Response to the Enrollment Growth DTF Report and Faculty motions        

Les Purce, Don Bantz                                                                         6/8/05

“Some faculty feel that we have become too career oriented, that we have lost our innovative spirit, that we no longer are committed to experimentation…that we are slipping ever closer to departmentalism….that we have sold out to the public relations demands of the legislature .”   

Faculty attending the May 25th and June 1, 2005 faculty meetings re: the Enrollment Growth DTF report might recognize the above sentiments. However, the above statements were recorded at a faculty meeting in response to the “enrollment growth crisis” in 1975, four years after the founding of the college! Thirty years hence, the 2005 Enrollment Growth DTF report surfaced, once again, the central, reoccurring questions faculty have discussed passionately since our beginnings. 

This document outlines our intent to honor the work and recommendations of the DTF (which we acknowledge and accept), the spirit of the motions passed at the faculty meeting, and the Agenda Committee discussion following the faculty meeting.  

The first part highlights a bit of historical context to frame this work. The second part is an attempt to honor the DTF work and the faculty motions.  With respect to convening a Long Range Curriculum DTF, the Provost will collaborate with the Agenda Committee to respond to this request (summaries of the results of the past two long-range DTFs are included in this document). 

This response acknowledges the time sensitivity of faculty hiring for the 2006-’07 academic year. We have a choice-we can hire visitors for the growth hires or continuing faculty. We strongly prefer the latter but, to accomplish this, we must meet strict job descriptions deadlines as outlined later in this document.   

Historical Context 

In 1965, a new demographic study concluded that the state would require an additional 12,000 places in higher education by 1980. In 1967, Governor Dan Evans and the Legislature directed that a new four-year college be established in Olympia, the first new public baccalaureate institution in Washington in the 20th century. The first president, Charles McCann, articulated a distinct liberal arts education in a deliberately non-traditional way with “no departments, no ranks, no academic requirements, and no grades.”  McCann envisioned that the authority to determine what constitutes a liberal arts education should be centered on the individual relationships between faculty and students. The founding faculty were passionate about collaboration, student engagement, and intellectual curiosity.  They consciously pursued a path of innovative educational reform with coordinated studies at the heart of the curriculum. Richard Jones, in his book Experiment at Evergreen, articulated the three critical elements of a successful program as “a congenial faculty team; a viable theme, problem or project and satisfying faculty seminars.”  

Byron Youtz, a founding faculty member who also served as provost, wrote that the original founding vision of Evergreen as a coordinated studies curriculum evolved quickly, 

Over the course of the first year, three developments occurred, some by design and some by discovery, to diversify and enrich the curriculum. Our initial enthusiasm for coordinated studies was somewhat modified by the problems associated with specialty training for advanced students who were seeking careers (group contract, internships, use of real-world problems as basis for coordinated study) 

Further,  

The period 1972-1975 was one of expanding enrollments, curricular fluidity, trial and error, some risk-taking and some consolidation.  But there were also danger signals on the horizon which we chose largely to ignore: enrollment troubles at two of our sister institutions, faculty exhaustion (burnout) at our own, student complaints about the unpredictability of the curriculum and their powerlessness to influence curricular decisions.  The concerns came to a crisis in the fall 1975 in a three-day campus forum wherein three DTFs emerged: one on the college governance structure and short and long-range curriculum DTFs.  

Faculty members David Marr and Rudy Martin, in their piece entitled “M ‘n M II: The Current Crisis, 1975,” captured faculty sentiments.  

