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INTRODUCTION

It has been said that chairs are responsible for keeping all of the moving parts of an academic
department running smoothly and efficiently. Chairs do more than that; within the institution as
a whole they represent their departments and advocate for the department’s faculty. These
activities require more than skill — they require leadership. Chairs set the tone of a department
and serve as role models, particularly for junior faculty. Nowhere is this more important than
when conflicts arise.

It is, therefore, important that chairs have a good understanding of their rights, their duties and
the procedures in place to provide direction and address conflict. Despite good efforts, problems
do present themselves and it is one responsibility of a chair to help resolve them in a judicious .
and consistent manner. It is to everyone’s benefit that chairs succeed. That is the goal of this
Handbook.

The concept of this Handbook was first discussed at meetings of the Employee Relations
Committee (ERC), a joint union-management committee established by Article II of the
collective bargaining agreement. The ERC meets regularly to resolve problems that arise on
campuses and to make plain aspects of the collective bargaining agreement that need
clarification. Frequent requests from chairs for help in finding and interpreting information were
the impetus for assembling these pages.

Numbers in brackets that you see throughout the Handbook are page numbers in the 2009-2012
collective bargaining agreement for the day bargaining unit.! The agreement is posted on the
MSCA website at www.mseaunion.org. Questions can be directed to your chapter president,
MTA Consultant Donna Sirutis or the MSCA President’s Office.

In almost all respects this Handbook is a guide to and a summary of those provisions of the
collective bargaining agreement that concern department chairs. This Handbook does not
replace or modify the agreement. A working knowledge of the relevant provisions of the
agreement will therefore be of particular importance to any chair’s success.

Other documents relevant to chairs are referenced where applicable and are contained in the
appendices of this Handbook.

! This Handbook does not address the role of a DGCE chair; DGCE chairs are not in the day or DGCE bargaining
unit.




Some Advice on Maintaining Departmental Cohesion

We begin with some general advice. Since the department chair is central in establishing the -
culture of a department, a chair should model the behaviors that are desirable among members of
a department. If a chair is inclusive, respectful, candid and consistent in his or her dealings with
other members, then departmental cohesion and cooperation are more likely and fewer problems
will arise. To this end: '

1.

Have a clear understanding of what the members of the department expect of you and

“make sure that they have a clear understanding of what you expect of them. Ensure that

everyone has a part in establishing what those expectations are.

. Ask members what they feel they need from you to succeed and do your best to work

with them to meet their needs. Everyone should feel valued as a member of the
department.

Follow all contractual and departmental procedures in both their letter and spirit, even if
it feels like it is not important. Doing this consistently will prevent problems when it is
important.

All elections should be conducted by written, secret ballot and not by a show of hands or
voice vote. Follow this practice even if there is only one candidate.

Have regular department meetings with a published agenda to which everyone can
contribute items in advance. Listen to what everyone has to say and refrain from
interrupting others. Use a speaking list to avoid free-for-alls. Do not allow displays of
disrespect at meetings. Allow everyone to have his or her say (once) and then move to a
vote or the next item on the agenda. Pick your battles carefully; the fewer, the better.

Do not lead or join factions within the department. Listen to members’ complaints about
colleagues but do not reinforce quibbling. Whenever possible suggest that the members
deal with problems directly with each other first, but be willing to mediate when
appropriate. When conflicts occur be constructive and act to defuse the conflict. At all
costs, resist the temptation to retaliate against members who did not support your
positions on issues.

Involve everyone in the decision-making process even if you think you can predict the
outcome. Inform all members of the department at the same time and in the same manner
after decisions have been made.

Remember o treat all staff members as you do your department colleagues and make
clear your expectation that your department colleagues do the same. Staff members are
no less important to the smooth operation of the department than the members
themselves. - All employees should be respected and treated with dignity.



Communication is very important, but we offer a few words of caution.

It is important to keep the members of your department informed and engaged in the business of
the department. Doing so helps to assure members that they are a part of the department and
neither excluded nor marginalized. However, it is your responsibility, ultimately, to make
‘certain decisions and to keep the department functioning smoothly.

While email is a fast and efficient way to communicate, it should not replace face-to-face
meetings when such meetings are called for. An innocent sounding email or reply to someone
who is upset about an issue may be misinterpreted and make the problem worse.

Sending a pointed email to an individual, copied to a broader audience, is usually intended to
embarrass the individual. This is a recipe for disaster. Do not participate in such emails and ask
members of the department to refrain from doing so. An appropriate way of dealing with these
situations is for the individuals to speak with each other in person.

