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Despite the flexible nature of the current CR&R on faculty workload, conditions exist 
where some faculty members take on a much greater load than others. Previous 
practices and cultural norms can at times trump concerns for equity, and department 
chairs report feeling handicapped in ensuring that all faculty members carry a fair share 
of the department’s responsibilities.  In interviewing department chairs, task force 
members reported that: 

o A number of “deals” exist with faculty members that reduce their teaching load or 
create special arrangements. 

o Department chairs feel they are bound to the “deals” – although they may not have 
been involved in making them. At times deals are made at the dean or provost level. 

o Chairs and associate deans often report that they would like concrete guidelines they 
can draw upon instead of negotiating with each faculty member. They would also 
like alternative benefits they can offer for special assignments other than a “reduced 
teaching load” that is often used. 

o In many cases chairs are not well informed on the best practices and can be 
persuaded to accept arrangements with faculty members they later find are not in 
the best long-term interest of the department. 

o Some chairs report they find it easier to “pick up the extra slack” by personally 
teaching more or taking on other responsibilities when extra effort is needed, rather 
than push those who are not sharing the load. 

o Chairs often do not know how to address performance issues with faculty to ensure 
the department workload is implemented fairly across the unit without disrupting 
the departmental culture. 

o There is a general recognition that different faculty have different strengths in 
teaching, research and service. However, there is resistance to adjusting the 
standard workload where most faculty members have roughly equal assignments of 
teaching and research to address imbalances. 

o For any workload adjustments to be successful, chairs feel they need the support of 
their deans and provosts so that all departments in a college or school adopt similar 
approaches. 
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The attached document articulates a number of issues and principles that can be used to 

http://www.umsystem.edu/ums/rules/collected_rules/faculty/ch310/310.080_regular_faculty_workload_policy
http://www.umsystem.edu/ums/rules/collected_rules/faculty/ch310/310.035_non-tenure_track_faculty
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individual faculty members. The faculty workload in a department typically includes 
teaching, research/scholarship/creative activity, and service responsibilities. The 
teaching activity is the most quantifiable component. Department heads determine the 
courses that will be offered each semester and the number of sections of these courses. 
The teaching workload is then allocated to faculty members based on their pre- 
determined credit hour teaching requirement. 

Adhering to the principle that faculty should focus on what they do best, the teaching 
assignment for active and successful researchers could be reduced so that these faculty 
members can maximize the research, publications, grants, or other scholarly activities as 
defined by the academic department. Those faculty members who are less prolific on the 
research dimension but are effective teachers then could cover a greater percentage of 
the teaching workload. 

Key to the success of the process is that faculty members who are asked to invest a 
greater amount of time in either the teaching or research missions are rewarded when 
they excel in that dimension.  It follows that a well-designed and administered workload 
allocation process can result in a situation where all faculty members experience better 
performance evaluations. The prolific researcher will have more time to work on 
publications, grants, or other scholarly activities, and the prolific teacher would be 
handsomely rewarded for outstanding results in the classroom. 

It must be emphasized here that the awarding of tenure a
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(2) Prolific researchers may have their teaching and/or service workload reduced so 
that they may further the department’s research mission. 

(3) When a prolific researcher has a reduced teaching responsibility and/or service 
responsibility - that responsibility will be assigned to another faculty member in 
the department that is prolific on the teaching and/or service dimension. 

(4) It is likely that the tenured/tenure track faculty members will not be able to fulfill 
the entire teaching responsibility of a department. In these cases, the remaining 
obligations will be allocated to
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