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TENURE PROCEDURES AT BAYLOR UNIVERSITY


The tenure process for tenure-track faculty not transferring prior research or teaching credit toward tenure is as follows.  When a faculty member transfers prior experience in accordance with Tenure and Promotion Policy Section IV.B., the review years to be omitted will be identified accordingly in consultation with the Office of the Provost.

I.	Annual Reviews

A.	General information

The tenure-track faculty member, all available tenured departmental faculty, the departmental chairperson, and the dean (or the dean’s designee) shall participate in a review of the tenure-track faculty member’s progress and performance on an annual basis.  (Note:  here and subsequently in this document, “available” refers to faculty who are not prevented from participating in the process under discussion by some significant circumstance approved by the dean and chair as sufficient to warrant non-participation.)  The tenure-track faculty member must demonstrate that she or he should be continued on toward tenure.  If the tenure-track faculty member fails to do so during the first- or second-year of employment at Baylor, the faculty member will not be issued a letter of appointment for the following year.  If the tenure-track faculty member fails to do so after the second year of employment at Baylor, a terminal letter of appointment will be issued for the succeeding year.

The annual review process takes place early in the spring semester for first-, third-, fourth-, and fifth-year faculty, and in the fall semester for second-year faculty; specific dates are provided in the following Process.

The third year of service at Baylor, or the second year if the tenure-track faculty member was granted credit toward tenure from prior work at another institution, will be treated as the halfway point to tenure, and is designated the Pre-Tenure Review year. 

B.	Process

1.	Tenure-track faculty members are to maintain a notebook that follows the guidelines of the University Tenure Committee (see Section II.B.1.d.).  They are to make this notebook available for review by the available departmental tenured faculty members during January (for first-, third-, fourth-, and fifth-year faculty), and during October (for second-year faculty).

2.	The available tenured departmental faculty members are to review the candidate’s notebook during January (for first-, third-, fourth-, and fifth-year faculty), and during October (for second-year faculty).

3.	The department chairperson is to provide colleague evaluation forms to the available tenured departmental faculty members, and to schedule the review meeting with the tenure-track faculty member, the tenured departmental faculty, and the dean or dean’s designee.  These tasks should be accomplished by February 1 for first-year faculty, by November 1 for second-year faculty, and by March 1 for third-, fourth- and fifth-year faculty.

4.	Each tenure-track faculty member is to prepare and submit to the department chairperson and dean an annual report containing data and statements in support of continuation toward tenure.  This should be done by February 1 for first-year faculty, by November 1 for second-year faculty, and by March 1 for third-, fourth- and fifth-year faculty.

5.	The tenure-track faculty member, available tenured departmental faculty members, department chairperson, and dean or dean’s designee will meet to discuss and review the tenure-track faculty member’s progress and performance.  If there have been any changes in expectations or conditions of the faculty member’s employment, the department chairperson is to ensure that these are clearly communicated in writing to all participants.  This will be done during the first part of February for first-year faculty, during the latter part of November for second-year faculty, and during the first part of March for third-, fourth-, and fifth-year faculty.

6.	Following this meeting, the available departmental faculty members are to complete and sign the colleague evaluation form on the tenure-track faculty member and submit it to the department chairperson.  The department chairperson shall maintain the confidentiality of the evaluation forms, which shall not be available for review by the tenure-track faculty member.  In addition to the chairperson, only the President, Provost, the dean or dean’s designee, and the University Tenure Committee upon the Committee’s request will have access to the evaluation forms.

7.	After receiving the colleague evaluation forms, the department chairperson is to prepare a summary report of the colleague evaluations by the available tenured faculty members and submit the report to the dean.  This summary shall not be available for review by the tenure-track faculty member.

8.	The dean or dean’s designee is to prepare a summary letter to the Provost, which documents the review, including feedback from the colleague evaluations, and recommend whether or not the faculty member be continued on tenure-track.