It is best to limit the use of email to items that are informational in nature or to electronically
transfer documents that other members may want to edit or comment on while still in draft form.

Professional discussions that should remain confidential (e.g., search committee deliberations,
-discussion of personnel actions, problems with students, grievance issues, efc.) should never be
transmitted on campus-based email or via personal email accounts from a college-based
computer. These communications should be conducted in face-to-face meetings, in writing or
between personal email accounts from non-campus-based computers.

It is important to remember that because you are public employees your emails, or a majority
thereof, are considered public records.




OVERVIEW OF RESPONSIBILITIES

The responsibilities of chairs appear throughout the collective bargaining agreement. A core list
is found in Article VI, Section A [59-60]. Below is an abbreviated version of that core list.
Consult Article VI, Section A, for a complete description of these responsibilities.

Note: the chair is not responsible for determining if a faculty member may, consistently with the
requirements of the State Ethics Statute, use his/her own textbook in a class. That decision lies
with the president of the college or other managerial employee designated by the president.

1. Provide for the scheduling of courses and other departmental functions
2. Make recommendations regarding the curriculum

3. Assist in program reviews
4

. Assist in the recruitment of faculty

bt

Request supplies, equipment, library holdings, efc.
6. Maintain communication with students and faculty regarding departmental matters

7. Oversee advising; assign student advisees on fair and equitable basis; evaluate faculty
with respect to the quality of advising "

8. Conduct faculty evaluations
9. Advise faculty of the receipt of a substantial complaint

10. Seek to resolve student/faculty complaints and other intra-departmental disputes
informally

11. Prepare annual and long-range academic and budgetary plans

12. Maintain an inventory of departmental equipment and develop long-rahge plans for its
replacement

13. Meet with the Vice President, any appropriate dean or deans, department members, and
departmental committees to coordinate activities

14. Make recommendations regarding class sizes

15. Supervise clerical and non-unit staff (If you have questions about any supervisory
responsibilities, please consult Human Resources concerning relevant provisions of the
AFSCME Agreement.)

16. Carry out other duties assigned by the Vice President




EVALUATIONS

Department chairs play a central role in the evaluation of faculty. Chairs both conduct
evaluations and manage the evaluation process within the department.

Some general principles apply to the conduct of all evaluations:

1. No member of the bargaining unit shall serve on an evaluation committee or otherwise
participate in the conduct of an evaluation if to do so would constitute a conflict of
interest or the appearance of a conflict of interest [88].

2. All evaluators are bound to keep confidential all aspects of an evaluation [88].

3. Evaluations shall not include incidental observations [93].

The forms you will need to fill out during the evaluation process are appendices to the collective
bargaining agreement. Most of these forms are posted in electronic form on the Bridgewater
State College website at: http://www.bridgew.edu/fac_eval_forms/
Personnel Calendar

The deadlines for steps in the evaluation process are set forth in a Personnel Calendar (Appendix
M in the Agreement) which is published annually. The Personnel Calendar for academic year
2009-2010 is included as Appendix 1 to this Handbook.

Terminology
Review Period
The review period is the period during which the work that is being evaluated was actually
performed [92-93]. It may be as short as a single academic year or encompass many. The
standard review periods are these:

1. Evaluation for annual tenure-track reappointments: the one-year period preceding the
year in which the evaluation is conducted. These evaluations begin in the second year of

a faculty member’s service and so the first review period encompasses the first year of
the faculty member’s service.

2. Evaluation for tenure: the entire period of the faculty member’s service at the College
while on tenure track.

3. Evaluation for promotion:

a. If there has been a prior promotion, the entire period since the last promotion,
including the “evaluation period” (described below) for that last promotion. For
example, if a faculty member was last evaluated for promotion during academic year




2002-2003, was promoted with effect on September 1, 2003 and is now being
evaluated for another promotion in 2009-2010, then the review period for this latest
promotion includes academic year 2002-2003 and all ensuing academic years up to
the point in the fall semester of academic year 2009-2010 at which he or she submits
his or her materials.

b. If there has been no prior promotion, the period since the faculty member’s initial
appointment to a tenure-track position.

During the conduct of any evaluation, it is permissible to consider a faculty member’s
performance during any prior review period. When evaluating a tenure-track faculty member for
reappointment during his or her fourth year of service, for example, it is permissible to consider
his or her performance, not just during the immediately preceding year, but during prior years as
well.

In general, the review period ends when the evaluation itself begins, i.e., when the candidate (for
reappointment, promotion, tenure or post-tenure review) submits materials for the evaluation.

