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There is no simple recipe that can be followed that will guarantee succ }ne'7(
applying for promotion or tenure. Many intangibles, including the subjective
judgment of peers as to what constitutes adequate quantity and acceptable quality
in an individuals professional performance are involved. It is not possible to make a
comprehensive list of all the specifics which must be met to insure promotion or
tenure at a given point in time. In the interest of fairness, however, in addition to
the statement of Reasonable Expectations for Microbiology Faculty [set down
separately (last revised October 1987)] we have attempted to describe the kinds of
activities the Department Personnel Committee (DPC) and the Department Chair
(DC) will be examining when it considers an application for promotion and/or
tenure, and the criteria it will be using in attempting to evaluate the present and
future value of a candidate to the department.
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Each prospective candidate for promotion or tenure should also become familiar
with the Agreement between the University and the current faculty collective
bargaining agent that is in effect at the present time, since this is the legally binding
contract which specifies their rights and obligations and the proper procedures to
be followed in applying for tenure or promotion, processing such applications,
dealing with problems that arise, and etc. The copy of the Faculty Handbook
contains additional information relevant to these issues, inasmuch as the
statements it contains apply wherever they have not been superseded by the
agreement mentioned above.

TENURE

By official University policy, criteria for tenure are somewhat different from
those for promotion. The Department and the University wish to recruit and retain
the best qualified faculty within the means of the University and the limits imposed
by the objectives of the Department. To do this, it is necessary that a tenure
decision be made only after very careful and thorough consideration and never be
awarded by default. Also, it should not be awarded when there is genuine doubt
about the propriety of such a decision in view of the long range interests of the
Department and the University.

In general, an applicant for tenure is expected to meet the same standards of
excellence in their performance in teaching, research, and service that are required
for an applicant for promotion. In the majority of cases in Microbiology, as in most
natural science departments, the candidate for tenure will be an assistant professor
at the top of their rank, who is also applying for promotion to associate professor.
Such candidates will be expected to meet all of the requirements for promotion in
order to be considered for tenure, as well as the additional requirements to be listed
below. The Department will not recommend such a candidate for tenure unless he
or she is believed to be qualified for promotion. Conversely, a candidate at this
rank will not be recommended for promotion unless there is every indication that he
or she is acceptable for tenure.
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PROCEDURES

The decisions to recommend for or against promotion and tenure rests with
both the Department Personnel Committee and the Chair. The Personnel
Committee consists of tenured faculty members who are members of bargaining
unit 07, represent each rank (to the extent that it is feasible, given the small size of
the Department) and are selected in an open lottery. Ordinarily, the Committee will
consist of five people. The members will serve for a period of one year. The
Department Chair is excluded from this Committee, as are all candidates for
promotion or tenure during the year of service.

1. Preliminary Conference

As soon as a faculty, member applies for a promotion or tenure, or is
automatically up for consideration by virtue of being at the end of their
probationary period, being at top of rank, etc., the individual concerned should
meet with the Department Personnel Committee for a preliminary conference.
The purpose of this conference is to discuss: (a) The timeliness of the
application; whether or not there is any reason why it should be deferred and a
request for extension of probation, or continuance in present rank, submitted.
(b) The assembly of the dossier and the kinds of information and supporting
data the committee would like to have supplied by the candidate. As specified
in the Agreement, (pp. 10 and 12) The Department Chair will assist the
candidate to prepare the-application if the latter so desires. :

2. Examination of the Dossier

After the candidates have submitted their dossiers, the Committee will evaluate
them. In addition, the Committee will solicit opinions of the candidate's
qualifications for promotion and/or tenure from all faculty members of the
Department who are not themselves being considered in that year. The letters
of solicitation will be included in the dossier along with the replies received,
which will not be regarded as confidential communications. The Committee will
also solicit evaluations of the published research of each candidate from
reputable scientists outside the Department.” The letters of solicitation will be
included in the dossier, but the replies will be held in confidence to the extent
legally possible. After the dossier has been evaluated, the Committee will hold
a second meeting with the candidate if (a) there seems to be a possibility that
the Committee will recommend against promotion or tenure, or (b) if the
committee expects to make a favorable recommendation but feels that the
candidates could strengthen their case in certain particulars. In either case, the
candidates will be invited to submit additional material to improve their case for
promotion or tenure.

If the recommendation is unfavorable, the candidate will be allowed to examine
the case against them, as prepared by the Committee, and submit a rebuttal. In
all cases, the candidate will be given a copy of the dossier. The decision of the
Committee is arrived at by a working consensus with no firm rules as to voting.
Effort is made to reach agreement, but if this is not possible, the dissenting
member has the prerogative of adding a minority opinion to the report. The
document produced by the Committee is signed by all of its members.

3. Vote of the Faculty

The Committee report is presented to the faculty of the Department of
Microbiology. Only tenured faculty members who are not themselves being
considered for promotion in that year and are members of bargaining unit 07
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may deliberate over the recommendations of the Committee. Committee
members vote for or against tenure or promotion. This vote is by secret ballot
and is added to the dossier.

The dossier with the Committee's recommendation is then forwarded to the
Chair, who will then write the Chair's recommendation. Both documents are
then forwarded to the Dean and the Office of Assistant Vice-President for
Academic Affairs for consideration by the Tenure and Promotion Review
Committee.

CRITERIA FOR PROMOTION

The activities on which evaluations will be carried out fall primarily into three

categories: Teaching, Research, and Service. Ideally, every professor should

perform brilliantly in each of these 3 areas. In practice, most of us find some areas

more congenial to our talents than others, and, while trying to do a competent job
in each, make major contributions primarily in one or two. Let us consider each of
these categories in turn.

Teaching

'

Amount: The Department of Microbiology attempts to distribute the joys and
burdens of teaching as equally as possible among all staff members. Everyone-
on the Department facuity is expected to take part in teaching the large general

‘courses and to teach advanced courses in fields of particular interest to them at

both 400 and 600 levels. Everyone is also expected to play a role in the
training of graduate students. Since our students are free to choose a research
director, some professors will have more M.S. and Ph.D. candidates under their
supervision than others, but it is expected that each professor will maintain a
research program of sufficient interest and significance that at least a few
students will be attracted to it. The Department is also committed to teaching
in the Biology Program and may undertake to teach other courses as a service
to other departments, programs, or groups in the future. People participating
extensively in such teaching will have their teaching loads within the
Department adjusted to maintain a reasonable equality of effort among the staff
members. Ordinarily, such assignments will be for a limited time and will be
rotated among different faculty members of the Department. Teaching in the
Biology Program will normally be balanced by a reduction in the amount of
teaching in the basic departmental courses without affecting the professor's
commitment to offer their usual advanced (400 and 600 level) courses. In
general, no matter what specific assignment a professor may have in a given
year or series of years, he or she is expected to be able to participate in
teaching the basic courses offered in the Department and to do so as needed, to
offer advanced level courses periodically {(normally once a year for 300 and 400
level courses, at least once every second year for 600 level courses), and to
supervise the training of graduate students conducting thesis and dissertation
research projects in their laboratory.

Beyond these essential teaching assignments, the amount of additional teaching
done by any staff member may vary substantially. A person with a strong
research orientation may not do any further teaching. Another may wish to give
a course in an area of interest that is sponsored by another department, perhaps
in collaboration with another professor from that department, or to do work in
an experimental program testing alternative modes of education. In general, the
Department will probably regard such work as constituting a worthwhile service
to the University and contributing to the development of the individual's
teaching skills. In some cases, the activity may be regarded as having dubious
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