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“Shared governance in an academic setting is a fragile balancing act that takes place between the administration of the university and its faculty. 
It is the attempt by the administration and the faculty to solve problems and implement policies in a manner that benefits all the constituencies of 

the university.”

(Don Sexauer, Chair of the Faculty, Pieces of Eight, 1998)

Overview

• UNC Policy Manual and Code changes  

• ECU Faculty Manual revisions

• Unit Codes

• Key People

• Faculty Employment & Evaluation Processes

• Annual Evaluation

• Progress Toward Tenure Letters

• The Personnel Action Dossier (PAD)

• Resources

• Questions



“Shared governance in an academic setting is a fragile balancing act that takes place between the administration of the university and its faculty. 
It is the attempt by the administration and the faculty to solve problems and implement policies in a manner that benefits all the constituencies of 

the university.”

(Don Sexauer, Chair of the Faculty, Pieces of Eight, 1998)

UNC Policy Manual and Code
UNC policy manual and Code supersedes all campus documents.

https://www.northcarolina.edu/apps/policy/index.php#policy-tab
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Academic Unit Codes of Operations
• Equality Within UNC impacts: 

• Revise/change in focus for equity, DEI-related committees, and/or personnel actions 
within units 

• Prohibition against compelled speech impacts: 
• Remove any diversity, equity, and inclusion requirements for promotion, tenure, 

advancement in title, or subsequent contract consideration. 

• Faculty Senate Resolution #21-41 – Master Teaching Instructor Title 
• Addition of Master Teaching Instructor title for fixed-term appointments in Part VIII.I 

Personnel Policies and Procedures for the Faculty of East Carolina University

• Faculty Senate Resolution #24-36 – Annual Evaluation ratings change
• Revision of Part VIII.I Personnel Policies and Procedures for the Faculty of East 

Carolina University.  

• Faculty Senate Resolution #24-37 – Post-tenure Review changes 
• Revision of Part IX, Section II and the Faculty Senate Guidelines for Faculty 5-Year 

Comprehensive Work Plan 

https://facultysenate.ecu.edu/unit-codes/
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Key Sections of the Faculty Manual

Part VIII: Personnel Policies and Procedures for Faculty 

Section I: Personnel Policies & Procedures for the Faculty of East Carolina University*  

Part IX: Appointment, Tenure, Promotion, & Advancement Policies and Procedures & Performance Review of  Tenured Faculty 

Section I: Appointment, Tenure, Promotion, & Advancement Policies and Procedures*  

Section II: Performance Review of Tenured Faculty*  

Part X: Personnel Action Dossier and Tenure and Promotion Schedule

Section I: Personnel Action Dossier* 

Section II: Schedule for Personnel Actions*  

Guidelines for Preparing a Cumulative Evaluation—only used in Reappointment, Promotion and Tenure*

Part XII: Faculty Appellate Provisions 

Section I: General Appellate Procedures and Reviews of Non-Reappointment, Non-Conferral of Tenure at the End 

of the Probationary Period, Discharge or Imposition of Serious Sanctions, and Termination Based on Institutional 

Considerations*  

Sections II: Faculty Grievance Procedures and Appeals of Non-Conferral of Early Tenure*  

https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/manual.pdf
https://facultysenate.ecu.edu/manual/guidelines/preparing-cumulative-evaluation/


Key People

Faculty Candidate

The Unit Administrator (Chair)

The Chair of Personnel Committee &/or Specific Committee

Appropriate Personnel Committee: Personnel, Tenure, &/or Promotion 

Mentors (within unit & outside)

Faculty in unit

Unit Senator(s)
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Personnel Processes
• Reappointment (spring)

• Begins with unit administrator
• Faculty candidate meets with UA to 

verify PAD
• PAD to Tenure Committee
• Committee Recommendation to UA
• UA recommendation to Dean
• Dean recommendation to Provost
• Provost Decision is final
• *Fall if in 2nd year with employment credit

• Tenure (spring before tenure decision)

• Faculty requests consideration (no penalty for 
early request)

• Faculty submits list of external reviewers to 
Tenure Committee

• Tenure Committee submits list of External 
Reviewers to UA

• UA contacts External Reviewers

• Fall of decision year
• UA Alerts Tenure Committee

• *Membership may change between spring & 
fall due to personnel actions

• External Reviewer letters due
• Faculty candidate meets with UA to verify PAD
• PAD to UA
• UA makes PAD available to Tenure Committee
• TC recommendation & PAD to UA
• UA recommendation to Dean (BSoM P&T 

