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I
Introduction

1. The President’s Taskforce on Tenure was established in October 2006, with membership drawn from all faculties (see Appendix A — Tenure Taskforce Membership) and charged with making recommendations on re-instituting tenure at AUB. 

2. The Taskforce held 18, 2-hour meetings. During its work, the Taskforce had valuable input from President Waterbury, who attended some of the meetings or otherwise sent in comments on the minutes, and supplied relevant material of various types. 

A draft report was produced and circulated to all members of faculty at the beginning of the summer of 2007. Town meetings to discuss the draft report, one for each faculty/school, were held in October 2007. The feedback from these meetings led to substantive modifications and changes that are now incorporated in this final report.
3. The Taskforce agreed to work as far as possible by consensus. Happily, this was achieved on all issues bar one, that of ‘criteria for granting tenure’, for which it was agreed to represent the two viewpoints that crystallised after a great deal of debate and narrowing of differences (see III).

4. The rest of this report is in five parts. Section II presents the main recommendations. Section III addresses criteria for granting tenure. Section IV presents the recommendations regarding arrangements for transition to the recommended tenure system. Section V offers some ideas on improving working conditions, particularly for junior faculty. Finally, Section VI offers miscellaneous recommendations.
II
Main Recommendations

1. Having considered the Vest Report and all relevant issues, the Taskforce unequivocally recommends that AUB adopt and implement a formal and uniform tenure system.  By enhancing academic freedom, facilitating the hiring and retaining of outstanding faculty, raising standards of performance, and building long-term institutional loyalty, such a system would serve AUB well in its effort to improve continuously the quality of teaching and research.

Moreover, the remarkably rapid progress made by AUB in recent times has put it well on the way to becoming a Doctoral / Research university, which should make introduction of a tenure system even more urgent.  The Taskforce, therefore, recommends that AUB move speedily to announce a new tenure system unambiguously, and initiate the necessary transition immediately thereafter.

2. The Taskforce  recommends that tenure be granted on promotion to associate professor, with a candidate applying  by the seventh year, for decision in the eighth, with the ninth being terminal if promotion is denied. A tenured associate professor may apply for full professorship at any time, but may also remain in the tenured associate professor rank indefinitely. 
Recommending a relatively lengthy probationary period is in recognition of the fact that research conditions and facilities at AUB are less favourable than in the average American tenure granting institution.
The recommendation that tenure be granted on promotion to associate professor, rather than to full professor is based on the following considerations: 
· It is in line with the prevailing norm in American higher education.

· Too long a probationary period would lead to stultification in both teaching and scholarship, since probationers tend to play it safe, eschewing innovation and enterprise.

· Awarding tenure exclusively to full professors would make it difficult to recruit from other institutions both assistant professors already on short tenure tracks and tenured associate professors.

· Awarding tenure to associate professors protects early those who pursue unpopular or contrarian lines of enquiry; thereby enhancing academic freedom.

· Awarding tenure to associate professors gives the self assurance necessary for effective university governance.

· Too long a probationary period would make it difficult for those who do not make it to re-launch their careers.

3. The Taskforce recommends that tenure decisions be final, except when a faculty member alleges that procedural irregularities or discrimination because of race; colour; religious, political or other belief; gender or sexual orientation; age; or national origin contributed significantly to a decision not to grant tenure. 

4. The Taskforce recommends that the probationary period (while an assistant professor) be covered by two contracts, with pre-tenure reviews taking the form of annual reviews, as well as a major, rigorous contract renewal review (see also V.3 below).

5. The Taskforce carefully considered the issue of post-tenure reviews. It concluded that such reviews vitiate the very principle of tenure. However, the University should have at its disposal sufficient powers to enable it to deal with rare cases of dismissal for adequate cause, with ‘adequate cause’ being broadly defined as professional unfitness for being a tenured faculty member, the evidence for which may include, but is not limited to, manifestly gross inefficiency, persistent intentional neglect of duty, or serious personal misconduct. In this regard, clear procedures for bringing charges, conciliation, hearings and appeal should be defined and promulgated.

