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Zoom Features

Leverage the Chat and Raise 
Hand features to submit 
questions/comments or 
volunteer to speak.

Open Participants and Chat 

Use icons to communicate 

answers and signals to presenter

Select whether you want to chat 

with everyone or a specific person

https://www.eab.com/
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How to Use the Annotate Feature in Zoom

Step 2: Panel with 

different options for 
annotation. Please 

select Stamp.

Step 1: View Options, 

then Annotate.

https://www.eab.com/
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6Defining the Problem

Common Issues Contributing to Analysis Paralysis in Prioritizing 
Faculty Line Requests

Lack of Unit 

Comparability

Undefined 

Priorities

Too Many Data 

Points

Hard to Quantify 

Factors

Lack of Buy-in

https://www.eab.com/
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Polling the Room: Where do open faculty lines revert?

Faculty Line Owner Place Your Stamp in This Column!

Department Chair

College Dean

Provost

In the appropriate spaces below, use the Annotate feature to place a stamp at the level to which faculty lines revert at your
institution.

https://www.eab.com/
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8Decide What’s Important

Before You Can Make Decisions, You Must Define What’s Important to You

Student 
Demand

Capacity 
Utilization

Comparative 
Context

Scholarship 
Priorities

Leadership Needs Strategic 
Initiatives

Market Demand

Factors to Balance

Diversity

https://www.eab.com/


©2020 by EAB. All Rights Reserved. eab.com

9

Polling the Room: How has COVID-19 added additional pressure?

Statement Place Your Stamp in This Column!

My institution has a hiring 

freeze for new faculty.

My institution expects a 

decline in revenue (i.e. 
resulting from state funding 

losses, enrollments, 

auxiliaries, etc.).

My institution has reduced 

use of part-time instructors.

My institution is considering 

laying off or has laid off full-
time faculty.

My institution is concerned 

about student retention.

In the appropriate spaces below, use the Annotate feature to place a stamp where the statement applies to your institution.

https://www.eab.com/
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10Create Comparability Between Academic Units

Selecting Standardized Metrics Aligned with Your Priorities

A

B

C

X

Y

Z

Units May Submit Different Data 
to Make Their Case for a New Line

Biology English

M

N

O

Computer 

Science

Aligning Metrics Allows Direct Comparison 
of Requests

Department 3YR SCH 

Change

Median 

SCH Taught 
per T/TT 

Faculty

Benchmark 

Median 
SCH Taught 

per T/TT 

Faculty

Biology +3.5% 355 414

Computer 

Science

+7.2% 589 445

English +1.3% 340 305

X Data presented may not align with 
leadership priorities or be calculated in a 
consistent way

X Difficult to compare units directly

X Results in uneven and inconsistent 
decisions, with more room for bias based 
on relationships and influence

✓ Data presented are consistent and 
calculated uniformly

✓ Direct comparability between units

✓ Results in more disciplined, priority-aligned 
decisions

https://www.eab.com/


©2020 by EAB. All Rights Reserved. eab.com

11Commit to a Reasonable Approach, Not a Perfect One

z
1 2 3

z
5 4

Select a Manageable 
Number of Data Points

Target <10 Quantitative 
Metrics

Build Buy-in with 
Academic Leadership

Solicit feedback from 
Deans and Chairs

Invest in Training

Ensure that all academic 
units can complete requests

Time-Bound 
Decisions

Set a firm deadline for 
making decisions

Iterate and Improve 
Process Each Year

Change metrics based on 
feedback, results, and 
shifting priorities

Summarize Requests

Compare and contrast 
units needs

6

https://www.eab.com/
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Polling the Room: Where is your institution at in this process?

Response Place Your Stamp in This Column!

Yes

No

In the appropriate spaces below, use the Annotate feature to place a stamp where the statement applies to your institution.

Response Place Your Stamp in This Column!

Yes

No

My institution uses a consistent set of data to prioritize faculty line and other instructional staffing requests.

My institution has a defined process to prioritize faculty line and other instructional staffing requests.

https://www.eab.com/
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13Leave Room for Leadership Judgment

“Data-Informed” not “Data-Driven” Decision-Making

Student Demand

• Student Credit Hours

• Number of Program Enrollments

Capacity Utilization

• Median class size compared to 
benchmark

• Median section fill rate

Comparative Context

• Median class size benchmark

• Median SCH taught by full-
time faculty benchmark

Market Demand

• Inclusion of related skills in job 
postings

• Economic conditions

Quantifiable Factors

Scholarship Priorities

Does the department need specific expertise to 
maintain existing programs or expand offerings?

Harder to Quantify Factors

Leadership Needs

Has there been a transition in departmental or 
program leadership (i.e. chair, director) that 
needs to be filled? 

Strategic Initiatives

Is this academic unit or a potential 
candidate of strategic importance to 
the institution?

https://www.eab.com/
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Case Study: Adelphi University

Online Search Request Form Enables Comparison

A Structured Process Helps Administrators Make Difficult Decisions with Finite Resources

Source: EAB interviews and analysis.

Standard data 

points allow for 
direct comparison, 

increasing 

transparency among 
department chairs

Including credit hours 

generated ensures 
departments that teach 

general education 

courses have that work 
taken into account

Online 

submission 
further streamlines 

the search request 

process

Questions regarding 

interdisciplinary learning and 
institutional strategy pair the 

data collected with 

qualitative justification

• Full-time and part-time faculty 

• Percentage of courses taught by 

full-time faculty 

• Student credit hours generated

• Number of program majors

• Median Class Size

• Median Class Fill Rate

• Collapsible sections

• Course bottlenecks

• Percentage of classes below
10 students

• How would this new position 

contribute to the institution’s 
strategic goals?

• Is the request the result of a 

retirement, resignation, or failed 

prior search?

• How could this position enrich 
interdisciplinary learning/the 

curriculum beyond your 

department?

Metrics analyzed: Other questions considered:

Analyzing fill rate lets 

administrators determine 
which departments might 

make the changes they want 

with a different schedule 
rather than new faculty

https://www.eab.com/
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Activity: Worksheet

Please take 10 minutes to complete the Outlining a 
Faculty Line Request worksheet. Download the 
worksheet in the Chat.

We’ll convene as a group for an opportunity to share out 
using either the “Raise Hand” or Chat feature.

https://www.eab.com/
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16Additional Resources

Build on the Work of EAB and Partners Within the APS Collaborative

Faculty Line Request Toolkit Partner Template Samples

Available on EAB.com or in the Help 
& Training dashboard within APS

Available upon request from 
your APS Strategic Leader

https://www.eab.com/

