SIMON FRASER UNIVERSITY Q. 423

MEMORANDUM
TO et Chairman. of. Senate. ... FrOM.....o B,G, Wilson . . . . ..
OO SN R Vice-President, Academic ...
Subject..Reconsideration. in. Selection.of.........] Date.....ccocooco.... October. 30,1970 s i
Department Chairmen as Outlined in

S.224

I have reviewed Senate Paper S.224 concerning the

appointment of Department Chairmen, together with subsequent

action of Senate relating to its implementation, the

development of these proposals dates from the establishment

by Senate of the Tuck Committee on March &4, 1968, almost 3

years ago, while discussion of their implementation has continued
from July 7, 1969.

It is clear that the delay in implementation is due in
large measure to the attempt made in S224 to achieve two goals
through one policy instrument, that is, the tying together of
the concept and development of the chairmanship role and the
reviews of the functioning of departments within the University.
While these topics are certainly not unconnected, I am unconvinced
that they must necessarily be considered at the same time.

The main point of my concern, however, is not a philosophical
one but a practical one, The undertaking of departmental review
will be time consuming for the committees involved, for department
members, and for Senate when it finally considers the reports. By
the terms of S$309, however, review committees may not deal with the
academic competency of faculty within a department nor the merits
of "a particular academic program or course'" although they are
required "to assess- the stated objectives of each department and
their successful fulfillment by the departments"

While this mechanism may have had obvious merits during the

period of its formulation, I would appreciate the advice of Senate

as to whether, at the present time, the advantages of conducting

what must be somewhat trivial department reviews, in the light of
restrictions pointed out in the last paragraph, outweigh the
expenditure of faculty time involved. Taking into account the
disadvantages of maintaining the use of the "Acting-" prefix for all
Chairmen in the interim period, suggesting administrative instability
which I feel is. quite undeserved, what I would prefer is to separate
the two issues of chalrmanshlp and review.

With the experience gained in the chairmanship system, it should
now be possible to devise a satisfactory conceptual framework and
appointment mechanisms for a chairman while the concept of departmental
review could well be linked with the review of graduate programs,
required under recent Senate action, in order that effective and
comprehensive assessments of departments could be made over a period
of, say, two years, of department goals, of programs, and competencies,

R TR L "B.G. Wilson
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recummcnd vt

At & mecting on March Lth, 1968, Senate establishe
a committee to Suudy the mpthod of DDUJme nt, tenure and

funbulonﬁ of Deans and Heads of Deoﬂrtmonts . The nembers of
this committee are M, Collins, U.N. Hamilton, R.N., Maud,
A.R. MacKinnon and D.G. Tuck (subsequ“wLWV elected by the
committee as its chairman The committes pregented & repert
to Senate ( 141a, with a Mwnorniy revort Q1M1b) oh
Sopicnanr 2)1d, 1068, at whwon time Senate recelved the
reporli, and decided "tha{ this matier not be discussaed nov,
but that once Joint Faculty has made recommendations 01 its
own this matter bo rec onsidered by the Cemnittee and then |
referred to Senate". ~ ‘

fhe reporlt of Interim Council of Joint Faculuy was
forvardad to Senate on Decenber olith, 1968 by the Arullb

Chairman of Joint Faculty (1,.A. Lo]@ud) onﬁfher with the

results of the referendum on Interim Council's proposals
(Sw18h). On January 6th, 1969, the Chairman of Se 1;fb
indicated that items D.I ~ D.XIX had been forwvarded to the
Senate Committee on Deens and Heads.

