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THE UNIVERSITY IS AN AFFIRMATIVE ACTION EQUIAL OPPORTUNITY "NESTITUTION .
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MEMORAKRDUM

T0:- ‘ A1l Vice Presidents
Council of Deans
Regional Campus Assistant Deans and/or Divectors
“President, Faculty Senate
‘President, Career Service Senate
President, A & P Council
President, Student Body
-President, Student Senate
Student Representatives, Studeont LﬂUH(1]° of P“g?Oﬂu] Campuses

\-\-,-_.
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On Auvgust 2, 1977, 1 forwardeda to each of you copies of documents
entitied up “inciples and Procedures Coverning Regional Campus Administration
and Academic Affairs" and "Implementatior Statcnﬂnb Regarding Principles and

vaceduras GL.e riing Regional Campus Administration and Academic Affairs
1 then wed that the Principles and Procedures, as explained and/or
¥ hp }ﬂpaannLGLTOﬁ Statemant, would become ef.ec ive August 15,

I
thout Turther notice.

FROM:- " Vm. Reece Smith, Jr.
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cap‘es and Procedures circulated with my memo of August 2
~tain amencments to the plen originaliy promulgated. These

s were indicated by underlining., I stated that 1 would delay
;a;ion o7 the Principles and Procecures until August 15 in orcer
tima for further reaction.. I have received none.

I have now had the documents retyped to incorporate the amendments and
to provide for @1l interested persons a clean and ‘1na1 copy of the plan.
It is to be deemad in effect as a presidential directive until further
netice from the Office of the President.

I would apnrec1dte each of you taking such steps as you deem appropriate
to advise your faculty and/or constituents of the adoption of the plan. 1
would also appreciate your making the plan available to any interested person
upon request.

Plecase do not hesitate to let me know it you have any questions. Thank
you,

HWRSr/jT

/attachments




IMPLEMENTATION STATEMENT REGARDING PRINRCIPLES AXD PROCEDURES

GOVERNING REGIONAL CAMPUS ADMINISTRATION AHD ACADEMIC AFFAIRS

On June 30, 1977, 1 promulgated a proposal setting forth Principles
and Procedures Governing Regional Campus Administration and Academic Affairs.
The proposal was based upon written and oral submissions received from
facu]ty and staff resident to the several campuses of the University and
my own experience and study. On July 13, 1977, public hearings on the plan
vere held at Tampa and St. Petersburg. Administrators and faculty resident .

* to the campuses at. Sarasota and Ft. Hyers attended those hearings and 1 have
received no request for hearings on those camsuses. HMedia representatives
-estimate tﬁat 80 persons attended the heerings. Attendance at the Tampa
hearing, which lasted about two hours, was linited mainly fc feculty, stais,

students, and media representatives. Attencance at the St. Petersburg heafing,
lasting about two and one half hours, included lsgislators and legislative
aides, other public officials or representatives, media representatives,
students, University facuity and administretors, a]umﬁi, and memdbers of the
public. Response to the proposal prior to the hearings was minimal. During
and after the hearings oral ang writlten rosponses were received and those
responses have been carefully considered by me.

Suggestions aﬁd criticism of the proposal manifest that it is not

_ vithout imperfections and does not satisfy evarycne. Expressions of.general
approve?l, however, greailly outweigh thoszs of general disapproval and 1 reisain
coﬁvinced that the basic premiszs and princinles advanéed in it are sound
and that the plan represedts an improvement over that which has been in
existance since 1972.

1t has been suggested thst implementation of the plan should be
postponed indefinitely for further study anc reaction and for considzration
by ny successor. I am not dispdsed to do so not only because 1 believe the
sa]%ent issves have been identified, studied, enc discussed adequately, but
2ls0 because more time will be lost without action if delay is accepte&. ihe
problems prompting the proposal have long invited treatment and resolution.
In ny opinion, the plan offers orogress in this regard. Essentially, it
speaks only torinternpl acministration of UniQersity responsibilities, and
there is nothing in it that cannot be éhangeﬁ it need be. Indeed, it is '

anticipated that change and improvement will be required as time passes



and experience dictates. Accordingly, T decline to postpone implementation
of the plan as‘amended.

Consequent to submissions made before, duripg, and after the plan
hearings, 1 have made sbme amendments and additions. These are identified
<in the attached plan document by underlining which is done so]e]y_for
identification of change and not for emphasis. This will provide epportunity
to identify the changes I have made and comment on them if that is deemed
desirable. Such comment should be made before August 15, the date upon which
*1 will place the plan into effect. Subject to such further changes I may
make, the plan will then be relyped and distributed on all campuses, Since
the plan essentially is & directive of the 0ffice of the President, it may
be amended thereafier at any time to effect improvement or discarded and
replaced in totelity. In my op{uion, hﬁwever, this should not be done without
written notice and proviéjon of adequate opportunity for University community
reaction and advice.

The plan requires further impiamentation by action of the Academic
Vice President and Deans within prescribed time periods, especially as to
matters of faculty recruitment and evaluation. I recommend that all such
responses be promulgated on all campuses for apprepriate faculty and staff
review before adoption.

Comients received during the hearings pro.pt me to make.certain
adgition:] obsefvations, mostly philosophiical in natuvre.

In promulgating this plan, it has not been and is not now my intention
to restructure the University or the regional cempus concept. There are
certain basic premisces, diclated by higher authority, that are applicable.
These 1 have specificalily identified and no cne, to my knowlecdge, has taken
issue with them. I do not intend this plan to fig the parameters for long-
term developmant of USF or‘its regional cawpuses or to be limiting in that
;egérd . Essentially, it is a "management" and not a "development" document.
It may well be that as the regional campuses grﬁw, a diffefent plan musﬁ be
Qenerated and a different administrative structure devised. 1 considered
these possibilities in devising the plan. For example, I considered the
notiuﬁ of créating the position of Vice Fresident for Regional Campuses

and rejected it as premature. Generally,.I have scught only to treat



existing problems and circumstances by statement of principle and broad

guideline, leaving such questions as regional campus autonomy to the future

and leaving present detailed development of the guidelines for campus,
college, and departmental treatment.

