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When this program was planned last Jlme, 1t was expected that the
report of the Commission on Academic Tenure, which was then approaching
the end of its ten-month life, would be published by early January. This
session, it was hoped, would indeed consist of reflection‘s upon a report
which the partieipants and many of those in the audience would have had
an‘opportunity to read. Un fortvunatcly‘, the writing of the report, its re-
vision, editing, and printing have taken longer than was anticipated; the
Commission's report is now. in press and the publisher, Jossey-Bass,
expects a publication date in the latvter part of March. Our scssion this
afternoon, therefore, must be in the nature of a preview of the Commission's

report rather than reflections #ponit.  And this must be done, unfortunately,

<

Iy

largely without the supporting arguments »that urderlie the (iommission'is Y
views.‘ But I‘know that many,‘ perhaps mostL 05 you, are cur‘rently grappling :
. with academic tenure problems in your own institutions.. I hope that‘the
Commission's report will be useful to you, your faculties,fand‘your boards :
of'co.ntrol, and that th1s prev1ew w111 encourage you to antlclpate the de-
‘ta1led recommendatlons of the Commlss1on as you review your own’ 1nst1— '
tutlonal arranbgement‘s.' |

As you know, ‘f‘the Commission on A‘cademic T.enure »'in"Hi‘gh'er ‘Edu—‘ ' ,

.catxon was sponsored by the two framers of the 1940 Statement of P 1nc1ples

0n Academ1c Freedom and Tenure, the ASSOC]atlon of Amerlcan Colleges ‘

,and the Amer1can Assoc1at1on of Un1verslty E. ofessors The Commlss1on s

»

“work Wthh began 1n September 1971 and contlnued unt1l July 1972 was

3 supported by the Ford Foundatmn The ('omm1ss1on s eleven memoers ‘

]: lC're drawn from the ranks of adm1n1strators, 'students;“
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it worked entirely;indcp‘en‘dentrl{y ol its sponsois, though it received thoir
generous cooperation in its work; neither sponsoring organization has yet
seen the Commission's report. ‘‘‘‘‘
I : : .

The Commission's charge was to review the opcration of the tenure
system in American higher education, to cvaluate the ¢riticisms of tenure
made dm‘ing recent years, to considér alternzlt{vcs to tenure in use or
proposed for"adoption', and to recommenct such modifications O improve-
ments in the tenure system as in its Judgrnent are needed if tenure is to
be retained. - : ' D

The Commission rnet for‘the first time 1n September 1971; it com-
pleted formal \xtork on its recommendations in late June 1972. The Com-
mission's vwork was conducted through a series of meetings of the enti're
Commission; throngh t/isits by‘Corninissi.on task forces to fourteen campuses ..
and university cente‘rs throughOUt the Uni‘ted' State; throné}u extensive con-
sultation‘and:c_orr'espondence with f‘ac‘ulyty‘,‘ a’d‘ministr.ati've o’f'ficers, V“studen‘ts, ‘
rn’er/nber“sfof“g‘ove rning’kboard's,:a’nd,offioers.ofsta_te: s?stems of higher ’e“d‘u- ‘

;Tcation;, and‘ tnrOugH the\x‘/’ork ef‘é‘s“ma‘n Washingtonstaff.‘.

The ,Connm'ission's"‘kreport ‘\‘Ni‘ll*inctud‘e "inc\iep‘endve“nt‘essays by th‘ii'ee
scholars on'v‘a‘sp‘ects" of‘th‘e‘tenu‘re oroblem requir‘ing ‘mo"re c‘onc‘enﬂ‘t‘rated"‘and

expert treatment then tne Comm1ss1on or 1ts staff conld provrde on; the

. : \J : Co
jhlstory of tenure by Professor Walter P. Met:'ger of Columbla, on 1egal

’aspects of tenure by Professor VlCtOI‘ Rosenblum of Northwestern, and on ‘

""tenure and collect).ve bargalmng by Professor Wllham McHugh of Amerlcan

Un‘lve rsity.



