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Institutional Characteristics-- BATES COLLEGE

Date: June 18, 2000
1. |Corporate name of Ingtitution Bates College. (Legal name of the corporation is"President
and Trustees of Bates College".)
2. |Address, (city, state, zip code) 2 Andrews Road, Lewiston, ME 04240
Phone (207) 786-6255
Internet http://www.bates.edu
3. [Dateingtitution was chartered or authorized March 16, 1855, Maine State Seminary incorporated by the
Legidature of Maine. On February 14, 1962, the Maine
governor signed abill creating a collegiate course of study
within the Maine State Seminary. On January 19, 1864,
Legidature of Maine changed name to Bates College and
confirmed its collegiate powers.
4. |Dateingtitution enrolled first studentsin degree programs September 1863
5. [Dateingtitution awarded first degrees July 31, 1867
6. |Typeof contral: Independent, Non-profit
|7. By what agency istheingtitution legally authorized to provide
| [aprogram of education beyond high school, and what
degreesisit authorized to grant?
Agency: Legislature of the State of Maine
Degrees: Bachelor of Arts, Bachelor of Science
(Attach a copy of the by-laws, enabling legislation, and/or other appropriate documentation to establish the legal authority
of the institution to award degrees in accordance with applicable requirements.)
See the Organization and Governance folder in the Team Workroom, or: http://www.bates.edu/admin/charter.by-laws.html
8. [Level of postsecondary offering: 4 or 5 year baccalaureate degree-granting program
3 year baccalaureste degree option
5year Liberal Arts-Engineering Dua Degree Planin
cooperation with Columbia University, Dartmouth College,
Rensselaer Polytechnic Ingtitute, Case Western Reserve
University, or Washington University, St. Louis.
9. [Typeof Undergraduate programs Libera arts and general
Teacher preparatory
10. |Thecalendar system at theingtitution is: Semester (4-4-1)
Fall and Winter Semesters, plus a Short Term
11. |What congtitutesa " normal” credit hour load for students each semester?
a) Undergraduate (no graduate offerings) 4 courses
12. |Student Population:
a) How many full-time studentsin degr ee programs?
1. Undergraduate Fall 1999 Headcount: 1706 Total (835 male; 871 female)
2. Graduate graduate programs not offered
b) How many part-time studentsin degr ee programs?
1. Undergraduate None. All students take a full-time program
2. Graduate graduate programs not offerred
¢) How many full-time equivalents (total population)?
1. Undergraduate Fall 1999 FTE: 1706 Total (835 male; 871 female)
2. Graduate graduate programs not offered
d) How many students (headcount) in non-credit, short-term cour ses?
not offered
13. |List all programs accredited by a nationally recognized, specialized
accrediting agency. List the name of the appropriate agency for each
accredited program.
Undergraduate program: New England Association of Schools and Colleges
Carnegie Foundation for the Advancement of Teaching
Chemistry: American Chemical Society
14. |List by name and title the chief administrative officers of the ingtitution.
See list attached.
15. |Supply atable of organization for the ingtitution. See attached.
16. |Record briefly the central elementsin the history of the ingtitution.

See attached.
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I ntroduction

What distinguishes Bates as an outstanding liberal arts college? As the Self-Study Team met throughout
the 1999-2000 academic year, it often found its discussions returning to the fact that the experience of a
Bates student is more than a collection of courses, more than a series of encounters with teachers, more
than four years of residence hall life. Asaresidentia college, Bates provides opportunities for students
to weave these threads into an integrated experience that is ultimately greater than the sum of its
individual parts. We also expect students to take significant responsibility for their progressin this
endeavor. Thisintegration requires awareness of the connection between classroom experiences and the
rest of life, awareness that there is something to learn from al people, and awareness that one devel ops
values not by reading about them, but by living them. Integration also requires a balance between
attention to the individual and honoring the individual's relationship to the larger community, both local
and global.

While different for each student, a Bates education embraces common themes. The student's
experience evolves through time, beginning with an introductory year of acquiring the ability to think
criticaly, analyze and communicate clearly, while aso learning about the residential community,
connecting with faculty, and formulating personal expectations of excellence. It culminatesin the fina
year during which students hone independent thinking and build on earlier experiences, demonstrating
their achievements and ability to logically synthesize and construct knowledge and to connect it to
action. For mogt, the interim yearsinclude an international experience. Permeating the years are
threads of service-learning, exposure to both disciplinary and interdisciplinary work, internships,
experiences with research and discovery, and acquisition of confidence with technology and the
consequent application of these experiences in internships and summer jobs. By so doing, our students
learn to navigate complexity, evaluate vehicles of information, and assess sources of knowledge and
belief—all within a broad perspective on culture—local, national, and international. The senior year
becomes not only atime of culmination, but also atime of transition to alife that has been enriched by
Bates.

This diagram, developed as part of our|Goals 2005 planning process| characterizes the Bates
educational experience as the intersecting dimensions of campus ethos, attention to the individual, and
establishment of linkages, all
reinforcing a central strength of
academic rigor and
achievement. These
dimensions permeate a
Bates education. Ina

Distinctive ethos
" culture of
engagement

Academic rigor and
achievement

(superb faculty and

sense, what high expectations, (service, collegiality, trust,
Hp H excellence social justice, equity

distinguishes Bates are llence) Socall

not only these

dimensions, but most
important, their
connections.

Bates history is one of
integrating education
with egalitarian values

Connections and

; Supportive and attentive to
cohesion

. . . . individuals
in aresidential settlng. (_Iocal, glo_bal, academic, (personal involvement in a
Bates was among the life-enduring) Sormmuiy)

first collegesin the
country to admit African-
Americans. Bateswasthefirst
coeducational collegein New
England. Bates has never had fraternities or sororities.  Bates

can move forward on afoundation of confidence we have gained by better understanding our
distinguishing qualities and connections to our traditions and past successes.



http://www.bates.edu/acad/committees/goals2005/

In 2005 Bates will celebrate its 150" year. These intersecting dimensions are the foundation on
which we plan and build our actions. The Goals 2005 plan, built on extensive discussions among
trustees, alumni, faculty, staff, and students, connects directly to these institutional values. We can
carry out our plans effectively because we can rely on a core of campus leaders and an
institutionalized planning process that has been strengthened since our last Self-Study. These
leaders are carrying out the Goals 2005 recommendations, enabling them to permeate our
initiatives and to connect our activitiesto our vision. The Goals 2005 planning process has
provided us with aformal mechanism with which to address, prioritize, communicate, and evaluate
strategic goals for the College.

This 2000 Self-Study has given us an important opportunity to reflect on our goals, achievements,
and challenges as away to understand how we best move forward. With NEASC's knowledge, we
have chosen not to rigidly structure this report using the traditional labels of "description, appraisal,
and projection”. Rather, these elements are interwoven throughout the text in ways that will
become readily apparent to the reader. We also point the reader to the Goals 2005 documents for
further documentation of the way Bates constructs its present to direct its future.

Although ten yearsis not long in the life of an ingtitution, the accomplishments of the previous
decade have been exciting and most productive for Bates. We have learned how to incorporate
planning into our work, to trandate ideas into action, and action into outcomes. We look forward
to utilizing the successes of the past decade as the building blocks of excellence in the century
ahead.



A Brief History of Bates College

Aswith most New England educational ingtitutions, religion played avital part in the College's
founding. In the mid nineteenth century, Oren B. Cheney, a Dartmouth graduate and minister of the
Freewill Baptist denomination, conceived the idea of founding the Maine State Seminary in
Lewiston. Within afew years the seminary became a college, and it was Cheney who obtained
financial support from Benjamin E. Bates, the Boston manufacturer for whom the College was
named. Bates was the first coeducational college in New England, admitting students without
regard to race, religion, national origin, or sex. This philosophy means that student organizations
are open to al, setting an important tone and culture in our community. For example, there are not,
nor have there ever been, fraternities or sororities at Bates.

Oren B. Cheney is now honored as the founder and first president of the College, serving from
1855 to 1894. He was followed until 1920 by George Colby Chase, who led the young institution
through a period of growth in building, endowment, and academic recognition — a growth that
continued from 1920 to 1944 under President Clifton Daggett Gray, and through 1966 under
President Charles Franklin Phillips. Thomas Hedley Reynolds, the College's fifth president (1966
to 1989), brought Bates to national attention by developing both a first-rate faculty and innovative
academic programs.

[Donald W. Harward,|Bates' sixth president, began service to the College in 1989. Under his
leadership, Bates has secured its place as one of the nation's finest colleges. By engaging in
discussions about the challenges the College faces, planning appropriately, and acting vigorously,
Batesis poised for continued excellence in the next century. These challengesinclude the
information explosion, accel erating fragmentation of knowledge, shifting boundaries of traditional
academic disciplines and methodologies, an increasingly collaborative approach to discovery and
communication, the challenge of articulating the value of liberal education, and the continued fiscal
health of the institution.

Consistent with its purpose of providing the benefits of asmall residential college, Bates has
limited its admissions and grown slowly, yet it also has pursued an ambitious program of building
and equipment acquisition to support teaching. Recent additions and renovations in
Science Hall and|Dana Chemistry Hall|have increased facilities available for research-based
independent student work and have provided laboratory space for the College's new programsin
biological chemistry and neuroscience, as well as a state-of-the-art chemical storage facility. At the
same time, the sciences have been enriched by the addition of several mgjor instruments, including
two electron microscopes, an NMR spectrometer, a PCR thermocycler for DNA sequencing, and a
flow cytometer.

The College's newest academic building is[Pettengill Hall] named in honor of Frederick B. "Pat"
Pettengill ‘31 and Ursula P. Pettengill. Dedicated in 1999, Pettengill Hall is a ninety-thousand-
square-foot structure housing fully networked teaching spaces, faculty offices, laboratories, student
research centers, and other facilities for eleven social science departments and interdisciplinary
programs once physically dispersed around the campus. Pettengill Hall provides a new arenafor
intellectual interaction and provides an environment for greater utilization of technology in
teaching and research. The building's design a so fosters the connection between formal and
informal learning; the Perry Atrium, named in memory of Joan Holmes Perry '51, is aflexible and
accessi ble gathering space that encourages students to better integrate their academic experiences
with overal life at Bates.

Student life facilities at Bates are also varied and well equipped. The|Clifton Daggett Gray Athletic |
Building, renovated in 1990, provides a versatile center for awide variety of all-campus gatherings.
Three new residence halls and a social center, built in 1993, were designed to help integrate living
and learning by mixing dormitory rooms, lounges, seminar rooms, and space for dining and

campus events. ThelJoseph A. Underhill Areng which includes an indoor ice rink and the Davis
Fitness Center, opened in 1995, and two large houses on the campus have been refurbished to serve
asthe College'sMulticultural Center jand Alumni House. In 2000-2001, the James G. Wallach
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Tennis Center will open, with eight courts for varsity and intramural play. At thiswriting, the
College'sfields are being rebuilt in support of the athletic program.

Bates is committed to its home community of Lewiston and neighboring Auburn, which together
form asmall urban center of about sixty-five thousand people. The College and the two cities are
involved in an extensive collaboration known This effort brings leaders from all
sectors of Lewiston and Auburn, together with members of the College administration, faculty,
students and staff, to work toward the highest standardsin six areas of community life: educational
aspirations, economic vitalization, culture and diversity, environment and quality of life, leadership
development, and family. LA Excels, initiated by the College, asks what Lewiston and Auburn can
become with selective transformative change based on a common community vision of excellence.


http://www.bates.edu/admin/offices/offices/pres/remarks021199.html

Standard 1: Mission and Pur poses

The current Mission Statement of the College was adopted in 1990:

Batesisacollege of the liberal arts and sciences, nationally recognized for the
qualities of the educational experience it provides. It isacoeducational,
nonsectarian, residential college with special commitments to academic rigor,
and to assuring in all of its efforts the dignity of each individual, and accessto its
programs and opportunities by qualified learners. Bates prizes both the inherent
values of ademanding education and the profound usefulness of learning
teaching, and understanding. Moreover, throughout the history of the College,
Bates graduates have linked education with service, leadership, and obligations
beyond themselves.

As acollege of the liberal arts and sciences, Bates offers a curriculum and faculty
that challenge students to attain intellectual achievements and to develop powers
of critical assessment, analysis, expression, aesthetic sensibility, and independent
thought. In addition, Bates recognizes that learning is not exclusively restricted
to cognitive categories, and that the full range of human experience needs to be
encouraged and cultivated. The College expects students to appreciate the
discoveries and insights of established traditions of learners, aswell asto
participate in the resolution of what is unknown.

Bates is committed to an open and supportive residential environment. The
College's programs are designed to encourage student devel opment and to foster
student leadership, service, and creativity. The College sponsors cultural,
volunteer, athletic, social, and religious opportunities, which are open to al
students, and val ues participation in these activities.

Bates also recognizes that it has responsibilities to the larger community. Where
possible, and when consistent with its primary responsibilitiesto its students,
faculty, and alumni, the College makes available its educational and cultural
resources, its expertise, and its collective energies to professiona aswell asto
regional communities outside the institution.

The mission statement is a platform on which we have successfully built for ten years. Mission
statements, by their nature, are concise and they cannot list al an institution's activities, given our
planning and growth in the past decade. Through our discussions in the|Goals 2005 |P| anning
Process, (referred to in more detail under Standard 2), we are now poised to better describe our
unigue vision and characteristics, and the way in which we might extend and further clarify the
mission. New directions, consistent with, but not explicit in the existing mission statement
include:

Theintroduction of a service-learning program and its incorporation into the curriculum.
Anincrease in interdisciplinary work.
A greater emphasis and support for student/faculty research.

A greater appreciation of the fact that faculty research enhances the student learning
environment.

More recognition of the importance of diversity to the learning environment.
The construction of a strong community of students, faculty, and staff.

An expansion of our off-campus and study abroad programs.

5
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Development of more connections with the local community and a greater sense of
" pl a:e.ll

Recognition of the importance of the connection between our students' residential and
academic experiences.

Greater emphasis on individual student responsibility for academic and postgraduate
development.

More emphasis on student independent research.
Increased investment in technol ogies to support teaching, learning, and research.

Our mission statement not only aims to describe us, but also characterizes our aspirations. Itisa
yardstick against which we can measure our progress. For example, if we have achieved the
"national recognition” referred to in its first sentence, it is not because we sought it, but because
others have recognized the quality of what we do. Asacollege, it ispart of our nature to seek
excellence, not complacency. We have always wanted to become more than we have been. Asa
result, we see ourselves as having achieved some aspirations, but others continue to be "worksin

progress.”

A great deal of thought has gone into developing the long-term goal s that support our mission.
Now would seem to be an opportune time to revisit our mission statement, not only to assure that it
meshes well with our extensive planning efforts, but to rephraseit in away that better describes
how we are demonstrably outstanding among residential liberal arts colleges.

Building on our mission statement, the Goals 2005 Planning Group (discussed extensively under
Standard 2) restated the values of the Mission Statement into four concise "core™ dimensions.]
These themes permeate our work and will be returned to in our report:

Dimension 1: Aninstitution that presents academic rigor and achievement through its
faculty, programs, and students — through its teaching, learning and scholarship.

Dimension 2: A college with a distinctive ethos of civility, respect, equity, engagement,
interaction, and service.

Dimension 3: A college that is unequaled in establishing the connections, the cohesion,
that express the promise and value of aliberal education.

Dimension 4: A college that is understood and valued as supportive and attentive to
individual learners and, in so doing, forges a community of distinction and excellence.


http://www.bates.edu/acad/committees/goals2005/bates.vision.html

Standard 2: Planning and Evaluation

Planning:

One of the hallmarks of Bates in the last decade has been our attention to planning. Our planning
has sought the participation of the various constituencies of the College to the largest extent
possible. Planning in the mid- to late 1990s has been led by the Goals 2005 strategic planning
effort, which established thelfour dimensions of the "Vision for Bates" [and specified fifteen
[prioritiesior achieving that vision. It has been supported by cross-departmental and cross-
functional discussions, by increased use of research and modeling, and by amix of permanent and
temporary committees and task forces.

Recently we have set specific annual goals, which we have prioritized as they compete for
resources. We have improved our oversight and process management. We now evaluate
accomplishment of goals at the end of the year. Most recently we are devel oping long-range
budget and investment strategies and are beginning to plan for risks.

History. That we arein such a strong position with our planning efforts is even more significant
when one redlizes that before the arrival of President Harward, what planning we did was minimal
and involved only afew administrators and trustees. We took our first stepsin planning in 1989,
when the new President established atask force to determine the priority needs of the College. The
recommendations of this committee provided us with alist of projects ranging from capital needs
to program and policy support needs. 1n 1995 the President presented to the Trustees a summary of
Bates Planning Activities, which led to the establishment of the Goals 2005 Steering Committee, a
group of twenty students, faculty, staff, alumni, and trustees.

The Committee met regularly for over ayear to draft fifteen institutional priorities to address the
four dimensions of the "Vision for Bates." The priorities are:

Priority 1: Achievethe highest levels of rigorous learning and teaching; put student
responsibility more at the center, and encourage the engagement of teacher and learner.

Priority 2: Support additional connections of research to teaching, as well as the value of
research by faculty members and by students.

Priority 3. Develop and support linkages among disciplines, as well as among models of
teaching, without devaluing or diminishing the importance of the disciplines or the
contributions of scholarship.

Priority 4: Enhance learning and teaching by extending the traditional classroom, both on
and off campus; create greater flexibility in the calendar, in new venues for learning, and
in collaboration among institutions.

Priority 5: Identify and recruit a student population that will have the highest levels of
potential for achievement.

Priority 6: Develop and support greater international educational experiences, on campus
and beyond, confirming the connection of learning and work in aglobal context.

Priority 7: Develop new structures and alignment of College resources that allow
students more control over their experiences at Bates.

