriate.
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2. | nproved and/ or new admi ni strative/ managenent skills nust be
acquired to:
. i nprove the collaboration of faculty, staff and
adm nistration in pursuit of the basic academ c and
educat i onal purposes of the institution;
. put resources to better use in an environnent of relatively
declining resources in the State;
. i mprove productivity of admnistrative functions by review
and reall ocation;
. streanl i ne paperwork, enhance adm nistrative coordi nati on

and, to the degree possible, inplenent effective neans of
decentralization of operations, especially with the
uni queness of the Units in the University.

KEY PRI NCI PLES FOR THE DEVELOPMENT AND USAGE OF THE PLAN

1. The Pl an shoul d focus on all categories of personnel, including:
A Faculty B. Executive and Adm ni strative/ Mnageri al
C. APT

D. d assifi ed

2. Furthernore, in the devel opnent of the Plan of each Unit, there
shoul d be appropriate and representative faculty invol venent in
t he devel opnent of the Faculty subsection of the Plan, and by
ot her groups of personnel for appropriate subsections.

3. The total Plan of each Unit should al so be nade avail able to the
faculty and staff of that Unit when the final formto be
recomrended to the President has been deci ded.

4. The Faculty and Staff Renewal and Vitality Plan is to be utilized
by each Chancellor and in turn the President in review ng
reconmendat i ons concer ni ng EDP/ ADPs, prograns, budgets,
appoi nt nents, pronotions, tenure, and other related personnel and
program acti ons.

5. The Plan of each Unit is to be updated as part of each biennial
budget process and shall serve as a supporting docunent that
acconpani es each Unit's proposed budget to the President.
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6. The Plan may provide for phasing in time or resources.

7. Each Unit rnmust submt a progress report to the President through
the Vice-President for Academ c Affairs no later than Novenber 15,
1976 with a first version of the Plan due by Decenber 31, 1976.

FORVAT OF THE PLAN

Section |I. Purpose of the Unit Faculty and Staff Renewal and Vitality
Plan in relation to University goals and to the unique needs of the Unit
or canpus concerned; and a restatenent of the concepts of tenure,
academ c freedom and performance review, and the nutual obligations of
the institution and the faculty and staff inplied in these concepts.

Section Il. A systematic and thorough faculty and professional staff
career inprovenent programfor 1977-83, including the follow ng:

A A clear articulation of the various neans (currently and pl anned
policies and prograns) for nurturing, inproving faculty and
professional staff intellectual vitality, upgradi ng of
prof essi onal conpetencies and an identification of incentives and
rewards (current and planned) for outstandi ng perfornance.

B. I dentification of programareas in which special efforts should be
made to assist faculty and staff to obtain professional expertise
inadifferent or allied field in order to shift the application
to areas of higher anticipated need and actual denand.

C. A clarification of the goals, purposes, and objectives of
sabbati cal and ot her professional |eaves and the neans for
strengthening their inplenentation in relationship to:

1. personnel and program needs (especially in securing tinely
notice and in recruiting tenporary replacenents for faculty
on | eave),

2. faculty and staff renewal and turnover,

3. and to any policy changes adopted or reconmended (Units

Uni versity, Board, etc.) to acconplish these changes.

D. A del i berate plan for coordinating the career inprovenent program
with faculty and staff review conponents.
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Section Il1l. Conprehensive Faculty and Staff Appointnent and Position

Assi gnnent Pl ans and Policies, 1977-83.

A Program Directions and Priorities for 1977-83.

1. Esti mat ed student denmand by year by program (i ncluding
pr ogram changes) and plans and nmeans for assuring a bal ance
of enrollnment to programresources by each of the various
alternatives (new noney and positions, reallocation of
current positions, reduction in enrollnment). (Past and
present trend anal yses shoul d be included to show the
rel ati onship of resources to demand.)

2. Priorities. (If sufficient resources are not available to do
it all, which progranms and needs have the highest and | owest
priorities?)

3. Personnel needs by qualifications ranks, specialties, etc.,
by progranms over a six-year period, and a planned recruitnent
and real location timetable for nmeeting those needs, including
information regarding the mx of faculty (begi nning,

i nternediate, and senior) desirable by Unit and programin
respect to future program needs, supported by data on tenure
and rank and ot her categories of personnel past and projected
for the 6-year period.

B. An identified faculty and staff "turnover" percentage that is
desirable, the recent past's turnover rate, and nmeans of inproving
quality with "turnover,"” or neans of inproving retention if
desi rabl e.

C. The identification of policies and nmeans to nmaintain a specific
nunber of positions to be utilized in non-continuing,
non- per manent, non-tenurabl e appoi ntnments, and neans to rel ocate
tenured or tenure-track appointees if necessary.

D. The inplenentation of a policy and practice by which all positions
vacated for any reason revert to the Chancellor for assignnent to
prograns of greatest need and priority.

E. The delineation of responsibility for executing this aspect of the

pl an.
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Section IV. Conprehensive system of periodic review of faculty and
staff.
A The identification of a desirable differentiation of reviews for

tenured as related to non-tenured faculty and staff.

B. Clear articulation of criteria, frequency, and possible results of
review of both tenured and non-tenured Faculty and staff including
pl ans and neans for recognizing perfornmance, the purposes and
out cones pl anned for such review, and by whomthe reviewis to be
conduct ed.

C. I ncl usi on of plans for executive and adm ni strative personnel in
line with University Admnistrative Policy Paper 2.1.°

D. The description and denonstration (current and proposed) of the
rel ationship of pronotion in rank and the awardi ng of tenure for
truly neritorious performance

Section V. Cost Section.

A Costs of enrollnment-related and program change (separate)
personnel needs for 6-year period.

B. Speci al costs of any aspect of the Faculty and Staff Renewal and
Vitality Plan as proposed.

C O her cost factors.
Section VI. Responsibility and Policy Changes

A I nternal Canpus/Unit adm nistrative conmponents to inplenment the
pl an.

B. Pol i cy changes
1. Made by the Unit/ Canpus.

2. Recommended for University action.

" To bedistributed in October 1976.
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SUGGEESTI ONS FOR THOUGHT

Formal University Faculty Exchange Fel |l owshi ps (w th ot her
col | eges and universities)

Formal Adm ni strative Exchange Fel |l owships (with other coll eges
and uni versities)

Formal Intra-university Faculty and Staff Exchanges

Sumrer Grant Program

. for instructional inprovenent

. for acquiring new and needed professional conpetencies
. for service to the State

. etc.

| nprove Advance Pl anning for Replacing Faculty and Staff Taking
Leaves and Sabbati cal s

"Retraining" Prograns and Organi zed Rel ocation Efforts

. postdoctoral fellowships for tenured faculty in prograns
with contracting enrollment or m ssion

Use of Visitors in Prograns of Contracting Size or Revised
Priority

Encouragenent of Early Retirement of Faculty in Contracting
Pr ogr ans

| nauguration of Faculty Colloquia and Sem nars

Revi ew of CQurrent Sabbatical Policy and Practice for New
Appl i cations
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