In this preview 6f the report of the Commission, .I would like firsp
to present a few salient facts about the current operation of the tenure
system; second, to indicate thg central tendency §f tke Commission's
findings and recommendations; third, to outline t}{e Commission's ‘rcport
and illustrate sorﬁe of its major cc#nc'erns; and finally to prescnt in some-
kwhat greater detail one of the Commission's recommendations that is likely
to be of special interest to this audience.

The following a’re‘ émong the rr‘rost important features o‘f'the oper-
ation of the tenure system today:

1. Some‘fdrm of tenure is characteristic o’f the faculty pe.rsonnel
policy of ‘r_‘nost‘institl‘ltion‘s of higher educa‘t'io'n in the United States -- of
all‘public and private universities, all éublic,‘byear ’coAlle‘ges, 94 per
cent of private 4-y'e‘ar‘c'o‘11eges‘, and more than two-thirds of the 2 -y’éar
colleges. Approximately94 per cent of all faculty’al"e‘ serving in insti-
| vt.uktior’xs whi‘c‘h ‘cor‘xféx""tén‘u‘re. |

- "ym.O‘St‘»‘ o . ) i : ‘ R c

2. ,"I“}Ju)”ug‘h“A'i‘n{sti‘tut.io:ns‘ Wthh jgr‘z‘;nt‘ 't(;r;ure. adhgre in so"rr‘xe‘dleg,re‘eb
to ‘t"hé g‘ui":‘l‘el‘inest of the  1>940 S’tétéfr‘xer'it,‘ f-t‘heyre“is" éﬁkrlorrkh’ou‘ks‘ criiver‘s‘ity:v‘ir;\ |
e\:/ery akrspec‘:{o‘f i”‘riterpr‘ét‘a'i‘ti'on,’ ;‘a‘blicy," and procedure. There is, in-
fac‘t.“ no "s‘u'ch t'h‘i:h“g‘a"s ‘a“ténu;eg""‘syste"ﬁl” in>’Arriér’i'c'anhi’g5‘e r ed.l,}C’a‘.‘tii:on;‘
vuththedegree of "u"ryylkif‘f;}rmity that bt;e ‘rkm 1mp11es By

3. In most :ins"titu’fi»cv){n s ';borut"- ha‘ff'/‘t‘hg{ fa c:u’i"cy hold te n"{;r e ;pﬂp;‘)i‘r}‘t S
ke o o e e B e R

e vstit_ut}ict)n\sf‘theﬂ‘:‘tkfe,nkuije‘d?»fa;c‘iél;‘ty": c‘b:n's't’_i‘t:tyitélé“‘l"e:s‘ s‘“»thén"wz 5 pé‘rj:‘c"ehkté"'c‘)fx .théy:yfo“tkall"" :




direction,

4. Tenure is conferred \}ery gencrcv)uslry. In most institu’tions
upwards of 80 per cent of those under’considcration, were awarded to;nure
in 1971; forty-two per cent of institutions granted tenure to all faculty
rﬁembers cc')n.sidcred for tenure in that year.‘

~ 5. During the 1960s the a‘ge at which tenure was awarded dronped
significani:l‘y.‘ In 1‘969, nearly two thi‘rds o_f the te,nured faculty were 50
or younger; o£ the iotal fa>ckulty three-fourths were 50 and yéunger.

A6.- Very few institutions - only about 6 per cent, xﬁo.stly priva}té
'_4‘:-year colleges - set any limits ‘to the proportion of the faculty who are
or who should be on tenure:.‘