Priority 8: Reinforce the implicit covenants that bind the community; seek to understand
and strengthen connections that honor civility, service, collegiality, social justice, and
community trust.
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Priority 9: Confirm diversity as a College priority both by valuing the increased diversity
of our student, faculty, and staff, as well as through the emphases expressed by the
College's programs and curriculum.

Priority 10: Provide spaces and facilities that strengthen the connectedness of learning,
student and faculty interaction, and reinforce the culture of equal access and use.

Priority 11: Reinforce awork ethic among College employees that values flexibility,
cooperation, experimentation and positive responsiveness to change, as well as supports
the development of professional advancement.

Priority 12: Envision learning as continuous and cumulative, connecting experiences at
the College with those both before and after Bates (including pre-college education),
employment, graduate education, and experiences as Bates alumni.

Priority 13: Create adequate resources to accomplish Bates excellences; creatively and
positively manage finances, resources, facilities and environment.

Priority 14: Collaborate with the local community in ways that both serve the College's
mission and recognize the reciprocity with the external community of both obligations and
opportunities.

Priority 15: Identify, express, and strengthen those aspects of Bates that are exemplary of
its leadership and distinctiveness among the nation's finest colleges.

All members of the Bates College community had numerous opportunities to comment on the
development of these priorities.  Steering Committee members gave presentations to alumni clubs.
There were two retreats for faculty, staff, students, and trustees. Several open forums were held on
campus.

The final Goals 2005 priorities report was drafted in 1997 and published in the President's Report
for distribution to the Bates community and to alumni. In 1998 the Committee distributed "A[Tour_|
of Batesin 2005," which envisions and describes what Bates might look like in the near future.

The implementation stage of Goals 2005 began with the establishment of the Goals 2005 Steering
Group charged with overseeing the implementation of the priorities. Members were two faculty
members, one trustee, the Senior Staff, and additional administrators. The Steering Group
establishes formal lists of annual goals and priorities, linked both to the fifteen priorities and to the
four dimensions. Each vice president now submits goals and needs, connecting to the vision,
which are analyzed and discussed by the Goals 2005 Steering Group. The Steering Group
regularly discusses progress toward the goals of the current year as well as goals for the future.

In 1998 the Trustees established the ad hoc Trustee Goals 2005 Committee, whose purpose was to
connect the entire Board to the Goals 2005 planning effort. The Goals 2005 Steering Group met
periodically with the Trustees Goals 2005 committee, whose purpose of engaging the Board in
institutional planning has been served. Planning activities are now thoroughly integrated into all of
the Board's activities and the committee has been dissolved.

The President communicates regularly the results of Goals 2005 initiatives and solicits feedback by
several means. the fall newsdletter, the annual President's Report, monthly meetings with the
President's Council, monthly Faculty meetings, Trustee meetings, and various communications
with students.

Among the key areas of planning focus have been:

to strengthen key components of our learning model,
to draft a plan for assessment of outcomes,
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to support the academic strengths of the College, including increasing the number of
endowed professorships, and the endowment of programs,

to implement and monitor the Strategic Plan for Information Technology and Library
Services,
- toreduce fee dependency,

to improve the resource base of the College,

to connect planning to budgeting, and to establish a five-year budget plan,

to build a connected and dynamic alumni network,

to initiate space planning in away that connects to our vision, and

to continue building strong links to the Lewiston-Auburn community.

ThePlanning Cycle. The College now has a well-established planning cycle. Each fal the vice
presidents review the previous year'dgod’s and achievements pnd discuss priorities for the
following fiscal year. The various departments and committees make recommendations for new
initiatives. From late fall to January, the Steering Group reviews the prioritiesin the context of the
fifteen key priorities and four dimensions grouped by area of responsibility. Someinitiatives
encompass several areas of responsibility.

In January, the Trustees view the priorities for the coming year and the accomplishments of the
previous year. At this same meeting the Trustees set the comprehensive fee and salaries for

faculty. Alsoin January, departments submit budget proposals for the next fiscal year. In May, the
Trustees review and approve the budget for next fiscal year, including salaries for non-faculty staff.

Evaluation:

Institutional Research. Ciritical support for our planning has come from our institutional
research office, established in 1993 with support from a Mellon Foundation grant. The goals of the
grant were to introduce institutional research for planning and decision-making, to address issues of
organizational restructuring and cost management, and to develop expertise in financial planning
and analysis. The grant allowed usto hire a Director of Institutional Research and an Associate
Vice President for Financial Planning and Analysis.

In 1996 Institutional Research hired an additional professional analyst, whose position is shared
with the Registrar. In 1998 the Director of Institutional Research became the Director of
|Institutional Planning and Analysis|and hired an Assistant Director for Institutional Research. The
Director is now a member of Goals 2005 Steering Group, and serves on severa other planning-
focussed campus committees, including several related to technology.

The office provides a number of core documents, including Bates Facts, the[Bates at a Glance|
brochure, the|Bates Online Factbook] Strategic Indicators, and the
College. The Office of Institutional Planning and Analysis (OIPA) has been able to make
increasing use of peer data and national indicators (HEDS, IPEDS, NACUBO, CAE, ASQ) and
tracks Bates and 28 core peer institutions. The Office maintains an ongoing survey suite and
reviews existing assessment and eval uation practices.

At the end of 1998, following the reorganization of the Financial Office, the Vice President for
Financial Planning and Analysis position was eliminated, and in 2000 the financial planning
functions were reassigned to Vice President for Budgeting and Accounting and Controller.

Evaluation Methods. The College participatesin a number of surveys, some of them annualy (a),
some periodic (p), some one-time (0), and some according to varying schedule.

National surveysinclude Admitted Student Questionnaire (ASQ) (a), Cooperative
Ingtitutional Research Program (CIRP) (a), HEDS Senior Survey (p), CORE Drug and
Alcohol Survey (p), and the College Student Survey (0).
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Loca surveysinclude the Non-applicant survey (p), the Campus climate survey (1996)
(0), the Withdrawn Students Survey (&), the Alumni Reunion Survey (p), the Alumni
Survey (sample 1994, all alumni 2000), Senior Thesis survey 2000, and the Self-Study
Survey (1999-2000).

Reports maintained by the Office of Ingtitutional Planning and Analysisinclude key trend
indicators and ratios; Bates Facts, afall institutional profile (a); Srategic Indicators,
presenting critical trends from peers and national indicators (a); the Satistical Review of
Bates College, providing key indicators for alumni and parent audiences (a) as a part of
the annual President's Report.

The Office provides statistical and staff support to assist such efforts as the Commission on the
Status of Women, the Special Committee on Student Retention at Bates, Goals 2005, Senior Thesis
Evaluation, and alumni research in anticipation of the next comprehensive campaign. It has also
been amajor contributor to information technology planning, particularly with the implementation
of the Banner administrative system and the development of the Bates web pages.

Ingtitutional Planning and Analysis tracks information about schoolsin our peer group of 28
institutions, collected from the Higher Education Data Sharing (HEDS) Consortium and other
sources. These include Peer IPEDS Finance (HEDS, IPEDS), Peer Admissions (HEDS),
NACUBO endowment trends (NACUBO, HEDS), CAE Voluntary Support (CAE, HEDS), Faculty
Salaries (AAUP, HEDS), Faculty Starting Salaries (HEDS), Graduation and Persistence Rates
(NCAA, HEDS), Tuition and Fees (HEDS), Faculty Demographics (HEDS), Financia Aid
(HEDS), Admissions recruitment (Admitted Student Questionnaire), First-year students (CIRP
college categories, selected HEDS peers), and Senior Survey (selected HEDS peers).

Little trend analysis was available at the time of the last Self-Study. OIPA now tracks student
profiles and trends, including the Profile of the Entering Class (the May profileis provided by the
Admissions Office and updated by OIPA as of the October 1 census date.). Other profiles and
trends include

|Protile of the Graduating Class,|

Trends in Course Enrollments,

Bates Majors Trends by Gender|

GPA Trends,

Latin and Departmental Honors Trends,
[Faculty Countsland Compensation Trends,
Financial Trends and Key Ratios,
Endowment Trends,

Financial Aid Trends,

Fall Enrollment Trends,

Study Abroad Trends, and

[Term by Term Enrollment trends|

We provide annua reports on faculty profiles and trendsin such areas as tenure, gender, diversity,
gender ratio, teaching FTE, financial FTE, and severa others. We aso track faculty retirements,
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faculty additions, programs/majors added, and maintain alist of facilities constructed and
renovated.

The College has retained outside consultants to assess the senior thesis, to draft a marketing plan, to
draft a campus plan and determine space allocation, to conduct afinancial aid study, and to assist
with our pre-campaign planning efforts.

The|Registrar's Office administers a course eval uation survey, which has been in place for several
decades and is overseen by the faculty Committee on the Evaluation of Teaching. The Dean of
Students conducts exit interviews for withdrawing students.

The[Role of Committeesnd Special Task Forces. Ongoing committees and special task forces
have played a critical role in formulating, planning, and evaluating implementation of new
programs and policies. Cross-departmental committees have been particularly productive. The
implementation of online course registration, for instance, was achieved by the Registrar working
with a committee of faculty, students, administrators, web programmers, and staff from the
Registrar's Office.  The Banner Users Group addresses needs of those who use the Banner system.
The Enrollment Planning Group involves staff from Admissions, the Office of Institutional
Planning and Analysis, and the Dean of Students Office, the Finance Office, and the Registrar's
Office. Our Executive Marketing Committee includes a cross-section of administrators.

In 1999 we amended the[by-Taws}to establish a new task-oriented Trustee committee structure.
Board members serve on athirteen standing committees, including Budget, Investment,
Development, Audit, Academic Affairs, Student Affairs, etc. The Executive Committee manages
Board business between Trustee meetings. A variety of ad hoc committees are established from
time to time to address specific issues.

Academic planning occurs in legislated faculty committees, however faculty regularly serve with
staff on search committees and specia task forces, such as the Task Force on the Status of Women,
the Joint Commission on Alcohol, the Special Committee on Student Retention at Bates
(SCOSRAB), the Sexual Assault Task Force, and the Facilities Access and Review Board.

Committees sometimes address and identify issues and needs that were not originally foreseenin
their charge. For example, the second Commission on the Status of Women led to the
establishment of a Pay Equity review. The SCOSRAB report pointed beyond student retention to
coreissues of student satisfaction that seemed common to most students.

Committees can be established to advise (Information Services Advisory Committee, President's
Council, Affirmative Action Advisory Committee, President's Institutional Planning and Advisory
Committee, Employee Advisory Committee), to monitor (Retention Committee, Diversity Group,
Enrollment Planning Group, Off-Campus Study Committee), to plan (Faculty Educational Policy
Committee, Goals 2005 Steering Group, Senior Staff), to coordinate (Dean of Student's Staff
meetings, Registrar and Student Financial Services Staff meetings, Enrollment Planning Group), to
formulate and implement policy (Facilities Access and Review Board, Communications
Committee), to report (Faculty Legal Studies Committee, Faculty Medical Studies Committee,
Faculty Honors Study Committee, Faculty Committee on Curriculum and Calendar), or to review
and evaluate (Hewlett Senior Survey evauation, Thesis Review Committee).

With so many activities by committees and task forces, it has been important that the Senior Staff
and the Goals 2005 Steering Group monitor their recommendations and incorporate them into the
strategic planning process. They form an integral part of the planning and governance process, and
increase campus wide participation in ongoing discussions about the future of the College.

The active use of committees, especially those involving a number of offices and constituencies,
has been effective in producing support for committee actions. It aso has fostered acquaintances
among those who might never meet one another and connects them in new ways. Mestings, on the
other hand, take time, and committees often move slowly. Many of us could benefit from learning
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more about how to run and contribute to effective meetings. It is also the case that once a
committee is created, it is often difficult to know when its task is complete.

Personnel Planning. The faculty have well-integrated personnel processes that are reviewed and
modified regularly. The Division Chairs, meeting with the President and Dean of Faculty,
recommend net additions and temporary appointments to the faculty. The Faculty Committee on
Personnel makeqdrecommendations on tenure and promotion,]

All academic departments and programs and many administrative departments submit annual
reports on activity for the year and on future plans. Academic and administrative departments
undergo periodic reviews by both internal and external committees.

In the past decade, we established a Personnel Office, and in 1999, reorganized it into a Human
Resources Office with broader responsibilities for planning and employee devel opment. We have
implemented a pay equity review process to assure that our staff salaries and wages are competitive
in the appropriate labor markets — local, regional, or national.

A particular concern for usin the past has been how to coordinate the various systems we have
used to track employees. Aswe move the employee database to Banner, we will have smoother
integration of and Financial Planning as well as better employee statistics.
Outcomes Assessment. It isimportant that we set goals for expected learning outcomes and that
we discuss and devise ways of measuring and understanding these outcomes. We recognize that
we aready do much assessment and, in some ways, have more information than we are able to
process. We must be aert to better ways to measure outcomes that are less expensive, less labor-
intensive, and more directly connected to our planning. Since ultimately, student learning iswhat
the College is about, we must remain aware of national discussions and best practices for
conducting assessment. However, we recognize that many are suspicious of the language and
"standardized testing" promoted by some national assessment approaches, and that we must
carefully develop a program that suits the Bates culture and experience. An assessment program at
Bates should review the impact of co-curricular and residential experiences on learning, and it
should actively include self-assessment and evaluation by the students themselves, emphasizing
their own responsibility in the learning process. Finaly, as we use more technology, we must try to

understand how our campus and learning environment are being affected by efficient, but
sometimes impersonal, electronic tools.

Reporting on Our Planning.  Reporting the results of our planning helps involve our
congtituenciesin future planning. A list of annua or five-year priorities, for instance, can point to
where we will need future resources. We need to better communicate planning results and help
foster a better understanding of the connection between individual elements and a broader vision
for the College. We recognize the need to do a better job of making core planning documents,
reports, and data more readily available to a broader audience, probably on the web. Although the
vast mgjority of planning documents are typically available upon request, some documents are
perpetudly in draft or "revision" format, or are available only in the files of the sponsoring office,
and are thus not available for public distribution and discussion. We are becoming more aware that
policies, updates, and announcements that are issued as paper announcements are soon discarded
and lost. We need to preserve and archive critical documents and reports for future reference (in
paper and electronic form). The establishment of an official College Archive in 2000-2001 will
help these efforts.

We can expect more requests for information, from both inside and outside the College. Some of
these reports will have little connection to our goals. For example, the Higher Education Act
Amendments of 1998, the revised IPEDS reporting system, the Taxpayer Relief Act reporting
mandates, and the college guidebooks Common Data Set impose significant new reporting
burdens. In 1996, aresident ACE Fellow compiled a database of at least 375 magjor external
reporting regquirements that consume the time and resources of various College offices. Increased
demands such as thisimpose incal cul able costs and can prevent us from doing more mission-
related research, and we need to find ways to be able to focus on research critical to Bates (such as
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in finance and human resources issues). Better reporting tools may make it easier to respond to
these requests, and we are studying them now. We sometimes forget that only a decade ago, many
reports that are now automated were done by hand, and that few offices had adequate computing
resources or the skills to retrieve and manipulate large amounts of data.

Budget Planning. We recently hired a new Treasurer (1997) and Controller (1998), and in 2000
these positions were restructured at the vice presidential level to allow them to concentrate on asset
management and budgeting and accounting functions, respectively (See Standard 3 for details). The
financial office staff was reorganized and expanded and an improved chart of accounts was
adopted. This has already resulted in a streamlined budget process and we are ready now to begin
work on multi-year budgeting.

We are now more able to integrate enrollment and financial aid assumptions into our annual budget
planning models and we have reduced the imbalances between fall and winter semester
populations. We have put in place a separate capital budget process for information technology,
renovations, and major equipment. We have begun to use the Banner Finance module to produce a
chart of accounts that better reflects reporting needs for financial planning, and will add the Banner
Human Resources module enable us to link personnel budget to other financial planning.

The combination of our transition to our implementation of new FASB accounting
guidelines, and turnover in the Financial Office resulted in late financial statementsin fiscal-year
1999. Some departments feel that the budget process has been a mystery, especialy in how capital
funds for information technology will be delivered. We need better and more frequent feedback at
theinstitutional level and at the departmental level about the ongoing status of current year and
next-year budgets. The communications process has improved significantly in the fiscal year 2001
budget cycle. We till need better reporting from Banner and more widespread access for
academic and administrative departments.

We are establishing clearer definitions for employee classification and better coordination on
reporting of faculty and non-faculty employee data. We are working to better coordinate the way in
which faculty and staff reporting is managed and distributed among several offices: Human
Resources, the Dean of the Faculty, Institutional Planning and Analysis, and the Finance Office.
Ten years ago, there was no single database with comprehensive information about faculty and
staff. Moving to an integrated Human Resources system in the Banner database, though fraught
with challenges, will ultimately improve the quality of our reporting and our ability to conduct
integrated planning.

We need to resolve concerns about the optimal enrollment of the College. [Recent enrollmentshave
exceeded our target of 1,615 to 1,625. This has been a consequence of high admissionsyield and
unpredictable returns from leaves and off-campus study. An Enrollment Planning Group meets
regularly to monitor and address these issues, and it has been successful in reducing fall/winter
enrollment imbalances due to off-campus study.

Planning Challenges for the Future. Many challenges remain and we are addressing them.

Bates, with its comparatively modest financial and investment resources, will maintain its position
in the next decade by being strategic, efficient, and effective in the way it manages these resources.
Our ahility to remain a strong competitor among the finest libera arts colleges in the country may
depend on how effectively we can extend the significant accomplishments of [Goals 2005 jnto the
future.

To do so, we need to keep clear the linkages of strategic planning tofannual budgets)] For example,
amajor god is to reduce student fee dependency to 65% by FY 2006. We must do this by finding
the proper balance between improved investment performance, [gifis}o the Annua Fund,
contributions to general [endowment,]and careful monitoring of expenditures. The Trustees are
beginning areview of our endowment spending rule and are effectively improving investment
returns, and they will more carefully monitor our risk profile.
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We need to continue our strength in the faculty we recruit and the students we attract by
maintaining good salaries,[financial aidalearning environment at the cutting edge of excellence.
Faculty workloads must be balanced to sustain creativity and to support teaching in al of itsforms,
in and out of the classroom.

