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CHAPTER

Resources

Criterion 2: Youngstown State University
Has Effectively Organized the Human,
Financial, and Physical Resources Neces-
sary to Accomplish Its Purposes

Introduction

Like many other public institutions of higher education in Ohio,
Youngstown State University has faced a number of challenges
during the past decade. Funding increases have been modest, and
significant enrollment declines have affected most campuses, par-
ticularly those—like YSU—in urban environments. At the same time,
the University has also experienced numerous positive changes,
building on its growing strengths; developing creative and vibrant
leadership; establishing a stronger student, faculty, and staff profile;
maintaining an impressive physical plant; and carefully managing
its fiscal resources.
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Part I: The University’s
Human Resources

Four factors characterize the University’s human resources in recent
years: reduction in size; increased quality; reorganization and streamlin-
ing; and significant changes in personnel. These characteristics can be
seen in the University’s staffing levels; its administrative leadership; its
students, faculty, and staff ; and its organizational structures.

EXECUTIVE LEADERSHIP

YSU’s administrative team has undergone significant transformation.
The leadership team today consists of 27 administrative positions, in-
cluding the president, provost, vice presidents, deans, assistant provosts,
and executive directors. None of these individuals held their present
positions at the time of the last NCA visit. In fact, all 27 individuals are
new to their assignments in the last six years. Only five were at the
executive level at the institution before 1992, and more than one-third of
the members of the leadership team have come to YSU in the past five
years, including the president, the provost, and most of the deans.

STUDENTS

Youngstown State University is an open-admissions institution with
the following student profile:

¢ the majority of students are Ohio residents;

¢ most commute to campus;

¢ most are employed, at least part-time;

* 90% are undergraduates;

e more than 75% receive financial aid;

¢ a little more than half are female;

* 50% fall within the 18-22 traditional college age group;
¢ approximately 30% are enrolled part-time;

¢ fewer than 10% are minorities;

e the average composite ACT score for fall 1997 freshmen was 20.49
(in 1991, the average was 19.45); and

¢ a greater proportion are at the top ACT level and fewer at low ACT
levels than six years ago.
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Enrollment has declined significantly in recent years, as it has at
other urban public universities in Ohio. Between 1987 and 1997,
YSU’s headcount enrollment fell 16%, while full-time-equivalent
enrollment declined 13% (a greater proportion of students are now
full-time). An analysis of this drop in enrollment and some of the
University’s strategies for reversing the trend are found in the Re-
cruitment section of Chapter 1.

Although the number of students has declined, the quality of the
student body has increased, as noted in the response to Concern 1—
which describes the University Scholars Program and rising ACT
scores—and documented in the Basic Institutional Data Forms.

STAFFING LEVELS

In fiscal year 1997, there were 1,100 full-time equivalent (FTE)
budgeted positions, excluding part-time faculty and student employ-
ees. Included in this number were 403 FTE full-time faculty, 228 FTE
professional /administrative staff, and 381 FTE classified staff. This
represents 93 fewer positions than in fiscal year 1986-87, a drop of 8%.
Including part-time faculty and student employees, there were 1,545
positions in fiscal year 1997, 40 fewer than in 1986-87. Part-time faculty
FTE positions declined from 158 to 97, a 39% drop, while full-time
faculty positions declined by 8%. The number of budgeted instructional
positions, including both full- and part-time faculty, summer school
faculty, and extended-teaching-service faculty, declined by 15% from
fiscal year 1987 to fiscal year 1997. Student employees increased by 114,
or 49%. (See Table 4.1.)

FACULTY

The number of full-time faculty (424, including department chairper-
sons), supplemented by approximately 330-360 part-time faculty per
quarter and more than 40 graduate teaching assistants, is sufficient to
meet the University’s educational mission. As a metropolitan university,
YSU is particularly proud of the fact that more than 70% of class sections
are taught by full-time faculty.