While 1 regard the issue irrelevant to the premises, isolated
argument was addressed during onc hearing to the basic function of regional
to provide upper level education for "vécationa] purposes.” What precisely
is ﬁmant by the sugﬂestioﬁ remains upcleay to me, and perhaps I vouid rot
disagree if the suggestion was more c]éér]y developed. - 1 fiat]y reject the
notion, however, that regional campus cducation at USF shou]& be nothing

more than an extension of cowmunity college vocational education or, stated

otherwise, should be orienicd mainiy to previding students with & degree and

the consequential hope that itls ecquisition will provide a job. I regard

e

that concept unworthy of & University and a deprivation of that to which our

students are entitled. In my opinicn, the University experience, ci whatever
campus, should enhance Lhe:cpportunity of our students both to obitain
employment and advance in their careers and to live 1ife with greater appre-
ciation and enjoyment of its hicher vaiucs. Further, in the appropriate'
context, it is for the lLegislature and ihe State University Sysfem to make
decisions &3 to the nature and extent of our educational mission. That has

b:

1

en ong ¢f the purposes of the pending fole and Scope study of the SUS.

" Thus far, USF has resisted -- rigitly in my opinion -- the notion that it

should be, at best, a larce, matropolitan undergreduate institution
emphasizing vocational eaucation. As one wvho has bgean, and will soon again

be, a lay citizen of this area, I regard iliat cencepl both as wasteful of

“our potential and resources and as a disservice to our students and to citizens

of Florida.
In the course of the hearings, decentralization of the regional campus

from the University control and coordination has alsc been suggested. That

may come ultimately as the result either of growth or of political or -

educational decision. To implement that result now, however, is to igaore
reality. ~The regional campuses, jointly or severally, do not yet have the
financial or academic strength to stand alone, progrémmatica!]y and otherwise,
and it is incomprehensible and unacceptable to me to suggest that faculty

in a given discipline resideni Lo a given campus be treated separately and




differently as to such matters as salary increments, promotion, and lenure.
If ncihing mnove, with'the advent of collective bargaining and union repre-
sentation, the inevitable results promise administrative horrors which make
any 1 have created pale by comparison. loreover, %t is for the students,
not the faculty, that the University was created and in my opinion decen-
tralizaticn now would inevitably affect their interests adversely. -
Hothing in my plan is intended to decmphasize the existence and
importance of faculty resident to‘regiona] campuses and 1 yeqffirm”ﬁy)_ "
conviction that such facully aré vital to thé regional campus concept. Théy. “
are needed to confirm the presence of the University in the area seréed by
the. regional campus, wh{ch propef]y is not to be regerded as a single city;
they are necded to serve the regional campus students in various ways; they
are needed to cbnsolidate and enhance area support for tﬁe University. That
faculty are designzted as resident to a gi%en canmpus, however, should and
dogs not mean that the} are to be regarded as faculty unassocigted with tie
University-ai-large. Rather.rthey are to be considercd and treated as faculty
of a designated University college and department assigned to a given campus.
Accerdingly, i7 any fﬂcu]tg mewber resident 1o a regional camous has
not been assiéned to a college and departmeni of the University, 1 hereby
direct thz Academic Vice President to assure that this be done within
fiTizen cays after the eflective date 6f this plen or olherwise at the earliest
“possitle time legally pormissible.  Appeal of any decisien in this regard mzy
be made by any effected coilege dean, regional campus gd#inistrator, or
- faculty mamber directly to the President by writien wexovandum, a copy of
vhich shall be subiiited to the Vice President for Academic Affairs, Lhe
Regional Cawpus Dean-Administrator and the affected college dean and faculty
' meﬁber, as appropriate. This directive shall not apply to the Hew Cé])ege
_proﬁram which is unique-and in many respects resémhles a separate college.
While T did not inteﬁd and find no basis for the inference, some
appareﬁtiy have read that porﬁion of the plan regarding faculty rotation as
an ef%ort to make nomads of the faculty. 1 do not suggest or direct-that
' fnllege deans move faculty about from one campus to another willy-nilly.
Rather, 1 direct the deans, working with the regional campus administrators,

to empley principles of common sense and cquity to the ends that students on



regional campuses héve available an acceptable mix of Taculty and educational
experience; that faculty resident to one campus peribdicalIy have enhanced
opportunity to teach and engage in rescarch-and service on other campuses;
Fhat instructional loads are more evenly ba]anced;_and that departmental and
college relationships among faculty are consolidated end improved.

That perfection cannot be achicved in thgse regards is recognized.
On1x improvement is sought. In implementing this aspect of the directive,
however, the college deans are enjoined to collaborate with the regional
campus administrators in order to assure adeguate opportunity and reasonable
availability for s student counseling when feculty resident to one campus are
aésigned to another, and they are divected 1o comnence planning to afford office.
space for such facu]iy.‘

Prior to assignment of a faculty menber Tyom cne campus to another

for instructional dutwcs, the féculty memher 510u1d ba consulted by the
involved deans or their designees and personal circumstances should be given
feasonable ccnsideration.. Contrary tu urging :rom'one source, however, the
agreement of the facu]tv rmember to the assigament either 2s to time, place,
or course of instruction shall not ba doemed a prerequisite to assignment.

“hs stated in the plan, faculty centracis should provide for possible assign-
meﬁt to campuses other than that to which the faculty member is resident. The
plan zifords recourse to higher authority in case of abuse.

