External Reviews in CLAS: A Guide for Chairs and Directors
The College of Liberal Arts and Sciences maintains a regular cycle of external reviews of its departments and programs in order to meet commitments to the campus and the University and make informed decisions for the future.  An external review is neither a punishment nor an investigation.  Instead, the review process provides an opportunity for faculty and for the Dean’s Office to explore a unit’s challenges and needs, and, with the benefit of external advice, to make immediate choices and shape long-term strategies. As an extension of a unit’s strategic plan, the external review focuses on a longer span of time—up to ten years or more into the future.  More comprehensive than the strategic plan, the review covers the entire range of a unit’s activities and circumstances. This evaluation includes the department’s research focus, hiring plan, facilities, undergraduate and graduate education, governance, space and so on.   The goals of the review are to garner greater agreement among faculty about a unit’s needs and goals, come to a fuller shared understanding between the unit and the Dean’s Office, and lead to actions such as formulating a hiring plan, curricular changes, governance reforms, and so on.

The Dean’s Office recognizes that an external review requires considerable effort and openness from the members of a department or program. The Dean’s Office will work to ensure that the review process is as fair, confidential, and effective as possible.  While the review is a proceeding of the Dean’s Office, it is meant to be consultative and collegial.  As the steps below make clear, the Dean’s Office works closely with the chair or director in choosing reviewers and setting up the review.  The Dean’s Office also seeks to ensure that the unit’s leadership and faculty are able to speak openly and honestly about their circumstances, needs, and concerns before, during, and after the reviewers’ site visit.  Finally, as the last steps below detail, the process underscores that the Dean’s Office is accountable to the unit, faculty governance, and the campus. 
The external review process divides into three phases (described in more detail below): 

I.  Preparation

II. Site Visit

III. Report and Response

Though centrally involved in each phase, the department chair or program director will need to devote the most time to the first phase of preparation for the site visit.  

Part One: Preparation
1. Selection of Dates for the Site Visit
The first step in preparing for the review is to select dates for the site visit.  The Dean’s Office has found that the most qualified external reviewers are generally available for a three-day visit.  Typically, the review committee members arrive in Lawrence on a Sunday afternoon or evening, have a working breakfast with the Dean and Associate Dean Monday morning, spend the rest of the day Monday with the department/program, then finish work in the department/program no later than noon on Tuesday followed by lunch, and an exit interview with the Dean’s Office which will be complete by 3:00 p.m. (In the case of the largest units in the College, it may be necessary to schedule up to an additional day for the site visit).  The Department will provide the Dean’s Office with several possible dates for the site visit.  While the review clearly cannot be timed to coincide with the travel plans of all the members of the department/program, the chair/director should determine whether any of the potential dates conflict with major professional meetings for the members of the department/program and with the availability of the unit’s administrators, language coordinator, etc.  After receiving potential dates from the chair/director, the Dean’s Office will confirm the dates for the review. 

2. Timeline for Review 
Once the relevant dates have been selected, the Dean’s Office will prepare a formal timeline for the review.  The timeline will specify critical due dates for the materials and decisions detailed below.
3. Selection of External Review Committee 
With the dates for the review established, the chair/director will work with the Dean’s Office to select the external review committee.  This committee is typically composed of two or three outside experts and one internal faculty member. The chair/director and divisional associate dean, with consultation from departmental faculty as needed, will identify the ideal number of reviewers and the particular areas of specialization they should represent.  

The principal criterion in choosing an external reviewer is his or her ability to give informed, balanced, and creative advice about the challenges facing a department or program.  A reviewer should typically have a distinguished scholarly record and be a senior faculty member at a leading university or college. The review team should reflect the gender and racial diversity of faculty working in the discipline or field in the United States. At least one member of the team should have served as a department chair or administrator.  

Like the external members of the review committee, the internal committee member should be a senior scholar able to provide excellent advice about the challenges facing a department or program.  Perhaps more importantly, the internal member should have enough experience in the College and the University to be able to help the external reviewers understand the particular institutional framework and culture within which the department/program under review must work.  A potential internal reviewer’s familiarity with the discipline or field of the department/program is not the primary criterion for his or her selection.

With these considerations in mind, the chair/director should consult with faculty in the department/program and then submit to the associate dean a ranked list of four choices for each external slot of the review team and for the internal slot (a total of eight to twelve names, depending on the size of the committee). The list should include: 
· Candidate’s full name

· Institutional affiliation

· Mailing address

· E-mail address

· Telephone number

· FAX number
· Explanation of qualifications for the review committee

Please note any close ties to the department or program (KU degree, joint publications or projects, etc.).
4. Invitations to Reviewers 
When the divisional associate dean has consulted with the chair/director on the list of reviewers, the Dean’s Office will extend invitations to potential reviewers. The external reviewers will be told that the College will arrange and pay for all travel accommodations. Once the review team has been invited and accepted, a chair of the committee will be appointed by the associate dean in consultation with the chair/director.
5. Associate Dean’s Visit to Faculty Meeting 
The associate dean will attend a faculty meeting to explain the purpose and process of the review and to address any questions or concerns that faculty members may have.  The Dean’s Office and the chair/director should determine the date for this visit as soon as possible (and at minimum 6 months before the review).

