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This memorandum summarizes the processes and decisions associated with this year's central position management (CPM).  The memo reviews the process, gives a global summary of the allocations made, and discusses the rationales used in making these decisions.  Deans and department heads should already have received specific decisions about individual departmental requests.  Spreadsheets detailing the budgets for the capture and reallocation of positions for fiscal year (FY) 2002 are available at the Academic Affairs website, at the following URL.

http://uwadmnweb.uwyo.edu/acadaffairs/PolicyStatements/cpm_web_info_01.xls
The process

A document describing CPM is available on the Academic Affairs web site, at

http://uwadmnweb.uwyo.edu/acadaffairs/PolicyStatements/posn_ctrl.doc
Broadly speaking, three rules govern the process.

1. The resources at stake are salaries associated with tenured and tenure-track faculty and extended-term and extended-term-track academic professionals (APs).

2. At the end of each fiscal year, Academic Affairs captures salary monies vacated during the fiscal year.  In the current report, the captured resources of interest are those associated with positions vacated during FY 2001.

3. Academic Affairs reallocates all captured monies back to the colleges for the new fiscal year, following a set of discussions in which college deans present their requests, and following other salary-related adjustments such as mandatory promotion raises.

Two implications of the third rule are worth highlighting.  First, CPM does not increase or decrease the total amount of money budgeted for faculty and academic professional salaries.  It leaves that amount unchanged but allows shifts in the distribution among academic units.  Second, neither does CPM guarantee the preservation of a constant number of faculty and academic professional positions.  The number of positions filled in any year depends directly on the amount of money in the captured pool, the sizes of the salaries authorized, and other salary-related uses of the money.  The relationship of the number of authorized searches to the number of positions vacated is indirect.

During Spring 2001, the process followed this schedule:

· 7 March:
College deans received a call for position requests.

· April:

Deans and administrators in Academic Affairs met for preliminary discussions.

· 14 May:

Position requests were due in Academic Affairs.

· Mid-June:
Deans and central administrators met to hear case statements.

· Early July:
Academic Affairs held further discussions with college deans.

· Late July:
Academic Affairs transferred reallocated resources to the colleges.

Summary of allocations

For the period 1 July 2000 through mid-June 2001, Academic Affairs captured 52 faculty and academic professional positions vacated through resignations, retirements, and reappointment denials of tenured, tenure-track, extended-term, and extended-term-track employees.  The salaries attached to these positions totaled $2,861,374.  This sum includes the administrative stipends left behind by deans who returned to faculty positions in their home departments. 

College deans submitted requests for authorizations to fill a total of 56 positions, for a total of $3,092,035 million in requested salaries.  In addition to these requests were several other types of commitments from the captured pool:

· “Exigency” requests to hire in advance of the regular CPM meetings.  Nine were authorized.

· Mandatory 10 percent raises for faculty and academic-professional promotions.

· Salary adjustments, as described below.

· Requests to tap the captured pool to increase salaries on previously authorized lines.

· Requests to support the temporary recall of some retiring faculty members.

Not all of these requests resulted in authorizations.

Academic Affairs returned $2,864,163 to the colleges in the following categories:

	Category
	Amount

	Authorizations to refill 45 positions
	$2,433,664

	Promotion increases
	$128,568

	Salary adjustments
	$202,576

	Increases to existing lines
	$55,927

	Retiree recalls
	$15,000

	Net balance-of-contract obligations
	$28,428

	Total
	$2,864,163


The following remarks may help clarify this table.

1. Not included in the 45 position authorizations listed are the following five: two returns by college deans to their home departments, two authorized searches for which funding is deferred until FY 2003, and one position that a college funded through internal budget reallocations.

2. The average salary allocated for the funded authorizations is $54,084.  The average salary in the captured pool was $53,875.

3. In some years UW has funds to administer institution-wide salary raises.  In those years the administration normally funds academic promotion raises from the legislature-authorized raise pool.  When no raise pool is available, salary reversions from vacated positions are the only source of funds for promotion raises.  Fiscal year 2002 is such a year. 

4. Salary adjustments include two categories.  The first are salary increases to faculty members who have received offers from other institutions and whose department heads and deans urge a meaningful effort at retention.  Not all faculty members who receive offers from other institutions receive a counter-offer from UW.  The second category includes increases to UW faculty who have taken positions as college deans at UW.

5. Increases to existing lines occur when a college has an authorized position but the salary allocated is not enough to hire a desirable candidate.

6. In some cases colleges have requested allocations from the captured pool to fund the recall of retired employees.  In most cases, the practice is to fund permanent replacements, asking the college temporarily to use those funds or others, if possible, to pay for the recall arrangement.

7. Balance-of-contract obligations are the obligations to pay the earned salaries of departing academic-year ("9-month") employees during the two summer months, after the start of the new fiscal year.   Net balance-of-contract expenditures represent the increase in these obligations between FY 2001 and FY 2002.  Unpredictable ifferences between the balance-of-contract estimates available in July 2001 and the actual amounts paid through August 2002 make it difficult to balance the CPM budget exactly; however, it is possible to correct the resulting nonzero balances in the following year’s CPM allocations.