Funding for technology remains a concern. While our technology infrastructure isin excellent
shape, the technology itself changes rapidly. Moreover, the persistent goal of trandating
technology into effective pedagogy and learning remainsis at the forefront of our efforts. We will
need to track ongoing needs carefully and plan for them. One need is to establish afirm technology
replacement cycle, a primary recommendation of the Strategic Plan for Information Technology |
and Library Services. Thisrecommendation is currently being implemented as a part of our five-
year budget planning process. This year we have drafted plans to improve our web management
structure, which will play an important communication role in the future both within the campus
and beyond.

We must continue to establish endowment funds to support ongoing needs, many of which havein
the past been funded by the operating budget. New buildings, for instance, require maintenance for
which we can plan by specifying how we will pay for it in advance. Our twenty endowed
professorships are modest by comparison with other schools, but we are encouraged by the fact that
we have achieved them much sooner than our original plan anticipated.

We will not be able to plan for some costs, paramount among them the increasing costs of health
care. We were able to absorb an annual increase of almost 25% in the last year, but are not alone
among institutions struggling with this problem.

There will be other challenges. One will be to understand our real costs (such as for
study programs) and to balance these costs with the range of benefits they provide to our students.
Another isto increase financia aid to provide educational access to a diverse student body, while at
the same time attracting a student body that represents all socio-economic classes. We must do all
we can to insure that [fuifion increasesdo not significantly exceed inflation. Because many of our
past planning achievements have been able to be realized by adding on, without having to consider
reductions, we have not yet achieved effective strategies for working in arelatively fixed resource
environment. The problem of adding on without subtracting is made even more compelling given
our growing—but comparatively limited—endowment and the small size of our campus. While
aggressive steps are in place to increase resources, our ideas and plans outpace our ability to
support them, making it essential to find the right balance.
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Standard 3: Organization and Gover nance

Board Governance. The ultimate governance and oversight of the Collegeis vested in the
President and the Board of Trustees under a[charter pranted by the Maine Legislature, and revised
by the legislature in 1937. The operations of the Board are governed by thelBy-Laws] which were
last revised in May of 1999. Bates has a bicamera consisting of the President, 15 Fellows
who serve until amandatory retirement age of 70 years, and not more than 25 Overseers, elected
for five-year terms. The]Alumni Association|of Bates College nominates two of five members
elected annually to the Board of Overseers. The full Board meets three times a year, in October,
January, and May. Intheinterim, there are meetings of the Executive Committee and certain other
committees of the Board. In May 1999, the By-L aws were amended to establish thirteen officia
committees of the Board, with a number of ad hoc committees to be established as the need arises.
(For example, the ad hoc Committee regarding Goals 2005 and Strategic Planning met periodically
with the on-campusGoal's 2005 [Committee, until it was determined that the Goal's 2005 objectives
would be best served by regularly reporting progress to the full Board.)

[Aaministrative]Reor ganization. Theingtitutional organization chart has changed dramatically
since 1990. The Senior Staff of the College now includes the President, the senior vice-presidents,
the Dean of Students, the Dean of Admissions, and the Dean of the College, and a senior faculty
representative. They meet on a bi-weekly basis to discuss issues of concern to the College. As part
of the Goals 2005 process, members of the Senior Staff annually submit goals for their areas.

These are prioritized by the Senior Staff and the Goals 2005 Committee for funding and action. At
the Senior Staff level, the major changes since 1990 are as follows:

Information Services, which was divided among three vice presidents in 1990, has been
consolidated under the Vice President For Academic Affairs, with an associate vice
president who is responsible for the Library and Information Services. (See Standard 7 for
afull discussion of these changes.)

In 1999, aVice President for External and Alumni Affairs was created, with responsibility
for Alumni Affairs, College Relations, and Career Services. This change reflects the goal
of more significantly integrating alumni, placement, and career advising, and ensuring that
alumni will be more connected and engaged in the life of the College after graduation.

The Vice President for Business Affairs position was eliminated, and responsibilities were
moved to the Treasurer and Vice President for Financial Affairs. The functions of the
position of Associate Vice President for Financial Planning and Analysis (1993-1998)
were consolidated within an expanded and restructured Financial Office. In 1999,
recognizing that multi-year budget planning and investment management are priorities
that merit dedicated attention, financial affairs were again restructured. To better focus
efforts on budgetary planning and investment management, the Controller's position was
upgraded to Vice President for Budgeting and Accounting and Controller, and the
Treasurer took on additional responsibilities as the Vice President for Asset Management.

Other major reorganizations over the past decade include:

The Personnel Office was reorganized asthOffices in 1999 under a

new director. Payroll has been brought in-house, and anumber of new positions have
been added, including atraining coordinator, benefits administration, and a safety officer.

Several offices have been assigned to report directly to the President. These include the
[ Chaplain's Office| |Affirmative Action|(established in 1990), and[Institutional Planningjend
Analysis (established in 1993 as Institutional Research and renamed in 1998.)

In order to improve service to students and to combine critical functionsin acommon
location, the Registrar, Student Accounts, and Financial Aid were combined in Libbey
Forum as the Office of thelRegistrar and Student Financial Services|
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Perhaps more importantly, the way the various offices interact with each other has changed in ways
that traditional organization charts cannot reflect. We have become less bound by formal
structures, and more accustomed to working in non-hierarchical, cross-functional teams. For
example, the[Financial Aid Pffice now islocated in the Office of the Registrar and Student
Financial Services, but still works closely with the Dean of Institutional advancement
activities are closgly coordinated between the Development and External and Alumni Affairs
divisons. Ingtitutional Planning and Analysis and the Registrar share an Enroliment Analyst.
Library and Information Services staffs have been closdly integrated, and structural barriers
between administrative, academic, and technical computing have been eliminated. A management-
level Web Coordinator (to be hired in 2000-2001) will help address technical and design concerns
of both|Information Services bnd College Relations, as well as the web needs of many campus
offices.

Faculty Governance. Rules governing Faculty organization and procedures were adopted by a
vote of the Faculty on November 6, 1967. The "Rules and Procedures of the Faculty” have been
amended from time to time, and the most recent revisions are published in the|[Faculty Handbook.|
The composition of the Faculty is determined by statute within the [Charter and By-Laws]of Bates
College. The organization of the Faculty is further discussed under Standard 4.

College Committee System. It isimpossible to discuss the organization and governance of the
College without acknowledging the expanded and critical role of committeesin the past decade.
The roles and functions of committees have been discussed in detail in the section on Planning and
Evaluation. Committees have taken amajor role in formulating policies, in planning, in evaluation,
and in managing the day to day activities of the College. The President has taken the lead in
developing the Senior Staff, the Executive Committee of the Trustees, the President's Council, and
other groups to encourage participation in decision-making, to bring together diverse talents and
opinions, to develop leadership, and to ensure that tasks are accomplished. In forming committees,
care istaken to ensure that they represent the various constituencies of the college. Many
committees have student members appointed either by senior administrators or by the student
Representative Assembly.

Committees perform avaluable role in bridging hierarchical structures across offices, improving
communication and a sense of common purpose in working to support the institutional mission,
and as ameans to solicit feedback from the broader campus community. The role of committees
varies according to their charge and purpose. The President has established a variety of ad hoc task
forces and special committees (e.g. the Sexual Assault Task Force, the Commissions on the Status
of Women) to focusinstitutional attention on, or to monitor, key issues of concern to the College
community. The monthly meeting of the President's Council (senior department heads) and the
Faculty (as a committee of the whole) are important areas for communicating and deliberating
important policy concerns. The Dean has strengthened the leadership role of faculty groups such as
the Division Chairs, the Department and Program Chairs, and the Educational Policy Committee.
[Faculty committee jpssignments are elected or appointed and are based upon the recommendation of
the Committee on Committees and Governance.

Although the Committee system has become ingrained in the Bates culture of open debate in the
past decade, committee work is often slow, time-consuming, and the effectiveness of a committee
often depends upon the commitment of its members and leadership in the face of many competing
obligations. We continue to take steps to improve these areas while maintaining the benefits of our
committee structure.
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Standard 4: [Programs and I nstruction|

Rather than defining our programs and instruction in terms of specific courses from the curriculum,
our approach is better delineated by anew model — till in development. Over the past year we
began to articulate the critical factors of our learning environment. Once identified, we asked how
these factors are organized and implemented; how do they interact; and how do they work to
achieve our vision of a Bates education. The result is a conceptua framework within which to
plan, to view new initiatives and review existing ones, to test what we are doing and how it is
working. The model servesto focus our questions, test our assumptions, identify what is missing
and what might be adjusted, combined, and/or connected to better realize the rich potential of our
College. Itisamodel that is dynamic, and subject to ongoing discussion and refinement.

A Model for Undergraduate L earning

Synthesize and construct knowledge;
individua responsibility for knowing;
connecting knowledge to action.

Broad perspective
on culture: local,
national,
international

Navigate complexity; evaluate
vehicles of information; assess
sources of knowledge and belief

Acquisition of critical thinking, analysis,
communication and building internal
criteriafor excellence

This model represents the organization of knowledge through disciplinary departments and
interdisciplinary programs implemented in the curriculum through majors, secondary
concentrations, and general education requirements. Within this organization of knowledge,
curricular initiatives are supported and guided by more focused learning objectives, consistent with
epistemol ogic and cognitive stages of development. Also, our pervasive pedagogic goals of
building independent thinkers able to engage in inquiry, discovery, evaluation and communication
in today's technological world are recognized throughout. We want to use the specia opportunities
and challenges of our setting as aresidential college to make best use of co-curricular and extra
curricular activities to enhance the overall goals of our educational community.

Theffour dimensions of the College's vision|provide the particular lens through which we utilize
thismodel. Hence, we use these dimensions as a conceptual framework for this chapter. Because
the dimensions overlap, our presentation obscures the fact that their real significance liesin the
ways we have chosen to connect them. These connections are some of our distinguishing
strengths. Thus, listing a particular topic under one dimension does not signify that it affects only
that dimension.
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Academic rigor and
achievement

Distinctive ethos
““culture of
engagement
(service, collegiality, trust,

social justice, equity
access)

(superb faculty and
high expectations,
excellence)

Connections and
cohesion

Supportive and attentive to
individuals

(personal involvement in a
commufity)

(local, global, academic,
life-enduring)

Dimension 1. An institution that presents academic rigor and achievement through its
faculty, programs, and students—through itsteaching, learning and scholar ship.

New[Majorsand Programs| Our academic program offerings not only support traditional
disciplines, but also build new ways to connect the disciplines. While we added three new

departmental majors over the decade, we aso added eight interdisciplinary program majors and
fourteen secondary concentrations.

New departmental majors (and the dates they were established):
East Asian Languages and Cultures (1989)
Chinese (replaced the major in East Asian Languages and Culturesin 1997)
Japanese (replaced the mgjor in East Asian Languages and Culturesin 1997)

New interdisciplinary program majors (and the dates they were established):
- Women's Studies (1990)
African American Studies (1991)
American Cultural Studies (1991)
Biological Chemistry (1991)
Classical and Medieval Studies (1992)
Environmental Studies (1995)
East Asian Studies (1997)
Neuroscience (1997)

For many years students have been able to design their own interdisciplinary magjors. We created
many of our new interdisciplinary majors to provide greater direction and support for areas that
already attracted large numbers of student-designed magjors. Hence, while the Environmental
Studies major was not formally adopted until 1995, there have been numbers of self-designed
"environmental studies' majors since the late 1970s. From 1990 to 1999, the percentage of
interdisciplinary concentrations (counting both regular and student-designed majors) rose from 4%
to over 14% of the graduating class. It islikely that interest across interdisciplinary boundaries will
continue to increase in the next decade.
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Interdisciplinary Concentrations by Graduation Y ear

1999 1998 1997 1996
Women's Studies 8 5 7 12
African American Studies 3 3 3 0
American Cultural Studies 13 13 16 12
Biological Chemistry 11 11 9 11
Classical and Medieval Studies 0 1 5 2
Environmental Studies 0 0 - -
East Asian studies 7 1 - -
Neuroscience 0 - - -
TOTAL 42 34 40 37
(Note: Only regular Bates majors are shown above.)
Number of Declared Majors
1999 1998 1997 1996 1995
Women's Studies 16 17 15 13 20
African American Studies 1 2 3 5 3
American Cultura Studies 20 24 23 28 25
Biological Chemistry 30 24 21 19 22
Classical and Medieval Studies 10 4 5 9 11
Environmental Studies 49 38 5 3 -
East Asian Studies 4 10 6 - -
Neuroscience 12 4 1 - -
Total 142 123 79 77 81

(Note: asdeclared in the fall semester; primarily includesjuniorsand seniors.)

Anindicator of student interest in multiple fields is the proportion of graduates who complete a
double concentration, which rose from 5.1% in 1997 to 10.6% in 1999. It is possible, then, that

interdisciplinary majors will not decrease the number of disciplinary mgjors.

New Secondary Concentrations. Until recently, Bates did not offer the option of aminor ina

discipline. Over the decade, however, the faculty has approved a number of secondary

concentrations, which function as minors. Our most recently established secondary concentrations

are

Music (1996)

Economics (1997)
Education (1997)
Mathematics (1997)
Philosophy (1997)

South Asian Studies (1997)
Dance (1998)

Sociology (1998)

Theater (1998)

Computing Science (1999)
Anthropology (2000)
History (2000)

Religion (2000)

Rhetoric (2000)
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While more students are choosing secondary concentrations, the numbers for the foreign language
secondary concentrations, established more than ten years ago, have been particularly dramatic:

1993 1999
French 4 21
Spanish 5 29
German 5 7
Russian 2 4
Chinese n/a 1
Japanese 3 2
Total 19 64

Viewed another way, the total number of graduating secondary concentrators (in al areas,
including languages) has been:

1993 19
1994 55
1995 56
1996 71
1997 7
1998 78
1999 95

General Education Requirements. During the 1970s the Faculty undertook a major revision of
its general education requirements for graduation. Aslong as 20 years ago these requirements were
a source of considerable debate and disagreement among faculty. Asthe 1979 NEASC visiting
team observes:

The new plan [for General Education] seemed to dlicit little enthusiasm and in
some cases met with outright skepticism and rejection by some faculty. The
general criticism was that it was little more than a reshuffling and renumbering,
that it would be cumbersome for students, and that no real integration or holism
would result.

Ten years later the 1990 NEASC visiting team reported, "there continues to be a genera education
requirement. It remains controversial and some would like the requirement — or at least its current
form — debated. However, departments appear to accept the need to contribute to it."

In January 1992 the Educational Policy Committee began areview of the general education
requirements. In June of 1998, after extensive discussion, the faculty approved parts of the
Committee's proposal, but rejected any wholesale revision. Since al of the general education
recommendations were voted on as asingle "package," the defeat of the proposal aso meant the
defeat of some components (such as expanding the[First-Year Seminar Program) which may have
passed if voted on separately. The informal discussion notes of the October 18, 1999 Educational
Policy Committee meeting provide a useful recapitulation of these considerations:

What We Accomplished
1. Abolition of the "cluster" [which was established in the 1970's]
2. Establishment of new principles for first-year advising which link faculty with
the students they are teaching in first-year seminars or other first-year courses.
3. Passage of pass-fail legidation
[Editor's note: a pass-fail grading option became available in 1999-2000.]
4. Reflection on thesisleading to pilot projects/evaluation studies.
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What We L earned

1. Heightened awareness of "multi-cultural" and "social justice" issues.

2. Inadvisahility of bringing alarge legidative package to the floor of the

faculty.

3. Importance of small steps.

4. Need for knowing about availability of resources for program implementation.

5. Heightened awareness of tensions among: humanities/natural sciences/social

sciences, disciplinary/interdisciplinary philosophies surrounding the idea of a

liberal arts education

6. Recognition of widespread support for the "bookends' (first-year seminar and

senior project)

Action?

1. Though we agree on the need at some future point to articulate/reflect/re-
engage the question of what General Education does or should do, we settled
tentatively on the first-year seminar as a more manageable and perhaps less
incendiary topic for our immediate consideration. Some possible questions
include: How might we be able to provide a small class experience for al
first-year students? What can we learn from models drawn from other
institutions? What goals are accomplished in the First-year Seminar as
currently taught? How might students, looking back on this experience,
evaluate its significance to hem? What do First-year Seminarstell us about
what we want Bates students to know and to be able to know?

2. When the evaluation of the senior project has been completed, we will bein a
better position to consider whether to make it one of our educational
requirements.

Another outcome of these general education discussions was a revised weekly academic schedule
to provide more flexibility for a changing curriculum.

Our debate of our[general education requirements penerated many ideas, and much thinking and
discussion. It istimeto use theseideasto inform our work as we attend to what we seek to
achieve, making certain that we create, foster, and nurture those opportunities and environments
that will promote the desired learning. As discussed earlier and articulated in our model for
undergraduate learning, the first year and thesis experience are central to this effort. At the same
time, we are working to enrich and strengthen those learning experiences that support the ability to
navigate complexity, evaluate vehicles of information, and assess sources of knowledge and belief
within abroad perspective on culture. These areas are nurtured and enriched through recently
endowed projects such as the Johnson Foundation symposia (providing courses and research
support for consideration of issues pertaining to placement and displacement in today's world), and
by the Barlow Fellows Program, which strengthens our study abroad program with particular
attention to transition from and back to campus-based learning.

The patterns of learning we seek are facilitated and reinforced by interaction and connections with
persons and place. They require a strong faculty, able to provide the coursework, pedagogy,
research and applied activities central to our curricula. Likewise, to realize the potential and
richness of this academic environment also requires a certain kind of student—talented, bright,
engaged and committed.