In 1987, 65% of all full-time faculty had doctorates; today, 78%
have doctoral degrees. Excluding those with temporary appointments,
84% of full-time faculty hold terminal degrees. The changing faculty
profile can be attributed to changes in policies for recruitment, ap-
pointment, tenure, and promotion, which have had a significant
impact because 115 faculty members—more than 25% of the total—
have been hired in the past five years. The faculty’s highest degrees
come from 145 different institutions, and 32% of the faculty are fe-
male, an increase from 24% 10 years ago.
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Table 4.1

Summary of Budgeted Positions, All Funding Sources
Comparison of FY 198687 and 1996-97

1986-87 199697 Difference

FACULTY
Full-Service Faculty 441.80 402.80 (39.00)
Extend. Teach. Serv. Faculty 4.62 1.65 (2.97)
Summer School - Faculty 50.73 54.54 3.81
Limited-Service Faculty 167.75 97.03 (60.72)
Continuing Educ. Faculty .00 3.12 3.12
Subtotal—Facutlty 654.90 559.14 (95.76)
Academic Dept. Chairpersons 18.50 19.50 1.00
Academic Deans 11.00 9.00 (2.00)
Subtotal-—Chairs & Deans 29.50 28.50 {(1.00)
Subtotal—Faculty, Chairs, & Deans  684.40 587.64 (96.76)
STAFF
Prof./Admin. Staff:
Full-time 164.95 193.62 28.67
Part-time 13.56 34.76 21.20
Classified Employees:
Full-time 455.00 360.12 (94.88)
Part-time 32.94 21.20 (11.74)
Subtotal—Staff 666.45 609.70 (56.75)
Subtotal—Faculty & Staff 1350.85 1197.34 (153.51)
STUDENT EMPLOYEES
All Positions 234.24 347.94 113.70
Subtotal--Students 234.24 347.94 113.70
TOTAL FTE POSITIONS 1585.09 1545.28 (39.81)

Source: YSU Budget Office
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The number of part-time faculty has been reduced, and a larger
proportion of these faculty also have advanced degrees. Institutional
policy is to employ part-time faculty members with graduate degrees.
However, exceptions are made, and individuals with bachelor’s degrees
teach in technical, laboratory, and clinical areas. The special qualifications
of these individuals are verified by the deans of each college and filed
with the Office of the Provost. Part-time faculty bring current and ap-
plied perspectives that enhance academic programs.

Graduate Teaching Assistants

Over the past few years, funds have been reallocated from part-
time-faculty budgets to fund graduate teaching assistantships. The
number of teaching assistantships increased from 24 to 44 between
1996-97 and 1997-98. Graduate teaching assistants (TAs) are used
primarily by the departments of Biological Sciences, Chemistry, En-
glish, and Mathematics and Statistics. The increased use of TAs pro-
vides many benefits to the University and its students. Teaching assis-
tantships provide another source of funding for graduate students; they
help foster stronger relationships among faculty and graduate students;
and TAs frequently receive more supervision than do part-time faculty.
Departments requesting teaching assistants must have a mentoring
program for the assistants.

Faculty Early Retirement Incentive Programs

During the past five years, there have been four Early Retirement
Incentive Programs (ERIPs), two of which were open to faculty. The
purposes of these ERIPs were cost savings, restructuring, and
downsizing. One hundred twenty-seven faculty members retired, and
90% were replaced with a highly qualified group of new faculty. Reallo-
cation of vacant positions has been accomplished through a collegial
process involving the departments, the colleges, the Provost’s Advisory
Committee (PAC), and the provost. Not all of the replacements were
assigned to the same areas in which the vacancies originated, because
enrollment declines have not been uniformly felt across campus. The
greatest enrollment declines have occurred in the College of Business
Administration and the College of Engineering and Technology, where
most recent retirees have not been replaced. Positions were also reallo-
cated for new program development.

The process of reviewing all vacant faculty positions at the institu-
tional level and assigning positions to areas of greatest need is a new one
for the institution. The needs of every department have not yet been met,
but the reality of limited resources requires prioritization. The decision
whether, or in what manner (tenure-track versus temporary), vacant
positions will be filled is made by the provost, based on recommenda-
tions of the PAC.
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Teaching Loads

Maximum teaching loads are defined by the YSU-YSU-OEA Agree-
ment, Article 13. Faculty who teach more than 16 workload hours in a
quarter or 37 for the academic year receive additional compensation.
The reduction in the number of faculty positions has caused some
faculty to question whether there has been an increase in class size that
would negatively affect teaching and learning. A comparison of
changes in average lecture class from 1987 to 1997 shows that the
average number of students in a lecture class has increased from 25 to
26. The average enrollment in laboratory classes has remained un-
changed at 12 students per class.