9.	This letter is to be signed by the department chairperson and the dean or dean’s designee.

10.	The tenure-track faculty member is to acknowledge the receipt and content of the summary letter provided by the dean or dean’s designee by his/her signature on the letter.  Should the tenure-track faculty member question any portion of the summary letter, he/she should provide a written response to be attached to the summary letter.  The tenure-track faculty member receives a copy of the summary letter.

11.	The dean or dean’s representative is to submit the summary letter to the Provost for review.  This should be done by February 20 for first-year faculty, by December 5 for second-year faculty, and by March 20 for third-, fourth-, and fifth-year faculty.

12.	The Office of the Provost will maintain a permanent file on the professional performance and years of service of each faculty member.

II.	Tenure Review

A.	General information

The sixth year of service at Baylor (or equivalent prior credit granted for work at another institution and service at Baylor) is designated the Tenure Review year, unless the tenure-track faculty member had a pre-approved extension of the tenure clock.  If the tenure candidate fails to demonstrate conclusively why she or he should be given tenure at Baylor in the Tenure Review year, a terminal letter of appointment will be issued for the succeeding year.  The academic credentials at the time of tenure review should be evaluated in their entirety without consideration of the time to tenure review.  For example, faculty who come up for tenure early are to have demonstrated the same level of productivity as faculty who are reviewed in their sixth year.  Likewise, faculty who extend the tenure clock for an approved reason are to have demonstrated the same level of productivity as faculty who are reviewed in their sixth year. 

The tenure-track faculty member, all available tenured departmental faculty, the departmental chairperson, the dean, the University Tenure Committee, the Provost, and the President participate in the review process, as follows.

B.	Process

1.	Prior to review of information

a.	At the beginning of the Fall semester, the University Tenure Committee Chairperson is to

i.	secure a list of candidates from the Provost;

ii.	secure from the deans a list of tenured departmental faculty members to receive tenure evaluation forms for each candidate; and

iii.	send appropriate documents to the candidates and the deans.

b.	The tenure candidate is to return the “Receipt of Tenure Review Notice” acknowledgment form to the University Tenure Committee Chairperson by the date designated on the form; the Chairperson is to monitor the receipt of these forms.

c.	The dean or dean’s designee is to provide the University Tenure Committee Chairperson a list of tenured departmental faculty members to receive tenure evaluation forms.

d.	The tenure candidate is to prepare a credentials notebook that supports the request for tenure as instructed by the University Tenure Committee Chairperson. A copy of this notebook is to be provided by November 1, for review by the available tenured departmental faculty members, the departmental chairperson, and the dean or dean’s designee.  The material in the notebook should be subdivided and indexed into the categories set forth below:

i.	A letter to the University Tenure Committee.  This letter should set forth reasons why tenure should be granted, discussing each of the following that is relevant:

(a)	An explanation of any special conditions of the candidate’s appointment that would relate to a tenure determination (e.g., extension of tenure clock).

(b)	Teaching effectiveness.

(c)	Scholarship and/or professional performance, including some indication of the extent of personal responsibility for any multiple-authored works. 

(d)	Service to the department, the university, and the larger academic community.

(e)	Community and religious service.

(f)	Interpersonal relationships with students, colleagues, and other members of the university community.

(g)	A statement of how the candidate supports the goals and mission of the university.

ii.	Curriculum Vita.

iii.	Annual review summary letters (all years) from the dean to the Provost (see Section I.B.8-10.).

iv.	Student evaluation summary reports for the previous six semesters.  (The summary reports are the sheets that compare the faculty member’s evaluations to those of colleagues in similar courses.  The first two pages which contain the class comparison data should be included, as should any summaries and analyses of student evaluations that were prepared for the departmental chairperson or dean.)

v.	A bibliography of published articles:

(a)	Refereed publications;

(b)	Non-refereed publications;

(c)	Three or four representative samples of the above.

vi.	A bibliography of published book(s), including reviews, and/or critiques of the text(s).

vii.	A list of any graduate students supervised by the candidate, including current graduate students and those who have completed their degrees.  Brief documentation for the accomplishments of each student should be provided.  Specific items will vary by discipline, but might include awards, thesis titles, publications, notable artistic creations or performances, etc.