- The observation has been made that the plan docs not contain qgtailed
directions and informztion regavding fuﬁéing-of Tfeculty rotation, travel
bebxcen campuses, résearch and release time, and provision of student ass1shonts.
This is true. The document does not purport to be a budget. Upon deve]op{ng
the plan, however, 1 did obtain cost estimaies relevant 1o thése concerns, and
1 have spoken generally in the plan of the Tunding responsibilities. In my
0p1n1qq the funding problems cannct be resolved in detail in a documant of

_general nature. Moreover, the problems are compounded by the fact that
State University System funding hés yet to take into account the unavoidable
duplications of administrative, library, and other -expense inherent in any
regional CampUS-CDHCCDt. Reither are the added costs of faculty rotation
and travel given Geseyvcd funding considaration by the System. ln addition,

funding of research and student assistants has not enjoye& high legislative



priority. Attempts-have been, and will continﬂe to be, made by the.University
to correct these conditions at the System level. Pending improvement in

these respects, the Uniéersity must employ-the funds available to it equitably,
as best it can, to implement its comprehensive mission. Among other things,

. this entails annual presidential dzcisions rcgardihg allocation of avai]able
resources throughout the University. )

7 Provision of funding for regional campus operations is an annual
responsibility of the President, working with the Vice President for Acaéemic
Affairs, the rogicnal'campus administrators and the involved deans, and will
be taken into account when University resources are allocated internally. 1
have stated in the plan that rosburees should and will be allocated fairly to
the regicnal cempuses. As is the case among the colleges, this coes rot
mean that funds will be allocated oﬂ a per capita} generated F1E, or other
automzlic bases. Judaments must be made annually that are deemed to be in
the bast interests of the University and, varyirg from year to year, rore
money mzy be spent prOporéionateTy on one campus or in one college than
another. This fiscal year, for example, it is anticipated that substanﬁial
sums will be allocated to regional campus construction ard attendant exponse
and to recional campus library acquisitions.

As ic research release time and stqdent assistant support -- as well
as rotatisnal end travel costs -- for regional cempuses, these concerns &r
to be izlien into account in the negatiations befween che Regional Campus
Deen-Admimistrator and the involved college dean. Iﬁ the first inﬁtance,
the primary 'cspdnsibility for the funding of the activities shall be vested
in the Regional Cempus Dean-Administrator. However, in order to ensura
equity in teaching and research assignments, the appropriate_co]]ege dean
rust share the overall responsibility for these concerns and ihe funding
60nsequencas. Only that which reesonably can be done with available
resources is expected to be'accomp1ished.

Concern has been expressed about academic accountability. The plan
contemplates that faculty assigned to & regional campus, whether or not
resident to the campus, shall be accountable academically to the dean and

the department to which the faculty member is assigned. The regicnal
g G
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campus Assistant Dean-Director shall have daily supervisory academic authority
to assure that office hours, advisory duties, and instructional and service
assignments dare met by faculty assigned to @ regional campus, as well as the

planning duties that have been prescribed. The Assistant Dean-Director and

. the Regional Campus Dean-Administrator shall also have the duty to represent

all interests of faculty resident to the regional campus.

Similarly, concern has been cxpressed about the possibility of a regional
campus facully member being subjected to conflicting directives from regional
campus administrators end college deans. In such cases, the faculty member

should caii attention to the conflict. If it cannot be resolved by the S,

-either the dean-or the facully member may eppeal to the Acadomic Vice President

and the President in that ovder for clarification and direction.

Ai]eged]y, there are tensions existing in some cases between faculty
fesident to regional cempuses and members of the departmants and colleges to
which thoy are or will be assigned. f s0, the cendition unfortunately is not
Timited to regional campus faculty. Ro one can cbviate personzl conflicts.

>
In anticipation of such problems, the plan has placed emphasis upon procedural
safeguards and evenues of appeal. To those who may reject the significance
of proce du:a]lsafeg Js, 1 po1nt merely to the genius of our federal
constitution.

In th= original plan, I proposcd creation of a Regional Campus Curriculum
Committes chaired by the Associale Vice President {or Academic Affairs gnd
composed of the Regiovnal Campus Dean-Administrator, the AssistantvDaanuﬂlreciors
ot thz rezional campuses, the deens of colleges ¢ffering programs on regions]
campuses, and those deparims antal heads and faculty designated by the Vice
President for Academic Aifairs. The committea's sole purpose was to be
to consider and approﬁe developmant of new progrems on rqéionat Campuses.
Rlthouch objection to this portion of- the propesal is min J] it has been
note” that the ﬁ]an has created yet anciher new committee and if has been
suggested that the seme end can be wot by use of existing structures.

This observation, I believe, has moerit and accoré1““lf I have eliminated
that portion of the proposal. Instead, 1 have previded that general academic

planning leading to creation of a new regional campus program be implemanted

as follows: Upon detcrmining that & new regional campus program may be




required, either the Assistant Dean-Director of & regioﬁa1 campus or the
Regional Campus Dean-Administrator may, after consultation, propose a new
prograin to the appropriate departmental chairperson and cd]]ege dean.
Similarly, a college dean, or a departmental chairperson with the consent
of the appropriate college dean, may propsse a new vegional campus program
‘to the Regional Campus Dean-Administrator. After the prrogram concept has been
developed suffic{ent]y, the program shall be outlined in writing to the Academic
Vice President and before. adeption bresented to the Council of Deans for review.
and revision. Thereafter, it shall be firally approved by the Vice Presicent .
for ﬁcademjé Affairs hefore being furiher develeoped for implementaticn. If
disagrezment about the need for and develepmenl of the program develops at
any stage in ihe-process, any party aggricved way, upon written notice to all
concerneo, present the matier for resolution to the Vice President for Academic
Affairs and to the President in that order. ‘
The annual peer evaluation contemplates a balance between faculty
-resident to regional campuses and the main campus. Although this balance need
_not be maintainad og the promotion and tenuve c&mni;tees to be developed by
the respeciive colleges for repional campus eva]uationlpurposes, if is expected
that such comnittees will afford significent regionzl campus representetion.
Plans that fzi)l to do so should not be qpprove&. If, however, the evaluation
rodels 1 have prompted by the plan fail to wort effectively and fairly, then I
would cormznd, as a first alternative, émp]aymeni of the anavael peer evaiuztion
committee concépi for 211 purposes of evalvatiocn. Later, the single departeental
model may be perceived by all as acceplable, bu® that, I think, will take time
and should be a third siep in the process of dovelopment.
In development of my plan, I have referred primarily to relationships
and communications between the deans. In doing so, I do not intend to preclude
deparﬁmenf involvement as is usval and appropriate in the University community.
Such involvenment is left to implementation of the p]én by the deéns, working
in collaboration with the regional cempus administrators and eppropriate
departmeﬁt heads, subject to the principles, quidelines, aﬁd safeguards that
are provided.
Finally, 1 have received and reviewed a propasal, the effect of which I