Student-faculty ratios have changed very little over time. The overall
University ratio remained a little over 18:1 between 1993 and 1997. There
are differences by college:

¢ The College of Arts and Sciences’ ratio decreased from 24:1 to 23:1.
Student FTE declined by 16%, and the number of budgeted in-
structional positions declined by 5%. Average lecture-class size
decreased by two students, and laboratory-lass sizes declined by
three students. Although the overall College enrollment has
declined, the number of majors in Chemistry and Computer
Science and Information Systems has increased.

¢ In the College of Business Administration, student FTE declined
by 42%. Faculty positions decreased by 26%. The ratio remained at
19:1 and the average lecture-class size at 23.

¢ The College of Education ratio increased from 12:1 to 14:1. The
average lecture-class size has increased from 16 to 20, and the
laboratory size remained 14. FTE enrollment was 745 in 1993 and
743 in 1997. Budgeted faculty positions decreased by two.

¢ In the College of Engineering and Technology, student FTE de-
clined by 20%, and faculty positions were reduced by 26%. The
student-faculty ratio increased from 11.5:1 to 13.4:1. Average
lecture-class size has remained the same at 18, and laboratory-class
size declined slightly to 12.4.

¢ FTE enrollment has increased in the College of Fine and Peforming
Arts by 9%. The FTE faculty positions are unchanged. Class sizes
increased by one, to 22 in lectures and to six in laboratories. Stu-
dent-faculty ratio increased from 12:1 to 13:1.

e The College of Health and Human Services’ FTE student
enrollment has grown by 6%. There are increases in Criminal
Justice, Social Work, Human Performance and Exercise Sci-
ence, Nursing, and Allied Health. There are 10 additional
faculty positions. Average lecture-class size is 27, and labora-
tory classes average 16 students. Student-faculty ratio
remained at about 15:1.
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Faculty Recruitment and Appointment

Through its faculty-recruitment efforts, YSU reinforces its commit-
ment to quality in teaching, scholarship, and service. Authorized tenure-
track faculty positions are now filled through a nationwide search, which
was not uniformly the case 10 years ago.

Faculty appointed to tenure-track positions almost always hold the
terminal degree in their discipline. On occasion, faculty are appointed
at the all-but-dissertation (ABD) stage, with a reduction in rank to
instructor and a salary differential pending completion of the doctorate.
This type of appointment, however, contains a contingency typically
requiring completion of the terminal degree by a specified date and
always requiring the degree prior to tenure. This policy has been imple-
mented in the past five years.

Expectations for Tenure and Promotion

The last decade has been one of increasing expectations for faculty.

Tenure. The tenure-review process is more rigorous, and the tenure-
review period is longer, than it was five years ago. With the 1993 YSU-
YSU-OEA Agreement, the maximum probationary period was extended
from an unusually short four years to a more standard six years. Initial
appointment letters of probationary, full-time faculty now clearly state
departmental expectations for tenure. Furthermore, departmental chair-
persons receive formalized training through University-sponsored
leadership retreats and developmental workshops to enhance their skills
in evaluating performance.

During the probationary period, the department chairperson con-
ducts an annual performance evaluation of the faculty member’s teach-
ing, scholarship, and service, the results of which are placed in the fac-
ulty member’s personnel file (see the 1996 YSU-YSU-OEA Agreement,
section 11.6). Nontenured faculty are expected to demonstrate “consistent
evidence of quality performance” in all three areas as an index of their
promise for future contributions to the University. Evidence should
include a coherent and active scholarly agenda (e.g., publication of
research papers in refereed journals), evidence of effective teaching (e.g.,
observation by the department chair, curriculum development, student
evaluations of teaching), and a demonstrated commitment to University
and community service.

Specific criteria for “quality performance” vary from college to
college and from department to department, according to the respective
stage of development, program offerings, accreditation needs, etc. Some
academic departments and colleges have very specific expectations about
the number and type of publications faculty should produce. The tenure-
review process involves separate recommendations by tenured faculty in
the department, the department chairperson, the dean, and the provost.
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Promotion. The faculty-promotion process is conducted annually
according to guidelines prescribed in Article 12 of the YSU-YSU-OEA
Agreement. Each college’s Dean’s Advisory Council (DAC) is required to
review annually its Guidelines for Promotion—a document that describes
the policies, practices, and criteria to be used by that college in evaluating
applications for promotion. The intent of the Guidelines for Promotion is
to reflect the University’s mission and goals as well as the mission and
goals of the college. Further, each department applies specific standards
appropriate to its discipline when reviewing promotion candidates. The
Guidelines for Promotion document is a useful tool whereby faculty can
conduct a self-evaluation to determine whether they have satisfied the
criteria for promotion consideration. They can also better assess where
their time and efforts should be directed to meet the expectations of the
college. Promotion applications of faculty and the portfolios that support
them provide evidence of appropriate rigor in the promotion process.