This approach to our work clearly aligns our efforts with our aspirations to prepare our graduates to
engage in the intellectual, economic, scientific, ethical, and socia challenges of the global
community in which we live and for which many will serve asleaders. Aswe go forward in these
efforts, we will continue to test our assumptions and assess our outcomes, making the necessary
adjustments to academic requirements, educational policy, and faculty roles and responsibilities.

[First-Year Seminars| Central to actively engaging studentsin learning at Batesis the need to
strengthen, from the very beginning, their ability to think critically, to analyze issues in meaningful
ways, and to communicate clearly. We want our students to master much more than course
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content—they should be involved and responsible partnersin their undergraduate careers while
they grow as scholars and develop internal criteriafor excellence.  While learning relevant to these
goals can occur in many places, the First Y ear Seminar Program will underscore these efforts.

First-Y ear Seminars, with enrollments typically limited to 15, are open to entering students only.
Topics vary from year to year, but they always represent a range of issues and questions addressed
within the tradition of the liberal arts and sciences. Some of these seminars, such as"Slavery in
America' and "Anatomy of a Few Small Machines," have been offered amost annually for two
decades. More recent titlesinclude "Einstein: The Man and His Ideas," "Epidemics. Past, Present,
and Future," "Reinventing Politics," and "Human Nature and Perfectability.” Students work with
faculty and other studentsin asmall class; receive training in techniques of reasoning, writing, and
research; and develop an attitude of active participation in their education. First-Year Seminars
take an in-depth look at an academic subject area and are not a broad introduction to college life,
such asthe "College 101" courses required by many schools. Although many seminars introduce
students to the Library, to computing services, or to the|Writing Worksnop) most "orientation and
adjustment to the college experience" programs are admaff,

both during a period before classes begin and throughout the academic year.

From 1990-91 to 1998-99, the proportion of first-year students completing seminars increased from
45.8% to 58.7%. During that same period, the number of seminars increased from 14 to 20. The
Dean of Students Office has been able to assign many first-year advisees to advisors who teach
their seminars.

Recognizing the importance of establishing from their first encounter at Bates a strong intellectual
base on which each student can build their academic experiences, the question of how to structure
theffirst-year experience {s before us. While this question is not new, articulating our model for
undergraduate learning underscores itsimportance. The program has general support, but it has not
been formalized through either an academic requirement or through curricular policy. During the
past year, the Education Policy Committee identified the questions to be raised which will serve as
acharge to the First-Y ear Seminar Committee with resolution of the issue expected during the
2000-01 academic year. These questionsinclude: How should we provide a small class experience
for dl students? |sthe seminar format the only effective approach? Should we connect these
classes more closely to the academic advising program? (We address the advising program in more
detail in the Student Services Section.) Should we integrate them into residential life?

Not surprisingly, questions about if and how to strengthen the first-year experience quickly turn to
questions of resources. These questions raise both concerns about how to support an expanded
seminar program and worries that it would detract from other parts of the academic program. Thus,
at the same time that we consider how to proceed with this part of our curriculum, we are analyzing
faculty workload and are seeking external funds to supplement and support the learning
environment.

The Senior Thesis Experience. The culminating experience of our educational program isthe
Senior Thesis. For many, it will be the singular experiencein their lives that challenges them to
reach their full potentia as scholars, even asit stretches each of our faculty as educators. The
thesis experience aims to allow students to synthesize and integrate the best of what they have
learned in their mgjor fields, and then turns over to them the responsibility for constructing and
demonstrating what they have learned. Thethesisis also one of the most important means by
which students provide evidence that they have indeed mastered their subject area. Many students
consider the thesis project as their most important educational experience. Of the 40 different
program and department major tracks, 33 require athesis experience. Eighty-eight percent of the
members of the graduating Class of 2000 did a senior thesis or an equivalent senior project,
performance, or creative work.

To support the thesis program requires a large time commitment from faculty. Although we have
one faculty member for every three seniorsin the Class of 2000, it is a challenge to provide
students with the long hours of individual attention required for the kinds of thesis work in which
we take pride, and to do thisin the[range of topics}elated to student interest and choice. Thesis
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advising must compete with other demands for faculty time, including scholarly activity, teaching,
participation in college governance, working with department or program colleagues, and other
advising. Because student majors are not distributed equally among academic fields, some
departments and programs find it particularly difficult to provide adequate thesis support.

A two-year grant from the Hewlett Foundation has enabled the College to look carefully at its
senior thesis program. Four pilot grants representing a range of approaches were awarded to
departments and programs under the Hewlett Thesis Enhancement Project. Projects were designed
to enhance the current thesis program, to enlarge the program so that more students can participate,
and to assess and strengthen alternatives to the thesis. For example, the following projects were
undertaken in the 1999-2000 academic year:

ThelBiology Department hired a half-time teacher/scholar to design and coordinate
science education projects. Participating students designed and presented biology
workshops for teachersin local schools, in coordination with the Center for

Biology majors carried out twelve to eighteen projects over the course
of the year, in service-learning, and in two courses connected to Maine's new K-12 science
standards.

The|Environmental Studies Program|hired a half-time thesis fellow to help develop (1) a
winter colloguium on environmental issues that connects to thesis projects and is required
of all seniors, (2) team thesis projects, and (3) thesis opportunities based on environmental
internships.

The[Mathematics Department hired replacement faculty so a colleague could develop a
model for a"group thesis," in which three to four students undertake, under the direction
of one advisor, individua theses centered around a common theme. Grounded in common
readings and weekly discussions, the students did considerable work on their own but also
worked collaboratively during the fall and winter semesters.

The]Psychology Department|hired faculty to create a seminar for students pursuing the
department's service-learning option for seniors. The objective was to increase the
number and quality of service-learning opportunities, as well as to develop away to
evaluate consistently service-learning projects and to assess their effectiveness, especially
in comparison with the traditional thesis.

The Hewlett Grant also supported the first ever college-wide assessment of the thesis program, in
which the Office of the[Dean of the Faculty Jevaluated quantitatively and qualitatively the thesis
experience, taking into account enrollments and faculty advising workloads. What makes it
successful? How can it beimproved? How well are students prepared to undertake the thesis?
Why do alumni consistently identify the thesis as the high point of their academic careers? Should
alternative senior projects, such as group projects and service-learning projects, be more widely
available as options for students? How well does the service-learning option function as an exit
requirement? These and other questions were addressed by students, alumni, and faculty under the
direction of an external consultant.

Over the coming academic year, the results of this assessment will guide usin determining how to
address this aspect of our curriculum. Aswith First-Y ear Seminars, we will be asking whether and
how to establish the thesis as an academic requirement, an educational policy and/or a part of
faculty workload. So too, the questions we are addressing have resource implications, not only for
the thesis experienceitself but throughout the curriculum as we seek to strengthen those aspects of
student learning that allow the thesis experience to be a valuable learning environment. Moreover,
because of the very nature of the learning we seek as reflected through the particular perspective of
a Bates education, our approach to achieving these ends seeks to optimize our strength in
technology as well as our commitment to an ethos of social justice and civil responsibility. To this
end, we are aggressively engaged in developing and finding support for creative ways to meet the
rich array of scholarly, cognitive, and epistemic goals we have set forth.
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The Bates College Honors Program. The Honors Program was established over three decades
ago. Students are admitted to the Program after their major department or program determines that
theinitial semester of work toward the thesis appears worthy of honors. After an additional
semester, the program culminates with an oral examination by a panel that includes an outside
scholar in the field of the thesis. Some departments al so ask that the candidate give a public
presentation of the thesis results. Some topics reflect the wide variety of their work:

"Race in the Heartland: Examining Metaphor in Discourse About the Oklahoma City
Bombing"

"A Study of Feminist Spirituality, Empowerment, and Song"

"Wampum: Its Functions and Role as a Mnhemonic Device in Early Colonial North
America’

"A Comparison of American Redstart (Setophaga ruticilla) Territory Size and Habitat

Selection into Forest Types. Implications for Conservation and Management of the

Species’

"Computer Modeling of Musical Structures: Decomposition and Reconstruction”

"Computer Applications of Primality Testing and Methods of Factorization”

"The Nature of Rationality"

"Phase Locking in Coupled Oscillators"

"Girls and the Experience of Romantic Relationshipsin Late Adolescence'”

"The Legal Construction of Disability"
Based on the thesis work and the oral examination, the examination panel votes to award either
honors or no honors. In 1990 the panel had the option of highest honors, high honors, honors, or
no honors, but the faculty voted to reduce the options to honors and no honors beginning in 1997.
It is common for the outside examiner to observe that the quality of the Bates students' thesis work
isthe equivalent of masters degree research.
In recent decades, participation in the Honors Program has grown, with an average of 8.3% of

graduates earning departmental honorsin the 1960s, 8.5% in the 1970s, 10.9% in the 1980s, and
16.6% of graduates during the 1990s.

The[Education Program| The Education department offers courses for students who want to
include education as part of their general pursuit of liberal arts at Bates, for students who want to
pursue the possibility of teaching, and for students who already know that they want to teach after
they graduate from Bates. The department offers all of the courses needed for Maine certification
as apublic school teacher in severa disciplines in grades seven through twelve. The department
will assist students who wish to teach at the elementary level or in special education to take
additional course requirements at other institutions. Department faculty members supervise student
teaching and other field work in local schools. Maine currently enjoys certification reciprocity with
thirty-four other states. Typically, four or five students complete the certification requirementsin
any given year. Many students who choose not to seek certification teach in the independent
schools after graduation.

Bates does not offer amajor in education, since students are encouraged to major in their teaching
field so they may explore the areain greater depth. However, in 1997, the department began to
offer a secondary concentration with options to focus on either Teacher Education or Educational
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Studies. 1n 1994-95, as part of a periodic review, the teacher education program submitted a self-
study to the Maine State Board of Education and the program was re-certified by the state.

|Student/FacuIty Resear ch| For both students and faculty, research is a fundamental component
of the Bates experience. Members of the faculty contribute to their disciplines and enliven their
teaching by remaining active scholars. For students, independent research cultivates critical
thinking and problem solving, and challenges students to put their intellectual skillsto thetest. Our
students often can participate in faculty research, which at larger universitiesis reserved only for
graduate students.

Research at Bates takes many forms: a course project, an independent study course, a senior thesis
or honors thesis, or collaboration with a faculty researcher during the summer. The products of
research range from papers, videos, performances, and exhibitions, to presentations at scholarly
conferences and publications in academic journals. In the 1999 Senior Survey, 70% of respondents
said that they had conducted independent study or research, 29% said they worked with a faculty
member on afaculty research project, and 20% reported that they either presented or published a
paper off campus. Between 1995 and 1998, more than 30 Bates students were credited as co-
author of afaculty publication.

In the last decade, the College has devel oped numerous new resources to support student/faculty
research. Summer research support for students now allows many to work on campus over the
summer, often in preparation for the thesis. The number of students engaged in Bates-sponsored
student/faculty research programs has grown from 12 in 1990 to 78 in 2000. Some of the well-
established summer research funds include Hughes Grants for Student/Faculty Research, Hughes
Dental Scholars Program, Merck Fellowshipsin Biology and Chemistry (1997-2000), Scher
Fellowships, Summer Research Apprenticeships, Hughes Grants for Individual Student Research,
ThelPhilip J. Otis Fellowships The Linda Erickson Rawlings Fund for Student/Faculty Research in
Mathematics, Sigety Family Fund for Computer Science, The Stangle Family Fund for
Student/Faculty Research in Economics and Law, and the Hoffman-Mellon Fund for Student
Research.

In addition, in 1998, the College developed the Bates College Coastal Center at Shortridge, a small
residential and laboratory facility adjacent to the Bates-Morse Mountain Conservation Areal which
supports both summer and academic-year research at these 654 acres of important coastal property.
Shortridge is located on 80 acres of land, including a 10-acre fresh water pond. The facilities
include a building with meeting rooms and residential accommaodations for students and
researchers and afield station with awet laboratory. The facility has been used to support field
work, student and faculty research projects, and it has also become a popular locale for College
retreats, meetings, and seminars.

There are also funds specifically designed for service-learning experiences. These include the
Arthur Crafts Service Awards, the Vincent Mulford Service Internship and Research Fund, and
Community Work-Study Internships.

The most recent support for student research, service-learning, and career discovery—components
of what we call "connected learning"—came in 1999 through a bequest of Charles F. and Evelyn
M. Phillips, which supports undergraduate projects in international and other culturally distinct
settings. The fellowships can be for student-designed projects featuring service-learning, career
exploration, research, or some combination of the three.

Some examples of |Phillips Student Fellowshipsfinclude: a study of the Orang Adli people of
Madaysia; a study of Engaged Buddhism and American Jewish Buddhist movements and the Kopan
Monastery in Nepal; a study of musical heritage in lute and drums in Ghana; retracing the
pilgrimage route of the early Christian woman diarist Egeria through Egypt, Israel, and Turkey; an
ethnographic study of environmental practicesin two villagesin Ecuador; and work at a medical
center and as a basketball coach on the Navajo Reservation in Arizona.
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It isimportant to note that student/faculty research differs from one field to another. In some areas
original research that contributes to the frontiers isimpossible without more years of preparation
than we can expect of our students. Summer research is usually more effective and better
supported for students in the laboratory sciences. While we speak with pride about research
collaboration between our faculty and students, it is not an option available to all.

From all indications, student interest in working with faculty on research projects will continue to
grow. We anticipate that support for those projects will continue to grow, aswell. Matching these
opportunities with the research interests of Bates faculty and with their busy schedules will be more
of achallenge.

Specialized Coursesvs. Foundational or Skills-Based Courses. The Office of Institutional
Planning and Analysisis often asked by national surveysto answer such assessment questions as
"How many of your courses are writing-intensive?' or "How many of your courses have an on-line
learning component?’ or "How many require the use of Internet skills?' Behind these questionsis
often adesire to find out how much of student's learning isin basic, foundational education and
how much isin what some choose to characterize as " specialized."

Bates has none of the universal core courses that were common at colleges several decades ago.
We do not, for instance, have a required expository writing course. But it does not then follow that
we neglect this important part of an education. |First-Y ear Seminars| many of which have titles that
could be considered specialized, are one of the first of many places where students, with the
support of the instructor and the Writing Workshop, develop their writing skills.

We have few survey courses, such as "History of Western Civilization™" or "Survey of Western
Music." Thisis consistent with a national movement away from survey courses. For example, we
find that often graduate schools are not looking for them on transcripts. It isalso the case that the
idea of acommon canon is no longer accepted in many disciplines. TheBiology|Department, for
instance, realizing that there istoo much basic information in the field of biology for a one- or two-
semester survey course, has restructured its curriculum. The department now focuses more on the
processes of thinking as abiologist and less on the "tyranny of coverage.”

Further, it isimportant to note that the distinction between foundational and specialized coursesis
not same for al disciplines. Our interdisciplinary courses are even more difficult to classify as
either "specialized" or "foundational," since what may appear to be specialized today may be
foundational in an emerging program that has found new ways to combine old disciplines. Some
interdisciplinary mgjors, particularly those in the sciences, depend heavily on a set of courses
drawn from other departments or programs. Certain tracks of Environmental Studiespnd
[Biological Chemistry] require up to sixteen courses for a magjor, while[Neurosciencelrequires
seventeen. Studentsin the socia sciences, the humanities, or interdisciplinary programs may have
fewer required courses in amajor, but they have awider range of choices from which to
complement their program, since sequencing is not as relevant.

Over the decade we have increased the number of course options for students. At the sametime,
interdisciplinary programs have found courses in traditional departments that serve their mgjors
well. Wethus "cross-list" coursesin the printed catalog: an interdisciplinary program lists under its
heading only the titles of those coursesin other departments that fulfill its major requirements.
Some programs argue that they should be able to list not only the titles, but a so the descriptions of
the courses. Thiswould certainly increase the size of the catalog considerably, but advocates
argued that it was a necessary step to reflect the interdisciplinary character of the course.

As college publications move from print form to electronic form, the location of text in the catalog
will not be an issue. For now, however, the "cross-listing” debate is a symptom of a struggle over
whether the traditional disciplines have primacy or whether disciplinary barriers need to be
permesable to create a more central, perhaps equivalent, role for the interdisciplinary programs. The
issues go beyond numbers of pagesin the catalog and challenge the question of what is
foundational knowledge and what is specialized knowledge.
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Grade Inflation. There is ample evidence from national surveys and from an annual Registrar's
survey of grade distributions at peer institutions that grade inflation is a national issue, and not
merely a problem that is unique to Bates. Bates has long been perceived as being a "tough grading”
school in comparison with similar peer ingtitutions.  The following chart shows that there has been
grade inflation:

Per centages of Bates gradesin various categories over theyears
%A %B %C %D or F

1956-57 12 37 39 12

1966-67 12 a4 37 6

1979-80 21 a4 27 8

1989-80 26 52 18 4

1998-99 37 50 11 2

Reviews of the peer grade study suggested that Bates faculty award dlightly fewer As, more Bs,
dightly fewer Cs, and about the same percentage of Ds and Fs when compared to the average of
grade distributions at peer schools.

Until 1984-85, the Registrar sent each faculty member and chair a report listing the grade
distributionsin the previous semester's classes, with comparison distributions for the College. This
practice helped new faculty understand the grading expectations of the faculty or the department.
Some suggest that reporting these data to individual faculty had atendency to control grade
inflation, aswell. Institutional Planning and Analysis provides the Dean of Faculty with annual
summary grade distribution reports by department or program.

Along with grade inflation, the criteriafor Latin honors have changed, and are again under
consideration:

1957-58 1999-2000 EPC proposal (2000)
Cum Laude 350 to 3.70 340to 3.60 3.60t03.70
Magna Cum Laude 3.70 to 3.90 3.60 to 3.80 3.70t03.87
Summa Cum Laude 3.90 or higher 3.80o0r higher 3.87 or higher

Reflecting the increase in overall grade point averages at Bates, the percentage of the graduating
class earning aform of Latin Honors rose each year from 10% in 1988 to 35% in 1998, before
faling to 32% in 1999. The Educational Policy Committee has been attentive to the issue of
honors inflation, and plans to recommend to the Faculty steps to increase the GPA levels needed to
earn both Latin Honors and to be on the Dean's List.