7. The proportion-of tenured fac‘ulty today is about what it ‘was
‘ in‘t};e early 19605. - ‘rot‘lg‘h'ly 50 pke'r cent. ‘But_:‘futu‘re prc;vspecté are very
different. '-VT"he‘ "r’elat’ive ybuth of mosf,facultiés ‘means t‘hat':. retirements
‘.will occur at a sklc‘)wer ratek,“ “With t}1ghL buv‘d’ge,ts‘,’ and ehkrkol»lmg‘nt‘sk growiqg.
:f'more_: s,lowjly,f‘ C(‘)rit‘iinua'tiori"‘()f” r'ec’en"t lli‘b:erkal ;‘Jovl_irc’:i‘kes ’i‘h“awa’rding;ténu’x;e ‘ |
v w“il'i,me’ﬁa‘h ’.t}iét .fé:rjvuré'.-s‘tafiS "',kdw’illg,‘be“,sq la’r‘gé as ?‘t"é po sé lgra"vé\"b‘t‘;dg‘e‘tkary_“ -
pro‘tél_evrr')'s‘an‘c‘l tov,make':thsa' ‘pfo‘sp‘ﬂgcts for ,pkr“‘omot'irqn yc‘)r reckruitment"of’
yqungef ‘favc‘uklty‘“ihc’féas’inglf‘rﬁ{éévgér}, "I'Ahe,effb“r’t‘ttZO'bf'i\rjg‘mﬂofe-\‘vlor’r:xygakn ‘
andmmorlty group me mbe rsmto the h1gherfacultyranksmaybefrus-
,t‘r“ate’:ci.'f Severalof fc‘hc“ai Comm1ss1on's r‘c‘avkcorhrfxér-)tclét’itbris»afej,dé"é{’gne'd‘to '

. \“"“»_devavl‘. \«;ﬂththlssetofproblems e




and of the operation of tcﬁure and non-tenure plans in institulions ‘of various
kinds, the Conimission's major conclusion is that academic tenure should
continue t'O'_bé the characteristic form for organizing professional téaching‘
and scholarly service in American higher educalion. We beliecve that its
value in protecting academic freedom is paramount.- Academic' freedom
is so éeqtral‘to the ‘integrity of our educational institutions, and tlvmeir
i ) B
effectiveness in the discovery of new knowledge, in conservation of the
v.'alu-esk and wisdqm of the past, and{in promotion of the.-critical inquiry
essential to self-renewal, that academic tenure, in ;he Cemmission's view,
sh“ould be retai’ne"d‘ as our mdst tested and reliable instrument for iricor-
pvo‘rating acadérnic freedom inté the heart of our inst'itutions.'
There can be no dbubht that therz are very serious weaknesses in
. the operation of tenure policies in our co‘lleg>es and‘unive‘rsities. But it
s th'e‘.C‘kommissionb's j‘udgr‘nent that these weakness‘es"érise not from ény
‘inhberéknf defect in\’t‘he érinciple of tenure itself but from serious deficiencies
| ikr‘kxfi‘ts‘ayppli‘catic’)ﬁk -‘an‘d;ac‘lrﬁ»ini’st’rat‘ionk. “i(p“inc‘li"vid’ual izis‘ti‘tutions," Many. of :
: th’es,e’ ‘stvgam "from‘- cha‘r'ig»e s in hlgher <vaéd1‘ikca’tvio;1;;':itiiyfikr’1g thé ¢xpan‘si‘on\i’st“ _

dé'cadyes following World War IIL. »Othe'r‘s‘ arise from the mistaken belief

‘.that]‘te:c‘:hnical‘“adh‘erence‘toatbé gu'ideyli'ne,s of the 1940 Statement of Princi-.
ples would in itszelf’“assure~aﬁ;ef£ec‘tiyé tériti;fe plén,f’ The Commission is

 convinced that the deficiencies in academic tenure'which have been most

 criticized are remediable by reforms in institutional policy and practice

“and in professional standards and priorities,  Our recommendations are = . .

uch reforms.

A uitoxt provided by Ent



The corollary to this conclusion is that altcfnativcs to tenure - of.
which some form of renewable contract arrangement is the most wide-
spread - are not, in the Commission's judgment, the solution to the diffi-
culties so many of our institutions face. The central question for the
Commission was this: Is there a solid basis for recom’menc_ling to ir;sti_
tuf.ions now using faculty tenure plans the adoption in‘sﬁead of a contract
systém without tenure? The Commission‘s anéwer_ is clear: We have
_found no evid<erixce to w‘arrant’the belief that any ‘contract systern now iﬁ
use, or any that has been proposed, will in fact‘eliminate the deficiencies

thét have been identified in the operatio.n of the’tenure system, that v‘will
not involve new and serious problems of other kinds, and‘that can be
relied upop'to protect a;ademic fre’edom and the .integkrity of institutions

of higher education.