viii.	Any other scholarship that is germane to the candidate’s field of study.

ix.	A list and a description of artistic performances (if applicable).

x.	All current course syllabi.

xi.	A five-year plan for teaching, research, publication, artistic performance, or other professional development.

xii.	Any other categories of the candidate’s choosing, including any reviews or evaluations of the candidate’s scholarship the candidate should choose to submit.

e.	The department chairperson is to secure at least three external reviews of the tenure candidate’s work, and make these available to the available tenured departmental faculty member and the dean or dean’s designee prior to the meeting of these individuals with the candidate.

	Academic units will ordinarily have established their own policies and procedures related to the selection of external reviewers of tenure candidates.  However, these policies and procedures should reflect the following general guidelines.

i.	The responsibility of external reviewers is to provide a disinterested and objective evaluation of the scholarship or performance of a candidate, and thus they should be established scholars or practitioners in the candidate’s field of expertise.  A copy of each external reviewers’ curriculum vitae should therefore accompany her or his written evaluations of the candidate.  Any external reviewer who is employed as an academic in a college or university should be tenured and hold a rank no lower than associate professor or the equivalent.

ii.	Reviews should be written from a disinterested and objective perspective.  To this end, external reviewers with personal or other professional attachments to the candidate that would adversely affect their ability to make sound assessments of the candidate’s scholarship should not be selected.  In virtually all cases this will preclude from consideration the candidate’s former teachers, members of the candidate’s doctoral committee, and collaborators with the candidate.  In like fashion, collaborators with tenured members of the candidate’s department or academic unit, and former colleagues from previous institutions, should ideally not be asked to serve as external reviewers.

iii.	Candidates for tenure should be allowed to provide input into the selection of external reviewers, e.g., nominating and commenting on possible reviewers.  Candidates should not, however, be involved in the final decision, be told the identity of the reviewers who are chosen, or be allowed to read the original reviews, although, if tenure is granted, a written summary may be provided by the department chair.  A concerted effort should be made not to secure the services of an external reviewer with a demonstrated bias against either the candidate or the candidate’s chosen methodology, school of thought, or substantive conclusions or products which are otherwise recognized within the candidate’s discipline, and the candidate’s input should be sought as to whether such issues may exist.

iv.	External reviewers should be provided with the candidate’s vitae and a dossier of the candidate’s research and/or performance.  In the cover letter accompanying these materials, the candidate’s department chair should ask each reviewer to evaluate the candidate’s record as it relates to the department’s standards and goals, as well as its impact on the candidate’s discipline.  To facilitate the University Tenure Committee’s deliberations, the department chair shall provide the Committee with a copy of the letter and the materials that were given to the external evaluators.

f.	The department chairperson is to schedule a meeting of the available tenured departmental faculty members, the tenure candidate, and the dean or the dean’s designee (if a designee, this person should not be a member of the candidate’s department).  This meeting is to take place prior to December 1.

g.	The University Tenure Committee Chairperson shall send to the available departmental faculty tenure evaluation forms for each candidate.

2.	Departmental review of information

a.	After the candidate’s credentials notebook and letters from external reviewers are made available, the available tenured departmental faculty members are to review them.

b.	Prior to December 1, the tenure candidate is to meet with the department chairperson, the available tenured departmental faculty members, and the dean or the dean’s designee.  The principal purpose of this meeting will be to allow the tenure candidate to answer any questions that might exist regarding the candidate’s credentials.  (Note:  In discussions with the candidate, specific points should not be attributed to the letters from external reviewers, nor should any external reviewer’s identity be revealed to the candidate.)

c.	Following the meeting, the available departmental faculty members are to complete, sign, and return the tenure evaluation forms to the University Tenure Committee Chairperson as directed. The Chairperson shall maintain the confidentiality of the evaluation forms, which shall not be available for review by the tenure-track faculty member.  In addition to members of the University Tenure Committee, only the President, the Provost and the dean will have access to the evaluation form. 