There seems to be faculty interest in grade inflation and it likely will receive more attention in the
next few years. Some argue that the quality of Bates students has increased over the decades and
therefore so should grades. Others point out that grades and grade point average measure only one
aspect of a student's performance. They do not, for instance, measure how much has been learned
at Bates, since students from strong backgrounds often do well, while those from disadvantaged
backgrounds must work harder to earn grades. The GPA aso is viewed as a poor measure of the
nature of personal transformation we proclaim as a key component of a Bates education. In 1998-
1999, the faculty adopted a pass/fail option, allowing students to take atotal of two Bates courses
on apassfail basis. The change was intended to encourage students to explore areas they might
have avoided if letter grades were required. It isinteresting to note that we have already taken one
step away from the ranking of students by no longer listing class rank on the transcript.

Should we consider alternative evaluation systems that better assess the educational outcomes we
valuein our vision? We received national recognition in the 1980s when the Faculty voted
admissions applicants the option of not submitting scores on the Scholastic Achievement Tests
(now the Scholastic Assessment Test), choosing to redefine for ourselves the meaning of
excellence in a college applicant. Can Bates also redefine the meaning of excellence as a graduate
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by developing alternate ways to describe the outcomes of the education we provide? To do so
would require a new lexicon of evaluation and assessment. One suggestion is to ask students to
develop portfolios of their work, not so much as a method for evaluation, but as a way to encourage
them to assess their own learning and growth over time. However, in aworld in which students still
compete for grades and graduate and professional schools hope for linear numerical scales by
which to compare candidates, it is unlikely that the College will abandon the traditional four-point
linear grading system.

Graduation Credit for Non-Bates Courses. Recently there has been faculty concern that as
more students study abroad, bring Advanced Placement Courses to the campus, and study at other
schools, non-Bates academic experiences are becoming a higher percentage of credits toward the
Bates degree. A number of committees and offices (the Enrollment Planning Group, the
Educational Policy Committee, the Registrar, and the Office of Ingtitutional Planning and
Research) conducted studies and surveys to learn about policies at other schools and about how
Bates students accumul ate credits toward graduation. An ad hoc committee then presented to the
faculty a new transfer credit policy, which was adopted in 1997. The[Néw policy yequires all
degree candidates entering as first-year students to earn aminimum of 24 Bates course credits or
approved program credits. In addition, it allows a maximum of eight [Advanced Placement credits |
to be applied to the Bates academic record. (Before 1997 there was no limit on the number of
Advanced Placement courses a student could apply toward graduation.) Finally, we no longer will
accept transfer credit for college courses that were taught in a high school setting. These policies
are still more generous than those of many of our peer institutions.

We anticipate that students will increasingly seek to apply new credit options, such as distance-
learning and internships, for graduation credit. We al so expect that there will be economic
incentives for more students to seek outside training to earn "certificates' of competency in fields
outside of the liberal arts, such as the Microsoft professional certification programs. While the
College does not plan to offer such programs, we must continue to monitor these options and
determine which are valuable opportunities for our students and which are too disconnected from
the Bates experience to warrant academic credit.

Dimension 2: A college with a distinctive ethos of civility, respect, equity, engagement,
interaction, and service.

Co-curricular Education. Co-curricular education at Bates takes several forms. An important
one is administered by our|Center for Service-L earningl

Established in September 1995, the Center is dedicated to the proposition that
liberal learning, persona growth and moral development are enhanced through
service to others. Students, faculty, and staff learn about themselves, the
dynamics of the world in which they live, and those with whom they work when
involved in community service. Not insignificantly, they also enhance the quality
of community life by the tangible results they add through their service. These
ideas are at the heart of the Center for Service-Learning's mission.

The Center facilitates a variety of contacts with the larger community by students and faculty.
Service-Learning is distinguished from traditional volunteerism by promoting reflection and
discussion on community service within the traditional academic course. It provides valuable
experiences for students, it emphasizes the importance of connecting learning to action, and it
creates new connections for both Bates learners and the local community.

One-third of the faculty hasincluded a service component in their courses. According to the Center
for Service-Learning, in 1998-99, Bates students participated in atotal of 1,207 community-based
service-learning projects. (These figures do not include projects organized through the[Volunteer]
Coordinator's Office.) Approximately 56,416 hours of service were given, 24,295 of them within
public schools. Nineteen different departments and programs and 42 faculty members incorporated
some form of service-learning into their curricula. Approximately 144 community agencies and
institutions were involved with Bates service-learning projects.
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As an example, the[Political Science]Department currently offers a Short Term unit in service-
learning in which students gain exposure to daily living experiences different from their own
through service internship placements in such settings as shelters for the homeless and for abused
women, soup kitchens, and food banks. Participants meet with the instructor to explore

rel ationships between academic writings related to the people the students serve and their own
internship experiences and observations.

Inlight of the College's vision and student choices, we expect service-learning to continue as a
significant part of the Bates educational experience. Y et while several members of the Faculty
have connected service-learning to the traditional classroom in innovative ways, others are
skeptical about the validity of service-learning as an academic experience.

A second important form of co-curricular learning at Bates is coordinated by the Office of
Services. Theseinclude the Career Discovery Internship Program, designed to give Bates students
aglimpse into one of many career fields through week-long internships with[@lumniJat their places
of work. The Ladd Internship Program offers sophomores and juniors the chance to work in a"real
life" situation, gaining the benefits of exploring a serious job interest as well as getting paid. From
1990 to 1999, 154 students participated in the Ladd program. A variety of other|internship options|
(including student-arranged) are available, and although accurate statistics are not easy to obtain.
According to the 1999 Senior Survey, 52% of Bates seniors reported having participated in some
form of an internship program. The[Bates Seminar Series on Entrepreneurshipl which began in
1999-2000, is an ongoing set of lectures and presentations concerning the entrepreneurial process,
and its history and manifestations from conception to implementation of anew venture. The series
endeavors to expose students and community members to the unique ways that the fundamental
characteristics of aliberal arts education can be applied and expressed in a broad variety of new
ventures.

Co-curricular and interdisciplinary work often interact in creative ways to reinforce the Bates ethos.
The College's commitment to diversity, to interdisciplinary thinking, and to co-curricular work

often result in asynergy that energizes class discussions that would not have been possible ten

years ago. Bates long-standing excellence in[Debatdisjoined by more the recent expansion of
opportunities to participate in awide variety of performing arts, including[music) theater)| and/dance |
groups. Recognizing the importance of co-curricular learning, the Trustees created a standing
Committee on Co-curricular Lifein 1999, to consider the structure and scope of athletics, cultural,
religious, and service experiences at Bates.

|Summer programs] Lessdirectly related to the academic-year life of the College, but deeply and
strategically connected to its mission are the thirty summer programs that have been developed
over the past decade. The selection of programs to sponsor or support demonstrates the College's
commitment to the learning community beyond its walls.

The programs, roughly 30 per summer, fall into four groups. Camps and other programs for
children provide a safe, high quality educational activities for local youth and alumni children.
Another set of programs, including two highly successful programs that target minority high school
juniors, provide pre-college learning experiences in areas such as U.S. history, biology, writing,
dance, and debate.

The third group of summer programs are those crafted to provide teacher training. AsMaine and
other New England states have adopted Learning Results initiatives, Bates has been akey player in
offering content-rich courses and institutes — often taught by the College's faculty —in areas such as
mathematics, science, history, languages and composition.

Thefinal group of summer programs are those that serve the needs of specific constituencies. Most
important of these is thelBates Dance Festival ] which in the past ten years has grown from a
regional program to one of international significance. Now hailed as the premier teaching program
of itskind, the Bates Dance Festival aso commissions new work, offersarich variety of free and
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low-cost concertsin the community, and has served hundreds of children, teens and senior citizens
through its outreach programs.

Dimension 3: A college that isunequaled in establishing the connections, the cohesion, that
expressthe promise and value of aliberal education.

[Off-Campus Study.| Study abroad at Bates is coordinated though the Off-Campus Study Office
in coordination with the Faculty Committee on Off-Campus Study. This office, with two and one-
half employees, oversees alarger part of Bates academic experiences than any other department or

program.

According to data published by U.S. News and World Report, in 1999 Bates ranked 7th among
colleges and universitiesin its proportion of students studying abroad. Between 1990-91 and 1999-
2000 the number of students who studied abroad increased from 180 to 268. The percentage of the
graduating class that earned some credit for foreign study rose from 46% in 1990 to 65% in 2000.
Between 1990-91 and 1999-2000 atotal of 1,309 students studied in 70 countries on Junior
Semester Abroad Programs. In the same period, atotal of 448 students studied in 43 countries on
Junior Y ear Abroad Programs.

At Bates, study abroad can occur during a Junior Y ear Abroad, a Junior Semester Abroad, a Fall
Semester Abroad, or a Short Term. Each year the College sponsors one or more Fall Semester
Abroad programs under the direction of Bates faculty. Bates is unusual in that qualified entering
students may participate in the Fall Semester Abroad programs. As of fall 2000, Bates will have
conducted 26 Fall Semester Abroad programsin 11 countries, with atotal of 53 (or 33
unduplicated) faculty leaders. In 2000 these programs will bein Nanjing, St. Petersburg, and
Berlin. These programs combine academic work with a cross-cultural learning experience under
the close supervision of Bates faculty. By providing students with home-based living
environments, they achieve significant improvement in foreign-language proficiency. Further, these
programs a so provide an opportunity for Bates faculty to conduct research abroad and to explore
issues outside their primary academic field.

In 1999, with a grant from the Mellon Foundation, Colby, Bates, and Bowdoin colleges began
development of the[CBB Off-Campus Study [Centers. Each of the three schools in the new CBB
Off-Campus Study Consortium is responsible for establishing and administering a Center in a
different part of the world: Colby in London, Bates in Quito, and Bowdoin in Cape Town. The
programs at the Centers are organized by CBB faculty for CBB students. The first programs for
Quito and London were in the fall of 1999. The first program for Cape Town isin the fall of 2000.
The Centers will be not just places for students to study, but also opportunities for faculty to
establish connections with faculty from other countries and may even result in faculty in the host
country visiting and teaching in the CBB schools. (Therelated[CBB Library and Information|
Technology Consortium is discussed in Standard 7.)

Several factors distinguish study abroad for Bates students. We require those studying in a country
where English is not the primary language to have adeguate language preparation or to undertake
language study in that country. Compared to our peer schools, relatively large numbers of Bates
students study in developing countries. Furthermore, Bates recognizes the importance of accessto
off-campus opportunities by providing financial aid to qualified students participating in these
programs, even for Short Term travel and for approved study at institutions that have no formal
connection with Bates.

In 2000, Bates received a $1.5-million gift to establish the David S. and Ann M. Barlow
Endowment for Study Abroad to help students to prepare for study away and to better connect their
experiences to their overall education. The endowment will enable up to 10 Barlow Fellowsto
work with faculty advisors to develop a study abroad plan, to pursue additional travel while abroad,
and to undertake activities to augment the experience upon their return. The endowment will
provide travel opportunitiesto support senior thesis research, internships, and employment, as well
as to support faculty travel to sites and programs frequently visited by Bates students. 1t will
encourage students to share their study abroad experiences through means such as study abroad
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fairs, photography exhibits, speakers bureaus, and presentations in area public schools. Finaly, it
hopes to provide alumni who are teaching at the K-12 level with grants for study abroad consistent
with educational and professional goals.

Off-campus study raises several issuesthat are being or will need to be addressed. One of these has
been an imbal ance between fall and winter on-campus semester enrollments, caused by a tendency
for students to prefer to study abroad in the winter. Through careful advising by the Off-campus
Studies Office, through efforts of the Enrollment Planning Group, and by implementing a new pre-
registration policy, 1999-2000 was the first year in memory when there was no imbalance between
semester enrollments.

Another off-campus study issue involves technology. Students abroad often connect back to Bates
only with difficulty. While we recognize that it isimportant for them to be able to remain
connected to the campus for purposes of registration, advising, and other services, many question
whether or not the College should allocate resources to make it easy for students abroad to remain
intimately connected to their home country and campus when one of the objectives of off-campus
study isimmersion is aforeign culture.

Connecting with Bowdoin and Colby. Over the decade we have forged closer connections with
Bowdoin and Colby colleges. In some cases these connections have been electronic: The libraries
share catal ogs, select databases in coordination with each other (most with joint licenses), and have
developed at|CBB web site|for shared electronic services. Several of our offices share information
and strategies. The Bates Office of for instance, coordinates recruiting schedules
with Bowdoin's and Colby's offices.

A Méllon Foundation-funded project has enabled the College to extend cooperation beyond the
libraries to include the three information technology organizations, which now provide shared
video-conferencing systems and high-speed data connection, and collaborative programsin
instruction and faculty development for technology. Administrators find the video-conferencing
system a convenient way to keep in touch with each other on common issues, such as the CBB Off-
Campus Study Centers. Faculty have used the system to conduct classes simultaneously at the
three schools. We do not, however, anticipate courses being offered simultaneously at the three
schools because our academic calendars and daily class schedules are not synchronized.

The collaboration continuesin other ways. The three foreign language programs have developed
computer laboratories fo support foreign language instructionfthrough shared programs and team
teaching projects. The CBB Off-Campus Study Centers, described above, bring together both
students and faculty from the three schools not only to study, but also to design, recruit for, and
administer those programs.

Y et, consortial activities are not easy. The Bates, Bowdoin, and Colby connection presents
opportunities to work out of alot of wrinkles. The three colleges, however, appear committed to
continuing this relationship as a means to more effective and efficient use of technology.

Distance Education. Connecting our residentia college to the rest of the world is not new to
Bates. Wefirst became involved with distance education in 1969, when we connected to the
Dartmouth Time-Sharing System. Today all students, faculty, and most staff now connect to the
Internet regularly. This year we completed installation of the CBB video-conferencing system,
mentioned above.

The term "distance learning” can have many meanings, only some of which are appropriate in the
residential college context. Our primary emphasisin the near future will not be on distance
learning, but on the way we can appropriately and effectively use technology in our current
curriculum to support the "Model for Undergraduate Learning” elaborated at the beginning of this
chapter. However, to the extent that it supports aresidential learning environment and connects the
campus with wider intellectual resources, we do see opportunities for distance education at Bates.
Often members of our community are off-campus on study abroad programs, or at home, using
web registration, e-mail advising and mentoring, and doing web-involved theses. Such types of

31


http://www.cbbnet.org/
http://www.bates.edu/admin/offices/career/
http://www.colby.edu/lang.tech/

distance learning activities are likely to increase. Y et we do not plan to offer distance learning
courses to nonresidentia students. However, in the next decade, we anticipate capitalizing on
technology to develop much closer ties to a variety of professionals and other experts able to
support our learning environment through the creation of electronic communities, such as between
the on-campus community and our alumni body.

Because we cannot create all our learning resources here on campus, distance learning may allow
individual studentsto learn certain skills on their own as they need them. We anticipate that there
will be growing economic incentives for liberal arts graduates to be able to provide evidence of
certain technical proficiencies, such as those offered by the Microsoft certification program. We
may wish to explore outside alliances and cooperative relationships so that those who wish to
supplement and complement their liberal arts education by such programs are able to do so. Inthe
next several years, we will need to develop policies for how Bates will (or will not) award credit or
other recognition for distance learning and other certificate programs. Advising students about such
endeavorsis analogous to suggesting that they consult booksin the Library. Previous graduates
were expected to be able to read, write, and understand the intricacies of library research and the
evaluation of books and articles. Current and future graduates will also be expected to have basic
skills for navigating and evaluating the world of electronic information.

Not al shiftsin our ways of teaching, learning, and administering will result from our own
planning and experimentation with new pedagogies. Change will also be thrust upon us by
innovations from other organizations, by changing student expectations, or by mandates from
governmental or accrediting organizations. We are attentive to trends that encourage questionable
types of distance learning and we need to be strategically prepared to respond carefully and
critically to such pressures, but within a context that supports the Bates' goals and mission.

Finally, as more distance learning opportunities come on the market, we will need to address public
comparisons and perceptions of the value of distance education with that of aresidential liberal arts
education.

Dimension 4: A college that isunderstood and valued as supportive and attentive to
individual learnersand, in so doing, forges a community of distinction and excellence.

Recent Changesin the Academic Schedule. A new, so-called "maxi-flex," weekly academic
schedule will debut in the fall of 2000. The changeis aresponse to general dissatisfaction with the
previous schedule, which had remained essentially unchanged since 1969. That schedule, which
required all classesto meet exactly 160 or 165 minutes, was not meeting the needs of a changing
curriculum. Asaresult, some courses held one or two additional hours of class per week. The
inflexibility was further enforced by the "Grid", a system to distribute classes through the day
rather than only at the favored midday hours, when there was an insufficient number of classrooms.
While the new roomsin relieved the pressure on space, the problem of extra hours
remained. The new schedule allows faculty to vary the length of classes to show films, facilitate
class discussions, or provide individua consultation. An additional evening class period was
added, along with a class-free period available for college-wide activities. It istoo early to appraise
the success of the new schedule. It iscritically important, however, that we very carefully track
how well it servesitsintended purposes and be prepared to make adjustments.

There remain other calendar issues. Few schools have Bates' five-week Short Term at the end of
the academic year. All students must complete two Short Terms and have the option of staying for
three. Originally eight weeks long and created so students could graduate in three years, it has
changed over the decades to become a distinguishing feature of the curriculum. Some departments
use the Short Term for off-campus work, whether for afew days or the entire five weeks. Other
departments are less satisfied with the format. Over the years, as faculty have taken advantage of
the fact that students have no other academic obligations during Short Term, athletic coaches find it
difficult to know in advance when students will be available for practices and games. The Short
Term is very popular with students and each year many try to stay afourth Short Term by working
on campus or participating in team sports, with the consequence that there alwaysis a fraction of
the on-campus student body that is not involved in any academic activity. Another issue
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surrounding Short Term is whether the grade should count toward the GPA. It currently does not,
although some rigorous core courses for mgjor programs are taught during Short Term. Some
argue that giving more weight to grades would encourage a more academic atmosphere, while
othersfeel it would be contrary to the purposes of Short Term, which include fostering
experimentation and non-traditional learning.

