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This memorandum summarizes the processes and decisions associated with this year's central position management (CPM).  In what follows I review the process, give a global summary of the allocations made, and discuss the rationales behind the decisions.  More detailed information, in the form of spreadsheets detailing the capture and reallocation of positions for fiscal year (FY) 2003, is available at the Academic Affairs website,

http://uwadmnweb.uwyo.edu/AcadAffairs/PolicyStatements/cpm_2002_summaries.htm
The rationale and the process

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

http://uwadmnweb.uwyo.edu/acadaffairs/PolicyStatements/posn_ctrl.doc
CPM allows for the allocation of faculty resources in a fashion that balances institution-wide plans with college- and department-specific needs.  The two objectives need not conflict: many departments have strengthened requests to meet specific needs by proposing job descriptions, position configurations, and areas of expertise that align with the university’s academic plan.  The last section of this memo lists examples.

Broadly speaking, five 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 from faculty positions vacated during the fiscal year.  In the current report, the captured resources of interest are those associated with positions vacated during FY 2002, except for a small number of cases when the resignations or retirements were to take effect early in FY 2003

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 ranked requests.  This reallocation may alter the distribution of faculty positions among departments and colleges.

4. In cases where the need for timely decision clearly outweighs the benefits of more global consideration, deans may request exigency authorizations in advance of the institution-wide allocations. Such authorizations are not automatic.

5. Academic Affairs automatically returns all positions and associated salary dollars freed by denials of reappointment, tenure, or extended term, provided the negative recommendations originate in the affected department.

CPM per se neither increases nor decreases the total budget for faculty and academic professional salaries.  It does allow for additions to that budget, as discussed later.  Nor 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 requested and authorized, and other salary-related uses of the money.  An analysis of these effects appears below.

This year the process had the following schedule.

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

· April:

Deans and administrators in Academic Affairs met for preliminary discussions.

· 13 May:

Position requests were due in Academic Affairs.

· 4-5 June:
Deans and central administrators met to hear case statements.

· 12 July.

Academic Affairs released final allocations.

Summary of allocations

This year’s captured pool contained 59 faculty and academic professional positions vacated through resignations, retirements, and reappointment denials of tenure-track and extended-term-track employees.  The salaries associated with these positions totaled $3,577,310.  Also, the Dean of Outreach pledged an additional $25,000 in recurring outreach tuition revenues toward permanent funding for two faculty positions:  one each in Political Science and Educational Studies.  This innovative measure reinforces an element of the 1999 Academic Plan, namely to embed outreach instruction more fully into the mainstream responsibilities of the faculty.  Table 1 shows the ledger of funds available for allocation.

TABLE 1.  FUNDS AVAILABLE FOR ALLOCATION

	Source
	Amount

	Salaries captured from 59 positions
	$3,577,310

	Outreach contribution
	$25,000

	Total assets
	$3,602,310


Deans’ requests for allocations from the pool totaled $5,174,191.  The types of requests included the following.

· Requests to fill positions.  Included in this category are authorizations for 13 of 15 exigency requests submitted in advance of the regular process.  Also included are two advance authorizations for positions associated with the Wyoming NSF EPSCoR project and one position associated with an NIH COBRE project. Both the EPSCoR and COBRE projects are large, federally funded, programmatic grants to the institution.

· Requests to increase the amount of salary money allocated to existing positions.

Three other, more technical categories appear in the allocation ledger.  For details, see the footnotes associated with Table 2, which summarizes the $3,602,310 in CPM allocations.

TABLE 2.  SUMMARY OF ALLOCATIONS

	Category
	Amount

	Authorizations to fill 58 positions
	$3,652,210

	Increases to existing lines
	$73,851

	Other funding

	($153,444)

	Net balance-of-contract obligations

	$26,904

	Corrections for FY02 overcommitment

	$2,789

	Total allocations
	$3,602,310


The following remarks may help in the interpretation of this table.

1. The average captured salary was about $60,632.  The average salary authorized was about $62,279.  The latter figure, in part, reflects decisions by several deans to invest in some strategically placed, senior-level positions, even though hiring into entry-level ranks would stretch the budget for faculty positions further.

2. The number of positions allocated (58) was one less than the number captured.  But since one of the captured and reallocated positions was a replacement for a faculty member who moved to an endowed chair, overall there was no net gain or loss in the number of positions.

3. In contrast to last year’s CPM allocations, this year there was no use of captured monies to fund the mandatory 10-percent raises associated with promotions in rank.  Instead, Academic Affairs used a portion of the legislature-funded salary raises to fund these promotions.  We also estimated the amount that will be required for promotion raises in FY 2004, reserving a portion of the legislature-funded raises to cover that estimate.  As a result, any amount of next year’s CPM pool needed to pay for promotion raises should be small.

4. This past spring’s legislature-funded salary raises, which take effect in FY 2003, had little effect on this year’s captured pool, except perhaps for its effects on individuals’ decisions about resignation or retirement.  The raises given for FY 2003 will tend to increase the average salaries captured in future years, therefore allowing more flexibility in the allocations back to academic units.