d.	Following the meeting, the department chairperson should deliver to the University Tenure Committee Chairperson:

i.	the tenure candidate’s credentials notebook;

ii.	the external review letters, along with a copy of the letter and the materials that were given to the external evaluators; and

iii.	departmental expectations for tenure and any special conditions of the candidate’s employment.

e.	A tenured department chair shall submit an evaluation form as described in Section c above; however, an untenured department chair may also submit an evaluation form.

f.	Following the meeting, the dean or dean’s designee shall submit to the University Tenure Committee Chairperson as directed a letter addressing the merits of the tenure candidate’s application for tenure.  The Chairperson of the Tenure Committee shall maintain confidentiality of the letter, which shall not be available for review by the tenure candidate.  In addition to the members of the Tenure Committee, only the President and the Provost will have access to the letter.

g.	The University Tenure Committee Chairperson is to monitor the receipt of departmental faculty member evaluation forms, dean letters, and materials from the department chairperson.

3.	University Tenure Committee deliberations

a.	The University Tenure Committee Chairperson is to arrange for and conduct meetings of the University Tenure Committee; obtain appropriate additional information requested by the committee members; and make any personal contacts with the candidates as required to obtain additional information.

b.	The members of the University Tenure Committee are to review all material related to the candidate using relevant evaluation criteria, including the departmental expectations provided by the departmental chairperson, with respect to:

i.	teaching effectiveness as determined by student evaluation summary reports, self-report, annual review summary letters, departmental colleague evaluations, dean letters, and other supporting evidence, such as student/alumni professional accomplishments;

ii.	scholarship and/or professional performance as determined by self-report and supporting evidence, annual review summary letters, departmental colleague evaluations, dean letters, and evaluations by external reviewers;

iii.	service to the department, the university, and the larger academic community as determined by self-report, annual review summary letters, departmental colleague evaluations, dean letters, and other supporting evidence;

iv.	community and religious service as determined by self-report, annual review summary letters, dean letters, and other supporting evidence;

v.	interpersonal relationships as determined by student summary evaluation reports, annual review summary letters, departmental colleague evaluations, dean letters, and other supporting evidence; and

vi.	contribution to the overall goals and mission of Baylor University as determined by the candidate’s five-year plan and personal statement, departmental colleague evaluations, letters from external reviewers, dean letters, and annual review summary letters.

c.	The members of the University Tenure Committee will meet, discuss each tenure candidate’s qualifications, and vote by secret ballot.  All Committee members, including the Chair of the Committee, will vote on all secret ballots, except as provided in the remainder of this paragraph.  Committee members may excuse themselves in cases in which they feel they cannot fairly evaluate a tenure candidate’s qualifications.  Committee members will abstain from voting on candidates for whom they have previously submitted a faculty evaluation form in the Tenure Review year.

d.	The University Tenure Committee Chairperson will complete a summary report for each candidate and forward the Committee recommendations to the Provost with a copy to each Committee member.

e.	The University Tenure Committee Chairperson will forward all tenure documents, including ballots, to the Office of the Provost.

4.	Tenure decision

a.	The Provost will review each case and make a recommendation to the President, and will submit all relevant material and University Tenure Committee recommendations to the President.  The Provost may consult with the dean in the course of this review.

b.	The President will consult with the Provost and make a final decision regarding the granting or denial of tenure.  The President and/or Provost may consult with the dean during this process.

c.	The President will sign a letter to the candidate conveying this decision, and will report the decision to the Provost.

d.	The Provost will report the President’s decision to the Chairperson of the University Tenure Committee.

e.	The Provost will communicate to each dean the tenure decision made for each faculty member within the dean’s academic unit, and, in the case of successful tenure candidate(s), will provide the dean a summary of the conclusions reached during the review process regarding strengths and weaknesses.

f.	The tenure candidate’s dean or the dean’s designee will meet with the tenure candidate to inform him or her of the tenure decision and to deliver personally to the candidate the letter from the President officially notifying the candidate of the tenure decision.

