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{b) P & B Procedurss: RESOLVED, That the recommendsiions contained In the
‘fotlowing Personnel and Budgel Procedures recommended by the Administrative Counci)
at its meeting of June 5, 1967, be adopted as a statement of Poard pelicy; and be

it further :
RESOLVED, That the document be brought o the attention of 271 relevant

coliege officials. i

T ROTE: The ahove resolution vas adopted with fhe understanding that iF and
vhen a Universitv-wide facuity body is esteblished the procedures may be reviewed

by that body. PERSONNEL AND BUDGET PROCEDURES
 RECOMMENDATIONS:

A, The attached memorandum, dated November 7, 1958, and addressed hy Pear! Max
- and Arthur Kahn fo the Administirative Council, be reissuved, circulated very
widely, and recirculated every year, so that newly appointed administraters
and faculty may be made aware of it from time fo time, {2 similar procedure
~ - 4% followed in relation to the Board's policy with respect to student publicaw
. tions, and it has proved reasonably efficacious.) .

‘B,  The fu¥1nwin? recompendaiions in the 1ight of subscquent experiences are
“intended to iend greater precisien to the basic document referved to above.
Throughout this document, for the sske of simplicity, refevence is made only
to a department cormittee on Persomnel and Budget. Each such reference s
. intended to include depariment commitlees on appointment, where such committess
exist, under plan #1, Board Bylaws, section 8.3d. ‘ :
1.- The Fxamination Procedure. The Deparimental and College Comnittess on
e Personnel and Budget should have constantly before them the fact that
they form essential components of the struciurs whereby the Board of
Higher Education and the ity University conform to the ¢ivil service
provisions of the State Lonstitution {Article ¥, Section £).%* Their
conduct. showld reflect at every point & full realization of the official
nature of their proceedings, quite distinct from the easy informal jntar-
change of unstructured faculty discussions: Thus: :
2. Minutes. The minutes of a P & B Comnities should conform to the
canohs set forth by Robert's Ryles of Order, Reviced: (page 248}
*The secratayy...should keesp 2 vecord OF what was dons and not what
was said..." The actions upon wotions, and nol the discussion
wiich led to such actions, should ba recerded, unless the P & B
.-shpld order, by a majority vote, that the discussions be recorded.
it -is the duty of the Chairman of the B & P Commities to rule out
- of order random and irrelevant discussions of the candidate's merits,
-and to keep the discussions to the consideration of chjective and
-relevant data, insofar as this s practiceble. Voting sheuld be by
. secret ballot. The minutes should be submitied for approval at the
.- onext succeeding meeling. . : .
B, Uniform Criferia. The processing of recommendations coming before
~ - the P & B Lommitiess should make use of established forms, which
should be uniform throughout the college, and, if practicable,
throughout the university. The Thancellor's office should mrepare
such forms for the anproval of the Adminisirative Counci}., {The
content of the papers coming before the P & B Commifice may exhibit
the widest variation which the celiege desms desirable; it is the
form which should be the same throughout, : ;

*  "hopointments and prometions in the civil service of the siate and of
all of the civil subdivisions thereof, including cities and villages, shall he
made according to merit and fitress to be ascertained, as far as practicable,
by examinztion, which, as far as practicable, sheli be compsiitive...®
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Evajuatian of Teaching Effectiveness. The evaluation of the teaching
done by the candidate for reapposniment or promotion i3 a besic gle-

‘ment in the "Unassembled oivil service examination® procedure. Here

again, we recommend a wniform instrument fo be filled out by the eval-
uators, with basic mandatory elements, t¢ be suppTlemented where {his
is desirable.

For classropm  teachers, consideration should be given Lo such questior
as the teacher's control of the subject matter and the distinetive
methods of the discipline, ability to communicate with students and
cotleagues, effectivensss fn stimplating thought, abidity to foster
active participation in the learning process on the part of students,
ability to awaken a conscious semse of a learning exparience.

