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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.  A separate document, attached, lists the positions authorized, along with any special provisos accompanying the authorizations.  The detailed fiscal aspects of the decisions appear in a 24-page workbook consisting of excel spreadsheets.  The information sent to recipients of this memo includes the following:

	Recipients
	This memorandum
	List of authorizations with provisos
	Detailed workbook

	College Deans, Dean of the Graduate School, Dean of the Libraries, AHC Director, Academic Affairs, President
	X
	X
	X

	Department Heads and equivalents, Executive Council, Trustees
	X
	X
	


In the near future, the detailed workbook, which document the capture and reallocation of positions for FY 2004, will be available for anyone to review at the Academic Affairs website.

The rationale and the process

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

http://www.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 instructional and programmatic needs by proposing job descriptions, position configurations, and areas of expertise that contribute to the university’s areas of distinction.  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).  This year, for the first time, the process involved extended-term-track library and archives faculty.

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 2003, except for a small number of cases when the resignations or retirements 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.

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

· Late April:
Deans and administrators in Academic Affairs met for preliminary discussions.

· 23 May:

Position requests were due in Academic Affairs.

· 3-4 June:
Deans and central administrators met to hear case statements.

· 30 July.

Academic Affairs released final allocations.

Summary of allocations

Captured pool.  This year’s captured pool contained 51 faculty and academic professional positions.  Forty-six of these positions arose through actual departures: resignations, retirements, and denials of reappointment to tenure-track and extended-term-track employees.  The remaining five positions represented other transfers: four moves into and out of administrative posts and the return of a previously allocated position to this year’s captured pool. The salaries associated with the captured positions totaled $3,379,622.

Requests for allocations.  The requests for allocations from the pool totaled $4,111,624.  The types of requests included the following.

· Requests to fill faculty positions.  Included in this category are the following types of requests:

· Forty-five new requests for funding and authorization to hire, submitted for the May 23 deadline.  Of these requests, Academic Affairs approved 26.  Two of the requests were for section-I funding to support unfilled, endowment-supported professorships.  One such request received authorization; the other was postponed.

· Thirteen successful requests for exigency-related hiring, authorized before the May 23 deadline.  These authorizations allowed college deans to fill positions in four critical clinical and extension areas, to accommodate two highly qualified spouses of faculty members hired in other searches, to fill three positions with faculty members from underrepresented groups, and to meet pressing instructional and research needs in Chemistry, Music, Physics and Astronomy, and Chemical and Petroleum Engineering.

· Three authorizations to provide permanent funding for positions that previously had been funded temporarily.  These authorizations stabilized one position each in the Wyoming Geographic Information Sciences Center, Counselor Education and African-American Studies, and the NIH-COBRE project in Zoology-Physiology.  COBRE is a large, federally funded life-science program.

· Several miscellaneous requests, including a request to refill a faculty position several years before the corresponding retirement, using external funding in the College of Engineering; a request to replace temporary funding with permanent funding for an archivist; and funding to support 

· Two requests to replace faculty members appointed to administrative posts.

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

· Allocations for the unfunded portion of this year’s promotion-based raises.  Most of the money required for these raises came from funds reserved from the legislature-authorized raise pool allocated in FY 2003.

Final authorizations.  Academic Affairs allocated the entire captured pool ― $3,313,477 ― toward these requests.  Table 1 summarizes the allocations:

TABLE 1.  SUMMARY OF CPM ALLOCATIONS

	Category
	Amount

	Authorizations to fill 51 positions
	$3,402,300

	Increases to existing lines
	($36,433)

	Promotions
	$33,864

	Net balance-of-contract obligations
	($20,109)

	Total allocations
	$3,379,622


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

1. The average captured salary was about $66,267 (about 11 percent greater than the average captured salary in 2002).  The average salary authorized was about $66,712.  The latter figure reflects two factors:  the increasing average salaries for entry-level positions in certain fields ― especially those in which it is difficult to recruit doctoral students nationwide ― and the continued interest on the part of college deans in conducting external searches for new department heads.  It is interesting to ponder whether UW could stretch its faculty salary dollars further by more effectively cultivating leaders among its existing faculty. 

2. The number of positions allocated (51) equals the number captured.  This is the first time since CPM was established that the process has yielded no decrease in faculty numbers.

3. The total in the category “increases to existing lines” is negative.  This odd fact reflects my way of accounting for the use of leftover monies from last year’s allocations.  Several lines authorized last year had more money than was needed to fill the positions.  In these cases Academic Affairs is asking deans to redirect the excess to new positions in their colleges, instead of treating the leftovers as permanent increases to their discretionary budgets.