	If the candidate has completed a successful tenure review, the dean or the dean’s designee will discuss with the faculty member at this meeting (or at a meeting scheduled prior to the end of this academic year) the strengths and weaknesses in her or his performance noted during the review process and communicated by the Provost.  In addition, the dean or the dean’s designee will discuss with the candidate the ongoing expectations of tenured faculty members in the areas of teaching, scholarly activity, service, and personal conduct, and, in general, with respect to the distinctive mission of Baylor.

	The dean or dean’s designee will prepare a statement documenting the content and date of this meeting and the fact that these procedures have been followed.  This statement will be included in the tenure candidate’s official personnel file maintained in the Office of the Provost.
	
5.	Denial of Tenure

a.	If any tenure-track faculty member is not approved for tenure, he or she shall be given a one-year terminal contract.  The one-year terminal contract shall be issued notwithstanding the availability of reconsideration.  A decision to deny tenure is effective at the time it is first made.

b.	Reasons for denial of tenure will not be given unless the candidate makes a written request to the Provost.  This request must be received by the Provost within two weeks of the candidate’s receipt of notice of tenure denial.  The Provost will respond in writing within two weeks after receiving the written request from the candidate.

6. 	Request for Reconsideration

a.	A candidate who has been denied tenure may seek reconsideration of that decision.  The reconsideration process requires the candidate to:

i.	Obtain written reasons for the denial of tenure from the Provost, as specified in Section II.B.5.b. above; and

ii.	Within thirty days of receiving these reasons, submit a written request for reconsideration to the Provost.

(a)	In the request for reconsideration, the candidate should respond to the written reasons for the denial of tenure and submit any new or additional material the candidate wants considered.

(b)	If new or additional material is included, the candidate should also provide reasons that the material was not previously provided with the credentials notebook.

b.	When a request for reconsideration is made, the Provost will report to the President and the University Tenure Committee that it has been made, and will then consult with the Chair of the University Tenure Committee, discussing with the Chair the points at issue.  The Provost will then decide whether the Committee should reconsider the case.  If the Committee does reconsider the case, it shall follow the normal procedure established in this policy, and shall report its recommendation to the Provost within thirty days of the Provost’s receipt of the candidate’s request for reconsideration.

c.	The Provost and the President shall then act on the request for reconsideration as described (with reference to the initial tenure decision) in Sections II.B.4.a-c  above.  The candidate shall be informed of the President’s decision within forty-five days of the Provost’s receipt of the candidate’s request for reconsideration.  In the event that denial of tenure is affirmed, the President shall inform the candidate in writing of the reasons for affirming the denial of tenure.  

III.	Exceptions to the Above

Any granting of tenure status by other means shall occur only in exceptional cases and only in consultation with the tenured faculty members of the department in which the faculty member is being granted tenure.  Any exceptions made in the granting of tenure shall be stated in writing to the faculty member receiving tenure, the tenured faculty members in the department, and the chairperson.  Such exceptions shall not extend the maximum probationary period granted in this document.  Only the President shall have authority to issue official tenure notices, and these must be in writing to the concerned parties.

IV.	Implementation

A.	Because of the relatively large size of some departments, those departments may properly have subsets of all available tenured faculty members within the department fulfill the responsibilities of tenured faculty members as outlined in this policy.  Such a practice, and the procedure for selecting subsets in each department, must be approved by the Provost.

B.	Because some schools within the University are not organized by department, the functions of the departmental chairperson and dean or dean’s designee as outlined in this policy will be performed by the dean or the dean’s designee within those schools.