understand to suggest evaluation and definition of regional campus course



offerings in terms of majors, minors, and/or supporting course sequences,
I reject this proposal as inconsistent with basic premises upon which I
have foundaed my plan.

Sﬁbject to the ohservations and djrectiuns contained in this doéumcnt.

the attached plan, as now amended, is placed in operation, effective

//J’(’ <

s #

¥, Recce Saith, Jr. -
Interin President
August 1, 1977 :

August 15, 1977,




Principles and Procedures Governing Regional Campus

Administration and Academic Affairs

Statement of Purpose and Procedure

With the growth of the University and its Regional Campuses, various prablems
regarding the relationship and administration of the schra] campuses have emerged.
This proposal purports to identify and séeks to resolve those problems. The
‘immédiate written or oral response of all interested members of the University
cormunity is invited. Copies of the propssal are being provided to all Vice
Presidents, the Council of Deans, all Regional Campus Assistant Deans, Directoré
and Provosts, the Faculty Senate, the hdmini;iratiqn and Professional Senate, the
Career Sevvice Senate, the Presidcn{ of the Student Body, the Student Senate and
the Student Councils on'a11_Re§ion31 Campusc=s. Recipients of the proposal mazy
make such further distribution of the proposal as is deemed appropriate. After
allewing t{me.for study, 1 will meet at the TAT Auditoriui on the Tampa Campus,
the St. Petersburg Campus Auditorium, and, if nccessary, on cther Regional
Campuses with all interested persons and invite constructive suggestions and
criticism. Thercafter the proposal, as amended in whole or part, will be mede

effective.

Background and Observations

The University-wvas authorized-in 1956 and commenced classes in 1950, Operation
of tﬁs Bayboro Campus at St. Petersburg began in 1965 and iis contjnuatiou vas
1sgié1atively mandated in 1969. Without specific legislative direction, but
pursuant to statuiory authority, the Boavd of Regents authorized creation and
operaticn of the Sarésoﬁa!ﬂanatee—ﬂew C01legé Cawpus in 1975 and the Fort liyers
Campus in 1974, Educational offerings on the regienal campuses have been limited
to upper division programs with some giacuate insivuction.

The University's président issued wiritten guidelines for Regicnal Campus
adminigtfatjon in 1973. These ave said to have been amended in some respects
by oral divection since that time but the written guidelines geﬁeré11y have
continued in effect to this date. A copy of the 1973 directive is attached.

Herctofore, daily academic, fiscal and administrative uperétions of Regional
Campuses have beén subject to the general dircction of a Dean-Administrator of

Regional Campuses who reports to the Vice President for Academic Affairs on all \‘,:



academic matters and to the President on all othcr matters. Local operations of

like Kind have been directed by an Assistant Dean or Director resident to the
Regional Campus. These individuals repOrt to the Regional Campus Dean-Administirator.
hew College has a Provost responsible for its academic affairs who likewise reports
to the Dean-Administrator. With the exception of the Director of the Fort Myers
Campus, 211 persons presently serving in these positions hold temporary or "acting'
appointments. .

Fiscal, administrative, and-student nolicy and planning for the-Regional
Campuses have been determined and 1mDTPﬁ3nL“ﬂ at thn highest level by communica-
tion belween the respective Vice Presidents of the University and the Dean-
Administrator of Regional Camspuses, subject to the ultimate authority of the
President. The University has provided suppﬁrt services to the Regional Campuses
and administrative personnel on Regional Campuses routinely have worked in that

regard with appropriatie offices on the Tampa Campus

-

icademic Affairs, in

~

ubject to the authority of thn Vice President for
‘acedenic matiers the principal communications for decision2l nurposes have ﬁeeé
between the Regional Campus Dean-Administretor and the appropriate College Deans

r their desicnees. In turn, the several Dea2ns, or their designees, have been

respcns{bTe Tor communicaiing with As istant Deans or Dirvectors ana Uepartmental
Chairpersons. For recommendations regarding persscnnel assignzents and program-
matic getails, designated Taculty peFSOdh?] en Regiona1 Cempuses geaerally have
communiceted with dnpartﬂ"wt>l and programeatic Chairpsrsons in the Colleges
with_finsl decisions reserved for resoiution at the Dazn's level.