Moreover, the Taskforce recommends that post-tenure reviews leading to determination of things like salary adjustments, levels of authority, and involvement in decision making processes be conducted annually, much in the manner stipulated by current regulations (see alsoVI.4 below)..
6. The Taskforce recommends that the only other cause for possible termination of the appointment of a tenured faculty member should be the bona fide discontinuance of a unit (department / track / program) due to force majeure.  Clear procedures for termination due to discontinuance of a unit should be defined and promulgated, including standard provisions (e.g., if a unit is discontinued, serious efforts to reassign every tenured faculty member of that unit elsewhere should be made before termination is considered; merger or consolidation of two or more units into a single one should not, for the purposes of termination, constitute a discontinuance of the pre-existing units). 
7. While a Faculty or School may have, or institute, a non-tenure professional practice professorial track, with designations such as clinical professor or professor of practice, or may have a non-tenure track of instructor-lecturer–senior lecturer, the Taskforce recommends that tenure provisions apply only to those appointed to the tenure track of assistant–associate– full professor. A faculty member who fails a tenure review may not be readmitted to the tenure track. Moreover, moving from a non-tenure track to the tenure track should not be possible, except when a person is appointed ab initio to a non-tenure track, in which case s/he may, at the discretion of the University, be moved to the tenure track. The time limit for applying for tenure would then be set from the time of appointment as an assistant professor. 

8. The Taskforce considers that the success of the tenure enterprise would be crucially contingent upon use of appropriate criteria for granting tenure. It, therefore, recommends that the current promotion criteria be refined to achieve greater clarity of expectations, without falling into prescription (see III below). However, while the recommended refinement is desirable, it is by no means essential for the tenure enterprise to proceed.
9. Wide acceptance of orderly transition arrangements by existing faculty is a worthy objective. Hence, the Taskforce recommends that a system of transition be designed carefully, not only to be equitable, but also to be seen to be equitable (see IV below). Nevertheless, no matter how worthy an objective wide acceptance is, the Taskforce believes the interests of the institution demand that the tenure enterprise proceed, even if faced by some opposition.
10. To justify requiring high standards for promotion and grant of tenure, the Taskforce recommends that the University move gradually, but quickly, towards providing faculty working conditions approximating, as far as possible within the constraints of available resources, those prevailing in leading American tenure-granting universities (e.g., reduction of teaching loads and administrative duties of junior faculty, and increase of start-up funds).

III
Criteria for Grant of Tenure

There was consensus among members of the Taskforce about the primacy of academic, particularly research, achievement among the criteria for granting tenure. However, one viewpoint favoured adding to the usual trio of ‘research’, ‘teaching’ and ‘service’ a  fourth separate category of ‘academic enterprise –– knowledge transfer’, arguing that it is important to cultivate thereby an ethos of contribution to society at large. Proponents of the second viewpoint maintained that this may in practice detract from the primacy of academic excellence about which there is consensus. 

Additionally, proponents of the first viewpoint argued that it is important to weight the various criteria clearly and offered a matrix illustrating such a weighting. Appendix B presents articulations of two alternative schemes, each expressing one of these two viewpoints, which, in fact, have a great deal in common. However, it should be clear that Appendix B is the result of preliminary, by no means definitive, work.
IV
Transition

1. Ideally, all professors who are in post when the tenure system comes into force would undergo a tenure review. However, in the interest of securing a smooth transition, the Taskforce recommends arrangements along the following lines:

a. Assistant professors who are in post when the tenure system comes into force would become subject to it immediately; i.e., a candidate applies by the seventh year, for decision in the eighth, with the ninth being terminal if promotion is denied. 
b. An associate professor who is in post when the tenure system comes into force could apply for tenure as an associate professor at any time, but not later than the fifth year in rank as an associate professor, for decision in the next year, with the year following that being terminal if tenure is denied. The associate professor may also apply for promotion to full professor at the same time, in which case she may be granted both tenure and promotion, or tenure as an associate professor only without promotion, or neither. 
c. Full professors who are in post when the tenure system comes into force may apply for tenure only once. A full professor who chooses not to apply for tenure or fails to gain tenure would continue to be employed under the current system. The rights and duties of a full professor who has not applied for tenure, including participating in the appraisal of promotion and tenure cases, would remain unchanged. However, the final recommendation on both promotion and tenure cases would, in the interim, rest with a college of evaluators (see IV.2 below)
. 
a. In judging, as part of the tenure review, the research record of an associate or full professor who is in post when the tenure system comes into force, time-in-post would be taken into account when assessing the requirement for a sustained output of high-quality publications. However, periods of major administrative / service responsibilities would also be taken into account.