C.	If a tenure-track faculty member is in a department or division with four or fewer tenured faculty members, the dean shall appoint additional faculty members from within the University so that there are five tenured faculty members who will participate in all the candidate’s annual reviews and submit tenure evaluation forms in the Tenure Review year.  All tenured faculty members within the department or division will be included in this number; the dean will only add enough to this group to make a total of five faculty members.  This task will be completed during the fall semester of a new faculty member’s first year, or as soon as is practically possible in the case of tenured faculty members leaving the department during the course of the candidate’s time on the tenure track.  The same five tenured faculty members should serve in this capacity for a given candidate throughout the probationary process unless one or more members are to be added as a result of additional department members receiving tenure and/or the dean determining that one or more existing members should be replaced; in the latter case the changes must be approved by the Provost.

a.	The dean will consult with the candidate and the department or division chair in order to determine what faculty members might have areas of expertise that are most closely related to that (or those) of the candidate; such faculty members would ordinarily be preferred for appointment to these duties.

b.	In the absence of a sufficient number of tenured faculty members whose areas of expertise are significantly related to that (or those) of the candidate, the dean should seek to appoint tenured faculty members whose record of service at the University indicates that they would be able to fulfill these duties in a conscientious and competent way.

c.	Faculty members being considered for these duties should be given the option of declining the appointment, and, if they would like to accept the appointment, should be specifically asked if there are any ways in which their ability to serve in this capacity might be compromised.

d.	When these individuals are appointed, the dean shall provide their names to the candidate, all tenured faculty (within and outside of the department) who will be fulfilling these responsibilities, the department or division chair, and the Provost.  The dean will also provide the Chairperson of the University Tenure Committee with the names at the beginning of the Tenure Review year, in order that they may receive a tenure ballot for the candidate.

D.	These procedures describe the system for evaluating tenure-track faculty members as that system ideally should work.  Each participant in the process should strive to meet his or her important responsibilities as outlined in this policy and should encourage other participants in the process to fulfill their responsibilities.  Nonetheless, there will inevitably be circumstances when participants in the process fail to comply fully and completely with their responsibilities under this policy.  If such an error is promptly brought to the attention of the University prior to any final tenure decision through the Provost, the University will make reasonable efforts to correct the error if practicable.  However, recognizing that such errors will inevitably occur and that tenure should be granted based on the merits of the candidate, rather than the performance of participants in the process of evaluation, an error in complying with the requirements of this policy shall in no event justify the granting of tenure and shall not provide the basis for any legal claim against the University or against participants in the process of evaluation.
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APPENDIX:  Schedules for Annual Review and Tenure Review Processes

Note:  These dates are given as guidelines.  They vary slightly from year to year depending on when weekends and holidays occur; deans and department chairs distribute exact dates each year.


Schedule for First-Year Review:

By February 1:	Faculty submit report to Chair or Dean; department chair provides colleague evaluation forms to tenured departmental faculty
February 1-12:	Review dates
February 20:	Letters due to Provost
March 1:	Non-reappointment notification deadline


Schedule for Second-Year Review:

By November 1:	Faculty submit report to Chair or Dean; department chair provides colleague evaluation forms to tenured departmental faculty
November 2-December 1:	Review dates
December 5:	Letters due to Provost
December 15:	Non-reappointment notification deadline


Schedule for Third-, Fourth-, and Fifth-Year Review:

By March 1:	Faculty submit report to Chair or Dean; department chair provides colleague evaluation forms to tenured departmental faculty
March 2-16:	Review dates
March 20:	Letters due to Provost
Twelve months before expiration
of probationary appointment:	Non-reappointment notification deadline


Schedule for Tenure Review:

Beginning of fall semester:	UTC Chair secures lists of candidates and tenured departmental faculty, and sends appropriate documents to candidate, tenured departmental faculty, and deans.
By November 1:	Candidate submits notebook for review
By November 1:	Department chair supplies external review letters
November 2-30:	Candidate meets with department and dean
Beginning of December:	Notebooks, external letters, and departmental and deans’ letters sent to UTC Chair
Early January:	UTC deliberates and sends recommendations and all other materials to Provost
Early spring semester:	Provost sends recommendations and appropriate supporting material to President
	President makes final tenure decisions and communicates them to candidates and Provost
	Provost communicates decisions to UTC Chair and respective deans
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