STAFF

The budgeted non-faculty staff for the year that ended June 30, 1997,
consisted of 610 FTE positions—a decline of 57 positions since 1987. The
implementation of two early retirement incentive programs since 1992
has resulted in 149 retirements. There have also been 15 regular retire-
ments. In 1992, a recision in the state budget for higher education led to
the only lay-offs in YSU history, resulting in the retrenchment of 77 FTE
positions, including lay-offs of 31 individuals (the other positions were
vacant). Fortunately, within one year, all of the employees were offered
the opportunity to return, and all but one did so.

The ERIPs for staff led to restructuring many departments and reas-
signing functions. Many staff have assumed new positions with in-
creased responsibilities and have had the opportunity to make additional
contributions to the University. Units have increased efficiency and
streamlined. Some services formerly provided by University employ-
ees—such as quick-copy printing—are now contracted to private busi-
nesses. The contracting of janitorial services, which has been gradually
phased in as employees retired, has been completed.

Classified Staff

Currently, the support staff consists of 381 FTE budgeted positions,
including clerical staff, maintenance workers, Computer Services staff,
groundskeepers, electronic technicians, police, and other classified-staff
positions. The number of classified employees has declined approxi-
mately 22% since 1987. Twenty-five classified staff have been promoted
to or reclassified as professional/administrative staff, which accounts for
about one-fourth of the decline. Because the reduction in force was
accomplished through attrition, some areas have seen larger reductions
in staff than others. The authorization to fill a staff position results from a
divisional ranking of priorities, which is then brought to the President’s
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Cabinet for discussion. The determination of greatest need is difficult,
and not everyone agrees with the staffing decisions that have been made.
In areas where the reduction has been greatest, some employees express
a sense of stress and a belief that it is difficult for them to accomplish
their assignments effectively, with the current level of staff.

Professional/Administrative Staff

The professional /administrative staff consists of 228 employees, such
as librarians, academic advisors, coaches, and executive directors. Since
1987, there has been an increase of approximately 28% in this category.
Half of this increase resulted from promotions of or reclassifications of
individuals from the classified staff. New positions and offices were also
added, such as the Offices of the General Counsel and University Develop-
ment. As part of the move toward gender equity in intercollegiate athlet-
ics, three women’s sports and related staff were added as well.

Student Employees

Many University offices and departments now make expanded use of
student employees to supplement their staff. Students currently enrolled
and in good standing may apply for on-campus employment opportuni-
ties that are advertised through Career Services. During the academic
year, more than 1,800 students hold institutionally funded on-campus jobs.
The budgeted student employees totaled 348 FTE in fiscal year 1997.

Additionally, more than 350 students hold federal work-study assign-
ments. The funding for federal work-study positions increased from
$152,000 in 1996-97 to $443,000 in 1997-98. The University voluntarily
raised student wages to correspond to federal minimum-wage guidelines.
Additional operational funds were not allocated for these increases. The
increase in work-study positions has helped to compensate for the reduc-
tion in institutionally funded hours of student employment.

ORGANIZATION AND GOVERNANCE

The Ohio Board of Regents, the coordinating body for state institu-
tions of higher education, has program-approval authority and makes all
budget requests for the public universities. YSU is governed by a Board
of Trustees that delegates authority for management and operation of the
University to the president (see Figure 4.1).