Another calendar issue that requires attention is the final examination schedule. This schedule has
been unchanged for years, with no exams on Monday and some exams on the following Saturday.
This aspect of the yearly calendar causes a number of inconveniences that might be easily
addressed by modest changes in the schedule. There have been suggestions that giving final exams
on the honor system would not only solve the scheduling problem, but would give students and
faculty some experience with an honor code.

Recent Changesin Student Choices. A number of brief observations have been made about
choicesindividual students make:

From 1990 to 1999, the students in the graduating class earning B.S| degrees| rather than
B.A. degrees rose from 13.5% to 28.3%, a new record.

From 1995 to 1999, the most popular concentrations have remained the same (although
their rankings change). They include (in descending order for[I999 graduates]: Biology,
Psychology, Poalitical Science, English, Economics, student-designed interdisciplinary
majors, and Art.

The percentage of seniors graduating with a concentration in the social sciences or the
humanities has declined in the past decade, apparently due to the increase in science and
interdisciplinary concentrations described above. Since 1990, there has been a steady
growth in the proportion of students graduating in the natural sciences. CIRP First-Year
Survey data indicate continued strong interest in the natural sciences, at alevel much
higher than at our peer ingtitutions.

These data do not help us understand why students make the choices they do. If aparticular major
is popular, isit because students believe the major will improve job prospects, because the teaching
reputation of the department is excellent, or because the major is comparatively undemanding? We
should, however, be prepared to respond to these shiftsin interest.

Assessment of Academic Outcomes. We have been working to develop a culture of decision-
making based on data. We have been more comfortable using the language of "improving
institutional effectiveness and efficiency” than with the language of "outcomes assessment." We
have had debates about how to approach assessment activities, but as those discussions continue,
we have determined that the actual "doing" of assessment through various ongoing projects and
activitieswill be more useful than the establishment of formal and elaborate structures, processes,
and monitoring mechanisms. When possible, we will use existing committees, structures, and
processes. Discussions will be guided by the AAHE's "Principles of Good Practicelfor Assessing
Student Learning" and the[Office of Institutional Planning and Analysisjinventory of current Bates
assessment activities. We recognize that we need to continue to strengthen this aspect of our work,
while celebrating the efforts that are already underway.

Since 1993, the Office of Institutional Research (later Institutional Planning and Analysis) has
provided areliable base of historical trend data, current snapshot data, and comparative national
data to inform decision-makers. When we speak of assessing learning outcomes, we often must
use what crude indicators are readily available, and use them as proxies for the types of measures
we would prefer to have. Although current thinking suggests that assessment activities should focus
more on academic "outputs' rather than "inputs,”" we remain very aware that the "environments'
and "processes' that distinguish a Bates education are critical components of student learning, and
that these also need to be evaluated. Many convenient measurements can at least suggest the
quality of our students experience at Bates. We will continue to seek new methods to learn about
those aspects of student learning which are not now amenable to precise measurement techniques.
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Although attending small classes does not guarantee a better experience, it almost inevitably
assures a closer working relationship among students and instructor. The planned growth in the
number of faculty in recent years has had the desired effect of producing smaller classes:

Class sections size
% of sections

Fall of: under 10 50+ students
1995 55.6 8.2
1996 58.0 8.7
1997 57.6 7.3
1998 59.0 6.1
1999 64.5 3.9

Note: U.S. News and World Report methodology. (Does not include thesis, independent study, or
other one-to-one instruction.)

Review of Academic and Administrative Departmentsand Programs. In 1987, Bates
established an ongoing periodic cycle of formal department and program reviews, with
participation by faculty outside the department and by peer evaluators from other ingtitutions.
Twenty-two department or program reviews have been conducted since then, and a schedule for
future reviews has been developed. The academic review process has been extended to other
areas, such asthe Library, the Dean of the Faculty, the Office of Career Services, and Athletics.
Annually, each academic department and program and each academic support department submits
areport of its activities to the Dean of the Faculty. While chairsin coordination with the Dean of
Faculty have considerable input in determining the focus of the review, efforts are underway to
ensure that portions of the report will answer a common set of questions and provide a common set
of datafor comparison with other College units.

In 1999-2000, the Dean met with each department and program. These meetings included a
discussion to determine how they set their goals for student learning and their methods for attaining
them. The Goals 2005 Steering Group has adopted a set of specific academic assessment goals for
1999-2000 and 2000-2001. Activitiesthat provide evidence of student learning vary by academic
department and program. To be effective, faculty must be engaged in this effort, although they will
need data support from administrative offices. Some departments require their mgjors to take a
comprehensive examination; some require aformal presentation or performance; French majors
must complete a portfolio of their work. Most faculty would agree that the senior thesis provides
the clearest demonstration of student learning in an academic field. Bates position on optional
SAT testing in admissionsiis reflected in the suspicions that many faculty have about the value of
national standardized tests for graduates. Periodic reports by administrative offices or faculty
committees provide evidence of grade distribution by department; academic standing and discipline
issues; honors and fellowships awarded; independent study courses; and the like. The Educational
Policy Committee, the Committee on Curriculum and Calendar, the Committee on the Evaluation
of Teaching, and the Committee on Teaching Development al play rolesin our academic
assessment activities.

The Bates Survey Suite. Much of our assessment of educational outcomes comes from analysis of
asuite of surveys with subjects ranging from admissions inquiries and nonapplicants through to
some of our older alumni. Although a more comprehensive summary of surveysisincluded in the
appendices, we find the following to be the most useful:

The Senior Survey is administered in aternate years to students upon graduation and has
an average participation rate of about 60%. We now have data for the classes of 1991-
1995, 1997, and 1999.



We have administered the CIRP First-year Student Survey to entering students each year
since 1966, and, for the first time, administered the related College Student Study to rising
sophomores in 1999.

We administer a survey to all withdrawn students to understand their reasons for leaving.

We administer several occasional surveysto help us better understand our students. These
include the all-class Climate Survey in 1996 and the CORE Drug and Alcohol Survey and
follow-up in 1998 and 1999.

The Office of Career Services carries out an annual survey of graduates six months after
graduation which identifiesinitial destination after graduation (employment or graduate
school), salary; satisfaction with initial destination; methods used to obtain jobs; length of
time to obtain employment; willingness to work with OCS as alumni career advisor;
personal advice to current students. The results of these "V oices from the Other Side]]
surveys, for the years 1993-1997, are available at the College's web site, along with a
series offinterviews]of prominent alumni in various career fields, searchable by
undergraduate major.

The Office annually collects information about reunion classes. We ask

what skillsthey Tearned at Bates, their graduate study, and their current career and income.
In 1999, for example, we surveyed the Classes of 1949, 1959, 1974, 1989, and severa
classes from the early 1990s. The Development Office plans to conduct a mail survey of
all alumni in 2000.

Our base of survey dataisrich and extensive, but there are two limitations: they provide us mainly
with subjective perspectives of respondents’ learning and they tend to answer questions at the level
of the ingtitution rather than providing direct evidence of learning within the student's major field.
We are trying to resolve some of these difficulties by making better use of directed loca questions
in the national surveysin which we participate.

A few examples of other specia studies from non-survey data by the Office of Institutional
Planning and Analysisinclude:

Annual [profiTes of the gradualing class,Jwith sub-profiles of students who earn Latin
honors and of those in the bottom 10% of the class

Preparation of the report of the Special Committee on Student Retention at Bates (1999)
Alumni Education and Careers After Bates: Mining the Alumni Database (1997)
Transfer credit study, 1988 to 1997 graduates (1997)

Summaries of peer data from the Higher Education Data Sharing (HEDS) Consortium,

from U.S. News and World Report, and from the 1998 Baccal aureate Origins of Doctoral
Recipients study

Publication of a|'Bates Outcomes" web page [1998)
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Standard 5:

TheBates Faculty. Over the decade, the faculty has changed in numerous ways. These changes
have been the result of ingtitutional investment and planning that have helped develop afaculty
better able to serve the mission of the College. Paramount among these have been an expansion of
the size of the faculty, the racial and gender diversification of the faculty, and an increase in faculty
involvement in interdisciplinary programs.

Reporting and understanding the changes in our faculty required consideration of the many ways
we are asked to count faculty. The following table describes the Bates faculty according to six
common methodol ogies.

Currently
Teaching Financial Teaching AAUP/IPEDS Tenure/
Headcount Headcount FTE FTE FT Tenuretrack
1989-90 164 152 134.33 125.00 116 113
1990-91 168 154 138.33 128.00 112 112
1991-92 172 157 138.33 130.17 122 117
1992-93 180 170 144.66 133.66 123 121
1993-94 172 165 143.50 137.68 127 119
1994-95 177 166 147.68 141.03 127 119
1995-96 180 171 145.31 138.56 129 120
1996-97 184 170 150.58 143.67 129 117
1997-98 191 176 156.00 142.74 129 121
1998-99 192 178 155.83 143.75 130 123
1999-2000 196 186 164.33 154.50 135 123
Headcount: [All persons designated as faculty|by the Dean of the Faculty.
Teaching Headcount: Faculty who taught at least one course during the academic year.
Financia FTE: Full-time equivalence of the contractual obligation. Includes faculty on paid
leave and replacements.
Teaching FTE: Full-time equivalence of faculty who taught at least one course during
the academic year.
AAUP/IPEDS FT: Full-time (100%) faculty as defined by national AAUP/IPEDS survey

methodologies. Represents the best nationally available means of comparing
faculty acrossinstitutions.
Tenure/Tenure Track: Tenured and tenure track faculty.

To understand how we use our most important resource, our faculty, we must be able to track
various subcategories. Given increasing requests for data from both internal and external
constituencies we may find ourselves doing more counting but holding less useful, and even less
accurate, information. Our present internal methods have hel ped us to follow trends and to plan,
but they no longer meet the "best practices" requirements and standards for external reporting.
New revisions of Department of Education|| PEDS surveys |Ni I force usto reexamine our
definitions so that reports that were formerly different (IPEDS Faculty compensation and IPEDS
Fall Staff) will need to reconcile faculty on aone-to-one basis. For internal purposes we have
always considered the financia and teaching full-time equivalency counts to be the best and most
meaningful reflection of [faculty workload ] A full-time Bates faculty member is contracted to teach
the equivalent of six courses, usualy arranged as 3-2 or 2-3 plus a Short Term unit. Faculties are
expected to teach two out of every three Short Terms. Other course-load equivalent reductions are
arranged by the Dean or in consultation with the departments and programs.

Over the past decade we have moved our counting methods from typewritten lists and paper
notebooks to localized spreadsheets and databases. We have assembl ed[frend daiajwhere there
were none and have linked many formerly isolated data elements. We have used these datato
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guide our planning and budgeting, but must now attend to better ways to understand our larger and
more complex faculty.

In 2000-2001 we will implement the Banner Human Resources system, which will alow usto
centralize faculty reporting through Banner, our administrative software system. Thisisan
opportunity for us to organize our faculty into clear and unambiguous categories. We recognize
that if it is not done carefully, it could become simply another way to count faculty. Our tradition
of treating faculty as individuals rather than as members of broad categoriesis one of our strengths
and has alowed usto design joint appointments, to split contracts between departments and
programs, and to create new categories of faculty. We currently are discussing ways to write
faculty contracts for more than one academic year and new, flexible ways to measure faculty
workload. We need to be sure that the benefits obtained by these flexible and individualized ways
of treating faculty are realized and do not lead to misunderstanding.

There are a number of issues we must address. These include elimination of duplication of effort
and databases, division of responsibility for counting faculty across severa offices, procedures and
responsibilities for entering changes to faculty data, and resolution of the various ways offices
report full-time/part-time status. Since faculty have a broad range of teaching loads, supplemented
by formal and informal service and research activities, the traditional categories of "full-time" and
"part-time" faculty seem neither meaningful nor descriptive. Even our current use of contractual
course load equivalents does not describe well our faculty activities, given the amount of time they
devote to advising, thesis supervision, service-learning, committee work, and curriculum design.

[Student-Faculty Ratio§ From the fall of 1989-90 to the fall of 1999-00 our faculty headcount
has risen from 164 to 191 (16.5%), and full-time equivalent faculty teaching courses has risen from
125.00 to 153.33 (22.7%). This planned growth has been helped significantly by the fact that the
number of endowed professorshipsincreased from 5 to 20 over the decade. Although the number of
students increased from 1,522 to 1,673 on campus, it is notable that teaching FTE student-faculty
ratios fell from 11.8to 1t0 10.9to 1 in the same period. Financial FTE student-faculty ratios,
representing all obligations to permanent faculty, faculty on paid leave, and to their replacements,
fell from 11.0to 1to 10.2to 1. Thisisasignificant improvement over 1979-80, when the student
faculty ratiowas 14.7 to 1.

Our larger faculty has given us declining class section sizes, more students involved in research
with faculty, more first-year seminars, more thesis advising, and more interdisciplinary teaching
and innovative pedagogy. A large faculty entails high financial and space costs. Itssize can aso
affect collegiality and governance and require alarger bureaucracy.

A More Experienced Faculty. The median age has increased and more faculty have tenure
compared to a decade ago. In 1999 the median age was 45.9 years, compared with 43.2 in 1993.

In 1991, 54.1% of full-time faculty (as reported to the AAUP) were tenured, compared with 66.8%
in 1999. Because we have gone from 27th among our 28 peers to 16th in the percentage of faculty
with tenure, we no longer have one of the youngest faculties among our peer group. In the same
time period, the number of professors and associate professors increased from 55.7% of the AAUP
full-time faculty group to 74.1%, and our rank within our peer group has gone from 26th to 9th.
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Faculty by Age Group 1999-00 (October census)

Age group Headcount Cumulative %
Under 30 6 3.1%
30-34.9 28 17.8%
35-39.9 16 26.2%
40-44.9 39 46.6%
45-49.9 34 64.4%
50-54.9 32 81.2%
55-59.9 19 91.1%
60-64.9 10 96.3%
65-69.9 6 99.5%
Over 70 1 100.0%

Years of service Headcount

Faculty by Number of Yearsat Bates, 1999-00

Cumulative %

0-5
6-10
11-15
16-20
21-25
26-30
31+

66
30
29
22
20
16

8

34.6%
50.3%
65.4%
77.0%
87.4%
95.8%
100.0%

The College long ago established a policy that prohibits, subject to the needs of the College, the use of quotas
for [fenure or reappoimtment] These needs may include financia needs, needs to support faculty-approved

academic programs, "relationship of theindividua's field to other fields of inquiry in the department(s)
and/or programs(s) in which the appointment is held," and student interest. Given these needs, the Trustees
are entitled to establish guidelines or percentages to limit reappointment or tenure, but they must announce
them in writing before they can take effect.

Summary of tenurereviews since 1989-90

Acad. Females Males Total %

Year Eligible Tenured Not | Eligible Tenured Not Eligible Tenured Not |Tenured
Tenured Tenured Tenured

# 32 29 3 26 20 5 58 49 8 9

Reviews

Success 90.6% 76.9% 84.5%

%

We have an experienced faculty with established research reputations. Since they have more years
of service, we must plan for more resources for saaries and benefits. We thus can hire fewer
incoming assistant professors and have fewer opportunities to add tenured faculty unless they are
net additions. Experienced faculty also mean more sabbatical |eaves and, consequently, more
replacements (we have gone from 22 lecturersin 1990-1991 to 42 in 1999-2000) and recruiting

costs.
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Our sdary profiles are affected by the distribution of ages within ranks. Hence, some of the
comparative gains we have made in compensation in the early part of the 1990s disappear as large
numbers of faculty are promoted to the lower end of the salary range in the next higher rank. Some
of these differences should vanish as faculty gain more experience and more yearsin rank.

We anticipate alarge number of retirements beginning in 2005. One fourth of the current faculty
will reach age 65 by 2011 and half by 2018. Actual retirement dates, however, can be affected by
many factors, both personal and institutional. Two years ago the College established the Program
for Tenured Faculty: Optional Plans Leading to Retirement. The objectives of the program are: to
provide financial security and institutional recognition to tenured faculty who choose to retire
sooner than otherwise might be expected; to facilitate change in the composition of the faculty by
increasing the turnover rate of appointments; and to control some of the compensation costs
incurred where the current cohort of tenured members remain active. Faculty who participate in
the program may opt for atwo-year terminal contract, including one year of full-time service and a
final year of paid leave, or they may gradually phase out their teaching load over three years, while
retaining 80% or more of their base salary. Since 1995, eleven faculty members have taken
advantage of this program.

Faculty Compensation. Our genera planning goa has been to achieve AAUP 1* (95th
percentile) rating for category |1B private independent institutions at al ranks. Given our
distributions within ranks, these goals have not always been attainable. However, our salariesin all
ranks have consistently been above the AAUP average for category |IB.

Salary increases for continuing faculty have kept pace with inflation, but they have not kept pace
with increases in our peer group. While we made significant progress compared to our peersin the
first haf of the 1990s, we have dlipped for the past severa years. In particular, professors annual
percentage increases have been below the peer median for five years and associate and assistant
professors annual percentage increases have been below the peer median for the past three years.