Over a period of time, aiificulties have emergsd., Some perheps arise from
philosophical differences or personaf conflicis. The wajority appear to be
operational in nature and seem to result mainly frem deficiencies in structure
end planning end failures to follow established prﬁuah«re and to comiunicate
throﬁgh established channels. Numerous oral and writien submissions made to me
by Deans, facully and staff suggest that, with varying degrees of emphasis, the
following maiters are perceived to be the principal matters of aggravation.
Mention of them here is rot intended to confirm the perceptions or to assign

blame to anyone. Those matiers are:



10.
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A2,

Delays and difficulties in fiscal planning and funding;

Dif ferences awmonq the campuses in studeat profile and educztional and
schedule demands:

Lack of understanding of and fTailure to follow esiablished procedure and
lines of aufhority and cormunication;

Division of responsibility and unilateral action that is perceived to
impact accreditation criteria and educational étaﬂdards;

Diiferences of opinion regﬁrding the resnmonsibility for determining
student needs, for resolving course offerings,'content and materials,
for aésignment of faculty, &nd for detefminaticn 0% teaching loads;
Failure to follow established proceduves for céployment oi taculty and

adjuncts and unauthorized commitments regerding employment end advance-

rent of faculty;

Absence of understandﬁng.regarding procedure and guidelines for promotion
and tenure of faculty end dual evaluation of Ragionzl Campus facu}ty-in
these respects;

kssignment of instructional loads that create difficulty for Regional
Campus faculty in comp1yin§ with freditional criteriz for facully

evaivation and perceived inabiiity or Tailure to adjust those assign- -

ments or to modify the criteriz accordingly;

Feilure to ciarify criteria an¢ process for evaluation and advancement
of Regional Cempus Yaculty;

Heed for rotation of feculty recident to one campus e ancther;

Failure to stimlate collegiality among facully of the several campuses;
Faiiure to perceive and operate the several campuses acadsmically and

otherwise as one unit rather than soveral.

It is my opinion that each of these matters is subject to rational aralysis and
b J

resolution. Commitment to the Regional Campus concept, howaver, will be required

and sensitivity te the problems inherent in it is esseatial to its success.

Basic Premises

Implementation of the Regional Campus concept must rest upon hasic premises.

The premises employed in this proposal are set forth below. In my opinion they
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are mandated by Legislative and System decisions which, though subject Lo change

at those levels, are conirolling upon the University uatil changed. The premises

are:

1.

(4a]

The University is & single entity and must be coﬁsidered and administered
as such. Whether any Regicnal Campus may ultimately gain separate institu-
tional iéentity, and thus complete autonomy, is a political end/or educa-
The Regional Ceampuses are integral parts of a single University and their
educational mission is an exlension of the educational mission of the |
UniVersiiy. |

Even if otherwise poss%b]e, no Regiana] Lampus at thig point in time
enjoys suffiéient rescurces and has gained sufficient strength to seek

or gain separate accreditation of its eduzational progreis. Accordingly,
as applicable, ihe Regional Cempuses nmusi rely vpon the accreditations of
the University, its Colleges and ils programs, and must éomp]y with gererzl
edministrative practices and educalional standerds adopted for the
University.

Educational qué]ity end standards ere expected fo be and should be uniform
throughaﬁt the University. >Resﬁnnsibi11ty for guality and stendercds is
that of the University and does not fall solely upon individual campus
units. .

Resources of the University arve {o bz shared among its several cempus
units in an cquitable and vreasonabie wznnor to the end that the educa-
tional mission of the University is discherged on cach campus in accor-
dance wilh the highest possible siandards,

The welfare and success of Regienzl Carpus students, feculiy, staff and

programs ave University responsibilities. Regional Campus students,

personnel, programs and activities deserve and reguire the support and

-involvement of all appropriate Universily rescurces.

Regardless of campus assignment, faculty members are members of a singfe
University Community and of the University, College, and Department to
which they hold appointment. They are to be‘regarded and treated as such
and given the dpportunity to pariicipate in the co]]egiai relationships

and ecademic affairs of their respective Departments and Colleges.



Administrative Structure

Sound administrative structure is fundgmental tu'any_succcssful enterprise,
be it governmental or proprietary. Changes and adjustients, of course, are
necessar; from time to time, and it is to be cxgec{ed that the stiructure proposed
ﬁerein will be modified as growth and successful (or unsuccessful) oparation
dictate. -

For the foreseeable future, it is proposed to continue the existing Regional
Campus structure for facilitation of academic end administrative operations.

Some change in tit]os,lhowever, is contemplated. The position and title of
Dean-Administrator of Regicnal Campuses will be continued. There will be an
officer to be known as Assistant Dean-Director resident to cach Regional Campus.
To that end, the title of the Fort MHyers Campus Director will be changed accor-
dingly. The position and fitle of Provost of fzw College will also he continued.-

Without reflecting adversely upon the cdedicated service of those presently
holding acting positions, I conciude that those positions and the vacant positién
at Sarasola should be filled by permanent appoiniment. Accordingly, upen zdoption
| of this plan, as it may be amended, I propose to cause the positions of Dean-
Administrater of Regiona] Campusés, fssistiant Pzan-Director of the St. Petersburg
(§eybora) Campus, Assistant Dean-Director of the Sarasota/Manatce-~liow Collece
Campus, and Provost of New Colleae to be advertised and filled, afier appropriate
screening and evaluation of app]icants.r Those holding actirg appointments may
arply for perimanent appointment i they choose to do s0.

Generally, the euthority end responsibility of those cccupying the atore-
‘mentioned positions are to be as follows:

The Provest of Hew College shall have daily supervisory authority over and
responsibility for the academic programs of Heu College. .

The Assistant Dean-Director of the Sarasota/ianatee Campus shall have daily
academic and administrative shperviﬁory responsibility as to the upper division and
-gra&date programs of thal campus and general subcrvisory administrative authority
over Kew College. -

The Assistant Deans-Directors of the St. Petershurg and Fort Myers Campuses
respectively shall have daily supervisory authority over ard responsibility for

the- academic and administrative concerns of their respective campuses.



Each of thie aforementioned of ficers shall report @nd be responsible divectly )
to the Dean-Administrator'of the Regional Campuses who shall coordinate and have
general responsibility for all Regional Camzus actiyitieé.

i The Regional Campus Dean-Adninistrator, in turn, shall report to and be

responsible dirvectly to the University's Vice Presidents as to all policy matters

and matters of-genéra] principle falling within their respéctive arcas of author-

|
i
i
i
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 jty and responsibility. The Dean-Administrator no Tonger shall be directly res-
-ponsible and report to the President es to all non-academic matters. Howaver,
he shall continue to bLe a membe; of the President's Centra) Staff and shall haQe
‘direct access to the President on fiscal, acadsmic, and'all other matters of
Regiona]'Camp&s concern. He may appcal directly io the'President through the
.chain of authority any decision made that pertains to ﬂegibna] Campuses.
The Dean-Administrator shall be a member of the Council of Deans and have

rank and status equal to College Deans.