Evaluation Period

The evaluation period follows the review period; it is the period during which the evaluation
itself takes place [93]. An evaluation period also begins (and falls within) the review period for
the next evaluation.

Generally speaking, the documentary materials used in the conduct of an evaluation are materials
that have been generated during the review period and must be submitted at the commencement
of the evaluation period. A few materials that may not be available until the evaluation period
has begun are nonetheless treated as falling within the review period. Classroom observations
conducted during the fall semester of an evaluation period are the most important of these. The
Student Instructional Report II (SIR II) reports for the previous spring may not arrive before the
candidate submits materials. However, when they become available, the chair must include them
in the materials for the evaluation already in progress, along with any written comments the
candidate cares to include relative to them. :

Review Year
One term in Article VIII-C, which deals with post-tenure review, may cause confusion. In
Article VIII-C the term “review year” means the same thing as evaluation period in Article VIII

[127]. Please note that post-tenure review will not be conducted during academic years 2009-
2010 and 2010-2011.

Materials Used in Evaluations

A dossier of materials is the basis for every evaluation [94-102]. Certain of the materials the
faculty member must submit; others the chair must assemble [104-105]. Among the materials




for which the chair is responsible, two — student evaluations and classroom observations — are
described below.

Student Evaluations

In this section and the next (Classroom Observations), the term “faculty member” refers to both
faculty and librarians who teach courses within your department.

Student evaluations shall be used when evaluating the teaching effectiveness of faculty members.
They are to be used to the extent possible to “discern the pattern or patterns evidenced with
reference to teaching effectiveness” [94, 99] and “‘shall be used giving due consideration to the

number of courses and sections that were being taught” by the faculty member being evaluated
[94, 99]. :

The chair must arrange for the administration of student evaluaﬁons.
A. Evaluation Instruments
1. Student evaluations of lecture and laboratory courses are administered using the SIR II
instrument [Appendix C-3]; and in all such courses the faculty member must prepare the
Instructor’s Cover Sheet [Appendix C-2].

2. In all other instructional settings student evaluations are administered using the Student
Instructional Rating Form for Non-lecture and Non-laboratory Courses [Appendix C-4].

3. The college is responsible for administering the web-based version of S]R II to students
. enrolled in online courses.

B. Procedures for Administering Student Evaluations
1. Frequency

The department chair must obtain student evaluations before the end of each academic
semester for:

a. Full-time temporary and tenure-track faculty: in all sections of all courses.

b. Tenured faculty: in one section of each type of course, unless the unit member, the
chair or the Vice President has requested that student evaluations be glven in
additional sections or courses.

c. Part-time faculty: in all sections of all courses.




2. Procedures

a. The chair or his/her designee (not a student) must administer student evaluation forms
at a time arranged in advance with the faculty member.

'b. No faculty member shall administer student evaluations in his/her own classes.
c. Pursuant to the directions in Appendix C-1, the person administering the forms shall:

» Explain the use of the forms,

* Distribute forms to the students,

» Indicate that written comments are prohibited,
* Collect the completed forms,

* Record on the Instructor’s Cover Sheet the number of completed formé returned,
and

* Deliver the forms to the department chair (if a designee administered the forms),
- who shall transmit them to the Vice President.

»  Assure that none of the forms are altered or discarded after students have filled
them out.

d. The faculty member whose class is being evaluated shall not be present nor shall a
summary of the results be made available to the faculty member until final grades for
his/her classes have been submitted.

3. Miscellaneous Provisions

No faculty member shall be given a negative evaluation by sole reason of the fact that
his/her student evaluations, as revealed in summary format, are less favorable than those
of another member of the department. Moreover, no such comparison of faculty
members in one department with those in another is allowed.

“No student evaluation... shall be published or conveyed to any person save in
accordance with the provisions of [Article VIII], of Article IT and of Article XV1.” [94,
99] ’ _

- Because no student evaluations were administered at the time, the absence of student
evaluations from the record for the following semesters shall not be considered either
positively or negatively when evaluating a faculty member’s teaching effectiveness [95-
96, 101]:

. Fall 1999 - Spring 2004
- Spring 2000 . Fall . 2004
. Fall 2000 . Spring 2005
. TFall 2003 .« Fall 2005




Since student evaluations of distance education courses may not have been administered
prior to the spring semester of 2008, the absence of student evaluations from the record
for such courses prior to the spring semester of 2008 shall not be considered either
positively or negatively when evaluating a faculty member’s teaching effectiveness [96,
101].