The $2.86 million in returned salary monies are available to the colleges as of about 1 August 2001. (The 2002 Budget Index does not accurately reflect these transfers, since it gives a snapshot of the University's budget taken almost two months before the allocations were made.)  College deans can use these monies to pay the salaries of newly hired faculty members and academic professionals as soon as an appropriate search has been concluded.  Until then, they can use the funds to support temporary teaching needs, start-up grants to new faculty, and other traditional uses of salary "scrape." 

Along with these budget transfers, college deans also received two other types of information:

· maximum salaries associated with each position authorized,

· comments indicating the rank and job responsibilities of each position, sometimes accompanied by expectations connected with action items in the 1999 Academic Plan.

In some cases the authorized salaries or job descriptions differ from those requested.  Department heads should check with their deans and with the spreadsheets posted on the web site listed above, to make sure that their searches are consistent with the authorizations.
Attached to this memo is a slightly revised version of a hiring-policy document circulated last year.  Department heads should review that document to avoid some of the pitfalls that can occur in the hiring process.

Discussion

Although the $2.86 million in allocations equals the amount captured, not all of the allocated funds will go toward refilling positions congruent to vacated ones.  There are fewer positions, and some of the positions authorized do not match positions vacated.  These two facts deserve comment.

Since there were 52 vacancies and 47 authorized searches (45 of them funded in FY 2002), some units will manage with fewer permanent instructional resources.  There are several reasons for this net decrease in positions.

· The average salary ($54,084) requested for new positions is higher than the average salary ($53,875) of the vacated positions.

· We redirected about 4.5 percent – a little more than two positions’ worth of salary – to mandatory promotion raises.  This practice is consistent with what colleges did before the implementation of CPM and with forecasts made in last year’s version of this memo.

· Some of the captured salary monies – roughly four position’s worth – went toward the retention of valuable faculty members whose salaries were significantly behind verified market levels.  These increases were at the request of the cognizant deans.

· In some cases, deans requested increases to the amounts allocated for previously authorized searches.  The most common rationale was that it is better for UW’s long-range health to offer competitive salaries, even if the result is to reduce the number of positions that the captured pool can support.  This use accounts for about one position’s worth of salary.

The redirection of positions toward new purposes is subtler but arguably more important.  Although every faculty and AP position contributes to the University's teaching and research missions, these missions change in response to disciplinary advances and institutional planning.  These mandates notwithstanding, decisions to redirect salary resources toward new themes are delicate.  Among the principles that guided these decisions were the following.

· Critical instructional needs.  In many cases, deans made compelling cases for refilling positions to maintain viable instructional capacity in important fields.  Information on job descriptions within individual departments as well as detailed records of sections, numbers of students, and credits taught helped support these judgments.

· Consistency with themes and action items identified in the Academic Plan.  Many units strengthened their requests by configuring the proposed positions to contribute to the institution's main themes, as identified in the 1999 Academic Plan.  Information on departments' previous research activity, graduate degree production, and curricular initiatives, along with department and college plans, helped guide these decisions.  Concomitantly, in some cases departments weakened their requests by failing to make progress on action items in the Plan.

· Contributions to broader institutional needs.  Some units enhanced their requests by committing to such broader institutional needs as off-campus and online instruction, instruction for the School of Environment and Natural Resources, and the EPSCoR program. 

· Incentives for rigorous faculty governance.  Academic Affairs has adhered strictly – both in rule and in spirit – to the policy of returning positions vacated by tenure denials.  If a department or a department head initiates a negative reappointment or tenure decision, then the department will retain the salary resources associated with the position.

While critical instructional needs continue to be the most salient of these factors, the other principles play significant roles. The following table summarizes position allocations for 2000-2001 in which instructional need and the maintenance of existing programs were not the only rationales.

	Rationale
	Departments
	Number of positions

	Automatic return of reappointment denial
	Acctg, EdLdr.
	2

	Environment and natural resources
	AgEc, G&R, Bot, EconFin, C&AE
	5

	NSF EPSCoR initiatives and themes
	Chem, ME, ECE, CoSci (2)
	5

	NIH COBRE program
	Pharm.
	1

	Off-campus or online instruction
	
	0

	Other Academic Plan initiatives
	MgtMkt.,SecEd,
	2

	Spousal support in selected cases
	CoSci, CommDis.
	2

	Leadership replacement
	VetSci, AnSci, Math, ElemEC
	4

	Total
	
	21


In summary, academic planning and broader institutional needs played a role in almost half of the position allocations.


This table illustrates a crucial strategic point about future institutional directions.  It is unlikely that UW will receive enough additional resources to fund new initiatives and, independently, to meet all existing commitments as currently configured.  The academic units that fare best in the next few years will be those that find overlapping and synergistic ways to align instructional commitments with efforts to address new academic directions.