Division of Fiscal and Academic Responsibility and Authority

The President and the Vice Presidents in their respective areas of respon-

sibility and authority, of course, have University-wide duties and are and should

_ be no less conceéned_with one campus than another. Together with the College
| déens, they should make special effort to identity closely with the several
caiapuses and the comaunities they serve.

Pespite the Tact ihat the personnel, érograms, and facitities of the several
campuses are those of one University,‘tﬁe lgcation of a cempus in a given commun-
ity with Taculty and staff resident to thet cempus, as well as the distances
betweaen campuses snd perceived differences %n educational and serv%ce needs, tend
to create "we énd they" attitudes among the cempuses. This is counter-productive
to the concept of a single university with unifori standards and programs, although
a pred{ctabYe_resu1t of human nature. These atéitﬁdéé‘can be minimized through
structure, process and commftmené to the common tause. '

At this stage of development, I believe the Regional Camﬁuses must have a
designated spoKesman who has direct access to hicher authority and sufficfent
authority and ]eﬁérage fof effective co]lab?ration and negotiation with collegial
counterparts. However, it seems desirable to divide responsibility for discharge
of the Regional Campus mission in a manner that will strike a balance between the

various interests, and afford an effective precess for fair and uniform resoiution



of differences in viewpoint, opinion and judgmeni. To these ends, 1 propose to

d1v1d- operational fiscal contrel and operational academuc control and to provide

an appellate process through eppropriate chains of auLhor1ty to the Pres1dent
ACConingiy, funding for each PRegional Campus unlt and its act.v1t1es shall

be determined at the policy level by the President upon recomnendaf1on of the

Vice Presidents, as is presently .the case both as to the Reg1ona1 Campuses and

as to all Cellege and University progrems. Thereafter, funds allocated to the

'Reg%ona1 Campuses, including funds for support of acaedemic programs, shall be

placed under the operaticnal contral of the Bean-Administrator of Regional Campuses

in_the same mansner as with other Dzans., As o ﬁaiters regarding academic accred-

itation and stendards, program and course coatent, employment and assignment of

faculty and adjuncis, premotion, tenuve and termination of faculty, the Dean cf

the respective Colleges concerhed shall have the operationz] authority and

responsibility. It is intended through this arrengement to crezte a device

whereby the Regional Campus Dean-Adininislrvator will meke recommendations to

the College Deoans ﬁegarding the delivery of academic pregrams authorized and

required on Regional Campuses and will be in 2 pesiticn effectively to negotiale

end contract with the College for prograa delivery.

”

I appreciate that this arrangencat may lead to occasional conflict between
the Collegz Dzans end Regiona ] Carpus Dean-fdministrator, and initially may

to Regionzl Campuses. In an attempt
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armang faculty residen
to allay suzh concerns, wore detailed discussion follows. Special atiention is
nou invited, however, to what is believed to be a meaningful division of respon-
sibility and contrel and to the craatfon of a process for resolving conflict,
for insuring fair treatuent to all pevsonnel, and for full and appropriate recog-
niticn of Regional Campus responsibilities,
General Aczdemic P]anqlgj

Upon determining that a new Regional Campus prdgram is desireable or required,
either the Regional Campus ﬁean—Administrator or any Assistant Dean-Director of
a Regional Campus may, after consultation, propose a new program to the appro;
priate departmental chairperson and College Dean. Similarly, a College Dean, or
a deparumenta] chairperson with the censent of the appropriate Coliege Dean, may

propese a new Regional Campus program to the Regional Campus Dean-Administrator.
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After the new progran;concepf has been developed sufficiently, the program
shall be outlinad in writing to the Azadenmic Vize President and before

adoption presented to the Council of DNeans for review and revision.

Thercafter, it shall be Tinally appreved by the Vice President for Acadenic
iffairs before being further developed for implementation. 1f disagreement
about the need for and developinent of the program develops at any stage in the
process, any party aogricved may, upon wiitten notice t6 all concerned, present
the matter for resolution to the-Vice President for Academic Affairs and to

the President in that order.

lmplementation of Approved Academic Prograas

Inplementation of approved programs cn Regional Campuses appears to have
been & scurce of periodic friction and difficuliy. Ideally, prograsmmatic imple-
mantation should result from long-term advanced plamning. Realization of the
iceal, however, has proved difficult on 31 Carpuses and in all Colleges because
of the manner in which the University and its programs are funded. HNevertheless,
leng-renge plenning is desirable, and should be pursued in implementation of
Regional Carpus programs, as elsewhere.

. Tiis prenosal adopts an advanced nlenning concept. Before its mention, however,
more basic ohservations seem appropriate.

It is ry epinion that, because of Temilierity with and the advice gezined
frea the Pzgional Campuses, the Desn-Aduisistrator of Regional Campuses is in
an advanté;cous position to appreciaste {a} the educational and service needs
of the comuunities served by the Regional Campuses, (b) the problems of curvi-
culum and course coordinaticn and scheduling demands, (c) the availability of
faculty resident to the Regional Campuses, and adjuncts in and near the Regional
Campus communities, and (d) the problems of and capacity for Regioﬁa1 Campus
programmat{c funding. Accordingly, the Déan—ndministratur should always initiate
timaly recommendations in those respects to the College Deans with whom he seaks
to contract for provision of approved Regicnal Campus programs. These recom-
mendations rust be carefully and objectivé]y considercd by the College Deans
and by the Departmenial Chairpersons and College members with whom the Deans

_choose to consult.
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The College Deans, on the other hand, ere responsible for College and
programmatic accreditation, for enforcement of educational standards, for
proper use of all Departmental and Col]egé facylly, for faculty competency,
-for appropriate faculty exchanges among those resident to the several campuses,
for peer, promotional and tenure evaluations, for provision of fair Oppﬁftunity
for faculty advancement, and for unified c¢zpartmental and collegial operations.