It is often true that, in the evaluation of traits such ms these,

& teaching observation is a desirable imsirument, particulariy when
Tass exﬁarfencad teachers are being Judged. But it should be recoy-
nized that such observations often provide an inadequate base foy
Judging 2 teachey and that other means of evaluating teaching effege
tiveness are avaitable and should be used, For senior professors,
the record of their students in subseguant courses, and the testimony
of graduates are offen valuable. An appraizal of materials, Jncluding
examinations, prepared foy a course can be informative. Contacts
with 2 professzor cutside the classroom make significant contributions
to & valid jodgment. An evaluation form should be prepared which
encourages consideyation of the full range of relevant elements,

¥hen teaching obsevvation reports are used, their major findings
should be communicated {by the departwent chairmen} to the teacher
whe has been observed mainly to the end that the teacher may know

Mhat the oriticisms of his teaching are and strive to correct them.

It should be understosd that statements made by others than the
chairman have no standing, and such stzfements should he wuniformly
avpided. The consideration of teaching effectiveness should in
every czse form part of the committee delibaratioms.

Yhiz 45 not fo imply any fixed nunrber of evaluations in any period
of time, but the Chancellor should prepare for the approva) of the
Administrative Couneil, & minfmem schedule of such svaluations, '
For members of the instrectional s$taff, such as Yibrariens and
counseilors, who are not engaged i classroom iesching, similar
evaluation farms should be developed 10 encourade specific comsiderz~
tion of relevant elements, and a minimum schedule of formal evalus-
tions should be agreed upon., In these cases, too, the superviser
should compunicate the evaluator's findings to the staff pomber

Cipvelved. A consideration of the effectiveness of the staff member

should in every case form part of the P & B commitiee’s deliberations
on the mesber's reappointment or promotion.

Revoris of Scholarly and Creative Achisvements, Up-to-date reports
of cach candidate’s scholarly and creative achievements, with parti-
cutar amphasis upon the peried following the last major personnel
actien in his regard, should form part of his perscennel record.
Reports of Service fo the follege (ommunity. lUp-to-date reporis

of pach candidate’s service io the celiene comsunity, with parti-
cular emphasis on the pericod following the last mejor personns}
action in his regard, should form part of his personnel vecord,
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8, 1. . Appeals. The action of a deparimental P & B conmities in re
Cto wmake an affirmative recommendation, upless appealed from .

candidate considering himself aggrieved §s final and copclus:

far as Taculty action is concerned, and may npol be acted upor

any Taculty body higher in the chaln of prosotion procedure |

the divistonal or college P & B}, Hotwithstanding this provi

the president is free {o make his own recowmendation in accor

with the pertinent bylaws of the Board, .

%2, Mo Presumptions. At every step in the appointiment and reappointmesd
nrocedure, 1t should be made clear to the candidate and to 237 come
that, until the candidate gains fenure under the provisions of the
arndi the bylaws of the Board, each appolntwent is for cne year, ther
ne presumption of reappointmeni, and no reasons for non-reappointmer
need be given. This fact shouwld be compusicated, in academic rather
in lYegalistic language, in the original and subsequent letters of agp
ment or reappointment, and in all conversations beld with the capdid
both by department members and-chairman, and by officers of the coll
outside the department. The tempiation to aftract promising candida
to the ¢ollege by implications of the virtual ceriainty of a permanes
position must ba sternly resisted, unless and tniil the terure law is
royised to provide, 85 many wniversities do, for permissive initial t
appointments at certain ranks, In this copnection, % should be mada.
clear that even the extant provision whereby & persom inifially appois
to a professorial {ful}, associale, assistant} rank ey be granted ter
after one year is permissive, nol mandatory; such tenure actions, Tike
alt others, rest solely upon the affirmative azction of the Board, and
are not acrosplished by the recommendations of officers below the Boar
The recommendation that no reasons should ever be given for the action
of a committes in voling not o rectimend reappointment or promotion of
a candidate i5 a recommendation which was arrived at afier & rather
carefu) consideration of the pros and cons.