Committee then Dean)
• Dean recommendation to Provost
• Provost recommendation to Chancellor
• Chancellor Decision to Board of Trustees
• BoT decision is final

• Promotion (spring before decision)

• Faculty requests consideration (no timeline)
• *Formation of Promotion Committee if needed 

(at least 3 of sufficient rank)

• Faculty submits list of external reviewers to 
Promotion Committee

• Promotion Committee submits list of External 
Reviewers to UA

• UA contacts External Reviewers

• Fall of decision year
• UA Alerts Promotion Committee

• *Membership may change between spring & fall 
due to personnel actions

• External Reviewer letters due
• Faculty candidate meets with UA to verify PAD

• PAD to UA

• UA makes PAD available to Promotion 
Committee

• PC recommendation & PAD to UA

• UA recommendation to Dean (BSoM P&T 
Committee then Dean)

• Dean recommendation to Provost
• Provost recommendation to Chancellor

• Chancellor Decision is final
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Faculty Employment

Tenure Track Faculty

Reappointment, Tenure, and Promotion 
in rank

• Responsibilities in all areas:
• Teaching and
• Research and
• Service and
• Patient Care and Related Clinical 

Responsibilities (if appropriate)

• It is possible to request early tenure and 
promotion.

• It  is possible to request extensions in 
probationary term.

• When obtaining Promotion, University 
standard salary increase.

Tenure Track Faculty

• Annual Evaluation (Unit administrator)

• Annual Progress Toward Tenure Letters 
(Unit administrator+ Tenure Committee)

• 2nd year - 1st PAD submitted
o Content of PAD determined by Faculty 

Manual
o 4 peer observations needed

• 4th year - 2nd PAD submitted
o 4 additional observations needed

• 6th year - 3rd PAD submitted

• Departmental copy of PAD returned to 
you when leaving ECU
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Part VIII: Annual Evaluation
• The annual evaluation shall be a review of the faculty member’s previous work plan if one is required. The annual 

evaluation shall include ratings and summarize the faculty member’s performance in each category of responsibility 
as “exceeds expectations,” “meets expectations,” or “does not meet expectations,” and shall conclude with an 
overall rating. 
• Full-time (1.0 FTE) faculty members who are appointed for longer than one year including those serving in 

administrative roles, will develop an annual work plan for the coming academic year in collaboration with their 
unit administrator. For purposes of this process, the unit administrator is the department chair or director. 

• This annual evaluation shall:  
• be in writing;  
• be discussed with the faculty member prior to being sent to any other administrator or placed in the faculty 

member's personnel file; in the case of faculty members with probationary term appointments, a record of this 
discussion shall be placed in the faculty member's personnel file;  

• be signed and dated by the unit administrator and the faculty member, who may attach to the evaluation a 
concise comment regarding the evaluation. The faculty member has seven working days after receiving the 
evaluation to attach the statement. The signature of the faculty member signifies that they have read the 
evaluation, but it does not necessarily indicate concurrence.  

• The unit administrator shall forward to each faculty member a copy of that member's annual evaluation within 
ten calendar days of completing the evaluations of unit members. 
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Progress Toward Tenure Letter
• Every year except the year prior to the year in which a faculty member’s mandatory tenure decision is 

considered

• Jointly written by Unit Administrator and Tenure Committee

• Written after completion of the candidate’s current annual evaluations and prior to end of the spring 
semester

• Letters address the candidate’s cumulative accomplishments to date, including successes and areas for 
improvement

• Candidates are evaluated within the context of the unit’s ongoing expectations of the candidate in the unit’s 
criteria for promotion and tenure

• The letter shall include evaluative and formative language that advises the candidate on how to meet unit 
expectations

• Letters must not be understood as a guarantee of the ultimate tenure decision

• Representative(s) of the Tenure Committee will meet with the unit administrator and the candidate to discuss 
in a formative manner the outcome of the progress towards tenure with suggested areas of improvement

• If candidate disagrees, they should notify in writing within 14 days of the meeting
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Progress Toward Tenure Letters
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The Personnel Action Dossier (PAD)

“The Personnel Action Dossier (PAD) is a 
collection of documents and lists of 
accomplishments in summary form that provides 
a record of the accomplishments of a faculty 
member seeking reappointment, promotion, or 
tenure.  A PAD is compiled in a manner described 
in The Faculty Manual and is submitted each time 
a personnel action for reappointment, promotion, 
or tenure takes place.”
Part X, Section I of the ECU Faculty Manual

https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part10section1.pdf
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Preparing your PAD: General Recommendations

Faculty 180

Cumulative Report format

Cumulative Report format

Maintain an updated 
Faculty 180 profile

1

Collect and organize 
evidence (refer to 
Cumulative Report 
format)

2

Store PAD materials 
electronically

3

Be prepared to 
submit the PAD 
electronically

4

Back-up , BACK UP!!!