Accordingly, subject ‘to the fiscal decisions of the Regidnal,Campus Dean-
Administrator, the College Deans-are hereby empswered to make the academic
decisions about programmatic course content, the timing and scheduling of course
offerings, the employme&t, selection and essigament of permanent and visiting
faculty and adjuncts, the rotation of faculty among campuses, release time,
and research and service opportunity and such cther matters as pértain to the
delivery and quality of the University's course offerings on Regional Campuses.
In the case of New College, these decisions should rest with its Provost, &s
appliceble.

T realize this proposal may be disquieiing to some. However, the problens
implicit in the proposal normally should be resolved to the satisfaction of all

by virtus of collaboration and agreenznt aéané the Deans and by the dynamics of
cgntraciuaT negotiation. In the case of agjreeuent, tée resn]tg are to be re-

cuced to writing, signed by the Regional -Campus Desn-Administrator and the
epproprizte College Dean and submitted to the Acadeaic Vice President for approval.

In the eveni agreement is not reached, either party shall have the right to
appeal personally to the Academic Vice President for resolution of any impasse
or disagreement. To fecilitate é decision each party shall summarize his
position in writing te the Acadenic Vice Presicdent, and if deemzd necessary,
the Academic Vice President may appoint a committee of his choosing to consider
the problem and make recommendation to hkm for its so}ution. Any Dean may
appeal the decision of the Academic Yice Presidsnt to the Preﬁident.

For the purpose of advence planning, the Dean-Administrator of Regional
Campuses, vorking with the Assistant-Dean of each Regional Campus, sha]}
develop and submit to the Academic Vice President and to tﬁe beans of the
involved Colleges no later than December 1 of each year, a Four-Quarter Plan

(Suimmer, Fall,- Winter, -and Spring Quarters, in sequence) implementing the



acﬁéemjc programs authorized on cich Regional Campus; Thereafter, the Four-
Quarter Plan shall be adopted and reported to the Regional Campus Dean-
Administrator and Assistant Cean-Director no later than March 15 of each
year. This plan §ha]l include recomnendations as to: (a) the courses pro-
posed to be offered cach quarter; (b) the use of faculty resident to each
_‘Regional Campus each quarter; (c) the use of College faculty resident to
other campuses cach quarter; (d) the preposed use of adjuncts each guarter;
and (e) the manner in which the plan is proposed to be financed.

For the purpose éf such planning the Regional Campus Dzan-Administrator
and the involved College Deans shall work together at all appropriate times
iﬁ the process and they may designate Departmental Chairperscens and Regional
Campus liaison representatives fo develop details and make recommendations to
their deﬁignsrs. The official level of conﬁunication, however, shall be be-
tween the Deans. Once adopted by agreement belween the Regicnal Campus Dean-
Administrator and the involved Deans, the plan shall berreduced to writing,
signed by the Deans and approved by the Academic Vice President. Thereafter,

" ~the plan shall not be modified without either (a) joint written agreement of
the Regional Campus D&an—Administratmr and the involved college Dean, or (b)
written approval of the Acadenic Vice President. The respective Deans shall

be responsible for notifying all appropriate persons under their supervision and
direction of the plan and all modifications thereof.

Recozaizing thal four-quarter planning is impossible this year and may be
impossible or impractical at other times, the Regional Campus Deaﬁ—Administrator _
shall have the continuing responsibility to initiate timely planning in-érder
to assure that the University's cducational mission on the Regional Campus -is
disciarged properly in each guarter of an acazdemic year. To the extent possible
he shall do this by initiating recommendations in the manner contemplated for

four-quarter planning.

Faculty Employment

Employment of faculty and adjuncts resident to the Regional Campuées has
given rise to problems heretofore. This need not continﬁe. No resicdent faculty
or adjuncts serving Regional Campuses shall be employed except upon the joint
writteﬁ agreement of the Dean-Adiministrator of Regicnal Campuses and the Dean

of the College in which the faculty mamber or adjunct shall serve. All pros-
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pective employees are to‘be advised that only the Vice President for Academic
Affairs has ultimate authority to recommend, and only the President (or his
designee) has author{ty to employ faculty, and that no prbmises attendant to
einploymant nogotiations will be recognized except as expressed in a contract
of employment. Any such promises previously made and not contractually ex-

pressed are to be considered unauthorized and will not be honored. *

The Dean-Administrator of Regional Campuses, working with each College Dzan -~

in whose College Reéiona] Campus programs reside, shall develop procedures for
recruitment of all faculty -~ Tampa Campus resident, Regional Campus resident,
hdjunct, or Visiting -- to be used in Regional Campus programs. Such procedures
m3y vary among Colleges, but shall be struciurad to assure involvement and con-
sideration of the reccimendalions of eppropriate Tampa and Regional Campus 7
faculty and Chairpersons at the departmental level as wgl] as the Assistant
Dean-Divectars from chfcna] Campuses. These procedures shall be submitted to
the Acadsnic Vice President for review and approval within sixty (60) days of
the adoption of this proposal, as it may be amended.

forms prop%singtappointment of all resident Regional Campus faculty, and

faculty assign—ent forms for all faculty with assigned responsibilities on

L3er)

Regional Cempuses, shall bear the signatures of the Dean-Administrator of
Regional Campuses and the involved College Pean, in addition to other required

sigaztures.