On the side of giving reasons, the most potent argument arisss from a
sense of fair piay: 1F 2 person has tried his best to make good in 2
position, 1t seems in accord with qur Amepican traditions that he shoule
be told wherein he failed and be given an obpportunity fo rebui, explain
or otherwise sppeal. Furthermore, the nesd to suppori 2 hon-reappointme
by the gitation of definite reasons might be conceived of a5 2 barvrier
to the forces of malice and prejudice, whether persony] or ethnic.
Gn the other side, the necessity to give reasons for non-reappointment,
- with the consequent reteipl of rebuttals, explanations and submission
- - oF gontrary experl opinton, plates the college and iis P & B committises
in the position of dafendant rather than of judge, Collepe officials ;
would soon find their time, energies and talemts dissipated in disputes.
hoademin excellence oould pot thrive in that atmosphere and a premium
woenld be placed on peaceful mediocrity., Often the reasons have nothing
to do with the copdidate himself (he may irdeed be satisfactory}, but
rather with the possilitity that betier cancidates, with wider backgrounds,
more versatbility, or specialties which are move tikely f0 Be of uss to
. the depsrbment in the years to come, may be available, and the departwent :
daes not desire to foreclose the oppoviunidy to atiract svch candidetes.

+ pxceptions fo this paragraph may be mede Tor persons of proven record
who have achieved tesure at ancther recognized institution of higher education
and whose First appeintment with The City Usiversity of Hew York 15 to be as
full professor. ’



SRS s TSR L e

PERSOMNEL AND BUDGET PROCEGURES ~4- © bBecerber 18, 1967

B, 2. Hore importantly, any requirement that reazons be given for non-appoint-
ment would have the effect of Institubing a type of presumptive fenure _
ininmical to the conduct of the colleges as Institutions eof higher Tearning,
1t is sUfficient thatf reasons ov cause must be proven o terminate the
services of a tenured person., If it is not too paternalistic in tfone,

- 53111 ‘another argument against the giving of reasons for non-reappointment
may he wrged: it is really not in the best interest oF the candidate hime
seif, for it makes a matier of record a negative evalustion which may
come back to plague him later. .

On balance, we have decided to vecommend against ever assigning reasoms
for non-reappointment or pon-promotion. We likewise believe that it
would be professional misconduct for 3 member of a P & B committee to
disclose the substante or even the nature of the discussiop at the P & B
meeting., As far as the actions of 2 Depariment andfor itz copmitiess in’
respect to a candidate are concerned, only the {hairman of the Department
should be empowered to discuss these sctions with a candidate. As far .
as the actions of the college P & B committes, with respect fo & candidate
ape concerned, only the president of the colltege or his designee should

be empowered to discuss these actions with a candidate.

3. Confideptinlity., The confidentiality of reports, including evaluation
reporks, on the gualifications of candidates for appointments, reappoipt-
ments, and promolticns should be preserved, and te that end these reports
should be kept in 2 confidential file and should pot be part of the can-

. didate's personnel folder.
This recopmendation has been arrived at after careful weighing of the
affirmative and negative considerations involved. On the side of making
these reports available to the candidates, we considered the analog to
the right of a persen accusad {0 know the nature of the accusations
against him, and To Confront and ¢ross-examine his accusers. On the
other side, we recognize a5 2z countervailing, and indeed 3 prevalting
force, the need which our comaittes members have, tn fulfiliing theiv
constitutiona? obligations as a vivtuwel of¥il service board of examiners
presiding over an unassembled examipation, to have st their disposal the
professional judgment of those compstent (o assess the scholarly and

Sinstructional gualifications of the candidate. Thare Js }ittle likeli-
hood that leaders in the world of scholarship and college teaching wiid
give us the benafit of their candid opinlon of colleagues in their Tields

. 3f they cannet be assured of confidentialitys indeed, 1T thetr expressions
of opinion are elicited by 2 promise of confidentiality, as 4n practice
they must he o secure i really Trank sxpression of judyment, it would

- be a breach of faith fo violate such &n undertaking of confidentiality.

4. Imspection of Personnel Folder. Apart from confidential reports, including
evaivation reporis, considersd in the preceding paragraph, the personnel
fotder of any candidate should be open to his inspection, and to that of
persons engaced in official business of the coliege or department, hut

rot to that of others.