Salary of Full-time AAUP Faculty, Fall 1999:

Pr of essor Assoc. Prof. Asst. Prof. All Ranks
Average saary ($000s) 80.6 57.9 45.3 62.7
Peer median salary 83.6 60.9 47.4 65.1
($000s)
Bates peer rank 1999 17/28 22/28 21/28 20/28
AAUP |1B independent 70.5 52.1 42.8 54.7
avg. ($000s)
AAUP |IB independent 80.1 61.1 48.1 n/a
95th percentile avg.
($000s)
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Total Compensation of Full-time Faculty, Fall 1999:

Professor | Assoc. Prof. Asst. Prof. All Ranks
Average compensation ($000s) 101.1 72.9 57.5 78.9
Peer median compensation 107.7 78.6 59.6 83.3
($000s)
Bates peer rank 1999 20/28 23/28 22/28 21/28
Benefits as a % of 25.4% 25.9% 26.9% 25.8%
compensation
Peer median benefits as a % of 26.8% 27.6% 26.0% 26.2%
compensation
Bates rank 1999 24/28 21/28 11/28 23/28
AAUP |IB independent average 89.3 66.2 53.7 69.0
($000s)

Changing faculty demographics are an important factor in faculty salary comparisons. New hires
typically start at the lower end of the salary pool. There have been many promotions from assistant
to associate and from associate to full professor as faculty move along the promotion pipeline.
Newly promoted faculty enter at the bottom of the pay scale for their new rank. Between 1996 and
1999 only 3 full professors retired and one died, while 11 were promoted to the lower ends of the
salary scale. At Bates promotion from associate to full professor is not automatic. Hence, there are
22 associate professors who were tenured in 1992 or earlier but have not been promoted to full
professor. Of these 22, five are Physical Education faculty and are not eligible for promotion,
while others have not stood for promotion. At the same time, most associates have relatively few
yearsin rank and, consequently, lower salaries.

The College offers all full-time employees aretirement plan in the TIAA/CREF Equities Fund and
contributes 6.7% on the first $16,850 of salary and 11% on the remaining balance per year, which
is an increase effective as of July 1996. Normal retirement age under the TIAA/CREF retirement
planis 65. If amember of the faculty teaches beyond normal retirement age, the College
contributes to the retirement fund until the date of actua retirement. Faculty have the option of
retirement as early as age 55 after 15 years of service.

Under an important new faculty and staff benefit, the College encourages voluntary saving for
retirement by matching voluntary employee contributions to a qualifying retirement annuity up to a
maximum of 1% of the employee's annual salary.

The College offers a flexiblgbenefits programf which provides choices among a variety of benefit
options such as medical insurance, life insurance, and accidental death and dismemberment

insurance, as well as pre-tax reimbursement accounts for dependent care and health care.
Employees who use dependent care may also apply for a College Dependent Care Subsidy, based
on annual household income.

Assistance from the Harry W. Rowe Tuition Grant Fund toward tuition for dependent children is
available to each active full-time faculty, administrative staff, and support staff member. This
provides tuition assistance at any accredited baccal aureate-degree granting institution. For a
faculty member employed before 1988, Rowe Fund payments equal 50% of the tuition and
mandatory academic fees of the institution attended, up to a maximum of one-half of Bates' tuition.
For afaculty member starting after 1988, payments equal 10% of the College's annual charge.
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Faculty Diversity. Inhis 1995 letter accepting Bates' fifth-year interim report, Jonathan Lawson
writes for C.I.H.E, "We take favorable note that the number of women on the faculty during the
same period [1989-90 to 1994-95] has increased 40 percent and that of minorities has increased 140
percent."

The number of women faculty increased from 30.5% to 44.0% as a proportion of the total faculty
headcount from 1989-90 to 1999-00. Women comprised 55% of new faculty appointments from
1990-91 to 1999-00 and 68% in the past five years.

Fall Female and Minority Faculty Headcounts
Female Female Minority Minority

(N) (%) (N) (%)

1989-90 50 30.5% 12 7.3%
1990-91 59 35.1% 15 8.9%
1991-92 59 34.3% 18 10.5%
1992-93 63 35.0% 20 11.1%
1993-94 63 36.6% 23 13.4%
1994-95 66 37.3% 24 13.6%
1995-96 67 38.3% 23 13.1%
1996-97 68 37.0% 25 13.6%
1997-98 75 39.7% 26 13.8%
1998-99 80 41.9% 24 12.6%
1999-00 84 44.0% 26 13.6%

Comparative data from the HEDS Consortium for fall 1999 shows that Bates has a dightly higher
percentage of women on our full-time faculty (41.5% by the AAUP count) than in our peer group
average (39.0%) or the HEDS colleges average (37.4%). While we have asmaller proportion of
tenured women on our faculty, we have a higher proportion of women on the tenure track. Bates
also has a higher proportion of AAUP full-time faculty of color (15.6%) than either the peer group
average (13.1%) or the HEDS college average (10.9%). While our overall gender and minority
diversity have improved, a more favorable balance in earning power within the ranks will not occur
until more women and minorities move through the promotion pipeline. If one controls for years
of service, years within ranks, and academic field, the differencesin compensation are minimal.

A summary of new (fall 2000) faculty appointments, as recorded in the Dean's "New Faculty"
report:

1990- 1991- 1992- 1993- 1994- 1995- 1996- 1997- 1998- 1999-
91 92 93 94 95 96 97 98 99 2000

Ful-— 5 13 18 18 15 9 2 17 13 18
time
Pat- ¢ 7 3 4 6 8 10 8 10 7
time

Total 28 25 21 20 21 17 22 25 23 25

Note: Inthetable above, al Lecturers are defined as "part-time." (Although some persons are
appointed on multiple occasions, they are counted as new each time they appear in the Dean's list.)

Scholarship and Teaching. Our faculty continue their strong tradition of scholarly work and
teaching. The Institute for Scientific Information (1SI) database, for instance, credits Bates with 34
ISl publications per 100 faculty members, comparing favorably with many research universities. A
[recent article in Changelbuilds on these | S| data to reinforce Bates' belief that scholarly research
strengthens teaching.
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Each faculty member submits to the Dean of Faculty an annual report of scholarly activity. These
are combined into reports for the faculty, which are published annually and available from the
Dean of Faculty. We recognize scholarly productivity by awarding Dana Professorships and
Phillips Fellowships and we have several generous programs to support research, listed below. In
addition we award the annual Kroepsch Award for Excellence in Teaching, provide course
reductions for teaching development, and provide support for teaching in many other ways.

Aswith all faculties at schools of our caliber, the balance between teaching and scholarshipisa
significant issue. The|Bates Faculty Handbook fescribes the balance expected for tenure: “The
two chief criteriafor tenure are excellence in teaching and significant professional achievement.
Particularly outstanding achievement in either teaching or professional activity may offset alower
level of achievement in the other category. Every decision on tenure inevitably necessitates
prospective judgment concerning the promise for further development." For full professor the
Handbook states: " Continuing excellence in teaching and continuing significant professional
achievement are the two chief criteriafor promotion to full professor.”

[Support of Scholarly Work] The recently endowed [Phillips Fellowshipsyeward excellence
among Bates scholar-teachers. A Fellowship is an opportunity for faculty to gain afull year's
leave at full pay in order to pursue significant scholarship, explore new research areas, or develop
new courses or pedagogical approaches. Fellowship leaves will usually take place at aresearch
venue away from campus so that recipients can interact with scholarsin their fields. The
Fellowship includes support for the replacement of the recipient, as well as travel expensesto
research venues. Faculty may request up to $4,000 for travel.

The President's Fund for Faculty and Curricular Development makes available, at the President's
discretion, support of the professional development of the faculty and of curricular devel opment.
There are two standing programs supported by this fund: the Fund for Publication of Scholarly
Work and the Fund for Postdoctoral Study.

Other funds include the Kathleen Curry Akers '41 Fund for Sabbatical Leave Support, the McGinty
Faculty Research Fund, the Lincoln and Gloria Ladd Faculty Research Grant, the Roger C.
Schmutz Faculty Research Grants, the Philip J. Otis Faculty Curricular Development Grants, the
Howard Hughes Medical Institute Grants for Faculty and Student Research, and the Summer
Research Apprenticeships (a student-faculty research collaboration program).

Special Faculty Development Grants provide support to explore new areas of research and new
approaches to pedagogy, and to develop new courses. The grants are designed to foster
experimentation, exploration, travel, and collaboration. Their aim isto encourage faculty to study
something they have not studied before or to go somewhere they have never been to enrich the
curriculum, teaching, or research. They support such activities as travel and international
experiences, multiple perspectives (to support faculty and student-faculty efforts that look critically
at adding greater diversity to the curriculum and to faculty research), and innovation in teaching
(especidly in the use of technology for teaching).

Over the decade the Devel opment Office has increased its support for foundation and corporate
fundraising, as well as for sponsored faculty research grants. During 1999-2000 we were awarded
amost $2,000,000 in ingtitutional proposals and over $1.7 million in faculty initiated proposals for
research and curriculum development.

Travel Support, Leaves, and Release Time. For attendance at professional meetings each year
(except during full year leaves of absence), the College reimburses each faculty member up to $500
for expenses. Those who present a paper receive an additional $500 and may receive yet ancther
$500 for a second paper.

An assistant professor is dligible for a one-semester leave with pay and benefits after three years of
full-time teaching, subject to certain conditions. The purpose of this pre-tenure leave is to support
specific curricular projects or scholarly research. If afaculty member opts to take a pre-tenure
leave, the regular sabbatical scheduled is adjusted accordingly.
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Faculty are eligible for afirst sabbatical |eave after tenure (or the initial four-year contract, in the
case of Physical Education faculty) and after a period of six years of full-time teaching, unless
hired with credit toward the preliminary period for tenure, or unless awarded a pre-tenure leave. A
sabbatical leave consists of a half year at full salary or, at the option of the individual, afull year at
one-half saary.

For purposes of professional development, members of the faculty may apply for leaves of absence.
Normally half-year leaves are not replaced. All full-timefaculty are eligible for leaves of absence,
without salary and without benefits, for purposes of child rearing or other dependent care.
Guidelines for applying for sabbaticals and leaves are published in the Faculty Handbook.

Recruiting Tenure-track Faculty. Over the decade we have modified our policies for recruiting
tenure-track positionsto better reflect our goals.

One change has been in the membership of search committees. For candidatesin asingle
department or program, the search committee has at |east two colleagues outside the department or
program. The Dean of Faculty or Division Chairs may also require or recommend that faculty of
color and/or women serve when there is no such presence in a department, as well as others with
special qualifications, when needed.

The search committees procedures have been modified aswell. A search committee for tenure-
track appointments invites the Dean of Faculty to its first meeting to discuss the goals of the search,
review the procedures, and resolve questions or concerns.

We areintentional about involving studentsin our recruiting, and encourage search committees to
arrange a dinner meeting or discussion group for candidates to meet students and to follow through
on students' evaluations of the candidates.

The College goal isto have adiverse pool that includes women and minorities. In addition to
placing position announcementsin relevant discipline- and minority-based publications,
committees are encouraged to recruit by contacting graduate schools with large numbers of women
or minorities who could be strong candidates. The chair of the search is expected to urge
colleagues to contact associates at other institutions or on our own faculty to assist in developing a
strong and diverse pool of candidates.

The search committee provides the Director of Affirmative Action|with a short list of the strongest
candidates. Fina ranking of athree-person interview shortlist requires Director of Affirmative
Action approval. It isanticipated that diversity will be represented among the three candidates on
theinterview short list.

At the end of the interview process, the department submitsits final choice to the Director of
Affirmative Action for review before conveying the recommendations to the Dean. Throughout
this procedure the Director of Affirmative Action has an opportunity to meet the candidates, to
understand the committee's thinking and decision-making about its first and second choices, and to
inform the chair and the Dean of any concerns. Search committees are always free to select the
candidate of their choice, but the process hel ps to ensure that serious consideration will be given to
candidates of diverse backgrounds.

Cost is an important concern about recruiting, both in terms of dollars and time. In one year we
can spend more than $50,000 recruiting the tenure-track candidates and more than $40,000 for
replacement positions, not including hundreds of hours of faculty and administrative time.

Another concern is that as we aggressively recruit for research and teaching excellence, we must
also make clear to candidates our expectations for service. We ask all current faculty to serve as
advisors, as members of committees, and in other capacities outside of their disciplines. At the
sametime, we excuse dl first-year faculty from these obligations. The Dean of Faculty is currently
extending the orientation program for new faculty, increasing meetings with senior faculty and
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working with departments and programs and division chairs to develop more optimal ways for
faculty to balance the many demands on their time while continuing to seek, and achieve,
excellence.

Part-TimeFaculty. Asdo most colleges, Bates has a number of part-time faculty. Over the
decade our number of lecturers has increased from 22 to 42 and the number of "assistantsin
instruction" (who do not have faculty status and teach no classes) increased from 8 to 13. We now
employ 17 applied music faculty to give music lessons to students (on demand). We also have
added "learning associates', non-faculty professionals who assist faculty with instruction and thesis
advising.

We may be unusual in that many of our lecturers have been on the faculty for several decades and
have been integrated into the life of the College. Many are part-time by choice and for severd their
primary appointment is administrative. Some publish research papers, many participate actively in
the life of departments and programs, and some have participated in study-abroad programs. Al
have faculty status and voting rights on the floor of the faculty. We aso are unusua in that partial
benefits can be extended to lecturers. In most cases lecturers are eligible under the College leave
policy. For instance lecturers who have taught ten years may apply for an initial sabbatical leave
and apply for Phillips Fellowships.

The faculty has recently recommended legislation concerning lecturers and sent it to the Board of
Trustees for consideration. One of its goals is the improvement of the integration of lecturersinto
thelife of the College. That may entail professional achievement, participation in faculty
governance, and more engagement with students outside the classroom. These are standards for
full-time faculty and we want to encourage them for part-time faculty as well.

The new legidation includes the creation of consistent schedules for and reappointment of
lecturers, the establishment of clear criteriafor the evaluations of lecturers, the possibility of
establishing two new titles for lecturers (Artist-in-Residence and Senior Lecturer), and the
establishment of part-time tenure-track positions.

Batesis proud that it ranks first among its selective peer group in average adjunct faculty salary per
course. Because we recognize their valuable contributions, we have increased adjunct faculty
compensation dramatically over the decade to an average of $6700 per course. Recently the
Division Chairs recommended that we make official our current practice of paying part-time
faculty a pro-rated percentage of the salary of afull-time faculty member with similar training and
experience.

Status of Physical Education Faculty and Coaches. A number of years ago our Physical
Education faculty appointments were changed from tenure-track contracts to continuing contracts.
All of the Physical Education faculty with tenure have retired, but thereis still adivision in the way
we appoint professionals in the department. In particular, we have coaches who are full-time
employees, but who do not have faculty status and are appointed annually. At the sametime, all
staff with faculty status are coaches, but have continuing four-year contracts.

Leadership. Inits1990 Evaluation Report, the visiting team noted:

What is more difficult to find is a center of leadership in the faculty. This may
stem in part from Bates tradition of egalitarianism, one of which faculty
members are justly proud. No doubt it also comesin part from the firm
leadership exercised by past presidents. ... A place where the faculty teaches and
does research, and where the administration administers the ingtitution so asto
make this possible, may indeed be the ideal, and appears to have worked well in
the past. The new administration realizes that, particularly as the College faces
difficult choicesin the years ahead, it will be necessary to engage the faculty in
an appropriate role in making such choices, so that it feelsitself to be forming a
body that would both carry faculty concerns to the president, and to which the
president could turn for the sort of advice and counsel that only afaculty can
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give. Such agroup should be able to transcend departmental perspectives and
give the president a clear faculty view of the institution as awhole. Obviously
there arerisksin such a course, above all the risk of politicizing the faculty, but
presumably the long tradition of trust between faculty and administration will
mitigate such atendency.

Inits 1995 letter accepting Bates fifth-year interim report, Dean Lawson writes for C.I.H.E:

The Commission commends the College for its progress in addressing the areas
of concernidentified in the 1990 comprehensive evaluation. We are most
pleased to note that the College has made significant strides in devel oping and
implementing a new model of shared governance. Moreover, we are pleased to
find that effective means have been established for enhancing communication
between the faculty and the president. To the College's credit it has encouraged
inclusiveness and participation in the institution's governance and planning
processes. We encourage the College to continue its efforts to clarify the role of
the faculty in the governance of the institution.

Involving faculty in campus leadership is not aways an easy task. Asthe 1990 Team writes,
"Some faculty complain about the demands that committee work places on them, noting the
number of ad hoc committees that have been set up by the new president, and fearing that
committee service may be taking too much time away from teaching and research. There are
reports that some faculty, particularly junior faculty facing tenure reviews, are smply unwilling to
serve on such groups.”

Department Chairs. The Department and Program Chairs are usually appointed to four-year
terms by the President in conjunction with the Dean of the Faculty based upon the
recommendations of their constituencies. For years, chairs duties were weighted heavily toward
responding to requests from the administration, to recruiting, and to managing the affairs of the
department or program, with little time or energy left for leadership or developing the department
or program. Asaresult, serving as chair was sometimes viewed not as an opportunity, but asa
burden that each tenured member felt obligated to shoulder at some time. (Because of their duties,
department and program chairs receive a one course teaching load reduction.) The new Dean of
Faculty, however, has placed a high priority on devel opment of leadership among chairs. Meetings
of chairs, which ten years ago were rare or little more than opportunities for airing complaints,
occur monthly with agendas and lively debate about issues broader than merely personal,
department, or program concerns. For the first time in the history of the College, the Dean of
Faculty sponsored in August atwo-day retreat at which chairs could focus their attention on
academic issues of common concern.

Division Chairs. The Division Chairs have for many years advised the President on net additions
to the faculty. For years there were three, one for each of the divisions of Humanities, Natural
Sciences and Mathematics, and Socia Sciences. Recently, to provide better representation for
interdisciplinary programs, we added a Chair of Interdisciplinary Studies.