On Januvary 21st, J90 the Loqrd of Governors

passed a resolution adopting ' 1n pr1ﬁc1ﬂ]o the Cﬂ“l"ﬂ?n&hip
prlncnwl of departmental adwinistration, and invites Senate
to forward specific recommendations concerning the methoa of

appointnent, resoona101]¢tnes and term of office cf
Dep»erenp Cheirmen” :

The Senate Comm*utoe hao considered all the
3nform ticn laid before it, and now p:esbntc to Senate its

_recommendations on the responsibilities of Chairman, tnhz

methoas of appointment and length of term of" office. Under
Chairmen, it is *mposslbl to define the _
of Chairmen without &lso establishing the
of Departments to the university and to
et out a statement of such
e

b

res ponsioil

responsibil

Senate, and w
1

ctw

1cspon<1bi jties. Simitar statements are included for
Acting and Associate Chairmen. Finally we make recommendations
as .to stlterd , and on methods of inolar enting ovur

ions. ' : Co
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Dr. Maud has presented a disscnting report, referring
specifically to Section IV, His letter is attached to the
report. ‘ ' '

, We will at a later date make analogous recommendations
on the appointment, etc. of Deans. Some of the information

required to complete such a document 1s presently lacking and

we hope that Senate will be able to proceed with~“the present

document at this time, '

IN

d

DGT:mlh ' , D.G. Tuck



The Responsibilities, Method of Appointment,

‘and Tenure of Department Chairmen

Note: The following report is phrased within the context
of an academic Department as such units operate within

the Faculties of Arts and of Science. The Faculty of
.Education is organized into Centres. The Centre for
Communications and the Arts has a single Chairman and

docs not have any departmental structure. The Physical
Development Centre and the Educational Foundations Centre
have department Chairmen within each Centre and in - 4
addition a Chairman who co-ordinates the general operation
of the Centre. For the purposes of this report the
rceccommendations proposed for departmental Chairmen refer
equally to the Chairman, Centre for Communications and the
Arts and Chairmen of departments in the Physical Development
Centre and the Educational Foundations Centre.
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Cand Penure of Department Chadlrmen

I. Lepartiment Chairman - Responsibllities

1. (a) Within a Department, the basic position of a Chairman
is that of primus inter pares; he shall have the confidence
of his colleagues, and act as their spokesman. Within the
University, he shall be responsible for the administration
of the Depertment in accordance with the policies and
procedures oi the University.

(b) Within those matters which are properly under Departmental
jurisdiction, the basic policies of the Departiment will be
- approved collectively, although certain arcas of administrative
discretion must be left to the Chairman. In carrying out the
’ policics of the Department, the Chairman shall be guilded by
the Department meeting, by the appropriate Departmental
committees, and by consultation with his colleagues, as may
be applicable. The Chairman shall be responsible to the
Department for executing its policies, and may be recalled
for failure to do so.

2. (a) A Department may delegate to its Chairmen such powers
and functiocns as it deems advisable; such delegation may
include, if desired, supervision of the Department's

. ' performance of its responsibilities within the university
(see section III below).

(b) A Department may formazlize the relative powers of its
Chairman, of the Department, and of its committees through
the establishment of an accepted set of procedures in a
constitutional document. Such a document will not however
supergede a full statement of the responsibilities of a

epartment to the University as a whole; a statement of
such responsibilities is appended for the guldance of
Departments and Departmental Chairman..

JI., Departmental Chairman - Duties

1. The Department Chairman shall be responsible for ensuring
. that his department generates an academic plan, establishes
. its academic priorities, and carries out its intentions in
' this regard. Such a plan shall be arrived at through
maximum consultation within the Department, and, where
appropriate, outside the Department. -

2. The Department Chalrman shall present the annual budget
" estimates for the department, with supporting materials,
through the appropriate channels, to the President. The
‘ estimates shall be arrived at through such procedures as
the department deems advisable, and will be presented in
..a manner which conforms with recognized Universiiy practices.



ITI.

7.

- 2
The Departiment Chairman shall oversee the administration
and control of departmential funds within the approved

“budget, so as to ensure the best use of funds available,

in conformity with the academic, purchasing, personnel,
and financial policies of the university.

The Department Chalrman shall supervise the support
stalf{ assigned to his Department {o ensure efficient
and economical operatlon, and to ensure that, within
the limits of the staff at his disposal, the teaching

“and research activities of hls aepartment are adequately

supported.

The Department Chairman shall participate in the teaching
and research programs of his Department to an extent
compatible with his administrative duties.

The Department Chairman -shall pul the interest of his
department ahead of nhis own research interest or the

interest of his speciality or section within a given

Tield. .