2. The Taskforce recommends that until such time as there are enough tenured faculty members in various departments to operate a voting system similar to the one currently in force for promotions, the University, with the help of the Academic Committee of The Board of Trustees, would form a college of external evaluators for judging all applications for tenure. Whenever a faculty member is granted tenure, s/he joins the college. Members of the college of appropriate rank would also in the interim make final recommendations for granting tenure to a full professor or promotion to the full-professor rank.
V
Miscellaneous Issues
The Taskforce recommends:

1. That ab initio appointment to the professor or associate professor rank be offered with tenure.

2. That the length of the probationary period for assistant professors who have served at an academic institution other than AUB be negotiated on appointment.
3. That annual reviews of assistant professors be reinvigorated and considered mainly formative. In addition, a serious summative evaluation should also be conducted in the penultimate year of the first contract period (It is envisaged that the probationary period would be covered by two consecutive contracts). 
4. That tenured faculty submit an annual report on their activities and achievements to be made public as part of the annual report of the unit concerned.

5. The adoption, if and when available resources allow, of a system of parental leave as generous as those implemented in most American universities, including stopping the tenure clock.
6. That the University develop and offer adequate retirement packages to tenured faculty who opt for voluntary retirement.
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Appendix B

Criteria for Promotion to Associate Professor / Grant of Tenure

This appendix presents articulations of two alternative schemes, each expressing the two contrasting viewpoint that crystallised through discussion by the Taskforce of the issue of criteria for grant of tenure. In fact, the two viewpoints have a great deal in common. Moreover, it should be clear that the following is merely indicative; since it is the result of preliminary, by no means definitive, work.
Scheme 1

To award tenure to an applicant to the rank of Associate Professor, the University would seek to recognize and reward achievement in the three following areas: 

a. Research

b. Teaching 

c. Service to the University, to the Profession and to the Community at large. 

A.
Research

Main criteria:

· Evidence of original and independent research, resulting in a sustained output of high-quality research publications, with evidence of a capacity to attain an international reputation.  

Additional criteria:

· Evidence of other research or professional achievements, such as a sustained track record of invited international and regional conference contributions, invitations to referee or review international and regional publications, and external professional practice. 

· Where appropriate and possible, a record of continued success in attracting funds and of achievement in significant research projects and consultancy work having research elements.

B.
Teaching 

Main criteria:

· Satisfactory teaching, involving an appropriate range of teaching approaches attested in teaching portfolios. Teaching is further judged by standard evaluation methods, e.g. ICEs. 

Additional criteria:

· Capacity to teach at both undergraduate and graduate levels, if appropriate. 

· Demonstrable willingness to adopt innovative teaching approaches.

· Contribution to the planning and development of courses within the relevant subject area.

· Evidence of application of research results and scholarship to teaching.

· Publication in subject-education journals of teaching articles; including cases, spreadsheet applications, review and opinion articles, resource reviews, and discussions of impact of new technologies and new methods of assessment.

· Receipt of Teaching Excellence Award. 

C. Service to the University, to the Profession and to the Community at large. 


Main criteria 

· Providing student guidance and advising. 

· Involvement in University, Faculty and departmental academic governance

· Success in transferring research results and/or expertise to the community at large.

Additional criteria

· Evidence of academic enterprise and innovation in identifiable enterprise or cultural activities.

· Evidence of involvement in knowledge transfer to industry, commerce, government or NGOs at the national, regional, and international level. 

Failure to meet the MAIN criteria in research, teaching and service would preclude grant of tenure. A strong research record may however compensate for poor service but not for poor teaching. 
Scheme 2
In seeking to promote an applicant to the rank of associate professor and grant tenure, the University would seek to recognize and reward achievement in the four following areas:

a. Research

b. Teaching and Learning

c. Service and Leadership

d. Academic Enterprise and Knowledge Transfer.
2. In the detailed requirements below, expectations of achievement in research are divided into two levels, credible and excellent; and in ‘teaching and learning’ to three, pre-qualifying, credible and excellent, 

3. Failure to reach the credible level in ‘research’ would normally preclude promotion and grant of tenure.

4. Failure to reach the pre-qualifying level in ‘teaching and learning’ would normally preclude promotion and grant of tenure.

5. An excellent level of achievement in research and a pre-qualifying level of achievement in teaching would normally suffice for promotion and grant of tenure.

6. A credible level of achievement in research and an excellent level of achievement in teaching would normally suffice for promotion and grant of tenure.

7. A credible level of achievement in 3 of the 4 areas, including a credible level of achievement in research and at least a pre-qualifying level of achievement in teaching would normally suffice for promotion and grant of tenure.

Detailed requirements for each area of activity 

A. Research

[i] Credible level of achievement

· Evidence of sustained output of high-quality research publications, or other recognised forms of output, with evidence of a capacity to attain an international reputation. 

· Evidence of other research credibility, such as a track record of invited international and regional conference contributions, and invitations to referee or review international and regional publications. 

· Where appropriate and feasible, a record of continued success in attracting funds and of achievement in significant research projects and consultancy work having research elements.