As compensation, Division Chairs receive one course reduction or 1/6 of their base salary. Over
the decade their responsibilities have expanded. They now meet weekly with the Dean of Faculty
to discuss and address policies, procedures, and issues affecting the curricular, committee, and
institutional work of the faculty, review applications for faculty leaves, sabbaticals, grants and
fellowships, review department and program requests for replacements and net additions, write
letters of evaluation for faculty scheduled for reappointment, tenure, and promotion, and take on
special assignments and research for the Dean of Faculty and/or President.
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Administrative Appointments. Severa administrative changes have been made to involve the
faculty more in the workings of the College. 1n 1990 the position of Associate Dean of the Faculty
was created, with the understanding that it would be filled by a current faculty member. 1n 2000 a
second position of Associate Dean of the Faculty was created and filled by aformer Division

Chair. These new deans not only have the benefit of having served on the faculty, but arein a
position to share the considerable burdens of the Dean of Faculty, allowing her more time to devote
to leadership. The promation of the Librarian in 2000 to serve as an associate vice president to
oversee both thelLibrary|and [[nformation Servicesjwill allow coordinated attention to be paid to
these critical areas.

In the last few years we have taken significant steps to involve faculty in strategic planning. The
role of the President's Advisory Committee expanded over the decade and its title was changed to
the President's Intitutional Planning and Advisory Committee. From itsinception in October of
1995, the Goals 2005 Steering Committee has always included a number of faculty members. Over
the past five years there have been numerous opportunities for faculty to participate in and respond
to the comprehensive planning efforts that have established for the first time in decades a common
vision for the College.

Interdisciplinarity as It Affectsthe Faculty. The 1979 visiting team noted: "Although a number
of faculty expressed an interest in moving toward interdisciplinary work, they were discouraged
from doing so. The College is apparently locked into the department-di scipline organized
curriculum, and there is comparatively little flexibility in this regard for either teachers or
students.”

In response to Bates' 1995 fifth-year interim report, Jonathan Lawson writes:

[W] e are most pleased to learn that the College has increased the number of its
interdisciplinary programs for students from two to six, and has supported this
effort through increased faculty appointments, increased external support for
faculty, and the increased allocation of resources such as laboratory and
classroom space.

Over the decade the College's vision of the value of nurturing connections between the disciplines
has resulted in planning efforts and resources to support interdisciplinary programs. These efforts
have resulted not only in more interdisciplinary faculty appointments and high-quality space for
interdisciplinary programs in [Pettengill Halll, but also in more support for interdisciplinary work by
all faculty. Itisnot unusua for usto appoint faculty directly to the programs or to split their
contracts between programs and departments. Faculty regularly receive course reductions to chair
programs or to serve as Chair of Interdisciplinary Programs. We award teaching reductions to
support development of interdisciplinary courses.

Ten years ago faculty personnel policies and practices assumed that each faculty member belonged
to one department in one of three clearly defined academic divisions. Evaluation of
interdisciplinary work which, by definition, does not fit within this structure, had become overly
complicated and difficult to administer. Consequently the faculty recently amended its personnel
policies to clarify, among other things, who evaluates interdisciplinary faculty and how.

It isdifficult to know how much faculty time goes toward interdisciplinary work, but it is
considerable. There are seven standing faculty committees charged with administering the
interdisciplinary programs. Each committee can have up to eight members, aimost all of whom
have appointments in departments, as well.

Thereis broad faculty support for interdisciplinary work, much of which takes place outside the
programs. Several faculty each year teach either in thelCBB Off-Campus Study Centersjor
administer Fall Semester Abroad Programs, which usually require one to reach outside one's
discipline. Many faculty are involved with service-learning projects which are interdisciplinary in
nature. It iscommon for faculty in two departments or programs to collaborate on the development
of an interdisciplinary course that explores the intersections of their fields, such as between
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chemistry and mathematics. We do not, however, have adequate ways of tracking faculty effortsin
these areas, and most of our reporting has been anecdotal .

Despite generous support from the College and despite general faculty enthusiasm for
interdisciplinary work, some feel that the programs detract from the strengths of the traditional
disciplines. A department that hires and tenures a colleague to teach in a discipline may find its
curriculum reduced if the colleague later decides to teach in a program. Should this changein
course assignment come about only after aformal re-definition of a colleague's contract? Should,
asin some schools, al departments all ocate a certain portion of faculty time per year to
interdisciplinary programs? Until now the negotiations between the disciplines and
interdisciplinary work have been informal, sometimes producing no historical record. As
mentioned above, our methods for counting faculty already do not accurately track faculty effort.
The allocation of resources between the traditional and the interdisciplinary makes even more
compelling the argument that we need to devise better ways of describing faculty work.

Given that interdisciplinary work by our students and faculty is critical to the vision of the College,
we must do a better job of understanding and describing how it contributes to our educational
outcomes. Some of this understanding will come from the development of a common appreciation
not only of the outcomes we seek, but also from a better description of resource investment we
need to achieve these outcomes. These descriptions and common understandings will make it
easier to maintain respect for each other'swork at alevel that allows effective communication
among all faculty about interdisciplinary ideas.

|Administrative and Clerical Support| The 1979 visiting team noted: "One shortcoming,
however, isthe lack of direct access to secretarial personnel in departmental offices. The 1990
Team noted:

[W]e found many of those to whom we talked complaining about the lack of faculty
secretaries. Although the institution has given every faculty member a computer in the
hope that this would mitigate the problem, clearly it has not done so and chairsin
particular find themselves spending much time on routine administrative tasks. Thereisa
long tradition of not allocating resources towards this kind of support, and it is not for us
to pass judgment on it, save to say that it is unusual in institutions of this sort.

In the fall of 1996 the College hired "area coordinators' to resolve the long-standing issue of
faculty clerical support. Currently there are eight such persons, two of whom are assigned to single
departments. The remaining six are each shared by between two and six departments or programs.
Each coordinator islocated in a common administrative work area with appropriate office
equipment and technology. The coordinators also have the training to provide other administrative
services of anon-clerical nature such as support for Banner and scheduling. In addition, a
centrally located Secretarial Services Office till supports faculty with other services such as
support for recruiting and support for faculty committees and the honors program.

Too often faculty are not aware of the many places to which they could turn for help and therefore
do not pass off chores to the appropriate administrators, although the area coordinators have been
very helpful in understanding our support systems and channeling tasks to them. We have without
question greatly improved our clerical support for faculty since 1990. We still are not in a position,
however, to assess how much faculty time is devoted to tasks which could better be more
appropriately handled by others.

There remain other sources of support for faculty, most developed in the last ten years. Several
departments have hired assistants in instruction, who help with laboratories and administrative
work. Some foreign language programs hire native-speakers as teaching assistants. In 1999-2000
we hired our first learning associates, who provide support in instruction and thesis research. We
are currently seeking support to expand this program.
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[Faculty Workload Issues| Batesfaculty are hard-working. In 1968, faculty taught four courses
per semester, each meeting three hours per week, advised students and their theses, but also had
classes Saturday mornings and taught a Short Term that ended in mid-July. Some faculty also
carried out research agendas. Faculty now teach two courses one semester, three the other, have no
Saturday classes, and Short Term is finished by the end of May. A senior professor might well ask,
"Where has all thetime gone?' Certainly our faculty spend more time on research than they did in
the 1960s, and that is the answer usually given. We do not, however, have a meaningful way of
measuring real faculty effort nor does there seem to be useful away to compare our faculty effort
with that at other schools other than by counting courses.

While on the campus, faculty teach classes, advise first-year students and sophomores, advise
majors, supervise independent study projects, advise senior theses, supervise student summer
research projects, recruit new faculty, supervise service-learning opportunities, mentor other
faculty, and serve on committees. The exciting and enthusiastically received new opportunities for
interdisciplinary work carry with them a heavy burden of planning and coordination, as well as the
challenges of learning new ideas, ways of thinking, and acting. Practically al faculty have active
professional lives extending beyond campus that require days or weeks of preparation and travel.
Few of these activities are fairly represented by the language of "full-time-equivalency.” For this
reason the Dean of Faculty is conducting discussions to begin redefining what we mean by faculty
work load.

Curricular Review and " Productivity". Bates has been spared the contentious discussions
about faculty productivity that have affected many schools. We take pride in our tradition of
appreciating each individual's contribution to the common good.

Nevertheless, planning requires assessment. It is necessary to make decisions about courses, taking
into account not only content, but type, enrollment, and contribution to the curricula across many
dimensions. Evaluations need to take into account disciplinary and interdisciplinary issues,
numbers of majors and secondary concentrations, general education requirements, as well as course
enrollment patterns. We work in many ways to keep in focus these multiple concerns. These
include working closely with the department and program chairs to address broad College needs as
courses are planned each year. The Division Chairs and the Dean of Faculty monitor and review
standard data such as enrollment patterns, numbers of majors, thesis distributions, the annual
reports of departments and programs, and the like. The Curriculum and Calendar Committee
reviews al new course offerings. Moreover, these various levels of review examine the
guantitative data in the context of qualitative information.

In depth reviews occur both at the time of the department review by the Dean of the Faculty Office,
and when the holder of an authorized position leaves the College. At that time, the allocation of an
authorized line to a department or program must be reviewed for reauthorization or reassignment to
other institutional needs.

No school wants to reduce options for its students and until now, our successful planning and
management have |eft usin the enviable position of not having to do so. Still, as we move forward
with new ideas, courses and initiatives, we shall need to find ways to build within arelatively fixed
resource base.
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Standard 6: Student Services

Academic excellence at aresidential college is very much connected with the people, places, and
systemswe call student services. Our residential mission encourages us to pay close attention the
extra-curricular and co-curricular learning elements of the "Model for Undergraduate Learning"
outlined in Standard 4. The|Office of the Dean of Studentgis the central locus for many student
services. The Dean of the College oversees our[Center Tor Service Learning] The Vice President
for Academic Affairs supervises our (Writing Workshop] our Mathematics and Statistics Workshop,
support for student research, and the Office of the[Registrar and Student Financid |
Services. The Vice President for External and Alumni Affairs supervises the Office of Career
Services. Again, we turn to the dimensions to structure this section.

Dimension 2: A college with a distinctive ethos of civility, respect, equity, engagement,
interaction, and service.

The Student Residential And|Social [Environment.  One of our distinguishing featuresisthat at
least 90% of our students live in[campus housingland that most of those who do not live on the
campus are within a short walk of the campus. Asaresidential college we have many
opportunities to make connections among academic, residential, and social experiences. The
Office of the Dean of Students has primary responsibility for these programs, which have included
the establishment of theme houses, the]New Student JOrientation Program, alcohol education,
mentoring, and first-year|advising

Because we recognize the importance of early college experiences, we have for many years
required first-year students live in[First-Y ear Centersiof 12 to 16 with a Junior Advisor. We also
recently began designating a Dean of First-Y ear Students and a dean who is the primary contact for
sophomores. Our retention study found that 97% of students who withdrew from Bates in recent
years were active and on campus for four terms or less, suggesting the need for special attention to
the first- and second-year experiences.

An important step for non-first-year students was the establishment of theme houses three years
ago. We are fortunate that 44% of our students may live in 25 renovated Victorian houses that we
have converted to residences. During 1999-2000 we used five of these houses for Community
Service, Performance Arts and Creativity, Environmental issues, French, and German themes.
During 2000-2001 four will continue, and we will add the Spanish and Spirituality houses. The
Dean of Students, through the housing office, assigns space for theme houses in response to student
interest. Each house has an advisor and must have aturnover of at least half the students from year
to year. Thelocations of the houses are changed frequently to avoid the presumption of ownership
by a particular group. Student interest has increased: for 1998-1999 there were two requests for
theme houses, for 1999-2000 seven requests, and for 2000-2001 nine requests.

The Student Activities Office sponsors the Experimental College during Short Term. The
Experimental College coordinates 3-4 week non-credit co-curricular or extracurricular courses
taught by students, faculty and staff for all members of the community. Many of these activities
take place within the residence halls. Examples of past course offerings include ballroom dancing,
yoga, basic car mechanics, knitting, woodworking, photography, and introduction to the Internet.

Asbeneficial asit isto forge stronger connections between residential and academic life, doing so
can be difficult. Most of our large residences are traditionally designed and do not have dedicated
spaces for connections to academic work. For students, their rooms and lounges are persona space,
and more in-residence academic activities might be construed as an intrusion upon their place and
time. We designed the Residential Village in 1993 to foster more connections with academic work
and some seminar classes meet there, although faculty report that it is distracting to teach there.
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In trying to create an atmosphere that is conducive to study, we face a problem common to most
residential campuses, in that noise in the residences can make it difficult for some to work in their
rooms. In recent years, more students have asked to live in quiet/study and chemical free
residences, and we have increased the number of spaces available. Other students say that although
they can study in the residences, they simply prefer to study in Ladd Library or in classroom
buildings because they enjoy the activity or the atmosphere there. 1n 2000, we opened parts of
Pettengill Hall as an all-night study area, on an experimental basis.

Student socia space has increased since 1990. 1n 1992 we renovated the[Gray Cage) formerly an
indoor track and field facility with adirt floor. This very large open building now provides
adequate space for concerts, recreational activities, and other large gatherings. 1n 1993 the
[Benjamin Mays Center [was opened in the Residential Village and provides a place for small
gatherings and daily lunch service for students. In 1998 we established a coffeehouse (The Ronj)
asasocia space free of alcohol. Also in 1998 we established The Pub, an evening social spacein
the Den (a snack bar during the day) which serves as a model for responsible, legal acohol use.

The student socia environment is affected not only by social spaces, but also by student clubs and
organizations. Because Bates does not have fraternities and sororities, our social environment is
comparatively open and diverse. In 1999 there were 76 recognized[Siudent organizations] up from
58in1993. Many of these organizations, however, are requesting more space, and ultimately we
must find along-term solution to house them. In 1999 spacesin arecently vacated faculty office
building were temporarily assigned to them. Six student organizations also have officesin the
[Multicultural Center] Our planning for a Campus Center will include space for student
organizations. In response to student concerns about the relative isolation of the campus, we
purchased a number of vans which students have been able to borrow through the Student

In the fall of 2000, the deans have arranged for expanded and regularly
scheduled bus service to allow more convenient access to popular destinations such as Freeport,
Portland, and Boston.

We have surveyed students about how their academic life is affected by their lives beyond the
classroom using our annual/biannua Senior Survey, our 1996 Campus Climate Survey, and our
1999 follow-up College Student Survey. Based on the results of the surveys the Dean of Students
Office hasinitiated a number of programs, some of which are mentioned below.

[The Student Ethical Environment] While some colleges view irresponsible student behavior as
adean'sissue, we haveraised it to alevel of community ethics. We recognize itsimpacts both on
the individual and on the entire college community and so addressit as a campusissue. Given the
unwillingness of some students to challenge their peers behavior and the results from the Core
Drug and Alcohol Survey that tell us student perceptions about a cohol abuse are worse than the
reality, it follows that the most successful solutions will come about only after campus-wide
discussions, of which we aready have had many.

Alcohol Use and Misuse. Excessive student drinking is acritical issue for most colleges,
including Bates. We have taken a number of stepsin recent years to confront this problem. In
1997 we revised our o require that licensed caterers provide alcohol service from
cash bars at all campus-wide parties. This change was made after advice from Maine State Liquor
Enforcement and our legal counsel that student groups and the College could be in legal jeopardy if
student sponsors continued the practice of selling advanced tickets to generate revenue to cover the
expenses, including alcohol, of campus-wide parties. A consequence of this policy change has
been arisein excessive drinking in private spaces. This problem troubles us and we are addressing
it primarily through educational, programming, and policy responses.

Drinking patterns are often established well before students enter college. Before first-year
students arrive on the campus, the Dean of Students sends to them and their parents aletter
describing the College's acohol policies, the penalties for violations, and requesting that they have
serious discussions about what constitutes responsible consumption.
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In the fall of 1998 we ingtituted a three-strike policy for studentsinvolved in abusive drinking that
produces second-hand effects such as property damage, assaultive behavior, or noise. This system
provides two formal warnings for inappropriate drinking-related behavior. The third warning
results in an automatic referral to the Student Conduct Committee for disciplinary review.
Particularly egregiousfirst or second offenses are also immediately referred to the Committee.

In 1996 the President and the Dean of Students convened the Joint Commission on Alcohol, atask
force of students, faculty, and staff charged with evaluating the atmosphere surrounding alcohol at
Bates, and through deliberation and community engagement, bringing forth long-term
recommendations for policy and programming to counteract elements of student culture that give
license to students to drink excessively and act destructively under the influence of acohal. In
1998 the Commission concluded a two-year study of student drinking patterns and the impact of
alcohol abuse on campus life.  After investigating carefully the legal, social, and Bates-specific
issues surrounding a cohol use, the Task Force developed and forwarded to the President and
Trustees recommendations for responses to the problems associated with binge drinking.

An area of particular concern to most colleges and universitiesis the pattern of abusive drinking
that students often establish during their first year. The Bates College Choices program, a program
that was a key recommendation of the Joint Commission on Alcohol and a collaborative venture
between the Dean of Students Office and the Athletics Office, uses student athletic leaders as peer
educators. This group, called Athletes for Healthy Choices, challenges substance abuse and
aggressive behavior through peer-education and social marketing initiatives targeted at first-year
students. The Program was initially funded by a grant from the NCAA and is now supported by
Bates as an ongoing program. It includes an expanded intramural program to provide recreational
alternatives to substance use and structured activities within existing sport team networks. In both
cases, the program empowers influential student athletes to exert collective leadership to help the
first-year class change acohol and drug norms that give license to excessive alcohol abuse.

Beginning with First-Y ear Orientation, the Dean of Students holds programs throughout the year
on the health risks associated with binge drinking and the importance of moderation. These efforts
are coupled with ongoing discussions in residence halls led by student resident staff on the

importance of civility, mutual respect, and fesponsibility]in all aspects of residential life.

Concerns about Sexual Assault and Harassment. In response to widely-held concerns about
sexual assault and harassment on campus and to recent Student Conduct Committee cases, the
President convened the Sexual Assault Task Force in September 1998 to "(i) gain a greater
appreciation of [policies and procedures H sewhere through a study of 'best practices that are being
used to address the conditions and consequences of sexual assault on other campuses; (ii) examine
and report the conditions and contexts of campus 