Evergreen should assert and defend the position that knowledge, now radically fragmented, should be reunified.  The principle of specialization inherent in fragmented knowledge, at its best gives a distorted image of the human condition; at its worst it coincides with the modern split between fact and value, yielding the monstrosity of “value-free” inquiry. Accepting this faulty premise leads one to seek knowledge via the conventional academic disciplines… studied in isolation from one another, and results in the disciplines’ becoming concerned primarily with themselves rather than the nature of human experience… By refusing to accept the fragmentation of knowledge as legitimate, Evergreen can take the first step toward developing a holistic view of knowledge.  Such a view would lead faculty and students alike to recognize the paradox that the better one knows a single discipline, the better one knows its limitations, and therefore the more one appreciates the necessity of knowing other disciplines… [the] more frequent and intimate the academic interactions among people from the various disciplines, the clearer it will be that there are major questions about the human condition that cannot even be framed from the standpoint of a single discipline, let alone be pursued or answered
The 1975 Long Range Curriculum task force instituted interdisciplinary specialty areas, agreement to plan programs two years in advance, repeat successful programs, and to develop two-year sequences of offerings in each specialty area. To prevent these curricular units from becoming pseudo-departments, a number of precautions were taken: no budgets nor faculty lines were provided to the areas, conveners were selected, students were not required to stay within any specialty area. 

Youtz framed the challenge that Evergreen faced early on and which persists today, 

There are two conflicting trends in higher education across the country today.  On the one side, there is an increasing trend towards careerism, ever more specialized professionalism, and training for jobs in a decaying economy.  On the other side is the movement towards a stronger commitment to the liberal arts, towards a recognition that we need problem solvers and managers with breadth, with a strong cultural commitment and social awareness to correct the ills of the decaying society.

Again in 1994, in response to external enrollment growth pressures and student demands for more predictable curricular pathways, Provost Barbara Smith charged a Long Range Curriculum DTF resulting in the creation of the current planning unit structures and Planning Unit Coordinators (PUCs).  Shortly thereafter, “creeping departmentalism” concerns reemerged. Subsequently, other concerns have been expressed e.g., the inability of faculty to rotate out of their planning units due to “coverage needs” and increasingly narrow job descriptions-and faculty hires-that seem to meet the needs of the planning units at the expense of the college as a whole. 

The 1994 DTF report recommended that the planning unit structure be reassessed within five years. Accordingly, Provost Smith commissioned a Report on Academic Administrative Structures at TESC, prepared in January, 2000 by Marie Eaton wherein she interviewed 40 people to assess the planning unit structure framed by three questions: 1) In what ways do these structures support or compromise TESC’s ability to serve students and faculty? 2) Are these academic administrative structures adequate for an institution in a period of faculty turnover and rapid growth?  3) What contradictions are inherent in these structures? Can they be “lived with” or do these compromise the values of the institution?  Eaton reported “most of those interviewed felt that the Planning Unit structure has brought some order to the chaos although not all agreed that this was a beneficial step for the institution to take.” 

In 2005, the state Higher Education Coordinating Board (HECB) prepared its Strategic Master Plan 

finding that “In Washington, rapidly increasing demand and a demographic surge will produce unprecedented numbers of high school graduates by 2010 and will push the capacity of our public colleges and universities to the brink.” They went to call for “a 12 percent increase in the number of students per year who earn college degrees at public and private colleges universities by 2010.”  

The four-year public baccalaureates were asked by the state to prepare enrollment growth plans specifying how many additional students they could enroll to meet the state goals. Within this context-and a rapidly changing, increasingly competitive higher education marketplace, the President and Provost charged an Enrollment Growth Disappearing Task Force “to recommend a growth plan that will guide us as we work toward an enrollment of 5,000 (FTE) students by the 2014-15 academic year.”  In doing so, the DTF was asked to “remain vigilant in sustaining Evergreen's commitment to interdisciplinary team-taught liberal arts academic programs as the core of the college” and to consider the following questions: 

· How can we grow in a way that maintains institutional vitality, our distinctive curriculum, including team-taught interdisciplinary study, close student/faculty contact, bridging theory and practice, and service to the state and local communities?

· How can we grow in a way that furthers our commitment to serving diverse and underrepresented students?

Their report has now been presented to the faculty. At the June 1st 2005 meeting, a motion passed 34-20 to articulate faculty sentiments about the DTF report/recommendations.  

Honoring the DTF work/faculty concerns, moving forward

The faculty motion speaks to several concerns: faculty autonomy over the curriculum, reluctance to create additional specialty areas that demand narrow disciplinary expertise, and distrust that the Hiring Priorities process was supplanted.  We want to assure faculty that we have heard these concerns and put forth the following proposal in the spirit of addressing them AND moving to a point where we can hire the best continuing faculty we can find and do so by the 2006-07 academic year. We believe that a broad-based group of twelve faculty, supported by full pay over the course of a few days in the summer can-with the original sprit of the college in mind-accomplish this task.  