Due to technical difficulties student evaluations were not administered for distance
education courses during the spring semester of 2008 at Fitchburg and Salem State
Colleges. Therefore, the absence of student evaluations from the record for such courses
prior to the fall semester of 2008 at these two colleges shall not be considered either
positively or negatively when evaluating a faculty member’s teaching effectiveness [96,
101].

Classroom Observations

Classroom observations must be conducted and incorporated into the evaluation record when
evaluating the teaching effectiveness of faculty members.

The chair must conduct classroom observations in connection with each evaluation of a faculty
member for reappointment, promotion, tenure or post-tenure review. A record of each classroom
observation must be recorded on Appendix D-1(a) (classroom observation) or D-1(b) (an
electronic observation) of the Agreement, as may be appropriate.

Frequency:
The frequency of the conduct of classroom observations and the courses/sections to be observed

are given in the table below; see the Agreement for the specific language [96-98, full-time; 101-
102, part-time].

Faculty Status 2 nd Courses/Sections Observed? Which Semester(s)?
Personnel Action
First-year: One section of each course. Fall and Spring semesters.
reappointment
Second-year: One section of each type of Fall and Spring semesters.
reappointment course; no more than two
| observations.
Third-year: One section of each type of Fall and Spring semesters.
reappointment course; no more than two
: observations.
Fourth-year: One section of each type of Fall and Spring semesters.
reappointment course; no more than two
observations.

2 If the faculty member is teaching both distance education and in-class courses, one observation in each.
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Fourth-year: promotion | One section of each type of Fall and Spring semesters of
from Instructor to course; no more than two fourth year (none in Spring if
Assistant Professor observations. promotion denied prior to being
: conducted).
| Fifth-year: One section of each type of Fall and Spring semesters.
| reappointment (hired on | course; no more than two
or after 1-1-2006) observations.
Fifth-year: tenure (hired | One section of each type of Only Fall semester of fifth year,
before 1-1-2006) course; no more than two ‘unless candidate for promotion
observations. ‘ evaluation the following year.
Sixth-year: tenure One section of each type of Only Fall semester of sixth
(hired on or after 1-1- course; no more than two year, unless candidate for
2006) observations. promotion evaluation the
| following year.
During any terminal None. None.
year
Any other faculty One section of each type of Last Spring semester of review
member for promotion | course; no more than two period (Fall semester of
observations. evaluation period if not done in
the Spring).
Full-time temporary One section of each type of First and third semesters.
course; no more than two
observations.
Part-time One section of each course. | The semester of an evaluation.

Post-tenure review

One observation only.

Fall semester of evaluation
period.

Meetings with the Faculty Member:

The chair must meet with a full-time member of the faculty both before and after each classroom
observation [97]. The chair need meet with a part-time member of the faculty only before each

classroom observation [102], but a chair may meet after the classroom observation at the request
of the either the faculty member or the chair.

It is recommended that the post-observation meeting include a review and discussion of the
chair’s draft D-1(a) or D-1(b) form. That way, the faculty member may provide clarifications or
explanations before the final form is completed.
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DEPARTMENTAL ADMINISTRATION

Assignment of Faculty Work

Scheduling/Course Assi ents

The assignment of courses and schedules to each faculty member must take account of a
series of considerations that are detailed at Section A(4)(a) of Article XII of the
agreement; those provisions should be consulted when preparing schedules and making
course assignments [189-190].

Preliminary schedules must be distributed after consultation with faculty members [189].

A final written schedule, which is subject to approval by the Vice President, must be
provided to each faculty member [190].

Only the Vice President can change a teaching schedule or cancel a class within thirty
(30) days prior to the first day of classes in any semester [190].

The department chair shall notify the chapter president of any changes in teaching
schedules or course cancellations that occur within thirty (30) days of the beginning of an
academic semester [191].

Faculty Workload

No involuntary assignment is to be made after 4:30 p.m. or on Saturday or Sunday [187].

The academic year runs from September 1 through May 31 (except when otherwise
provided at the Maritime Academy) [187].

Faculty may request special schedules for academic reasons [187].
Assignments may be made on fewer than five days a week [186].

A faculty member may not teach more than ninety-six (96) semester hours of credit of
instruction during the four academic years 2008-2009 through 2011-2012 (24 courses at
Framingham State); where that number is exceeded, adjustments must be made as
promptly as practicable so that the contractual average is maintained over time [186].

Compensatory adjustments for extraordinary workloads should be made as promptly as is
practicable [200-201].

The Conduct of Departmental Business

Departmental Procedures

Each department must have in place certain written departmental procedures. These
procedures must be published and made available to all department members. (See
Appendices 4 and 5 of this Handbook for suggestlons ) The procedures must address the
following matters [67-68]: _
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