The Co;ﬁmi,séion"é detailed re’c':ommendati‘o"ns -‘ove1‘~ 40 i;ﬁ ail -

. ar’e ;aimed at.the. ‘fefork‘mk‘anrd‘ strerigtk’h,éniyng ‘of tenure policy and pra‘jcvtic’e.
: Our focu51s ,prir‘nar"il‘y upoh ‘tliéiiin‘ry‘x'ci.iyi‘clual vinstit’ﬁ‘tion, ‘ b‘ecaﬁse it is ‘h‘evre ‘
“that ‘i‘m"pro"‘ve"ment‘is‘ rﬁost"ryxe‘edv"ed,“ it is here thatk sﬁbéfantive policy feé‘ 4
“"jffle“ctipg the spec1a1 tfadi,tidné :a‘hc‘l‘_,oijécti:velé ‘ol‘f‘ thek"'insei'it‘ut‘ion“ir‘x‘iust ‘gi‘ve ‘

‘k’rr“.nean‘ing' to‘jthe‘“jg‘eneral‘fst‘,‘andé’n;ds in ‘the 194‘0“~jkoi1;"c AAC-AAUP ‘Statem'én'i‘

_of Principles. -

- .iThe:Commission's recommendations therefore begin with a' .

FullText Provided by enic [INS
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- rest on- exp11C1t _)udgment and never o
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recommendations. Tl%ere is a section on tenure-and professional develop-
meat, because we believe that many of the problems supposedly linked to
tenure are actually larger problems of faculty development, growth, a;ld
change, such as the eneeulatge;'une‘xxt of innovation, perioqic refreshment
and reteoling, shifts in interesfs, decline in energy and zest, and the like.
The Commissibn b.e‘lieves thatlinstitutions eixould u‘nderta'k.e more syste-

matic and imagiaative career development programs, perhaps along the

lines suggested by Kenneth Eble in his report on Carecer Development of

the Effective College Teacher,

Next, a section on neplected elements of an cIfeetive tenure plan,
Promin'ent among these, bin the Commission's j.udgment, are a more cavre—
ful a+d reliable use of teaching effectiveness ae a el‘iferioq for promotion
and the award of tenure; an explicit and f‘o‘,rmal‘ role for students in the
assessment of teaching effectivenes s‘;ﬂ thedevelopment’of faculty eodes
ef cox;,dﬁct‘fhrvough which f‘acg‘lties‘kcan”accept and fulfill their c‘or.porate
re_s‘p‘on‘s_ibility f”o‘r‘ the inyte‘grif.y‘ of the p‘:i“:o’fe’s Sib‘? _abd of 'thle‘ijns titﬁtibnydin
whieh t'hey'sverve;’ aﬁd 'ak:n\e\;i‘at'tent.ierkx lEO“S"taff 'pl‘an‘pin“g: _to wiaicf;. I'will
retulx'n.at the ’erid“ 6f‘m'y ’r‘ekrr‘)ark's. : |

~

The next group of recommendations is _cencef‘ped with the‘kdet'a“iled,

. 6peration,of in'st‘i‘tut,iko‘nal"t‘enure"plan’s‘. The C‘O‘m'miSsion' attaches.great o

‘.,1mportance to the developmcnt of a full and formal pohcy statement on’

theiumere passage of t1me 1n'grade.

~ It be11eves that tenure de01s1ons must always oL
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ness and that a developrment and evaluat’ion program should be a re‘gular‘
feature of the probationary pei‘iod'. The Commission notes f}‘l?‘lt many
institutions use relatively short probationary periods before tenﬁre de-
cisions are made - 2, 3, or 4 yea'rs.u It is our judgment that the pro-
bationary period, if it is to haQe the sel'iouéiless that its crucial pléc-e
in the tenure process de;"r;ancish, should normélly not be less than 5 years.
The Comrﬁission supp’orts“".he giving of reasons for nonraappointmént or
the denial of te‘ngre, and‘sugge‘sts critgria for ‘fpermissible" reasons.
In the convictionl that faculty self‘—discipline‘ has oftgn‘been paralyzed
because dismissal is the only’sanction' c;ontemplatéd under"standard
procedures, - we advocate‘the deVelopmcnt By each institution of sanlrict‘ions
sHOrt of dismissal that may be applic'a‘dAin cases of demonstrated irre‘spo‘nsi‘-
kility or proféSSionaly m‘iscond“uct.