Over the past five years, there have been a number of organizational
changes, including the creation of a new division, the Division of Devel-
opment and Community Affairs, and a new college, the College of
Health and Human Services. A current detailed organizational chart
appears in the YSU Guidebook.
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Figure 4.1

1997 — 1998
University Organization

BOARD of TRUSTEES

PRESIDENT

Leslie H. Cochran

PROVOST

James J. Scanlon

EXECUTIVE
VICE PRESIDENT

G. L. Mears

VICE PRESIDENT,
DEVELOPMENT & E
—  COMMUNITY AFFAIRS |

C. Vernon Snyder

VICE PRESIDENT,
STUDENT AFFAIRS

Cynthia E. Anderson
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Board of Trustees

The Board of Trustees has the power to do “all things necessary for
the proper maintenance and successful and continuous operation of the
University” (Ohio Revised Code, Section 3356). Its duties include employ-
ing, evaluating, and fixing the compensation of the president of the
University. The Board must also approve all contracts negotiated with the
unions representing University employees. To facilitate thoughtful
consideration, the annual budget and major questions of University
policy recommended by the president or Board members must be pre-
sented to each member of the Board before the meeting at which the
matter is to be considered by the Board.

In 1991, the Academic Senate passed a vote of no confidence in the
Board of Trustees. The vote was prompted by the Board’s announcement
that the presidency of the University would be offered to an individual
who had not been recommended through the search process. After the
Senate vote, the offer was withdrawn, and a new search process resulted
in the selection of the current president in 1992.

The present Board and the president of the University have taken
several steps to enhance the Board’s effectiveness, primarily by promot-
ing improved communication among the Board, the administration, and
the University-at-large. For instance, after each regular meeting of the
Board, the president writes a memo to the University community outlin-
ing actions of the Board.

The Board of Trustees relies on 11 standing committees to review and
provide advice on matters that have been submitted to the Board. Com-
mittees meet regularly with the president of the University and other
appropriate administrators. This committee structure facilitates detailed
study of issues and informed recommendations to the Board.

In addition, the Board has held annual retreats since 1994 to review
the status of the institution and to discuss general goals and directions
with the president and vice presidents. In 1997, the Board used the Self-
Study Criteria for Governing Boards of Public Colleges and Universities
to conduct a self-study under the guidance of a mentor from the Associa-
tion of Governing Boards. The purpose of the self-study was to analyze
the Board'’s effectiveness in such areas as institutional mission and educa-
tional policy, planning, financial management and support, Board mem-
bership and organization, and relationships among the Board and the
chief executive, faculty, and student body.

The consultant and Board members agreed that the trustees have an
internally consistent view of the institution. Several areas were found to
be particularly effective: the Board’s relationship with the chief executive
officer, Board members’ knowledge of the mission and direction of the
University, the use of subcommittees, and strong personal feelings of
accountability to the public.
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The Board also identified some areas that needed attention. One of
these was to codify the selection procedures for deans and executive
officers; a procedure was drafted and approved in 1998. In addition,
trustees wanted to become more knowledgeable about the program-
review process. This topic has become a regular agenda item for the
Academic Affairs Committee. The Board also recognized the need for
a process to evaluate the president and executive officers; this, too,
has been developed and was approved this year. The members of the
Board expressed a need to understand more clearly how promotion,
tenure, and faculty-development decisions affect diversity and the
budget. The president and the provost are reviewing ways to address
this particular interest.

Office of the President

The president is the chief executive officer of the University. Respon-
sible to the Board of Trustees for the management of the institution, the
president executes the power and authority of the Board in leadership,
planning, and development of the institution. The Office of the President
also includes a governmental-relations liaison, the University’s general
counsel, and a special assistant to the president.

Under the new organizational structure adopted by the Board in June
1997, the University has four divisions:

® the Division of Academic Affairs, headed by the provost;

* the Division of Business and Financial Affairs, led by the executive
vice president;

e the Division of Development and Community Affairs, directed by
a vice president; and

e the Division of Student Affairs, also directed by a vice president.

The executive officers of each of the four divisions, the general counsel,
and the special assistant to the president serve on the President’s Cabinet,
which serves as a forum to discuss institution-wide issues. Weekly meet-
ings of the cabinet focus on an agenda developed by the president in
consultation with the provost and other executive officers.

The Division of Academic Affairs

The Division of Academic Affairs includes six colleges—Arts and
Sciences, Business, Education, Engineering and Technology, Fine and
Performing Arts, and Health and Human Services—as well as the School
of Graduate Studies, University Outreach, the Center for International
Studies and Programs, Maag Library, and Institutional Research and
Assessment (see Figure 4.2). The chief officer of the Division of Academic
Affairs is the provost, who is responsible for promoting excellence
among the faculty and the academic programs of the institution.

















































































