The Department Chairman shall prepare :Tor the President
an annual report on the activities of his department up
to March 31 each year, and have it available by the close
of  the Spring Secmester.

‘The Responsibilities of Acadenic Departments

Acadenic departments at Simon Fraser University have the

following rcsponsibilitics, and will be held accountable
through tnelr Chairman for the performance of these

respons:blllbles.

1)

2)

3

Departments will be responsible for maintaining teaching
and research programs of the highest quality. They will
maintain interest in the well-being of students and
concern for the academic progress of the University. They
will ensure that the qualitj of teaching and scholarsnip
jn the Department is in accordance with the academnic

policy of the University, and will facilitate effective

- ¢ollaboration with other depa&menus. They will ensure that

their faculty and students are given every opporiunity to

‘participate in the academic llfe of the University, and to
_obtaln the maximum academnic benefit from their participation

in the Slmon Fraser Unlver51oy community.

Departments will be responsnble for mounting and maintaining
their teaching programmes, including the assignment of
specific courses, tutorials and. laborauory ClaSScS by

agreement among members of the Department through aooronzlate

‘ procedure
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Departments will recommend tO Senate, on the advice of
appropriate departmental committees and with the support
of the appropriate Faculty, the courses of instruction
to be offered in the depariment. ‘

4) A Department will engage in a continuous review of its

|

5)

2

9)

10)

PN

12)

operation to assure that it is functioning well within
the University and where appropriate through external
assessments, thatlis well regarded by the wider
academic community.

Depar{ments will ensure that there ére in the Department,
at all times, members of faculty assigned the duties of
advisors to students, and that the.Registrar is aware of

the names of these advisors.

Departments will collaborate with Senate and other
departments to ensure that duplication of courscs or
aclivities is avoided, and that the resources of
departments are used to the maxinum advantage of the
academic community. ’

Departiments will organise and supervise graduate work
in their departments in conformity with the policy and
practices of the Senate Graduate Studies Committee.

Depariments will recommend to the Dean, and on his
approval appoint, suitable Teaching Assistanis to
authorised positions and report these appointments to
the President each semester. : :

Departments will recommend to the President on the advice
of appropritie departmental and faculty cormittees, the
appointment of teaching stafi in their departments.
Departments will make recommendations’ to the President
‘through appropriate. departmental and -other-commiftees. on.
the ‘promotion, salary increase, renewal of appointnznis
and tenure, of department members.

.Departments will prepare annual budget estimates for the
Department through such internal.procedures as they shall

deen appropriate. .

Departments will arrange for thelr representation on
committees as necessary, and will ensure that each
department carries its fair share of the committeec work
required of faculty in the operation of the University.
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1%) Departiments will hold regularly scheduled meetings of

both departmental committeecs and of the whole depariment,
‘bearing in mind that individual members of the departiment,

as far as possible, must be protected Irom such extensive

involvement in commitiee work as would result in marked - ;
interference with their research activity or other ‘
scholarly pursuits.

14)

with acadenmic,

outside the University. S

Departments will maintain close and responsive contactl
cultural and other appropriate groups

Procedurcs Tor the Selection of Departmental Chairmen,

Review Committee

composition

T Ay .- \ P N N
Revicw Committee

Guvies

1-

2.

3.

Ascociate Chairmen, and Acting Chairmen

The procedures set forih below for
the seclection of Departmental

&

el
Chairman shall be initiated normally not

iater than six months prior to the
end oi the term ol office of &
Departmental Chairman.