What: A call for faculty volunteers to convene a summer group of 12 faculty; pay them full salary for four days

Task: To meet and develop job descriptions that address diversity/underserved populations, respond to the faculty growth areas of the DTF report AND do so in a manner that sustains our commitment to interdisciplinary team-taught liberal arts programs. 

We want the summer group to think about curricular strategies in the spirit of the founding of the college i.e., coordinated studies programs with compelling interdisciplinary themes, collaborative, innovative colleagues who are passionate about their work, our students, and the college as a whole, capable of teaching in their respective curricular areas but willing to cross boundaries. We know that the four-year Washington public baccalaureates had difficulty recruiting business faculty (including many failed searches because they couldn’t match the salary offers of other institutions), and we know Evergreen can’t compete in the free agent salary market, thus we want this summer group to think about non-traditional Evergreen-like curricular approaches to these subject areas and then to develop job descriptions.  

The deans and provost staff are in the process of analyzing existing line counts and will prepare a recommendation to the provost at the July deans’ retreat. There are multiple factors at play in determining how many continuing faculty growth lines we can hire for 2006-07 e.g., possible restoration of previously cut sabbatical line and sick leave lines, we purposely over-hired this year with 16 faculty searches which cut into our 15% RIF cushion etc, etc.   Our best guess, at this point, is that we may have in the range of 3-5 growth hires for this next biennium; this could change by the end of the deans’ retreat. Thus, we ask that the summer work group address the first eight positions in recommendation #6 while, at the same time, recognize that we will only recruit for these positions as growth lines become available.  This is consistent with the normal Hiring Priorities process in that the number of position descriptions developed is often greater than the numbers we actually hire. 

Composition: At least two members from the Enrollment growth DTF; at least two members from the Hiring DTF; the Curriculum and Hiring deans; six faculty at large from the college. 

Selection process: Provost in consultation with Agenda Committee on membership 

Deadline: In order to meet the educational trade journal deadlines, conduct a vigorous recruitment process, and assure a more diverse applicant pool, we will need to have job titles by August 1st and job descriptions by August 22nd. 

Vetting process:  The summer group will vet these job descriptions with faculty via email as they are developed during the summer.  

Hiring Priorities (HP) DTF

The HP DTF is reconvened in 2005 and will develop a new hiring list for 2007-08. IF we are funded for additional growth hires, in the 2007-09 biennium, the recommendations of the Enrollment Growth DTF will apply. In the meantime, however, the existing HP DTF process will recommend resignation/retirement replacement hires. 

Summary of Response to Enrollment Growth DTF recommendations: 

#1, 6, 11.  We explicitly addressed these in the charge to the summer work group.

#2.  We expect this will be addressed in the upcoming Strategic Planning process. 

#3.   Repeating curricular pathways remain in the purview of the Curriculum dean and the PUCs;  We have recommended to the Board that the college freeze non-resident and graduate tuition levels for the current biennium; the appropriate VPs will be asked to set goals around the recommendations re: website and making the catalog more intelligible to outsiders.  

#4, 5, 12, 14.   We accept the DTF recommendations. 

#7.  We acknowledge that the Hiring Priorities DTF process remains intact and will be convened in 

2006-07.

#8. The curriculum dean is delegated this authority in consultation with the college’s enrollment planning team                                    

#9. The Provost will convene three summer work groups to determine the fiscal and organizational feasibility of the three graduate programs. In addition, given the DTFs cover letter statement that  “we must continue to improve our service to underserved populations (e.g., communities of color and students for lower socio-economic classes)” and given the Tacoma’s interest in the 2+2+1 proposal to train teachers of color, we will continue to study, while respecting the DTFs caveat- whether “we can offer a teacher certification at the undergraduate level without significantly affecting the rest of our curriculum.”  

#10.  Additional instructional staff support has already been built into the 2006-07 budget.  

#13. The curriculum dean is delegated this responsibility in consultation with the PUCs. 