6. Department/Program “Self-Study” 
The Dean’s Office has found that the most effective and satisfying reviews are those preceded by a period of collective discussion and “self-study” in the department or program. The department/program should prepare for the review in ways that reflect its particular culture and governance.  However, the chair/director must ensure that all members of the department/program understand the purposes of the review, feel sufficiently included in the review process, and are able to contribute to the review materials described below.  Accordingly, the chair/director will need to involve unit faculty in much of the preparation for the review, including the identification of potential reviewers (step 3 above) and several of the steps laid out below.  The deadline for the department/program self-study is August 1. 

A. Preparation of Department/Program Self-Study Narrative
The chair/director must provide the Dean’s Office with a statement from the department or program about the particular challenges it faces over the next ten years.  Questions and data are provided to the department/program via http://ku.compliance-assist.com.    Answering the questions on the self-study module should allow the department/program to include a discussion of the unit’s research focus, hiring plans, undergraduate curriculum, graduate program, governance, and facilities needs.      
I. As noted above, the chair/director will seek faculty input in the preparation of this document.  He or she may wish to have other administrators prepare parts of the statement—for instance, the director of undergraduate studies might write the section on the undergraduate curriculum. However, it is the responsibility of the chair/director to draft and submit the statement as a whole. 

B. Individual Faculty Statements and CVs 
The Provost’s Office/OIRP will generate faculty CV’s using the Professional Records Online system. Each faculty member in the department needs to ensure that their information is correct and up-to-date prior to the pull by the Provost’s office. In keeping with the particular culture or governance of a department/program, the chair or director may wish to invite other faculty, such as adjunct appointees, to provide CVs. 

C. Additional Materials Regarding Department/Program 
In addition to the department/program statement, the unit should also provide for the reviewers any materials that will be useful in illustrating and documenting the unit’s activities.  For instance, the unit may wish to submit promotional brochures, course descriptions, by-laws or other governance documents, and the URLs for unit web sites.  Though OIRP will provide the unit with statistical data on the unit’s course offerings and enrollments, the unit may wish to add other data, such as comparisons with KU’s AAU-14 departments or programs. This can be attached to your report in the self-study module.


7. Binders for Reviewers 
We are no longer supplying the review committee with binders. We have replaced this step using the self-study module. The reviewers will be given access to this link and any additional information online.

8. Letter of Charge for Reviewers 
In addition to the information for accessing the self-study module, the members of the review committee will receive a letter from the associate dean of the unit, formally inviting them to serve and giving them their charge.  The paragraphs detailing that charge will be drafted by the associate dean and will reflect closely the department/program statement outlined in #6 above. The work on this letter should be complete three weeks before the site visit.


9. Role of the Office of Graduate Studies 
Because the external reviews involve assessments of graduate education and research expenditures, the Dean’s Office collaborates with the Graduate Studies Office in setting up and carrying out the review process. 
Part Two: Site Visit  

1. Schedule of the Review Committee 
In consultation with the Dean’s Office, the chair/director is responsible for scheduling the review committee from the start of its work after their breakfast on Monday morning until noon on Tuesday.  Typically, the committee should meet first on Monday with the chair/director.  Then committee members should meet with groups of faculty who will lay out particular areas of the unit’s curriculum and/or research.  The committee members should also have one meeting with the unit’s graduate students and another with undergraduate students.  The unit may also wish to arrange a tour of facilities—laboratories, libraries, classrooms, and so on. If the department has a graduate program, the review committee will need to meet with the Dean of Graduate Studies. At the end of the day’s work on Monday, the unit may wish to host, at its own expense, a reception and/or dinner for the members of the review committee.   On Tuesday morning, the committee should finish up remaining group meetings and tours.  The chair/director should set aside some time for the reviewers, individually or collectively as they choose, to meet with those faculty members who sign up for brief (ca. 15 minute) individual appointments.   The morning should end with a final meeting of the committee with the chair/director.

In setting up the schedule, the unit office should make sure that the reviewers have opportunities to take a break in the morning and afternoon and that they are left free at lunch to consult one another.  Any reception and/or dinner on Monday night should end in the early evening.  The unit office is responsible for making sure that the reviewers are escorted to their different appointments and that all meetings, including the individual faculty appointments, are kept to the scheduled length. 

Part Three: Report and Response
1. Unit Response 
Once the written report of the review committee is received, the Dean’s Office will send a copy to the chair/director who will then share it with his or her faculty colleagues (but not with students or others outside the unit).  The faculty should discuss the report and frame a response, which the chair/director will convey in writing to the Dean’s Office within a month.  There is no set formula for the response, but it should address the principal recommendations of the review committee report and raise any concerns the unit may have about the review process.
2. Dean’s Response 
Once the unit response is received, the dean and the associate dean will arrange to visit the unit during a scheduled faculty meeting to discuss the review and answer questions.  
3. Distribution of the Report 
In addition to sending the external reviewers’ report to the chair/director, the Dean’s Office also provides copies of the review to the Graduate Studies Office. These copies are for internal use only so that the Office of Graduate Studies can assess the state of graduate education and research expenditures.  The Dean’s Office will not distribute the external review report or unit response to other offices and individuals without prior consultation with the unit.
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