5

https://faculty180.ecu.edu/
https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part10section1.pdf
https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part10section1.pdf
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Preparing the PAD

“Attention is paid both to productivity since the date of hire, tenure or last 
promotion (whichever is more recent), and accomplishments over one’s entire 
career ... the candidate should supply dates for all listed activities and 
accomplishments, making it possible for reviewers to identify clearly the chronology 
of accomplishments related to the time of hire, tenure or last promotion ...”
Part X, Section I of the ECU Faculty Manual

“A committee’s deliberations are not limited to the contents of the Personnel Action 
Dossier and may address any of the candidate’s contractual duties and professional 
conduct.”
Part IX, Section I of the ECU Faculty Manual

https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part10section1.pdf
https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part9section1.pdf


A. Cumulative 
Report and PASF

D. Supporting
Materials
(Subfolders as
appropriate)

E. Other
Materials

F. Disagreements

Candidate's

Cumulative
Report

B. Recommendations
C. Records of
Evaluation

Communications
about Progress 
Toward Tenure

Unit
Criteria
For
T&P

PTT
Letters

Annual
Evals

OtherAdminService ClinicalR/CATeaching
Committee
Cumulative 
Eval

Unit Admin
Cumulative 
Eval

Records of Assigned
Teaching Duties and
Reassigned Time

Records of
Annual 
Discussions  with 
Unit  Admin
Of Criteria for 
Eval

Records of Annual
Eval Meetings with
Unit Admin

Comm with External
Reviewers

All comm
with
E Rs

Letters 
from ERs

List of docs 
reviewed

PAD for TENURE AND PROMOTION

PASF Memo

Mandatory Content

Tell your Story
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Faculty Cumulative Report

(Prepared by Tenure &/or Promotion Committee)



Reappointment of Probationary Faculty



Promotion and Tenure Timeline
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External Reviews
Make sure you adhere to FM Part IX.I.IV.D and your unit code's  procedures. If your unit code 
is older than 2017, procedures in the FM supersede the code.

The FM requires:
• 3 external review letters*
• Reviewers must be at least at the rank to which the candidate is requesting 

promotion
• 1/3 of reviewers must come from the candidate lists

The unit code should specify:
• Number of reviewers above 3 that is necessary
• Qualifications for reviewers
• Conflict of interests for reviewers

The FM Part IX.I.IV.D offers guidance of what to do when:
• The list of potential external reviewers is exhausted before required number of 

external reviewers agree to review.
• Less than required number of confirmed reviewers submit their evaluation on time.
• More than required number reviewers submit their evaluation.

MANDATORY
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External Review: The Process* 

Candidate 
provides

6
names

TC
provides

6
names

TC
selects

6
potential 
reviewers

• Conflict of interests are 
checked at every step.

• At least 1/3 of names 
should be from 
candidate's list.

• When names overlap, 
all reviewers can be 
from candidate's list.

External reviewers who 
can evaluate candidate's

 scholarship

UA contacts 
potential 

reviewers with 
copy of 

candidate's c.v.

• If potential reviewers 
disclaim possible 
conflict of interests, 
UA and TC reevaluate.

• All communications 
are kept and included 
in PAD.

UA and TC select 
materials to be sent 

to external reviewers

Prescribed 
letter, CV and

materials 
sent to

confirmed
reviewers

by UA

Candidate can disagree 
with selection of 
materials and include 
further materials;
disagreements are 
included in the PAD

*Remember to adhere to timeline 

in FM Part X.II

https://facultysenate.ecu.edu/faculty-governance-committee/
https://facultysenate.ecu.edu/faculty-governance-committee/
https://www.ecu.edu/cs-acad/fsonline/customcf/currentfacultymanual/part10section2.pdf
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Rachel Baker
bakerr@ecu.edu

mailto:bakerr@ecu.edu
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Questions?
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