:This' section is followed bf a groﬁp‘ of ‘re.cc')mmendatibon‘s on special
: prko‘bbler‘ns.‘ In‘cl-q“dc‘ad‘her:e isa brvie‘f tfeat‘ment of early ,,refirefnen't', of
te‘kn‘ure ‘f,c‘)r‘ pai‘f-ti’m’e s"er\"z’iice, of Femire ahd.ac‘im“in‘ist‘ra’t’ivew.of’f‘icy"e,' and |

of instit(ltibnal, bqlicy;in c‘o'p'in,:g with financial ‘ekxigenc'y.‘, Colle‘ctive bér\y_— :

“gaining is of course a”rapidly'e"m,er.ging'special problem. The Commission
‘ réco‘mmends":that“col‘lective;bar’gaini\ng,;not extend to academic freedom and .

~tenure and related faculty personnel matters, and that'grievances’ involving

. _issues of freedom and tenure be referred to academic procedures outside

the'collective bargaining process.,
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about_ personnel pract_ices in Americaﬂ higher eéiucation and at providing
to'in‘stitutions, on a systematic and continuing basi_s, thé information
they heed in reviewing and strengthening their own pol.icies and procedures.

In c;losing, I would like tol return for a few nioments to staff plann‘ing,
one of the neglected elements in an effective tenure plan to which th‘e
Commission's report devotes considerable lattentipn. ‘I,‘single this topic
out not only because it is important and co‘ntl"oversi'al, but because it pre-
sents pr‘oble‘ms on which an association such és the A‘AC is in a position
to provide its member institutions and higher education generally with
special‘as‘Sistahce i_n the form’of information, technical help, and policy ’
,g_ui‘dance.

By staff- planﬁirig we refer simpiy, to the projection, on é depart-
fnéntal - and instifution-wide basis, of the staff lléquireménl’ts‘ of fhe in -
‘stitution for a future period, say fi‘ve to t;enfycya‘ars, oﬁ the"Basisfo‘f \whkat
is known or c;ih be ‘rea;‘istically esl?imate_d: aqu enrollkmer‘lt’j;’ budgelt' and
‘ “ot_hé,f, révsj‘cy)u“r'c‘g‘s“, pr0gram ‘cﬁkh‘a;\‘ri‘gbgs,‘f ‘éhd,av‘ai‘iabi‘lity{‘of"pe_rsk’or‘.\‘n‘ell - all
»355‘?%5‘?(1.“?“‘1 réla‘?‘iéﬁ.‘ tQ;ti}i‘ék:P’r’e‘Self‘iti’Ck‘Ok‘r‘n’pésitién‘of lrtid:ef‘:.f‘é‘c‘ulyl‘t;an:c.i‘f.h'e
- ,g>o‘a’1:s‘ Qﬂfy ‘t‘l’fl‘e”in‘:‘stilppt"ion as .a‘}“'whbl‘e.’ '

| The “inf‘l:pkorténce’},o»f-p:r’pl‘a"'i‘:"r‘ staffplannmg, WthhlS a""sebx"iot‘lsl‘y N
neglectedelement ‘(j‘)f personnelpollcy, ﬁflothg‘ékf‘écv:ti‘v’éf.o"};erati‘yon' ofa B

e ;Vi‘_t_irittr,odli\c‘:‘és"ri‘g“‘i'ditié:s; 1noperat10nswh1chmustbereducedby k'c‘areflkjl_,‘v Earda i

plannl"lg The cr1t1ca1prob1ems tob e solvedbygood staff nni
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First, to'assure a reasonable spread of age in each facult: unit,
so that retirements occur at a rate which minimizcs ;-eplacekmem px'ob;
lems in the short run and permits the gradual assimilation of new faculty;

Second, to assure that positions for j‘unior appointments are avail-
able at a steady rate and that reasonable opportunities exist fkor the‘achieve—
ment of tenure;

" Third, to insure t’hat' the tenured faculty is not so large as to impose
an impossibyle .budgetary burden on the institution or to prei/ent the infuéion o
of new vigor and fre‘sh‘p‘oints of \’/i‘ew Lhi‘ougﬁ the recruitment of n4ew facultf;

Fourth - an‘d‘ of increasing urgency today - to‘in’sur‘e that oppor-
f.unities are open,foxj the 1jecruitriuent of more women and minority group
faculty, and their advancement to t‘ém‘lre statué;

‘Fifth,k to gi‘ve‘the .institutkion fle-x‘ii)‘ility in respondiﬁg to studénf. ‘
in teresfs; to exp’a"f:‘x’d or contract units, and to meet other contingencies.