4. Although there were no legislature-authorized raises this year, promotion raises had less impact on this year’s allocations than in 2001.  Because Academic Affairs reserved $173,676/year from last year’s raise pool to help fund this year’s promotion raises, the net allocation required to cover these raises was $33,864/year; otherwise it would have been $207,540/year.  This device saved roughly three positions’ worth of salary money in the captured pool.

5. 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 2003 and FY 2004.  Since this year’s obligations are smaller than last year’s, the increase is negative.

The $3.4 million in allocations are available to deans starting in FY 2004. (The 2004 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.)  The monies are available to pay the salaries of newly hired faculty members and academic professionals as soon as an appropriate search has been concluded.  (There is an exception:  when the allocation results from the automatic return of a tenure or reappointment denial, the money is available only after the departing employee is no longer on UW’s payroll.)  Until then, deans 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,

· a set of provisos attached to various positions, often placing conditions on the nature of the position, the structure of the search committee, or certain fiscal aspects to smooth the shift of resources from one department to another.

Discussion

Although the allocations exactly balance the available assets, not all of the allocated funds will go toward refilling positions congruent to vacated ones.  In some cases, departments with vacancies received an allocation, but the authorization to hire was in an area different from that vacated.  In other cases, departments had vacancies that this year’s allocations won’t replace ― sometimes because of a deliberate decision to move the resources to another unit.   At the same time, some units received authorizations to hire even when there was no corresponding vacancy this year.  Table 2 summarizes these net losses and gains to academic departments.

TABLE 2:  NET LOSSES AND GAINS, BY DEPARTMENT, IN THIS YEAR’S CPM ALLOCATIONS

	Department
	FY04 vacancies without compensating position authorization
	Position authorizations without corresponding FY04 vacancy

	
	
	

	Family and Consumer Science
	1
	

	Molecular Biology
	2
	1

	Renewable Resources
	
	1

	Veterinary Science
	
	

	Art
	1
	

	Communication & Journalism
	1

	

	English
	
	1

	Geography & Recreation
	
	1

	Geology-Geophysics
	2
	

	History
	
	1

	Mathematics
	2
	

	Music
	1
	

	Physics & Astronomy
	
	2

	Political Science
	
	1

	Sociology
	
	1

	Statistics
	
	1

	Theatre & Dance
	1
	

	Management & Marketing
	
	1

	Counselor Education
	
	1

	Educational Leadership
	1
	

	Civil & Architectural Engineering
	
	1

	Computer Science
	1
	

	Engineering Dean’s Office
	1
	

	Medical Education & Public Health
	1
	

	Nursing
	1
	

	Pharmacy
	
	1

	Law
	
	1

	Totals
	15
	15


Not all of the changes shown in this table reflect permanent reallocation decisions.  In some cases, authorizations to hire reflect an attempt to restore viable instructional capacity or scholarly contributions that have been lacking in the unit from earlier years.  The new positions in Physics and Astronomy fall into this category:  the department was decimated by departures in the late 1990s, and building even minimal instructional capacity has required a steady, if slow, stream of hiring authorizations.  In other cases there may be too many departures to compensate for in a single year’s worth of searches.  Mathematics is arguably an example.

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 and NIH COBRE 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.  This year there were three such automatic returns.

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
	
	3

	ENR-related research and teaching
	Renewable Resources (water resources), Botany (GIS), Geography & Recreation (GIS), Mathematics (modeling & geosciences), Civil & Architectural Engineering (water resources), Chemical & Petroleum Engineering (fossil energy)
	6

	Life-science areas of distinction
	Veterinary Science (microbiology), Zoology-Physiology (COBRE position), Botany (plant ecology)
	3

	NSF EPSCoR themes
	Mathematics (information sciences), Chemical & Petroleum Engineering (biomaterials)
	2


	Diversity
	Animal Science, History, Sociology, Economics & Finance, Counselor Education, English
	6


	Leadership replacement
	Agricultural and Applied Economics, Zoology-Physiology, Electrical and Computer Engineering, Pharmacy
	4

	Total
	
	23


� Although there was no permanent replacement funded this year, bridge funding is in place for a position to be permanently funded next year.


� In addition, NSF EPSCoR has bridge-funded a position in computational fluid dynamics, to be funded permanently using CPM beginning next year.


� In addition, one tenure-track faculty member was hired into a position that is bridge-funded by the College of Arts and Sciences and the Office of Academic Affairs, with permanent funding to come from next year’s CPM allocations.  During FY 2003, several searches resulted in the hiring of new faculty members from underrepresented ethnic groups.  Among them are three African-Americans, one American Indian, and four Hispanics.