The $3.6 million in allocations are available to the affected colleges starting in FY 2003. (The 2003 Budget Index doesn’t accurately reflect these allocations, since it gives a snapshot of the University's budget taken several weeks before they 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.
Discussion

Although the allocations exactly balance the available assets, not all of the allocated funds will go toward refilling positions congruent to vacated ones.  The redirection of positions toward new purposes occurs in two ways.  First, in some cases there has been a net transfer of salary resources out of some units and a corresponding transfer to others.  In some of these cases, the transfers may reflect changing instructional needs.  In others, they may reflect differences in units’ readiness to contribute to academic planning themes, as gauged by the appropriate college deans or by the central administration.  Second, in many cases the academic units themselves either seized opportunities, by responding to such institutional initiatives as the EPSCoR program, or else redefined the roles and configurations of vacated positions in their requests for replacements.

Among the principles that guided the allocation decisions were the following.

· Critical instructional needs.  The most common single rationale for position requests is to maintain viable instructional capacity.  This rationale alone is not always sufficient to guarantee an authorization.  Facts about the requesting unit must bear out the rationale.  Department-specific data summarizing the distribution of job descriptions, detailed records of sections, numbers of students, and numbers of credits taught were all available to deans and other administrators involved in the decisions.  Many deans and department heads also bolstered their cases for critical instructional needs by aligning position requests with other institutional needs.

· Consistency with the 1999 Academic Plan.  Many units configured position requests 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.

· Contributions to broader institutional needs.  Some units enhanced their requests by committing to such broader institutional needs as outreach instruction, support for research and teaching related to environment and natural resources, continued support for NSF EPSCoR themes, and other initiatives.

· Effective use of existing resources.  Other factors being equal, the strongest requests for positions come from departments that have focused their resources on judicious arrays of commitments.  Units that most effectively manage their curricular breadth and their faculty job descriptions stand to make the most compelling cases for new resources.

· Incentives for rigorous faculty governance.  Academic Affairs has adhered strictly – both in rule and in spirit – to the policy of returning positions vacated by reappointment and tenure denials.  If a department or a department head initiates a negative reappointment or tenure decision, then the department retains the position and salary.  In the budget, these automatic returns appear as captures balanced by equivalent allocations, in the fiscal year in which the positions become vacant.

While critical instructional needs continue to be a dominant factor, the other principles play significant roles. Table 3 summarizes the allocations for which instructional need and the maintenance of existing programs were not the only rationales.  As the table indicates, academic planning and broader institutional needs played a crucial role in about half of the position allocations.


Table 3 illustrates an important 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.

TABLE 3.  SUMMARY OF RATIONALES FOR POSITION ALLOCATIONS

	Rationale
	Departments
	Number of positions

	Automatic return of tenure or reappointment denial
	Renewable Resources, Theatre & Dance, Economics & Finance, Communication Disorders, Cheyenne Family Practice
	5

	ENR-related research and teaching
	Renewable Resources (GIS), Plant Sciences (agroecology), Botany (GIS & remote sensing), Zoology & Physiology (wildlife biology) 
	4

	NSF EPSCoR and NIH COBRE programs
	Renewable Resources & Botany (split position in stable isotopes), Mathematics (computation & natural resources), Civil & Architectural Engineering (structures & materials), Electrical & Computer Engineering (controls & robotics), Chemical & Petroleum Engineering (biomaterials), Computer Science (formal methods), Pharmacy (pharmacokinetics)
	7

	Outreach instruction
	Political Science (public administrations), Educational Studies (teacher education), Social Work (Casper)
	3

	Other academic planning initiatives
	Anthropology (zooarcheology), History (Native American history), Elementary & Early Childhood Education (math & science education)
	3

	Diversity
	Law, Women’s Studies & English, Counselor Education, Adult Learning & Technology
	4

	Leadership replacement
	Nursing, Casper Family Practice, Medical Education & Public Health, Social Work
	4

	Total
	
	30


� Other funding includes (1) money freed by the end of a retiree-recall arrangement, treated as offsetting positive and negative allocations to Agriculture; (2) endowment funding for the H.T. Person Chair in Engineering, treated as a negative allocation to Engineering that partially offsets a positive authorization for a more expensive replacement position, and (3) the return of an EPSCoR position, treated as a negative allocation to Arts and Sciences, partially offsetting other, positive allocations to that college.





� Balance-of-contract obligations are the obligations that Academic Affairs absorbs to pay the earned salaries and accrued vacation balances of departing employees after the start of the new fiscal year.   Net balance-of-contract expenditures represent the increase in these obligations between FY 2002 and FY 2003.  





� Unpredictable differences between the balance-of-contract estimates available on 1 July 2002 and the actual amounts paid in subsequent months make it difficult to balance the CPM budget exactly in July.  However, it is possible to correct any resulting nonzero balances in the following year’s CPM allocations, so that the CPM budget balances exactly in the long run.  Corrections for FY02 overcommitment account for this yearly adjustment.