Sye’riou's kstaf‘f‘plyar:)r;i(ng d’ic.i an se‘e»m:ﬂpo ‘be’nece‘ssary‘or éven possvivbié :
idl.xyribng the;‘é‘xpk’a‘nsionist perlod of the ‘LSVOs‘ygnd\éoyis.“ : Marjy inst‘ii‘ution"s, deb-
’;par;gely:txy‘ying.toy fe‘s‘p(‘jn'd ‘to e;/er.;‘i‘ﬁ'c“l"éai‘s‘ih‘g’denﬂand‘s,‘ app‘iiarg%ntly assumed

- that'grthh would be permanent and that no serious thought need be given '

“to‘f‘arl‘vd‘if‘ferqnt tomorrow. The habits aﬁd,expe‘c’tatioh‘s dkevel'ope,d‘~c‘i_u'rikn‘g‘f_' \>_';: « LN

: thOS‘ej_deCaide s plague us today, when many. iris‘titu:t'i‘orjs find th‘err':‘)-séllife's o
d"—\in,’ ~with.tenured faculties so:large and so .young,”

f‘apiicil‘y ‘becom'in’g‘"' 'te‘nu‘r‘fe

* with retirements so infrequent, and with faculty mobility so sharply re

duced, that opportunities for recruitment and promo tion are gravely di:
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ariscs from this kind of situation. ' Tthe Co:nmission believes that it

Would be bad poliey' to abandon tenurc when the real probleln l‘ies'in
'staff plann\ 7g W‘e ha\k/e‘no panacea fo1 th" clifficnlties in ' which many

' "1nst1tut1ons now find themselves, but we recommcnd the prompt dcvelop-
ment of "careful staffing plans to 'reduce the impact of past neglcct and

to prevent ’future re‘currences.‘» These plans ,the Commlssion helieves,

‘shOuld provide explicitly for a substantial increaske, in virtually all in-
stitutions, 1n the tenure component of women and members of rninority :
groups.

kIn designing’a realisti‘c stafvfinig plan, each institution will have

to lace the questiono‘kf the.prokper ratie of the tenu‘red;’to the nontenurecl

‘faculty’.‘ The Commission recernrnends that’,eac‘h‘ institution should develop -
",""“aﬂ‘;aOl‘ic‘y on th‘is‘jmatter' that"is ‘api)ropriate to3its “particular mission and
- its:‘ c’irc‘um’stances«and reseurCe‘g, With spec‘ialj attention to the age, rank,

i ; and ten’nre eompositien:of“lts,present faculty,_the instituti‘on's growth

: pr‘o‘:\snects,, its program plans; and“‘its resource allocation polieies.

, The‘ e’stablishmventand:maintenan‘ce:of rat‘i‘os of tenured 'and,n(‘)n‘-’“

“‘xk‘tenured Iaculty §v1ll not be easy,‘ on campuse’s which are heginnln‘gto‘
.‘]far‘e up to th1s nroblem, mlsunderstandlng and contr0vers;t have ’marked
‘the effort. Older fac’ultyk members ’»‘vho began the1r academlc careers
“before WOrld War II are: fam1l1ar W1th tenure rat1os and quetas and w1th :
“delyaartmental tables of‘organlzatlon wh1ch séec1l1ed the nurnber of p051-

tionsy" at eaeh r‘kank they grew up W1th them. : ,;Theseconstrarntsn were__f ‘
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" n virtuall\y all inslitutions, hand faculty éxpectatigns were
adjusied to the ‘limits set by institLLLio‘nal staf{ing patlerns. Bui thgse
practices were abandoned during the expansion perio.cl o‘f the late 1950s