· A record of continued successful PhD supervision, where available.

[ii] Excellent level of achievement 

The above, in addition to:-

· Evidence of an established international reputation in a research field through, for example, publication of original research in books or monographs, commissioned publications, successful conference organisation and editorship of proceedings, regular invitations to participate in major conferences as a keynote speaker. 

· Where appropriate and feasible, a sustained record of attracting funds, and of leadership of, and collaboration in, significant research projects and consultancy work having research elements. 

B.
Teaching and Learning

[i] Pre-qualifying level of achievement 

· Satisfactory teaching, involving an appropriate range of teaching approaches, judged by standard evaluation methods, e.g., annual course monitoring reports, peer observation and ICEs. 

· Capacity to teach at both undergraduate and graduate levels, if appropriate. 

· Competent setting and evaluation of varied assessments, with adequate feedback where appropriate.

· Demonstrable willingness to adopt innovative teaching and assessment approaches.

· Contribution to the planning and development of courses within the relevant subject area.

· Evidence of application of research results and scholarship to teaching.

 [ii] Credible level of achievement 

The above in [i], in addition to:-

· Development of novel or innovative approaches to teaching and assessment.

· Development of new courses or programs or significant components of programs.

· Proven and sustained track record of a high standard of teaching performance, as judged by standard evaluation methods.

·  Successful administration of teaching activities, including coordination multi-section courses.

· Successful supervision of non-professorial and part-time teachers.

[iii] Excellent level of achievement
The above in [ii], in addition to:-

· Development of major teaching/learning facilities (e.g., teaching laboratories, including computer laboratories) and related teaching materials.  

· Publication of widely used, authoritative textbooks and/or teaching materials.

· Publication in subject-education journals of teaching articles; including cases, spreadsheet applications, review and opinion articles, resource reviews, and discussions of impact of new technologies and new methods of assessment. 

· Contributions to international or regional curriculum debate, as evidenced by publication of relevant papers. 

· Contributions to teaching policy and practice both in Faculty/School and in University at large, including playing a leading role in the activities of the Centre for Teaching and Learning and the Academic computing Centre. 

· Receipt of Teaching Excellence Award. 

· Exceptionally positive feed-back on teaching quality, as judged by standard evaluation methods. 

· Evidence of a national/regional teaching reputation, as manifested by, for example, invitations to teach elsewhere, contributions to program development elsewhere, participation in accreditation work elsewhere, and teaching contributions for professional bodies.

C.
Service and Leadership

Credible level of achievement 

· Successful and conscientious provision of support, care and guidance (advising) to students. 

· Efficient performance, over a period, of routine service/administrative duties, either within or on behalf of the Faculty/School, including committee membership. 

· Contribution to work on applications for external registration and accreditation of programs.

· Successful prosecution of a major executive task at Faculty/School level or Department/Track level (e.g., chair of a department or convener of a track). 

· Evidence of a capacity to contribute creatively and constructively to the management of Faculty/School or department/track. 

D.
Academic Enterprise and Knowledge Transfer

Credible level of achievement 

· Evidence of involvement in knowledge transfer to industry, commerce, government or NGOs. 

· Promoting and maintaining links with industry, business, the professions and the community at large. 

· Evidence of academic enterprise and innovation in identifiable cultural or enterprise activities.

· Involvement in creation of and/or commercial exploitation of intellectual property.

· Success in transferring research results to commercial, professional or other practical use.

· Significant involvement in national, regional, and international enterprise bodies.

Scenarios

	Teaching 
	Research
	Service
	Enterprise
	Probable outcome
	Comment

	– P
	*
	*
	*
	F
	Failure to reach the pre-qualifying level in  teaching precludes tenure

	*
	– C
	*
	*
	F
	Failure to reach the credible level in research precludes tenure

	P or C or X
	X
	*
	*
	S
	An excellent level of achievement in research compensates for lack of credible achievement in two other areas

	X
	C
	– C
	– C
	S
	An excellent level of achievement in teaching compensates for lack of credible achievement in service and enterprise

	At least 3 Cs, including a C in research and at least a P in teaching
	S
	

	Only 2 Cs
	F
	


Notation

P = Pre-qualifying level achieved; – P = Failure to achieve pre-qualifying level 

C = Credible level achieved; – C = Failure to achieve credible level

X = Excellent level achieved

S = Success; F = Failure

* = any
� When matters pertaining to the transition period for full professors were discussed, only the full-professor members of the Taskforce opined and provided recommendations. However, the conclusion reached has the support of all members.
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