At the approvrizte tinme (see IV-1
above), the President shall
request Senate to establish 2

ad hoc Senate commiitee, referred
to hereafter as a Review Comnmittlee,
under the chairmasnship of the Dean
of the Faculty involved. This
commitiee shall consist of the
Dean, the Acedemic Vice-President,
and two members of the Facully
concerned, nominated by tne
Faculty and approved by Senate.
The latter two members of Faculty
should not be from the Department
under review, ‘

The Review Committee will make
recommendations to the President,
as chairman of Senate, and to the

.department concerned, as to

whether the department is
functioning well within the
University and as to whether its
menbers are well regarded by the
wider academic community.
Departments should at all times

.hold themselves ready to present

to a Review Committee the results
of the continuing review referred
to in para III-4. :

Interim Council
IT-%4-6b and U-6¢;
the concept of &
Review Commitiee .
is accepted, dbut the
timing of its work
should precede ©
identifTicaticn ¢
individual as ¢

to avoid confusion
over the rezl 1

i.e. acadenic s

It shoula
Comnmittice,
Senzte is

be &
sinc

1% e A A
L aliad

)

(4

12
wn
o

>

Acadenic V.-2,
officic a voting

‘meroer of all such |

Committees.



Procedures follow-
ing favourabdle
recommendation
from Review
Conmmittee
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In preparlnn its recommendations,-

the Review Committee will consider
subnissions made to it by all
members of the department

_concerned, and by any other

interested persons.

- IL can be assumed that the Review

Committee's report of its findings
to Senate will in normal
circumstances, be favourable, in
which case the Department concerned
will be asked by Senate to select
its nominee for the p051tnon of
Chalrman. :

The Department will then decide on

(a) whether it wishes to select an
internal or external nominee

(b) the term of office of the
Chairman; this shall e not less
than two years, and not more
than five years. In any case,
the term shall be rencwable

once by agreement of both the
individual concerned and the
Departnent.

a) If the department decides to
select an internal candidate, the
Dean shall supervise the election
for the position of Chairman.

The person elected must be
acceptable to the majority of the
department; the definition of.
majority shall be arrived at by
the department prior to the
election.

Interim Council

II-4-6b

Interim Council secewm:
to consider outside
candidates only in
event of a Departmcen
in conflict with a
Dean's Committee
(II-4-6¢). An
acadenizally sound-
Department may wisin
seck an external
candidate.

Interim Council
II-%-3%

Interim Council
IT-h-4
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b) Ir the departiment decildes to "~ Interim Council Iz
select an external candidate, it no recommendations
‘ ' o shall form a Secarch Committee, on this point.
' the composition of which shall be .

.at the discretion of the department.
It may be thought advisable to
include mcmbbrq of faculty from
outside the Department, and/or the
Dean of the Faculty, on this
comnittee., The final recommendation

- of the Search Comnittee shall be
ratified by the department as its
nominee for the position,

¢) The department's nominece in

either a) or b) above shall be

recommended through the Dean to
the President for submission to
the Board of Governors.

Procedures follow- 7. In the event tha®t the Review

ing unfavourable Committee's report to Senate is

recomnendation . unfavourable, a ‘Chairman shall be

from Review _ " selected

Committee . by the following
procedures: :

‘ : - a) There shall be formed a search (].'nterim Council
: and nomination committee composed IT-L-Ta gave

of the Dean of the faculty concernxd, composition of this
three menbers of the department entirely to Deparims:

concerned elected by the department, this doecz nos seom wi.
the Academic Vice-President and two for a Departnsnt in .

members of faculty elected by the need of a boosti; tbis
Senate. This committee may, at its composition gilves the
discretion, choose a non-voting Dcparbmcnu an cqual
external advisor wno shall be in voice with Senald.)

the same discipline as the
. department concerned but from
\ another university.

b) Any member of ‘the committee shall
have the right to propose persons for
cons1derablon during the search;
specifically, the departmcnt
representatives shall bring forward
for conSLderatlon persons :
wno have been

suggested by members of the
department concerned. The committee
shall give most serious attention to

' all persons suggested by the
departmental regresentatives and
shall endeavour, where possible, to
recommend such a person- for the '
position. ‘
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8. The recommendation of the Search

9.

Committee (para 7(a) above) shall
be conveyed to the President for
submission to the Board of

. Governors.

a) The chairman cho<en oy the
department according to the
procedures set forth in
paragraphs 6 a), b), c) above
may be recalled according to

the following orocedur°°:

i) A peultlon signed by at least
one third of t{he members of the
department and presented to the -
Dean, followed by:

1i) A simple majority vote of
the entire department, this vote
to be held not earlier than
sixty days after the submission
of' the petition. Such a recall
vote shall not occur until a
chairman has been in office for
at least four months.

b) The Chairman who has been
selected according to the
procedures set forth in ,
paragrapns 7a, 7b and 8 above
shall not be subject to the
initiation of this recall
procedure until he has held
office for, at least 24 mont hs.