) and 19605, and the faéulty who prcdomihatdin ;‘\xlleri.caxn éolle.ges aﬁd
‘univ‘ersiti’es today regarci the imposition of tenure ralios or the limi- -
tatiQn on ngmbérzi at each r‘ank as a newfangled and improper resiriction
on faculty advangellient. N‘ewfangled it assuredly i‘s not. Attention to
the balaqcc between tengre and nontenure positions and to an appropriate
‘mix of fanlfy ranks i§ simi)ly’the’ revival of standard institutional practice,
undéi‘ ’coryldi‘tions »of,increasing stability w‘hikch ciosély pa’rayllel‘those in

’ whlch fhe kpractiéeikarose. But the ‘new‘a‘ittention to ra‘t‘ios‘, ‘quo'.tas, and
fa\Cultl:y‘ mix ma;r r¢su1tkin iné:quities uriles'skinstitut‘ion‘s pfé;ced ‘c’:ax"c‘fulyly,
with full faculty co‘nvskul’ta‘tuion and‘ainée,‘ in .develo;‘q‘i‘ng‘ their stafﬁng ‘plaps.
ks‘uc‘lde‘n' ikm}‘)ositio'n’ of‘qkuko_ta’ks may operate unta1rly Lipon p_robatio‘nak’ry fa’éulty
who hayé been~ied kt"o believe that ear‘ylier gdidelines define fheir éxéec-;: _
tations,  Fixed numerical ratios I\‘v‘ill opérate with differential effecf't’, offen
da‘rhaging to the aca'derki'f)‘,i’c prpgfém'as'wéll ‘és‘to in’digliduélffé‘culty "‘r'n‘e‘mbef‘s‘,
upoh dépar’tments ofdifferght Si’kzeu‘and differgﬁt age c‘c’)mpos’ition. ‘ ’

| The Com’mission‘th“el“efore urges"institut’ions ;t;) express their
decisions“vas' to the r’atiob of téhuréd and nontenured faculty .‘as"’ranges" or
‘lin“li‘ts ,;gthér than as fixéd-pervce"htages. Arid:‘wé‘r‘eco‘mmendvthat‘bth,é" |

chbsen ratiOSJ‘bé ‘appl‘i‘ed \‘yith\'siu‘ff‘yi‘ciéntffle’xib'il‘ityy to"di‘f‘f_erevnt instrué,tional,

' units of the institution. (departments, divisions, separate schools, etc.) -

L
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t’o take account of significant differences among them in s"ize, current
variations in age compositio‘n and tenure mix, varying research and’
teaching responsibilities, et‘c.‘

The Commission ‘béli‘éves that it is probably dangérous for. a‘n
institution to ayllo‘w‘rr}o‘re than one-half to two-thirds of its facuity to be
on tenure appointments. This’caveat is likely to be especially important
during the decade of the 19705, in view of the relative youth oi’ most
facultiés‘and_‘o‘f,stabilizing trends in faéulty size and financial resources,
The Commission believes thé[; a larger proportion of‘.tenkured faculty'ié'
likely to curtail opp\o'rtunitie‘s for the appointment and r'e'tent.‘ion 6f youanger
facﬁlty, w‘ith“ unde’s‘irable’,effe,cts ép i‘nst‘ituti‘kcu)nal‘Qitality; to impede"thé

o : i v o '
development of»né\w programs and illterdisciplixuary work, for which new

fackultyi‘w‘ill be needed; a’nd,'r,o diminish opportunities for the recruitment

‘and promotion of increased numbers of women and -members of minority

groups.
Some inte resting work on techniques for staff planning projections

has already been done; more is underway in many institutions. This

association and others which serve the higher education community can

perform a valuable servki‘ce by bringing these studies to the;a't‘tentio'ny‘ofk
member institutions and by encouraging a bx"dader‘understandin'g of the
crucial importance ‘dff"staff planr‘lingk to the health of our ’ck(")‘llege's' and-

universities.:
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In concluding let me stfess again the Commission's matjor‘
re;oﬁnnendaﬁonf»thatacéacrnicteﬁufe has demonstrated over the
years its high value to higher educatidn, and that vigorous efforts
to improve ahd.étrehgtﬂeh its administration must be among our

most urgent tasks.