In orcder 1o provice balanced educaticnal opporiu.ity to Regional Cawpus
stugsnts, to provide more satisfactory research and service opportuﬁity to
Regional Camnus resident facu?iy, and to provide a sound basis for evaluatioﬁ
of faculty meibers, more effective rotation of faculty among campuses is nece§-
sary. This rotation is the basic responaihi}ity of the College Deans. Sub-
Ject to provisions of collective bargaining, all facully contracts should
provide that faculty may be assigned for instructional or other work from time
to time to any University cempus. College Deans are.cxpected to provide-ade—
quately for audit of the instructional assigraents of all faculty, including
Regional Campus faculty, so instructional loads are neither unduly broad nor

unduly heavy. Regional Campus faculty are to be afforded adequate opportunity
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to meel rescarch and service éxpectations consistent with instructional assign-
ments.  Further, all College neéns shouid éssure that faculty members resident‘
to the Regional Campuses are ptOVIdOd reasonable opportunity to participate in
Departmental and College meetings. The Deans should become acquainted with Z
faculty members of their College resident to the Regional Campuses and should
make pariodic visits to those ca mwuses in order to bacome hetter acquainted
with the neads and progress of mewbers of their faculties.

The peer evaluvation porticn of the annual evaluation of each Regional Campus
faculty m2iwbere is 10 lnr1ldo the reconvendations of a joint Faculty Advisory _
Committee comprized of two or move faculty woihers from the Co]lng; Departiment
to which the Regional Campus facuily mezber belongs, and two or more Taculty
members from the Regional Campus of which the Regional Campus faculty menmber
is resident. The respective represehtations shall be equally balanced. This
Committee is to be chaired by a person selected end appointed by joint written
agreement of the Regional Campus Dean-fdminisirator and the appropriate College
Dzan, or in the absence of agresment, by the Associatoe Vice President for Academic

‘Affairs. In either case, the chairperson sha]] preside but notrvote. Should
the requisite aumber of faculty not be available on a Regicnal Campus, the
Acedemic Vice President <hall direct the munner in which the evaluation is to

-be perforrmza.

Rasident FEegional Canpus faculty shell have the seme genzral status as all
faculty of the University end the College of which they are members. They

shell be subject to the same esveluation procoduics for promoiion, salary in-

[¥e)

crement, tenur2, layoif, and termination as those faCu]Ly oi ihe College and
Department te which the Regional Campus faculty meaber belongs. Eaéh College
Dean, working in cellaboration with the Dear-Adninistrator of Regional Campuses
and the appropriate Departmant Chairperson, shall develop and promulgate a
procedure for evaluation of Regional Campﬁs facuity whereby such faculty are
stbject to a -uniform evaluation process. That procedure shall }ﬁsure the parti-
cipation in the process of the College Dean, the Departmental Chairman, the
Ass%stant Dean-Director of the pertinent Regional Campus as well as at least
one Departmental faculty wember who has taught at the Regional Campus in
guestion and is personally familiar with the professional work of the faculty
menber - subject to evaluation. The evaluation is.to give fair and reasonable

rcccguwtlon to the nature of the professional assignments given the Regional



Campus faculty member under evaluation. Régiona] Campus faculty meabers are
also to be provided opportunity to participate in the evaluations of Depart-
mental and College faculty wherever resident,

These evaluation procedures may.varx_from aniong Colleges provided they
compari with law and generally acceﬁted'university standards. They are to
be submitted to the Academic Vice President for review and approval within
ninety (90) days of the %ﬁoption of this proposal, as amenced. Any Dean may
aﬁpea] the decision of the Academic Vice President vegarding these procedures
to the President.

The Dean—Administfator of Regional Campuses may crcate 2 Prowotion or
Tenure Committee, or both, on any Regional Campus. These Committees ma
evaluate a faculty member for promotion or tenure only upos request of the
faculty member. If an evaluation is requzsted and made, it shall be forwarded
to the Departmental Chairperson and Collegs Dean for consideration and in-
cluded in any recomnendaticn made regarding premation and tenure, The
Assistani Dean-Dirvectors and the respective College Deans shall have tha
‘responsibility to notify faculty of the schedules einployed by pertinent
promotion and tenure comnittess in order that both Pegional Campus facultﬁ
and Promoticn and Tenure Committecs have reassnable opportunities to endloy

.
this process without delsying recommendations for promotion and tenure.

The provisions for pcor, promaticn, tenure, and other evaluations mentioned
gbave sh21l not apply tc Hew College. The Regional Campus Dean-Adainistrator
and the Provost of New College shall joinily, within ninety (90) days of
adoption of this proposal as amended, submit appropriate evaluation plans
for lizw Cellege to the Academic Vice President, who, prior to their epproval,
sha¥l review Lhem with the Council of Deans. The Provost or any Dean may
appeal the decision of the Academic Vice Prosident regarding these plans to

the President.

Graduate Students

Selection and retention of graduate studenis who are considered students
of a Regional Campus shall be based on criteria established by the Department

College inwhich their work is to be done,



The success of our Regional Campus mission, in my opinion, rests heavily
upon'thé Deans.  They must view their responsibility broadly, take no less
interest in Regional Campus faculty and programs.than in others and employ and
urge commn sense, fairness and objectivity in treating the problems that are.‘
and will be presented. ‘ ‘ '

1 recognize that this propoesal fails to treat importani details qncounteréd
in daily academic and administrative functions and that it is not without its
cunbersome aspects. These deficiencies are not entirely accidentai. Rather,
I have chosen bsth to prapose imperfect structures in an attempt to balance
compating interests and to leave signifi;ant dztails for development at
pperational levels. T believe, however, that employment of the premisés,'
structures, procedures, and other gquidelines that are provided will resolve
most problems we have encountered. Especially will this be so if all 0% us
seek to work together fairly and objectively to insure success of the Regional
Campus concept. }

Vil Feece Sai L, Oy

Interin Presideng
University of Scuth Florida

August 1, 1577
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