“is made.

" (This changes Intey

Council IT-k- Te., Lnﬂ
the department shzl:
ratify the candida:,
before recommrnaabza
It is.un-

likely .that dead wee
will welcome the woc.
cutter. This proceg;

“would seem to give i

department the
maximum Teasible
influence cf. Dufi-
Berdahl report "the
departmental voice
should be the pre-
dominant but not {he
exclusive one in the
choice of the new
chairman.

Interim Council
I1-4-11

A Chairman appointes?
this situation rco'ﬁ
a period of lxnUu\uJ
in which to bcost i
acadenic s»anaarq ci
the Departnment.
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A Department which fcels the need: - Interim Council

for adminisirative competence in II-4-8, It scems
addition to its Chairman, and which reasonable for a
wishes to formalise the position of Departiment to justi;
Associate Chairman, shall submit a the need for a senj.
statement of its case to the Dean permanent Associlsate
of its Faculty for transferd. to Chairman,

the President and the Board of :

Governors.. The procedures for

selection of an Associate Chairman-:

. will normally be those set out .in

paras. 6(a) and 6(c) avove. The
term of office of the Assoclate
Chairman shall not be longer than
that of the Chairman, and shall
not be less than twelve months.

In the case of the absence of the

departmental chairman, the follow-

ing shall apply: : '
a) where absence is to be of a Interim Council
short term (i.e. less than one II-4-9a, 9b
month) the chairman may aop01nt

an acting chairman.

b) in the case where absence is to

be longer than one month, or where

the position falls vacant without

notice, the associate chairman shall

fill the position as acting chairman

until the chairman returns or until

a2 new chairman is selected.

Departments which do not have an

associate chairman will normally

select an acting chairman according

to the procedures-set forth in

paragraphs 6a and 6¢c above,

Normal academic considerations will
apply in establishing the basic
salary of a Chairman, Assocliate

- Chairman, or Acting Chairman. In
addition to this salary, each shall

receive an extra stipend for the

" performance of his administrative

duties. This stipend shall be paid
as long as the person concerned

.continues to hold the posltlon 1n

question,
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Rescarch semester 1%, Departmentel Chairmen, Associate
' Chairmen and Acting Chairmen will

be entitled to research semesters
in accordance with normal
universitly practice, but shall not
receive the administrative stipend
(para. 12) if they choose not to
perform administrative duties
during such semesters.

V. Implementation of Recommendations
1.

All departments of the University will initiate selection procedures for
Chairwen by the procedures set out above, within

six months of the final acceptance of this policy

statement by the University.

2. The Academic Vice-President and the Dean of the
appropriate Faculty will prepare for Senate approval
a list setting out the order . in which the Departnents
of each Faculty will be reviewed by the procedures in
. para. IV-2 and IV-3 above. These lists will be
- presented to Senate within one month of the final
acceptance of this policy statement by the University.

e, 2 e %
N R .

L}

3. The term of service of all existing Heads, Acting
Heads and Chairmen shall be deemed to expire when
-2 Chairman, selected by the procedures in Section 1v,
takes office. Existing Heads, Acting Heads and
Chairmen will not be disbarred from selection as
Chairmen. - ' . )



Extract from Senate Minutes - July 7, 1969

Moved by B.D'Aoust, seconded by K.Burstein, that
" because

1) goodwill for a policy or a department is not easily
come by but can easily be lost, and

2) the greater probability of objectivity and competence
should help to avoid the nurturing of bad will,

moved,in principle,

that where a department's academic soundness is seriously
questioned,and whenever feasible, that outside authorities
within the department's general field of competence be
called in to assess its soundness.

MOTION CARRIED

NOTE:

The above motion does not form an integral part of Paper S.224, but

accompanies the. paper.
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