




Academic Advising Center Bylaws
BYLAWS
of the
Academic Advising Center

College of Liberal Arts and Sciences
University of Florida
[bookmark: _Toc115344443]
Contents
1. Mission	2
Values	2
2. Operations	2
A. Voting Members	2
B. Authority	2
C. The Director	3
D. Meetings	3
E. Voting	4
F. AAC Committees	4
Executive Committee	4
Leadership Team	4
Merit Pay Committee	5
Project Teams and Committees	5
Search Committees	5
Ad Hoc Committees	6
Vacancies	6
3. Promotion and Evaluation	6
A. Guidelines for Academic Advisors	6
1. Standards	7
2. Process	8
3. Evaluation	8
B. Progress to Promotion	8
1. Process	8
2. Evaluation	9
    C. Merit Pay Plan	9
1. Faculty merit	9
2. Staff merit	11
4. Amendments	11

[bookmark: _Toc222393768]1. Mission 
[bookmark: _Toc115344444]We empower and teach students to explore and pursue their educational and professional goals. 
[bookmark: _Toc131321033][bookmark: _Toc222393769]Values
· Connection: We foster positive relationships with students and the broader community. We encourage students to build connections in support of their educational and professional goals. 
· Empowerment: We see students as the experts of their own lives. We challenge and support students to be active participants in their holistic development through curricular and experiential learning. 
· Inclusion: We respect and embrace a culture of inclusivity recognizing the wide range of individual lived experiences. 
· Integrity: We strive to be accountable, honest, and transparent with students, ourselves, and our colleagues. 
· Professionalism: We uphold the professional standards of advising and foster professionalism for students as part of their holistic development.  
[bookmark: _Toc115344445][bookmark: _Toc222393770]2. Operations
[bookmark: _Toc115344446][bookmark: _Toc222393771]A. Voting Members
All permanent employees budgeted at least .51 FTE in the Academic Advising Center (AAC) are voting members of the AAC, except when precluded by other articles in these Bylaws. These include the Director plus those holding the rank of Assistant In, Associate In, or Senior Associate In; as well as those holding Staff positions in the AAC. 
Non-voting members of the AAC include Graduate Assistants, Student Assistants, Peer Advisors, and CLAS Ambassadors.
[bookmark: _Toc222393772][bookmark: _Toc115344447]B. Authority
The AAC is an academic unit within the College of Liberal Arts and Sciences.
Within the AAC, the ultimate authority resides in its voting members, except in those instances when the College or University has vested authority in the Director.
Operations of the AAC are conducted by the Director, the Executive Committee, and the Leadership Team. The AAC Handbook spells out the guidelines that govern the day-to-day operations of the unit.
[bookmark: _Toc222393773][bookmark: _Toc115344449][bookmark: _Toc115344448]C. The Director
The Director is the chief administrative and financial officer of the AAC. As such, the Director carries out duties such as, but not limited to, the following: 
· Appoints the Assistant and Associate Directors of the AAC and selects the members of standing non-elected project committees. 
· Supervises all receipts of money and expenditures and, with the advice and assistance of the Leadership Team, prepares the annual academic program review and budget documents for the Dean. 
· Coordinates the recruiting of new faculty and staff members in conjunction with the appointed search committees.
· Calls, prepares the agenda for, and presides over AAC meetings as specified in these Bylaws.
· Supervises all routine activities of the AAC. 
· Represents the AAC to university officers and bodies and acts as the general spokesperson for the AAC.
· Assures that all provisions of these Bylaws are carried out.
The Director is appointed by the Dean of the College of Liberal Arts and Sciences, who also sets the Director's term of service.
The Director's performance may be evaluated internally at any time, at the initiative of the Leadership Team, or at the request of one-third of the voting members of the AAC. Should an evaluation be requested, the Leadership Team shall devise and submit a questionnaire to members of the AAC. The results of the questionnaire will be conveyed to the Director and the Dean and will be available to any member of the AAC upon request.
[bookmark: _Toc222393774]D. Meetings
The members of the AAC will typically meet every two or three weeks, with at least two such meetings each semester. Agenda, reports, and other relevant materials will be provided in advance. The agenda is determined by the Director in consultation with the Leadership Team and project leaders. The agenda should include old and new business, items proposed by members, and material presented from outside the AAC. 
Additional meetings are called by the Director (1) on their own initiative, (2) at the request of the Leadership Team, or (3) upon request by one-third of the voting members.
The Director presides at AAC meetings; in the Director's absence, an Associate Director or another member designated by the Director shall preside. 
A designee from the AAC will take notes at each meeting, which will subsequently be made available to all members for review.
[bookmark: _Toc222393775]E. Voting
Items that do not by policy require a confidential vote may be presented and voted on at regular AAC staff meetings that have been announced to all voting members at least 3 UF business days in advance. Votes are typically carried out orally, but at the request of any voting member, votes will be held by confidential ballot when permitted. 
Fifty percent plus one of the voting members of the AAC shall constitute a quorum.
Absentee voting is allowed via proxy provided to the Director or other designee.
[bookmark: _Toc222393776][bookmark: _Toc115344452]F. AAC Committees
[bookmark: _Toc222393777]Executive Committee
The Executive Committee consists of the Director and the Associate Directors. 
The Executive Committee is not a legislative body but serves as an advisory board to the Director when considering broad topics related to the overall mission and vision of the AAC, personnel issues, and large-scale projects and initiatives. Such discussions may be used to inform executive actions by the Director (with possible delegation to Associate Directors) and/or to inform recommendations brought to Leadership Team. Any policy questions subject to a vote shall be remanded to the AAC voting members.
The Executive Committee meets as needed but will have at least one meeting each Fall and Spring semester.
[bookmark: _Toc222393778]Leadership Team
The AAC Leadership Team is comprised of the Director, Associate and Assistant Directors, Data Analyst, Office Manager, and two at-large members – one elected and one appointed. At-large members will be elected/appointed prior to the start of the Fall semester, and will serve one-year terms, for a maximum of two consecutive terms in either capacity. In the annual election for the at-large member, all AAC voting members will receive a ballot with the names of all eligible candidates. The candidate with the highest number of votes will be elected to serve. The Director then appoints the final member to balance the makeup of the committee in terms of rank and experience.
The Leadership Team considers matters of policy and procedure of concern to the AAC, such as: (1) issues related to AAC projects; (2) the work of, and relations between, the various committees in the AAC; (3) workloads and schedules; (4) relations with other units; and (5) concerns of individual members. 
Similar to the Executive Committee, the Leadership Team is not a legislative body. The Leadership Team meets frequently, typically every week or every two weeks. Meetings are called at the request of the Director, or of any other member of the Committee. The Director presides at these meetings; in their absence, the most senior Associate Director present presides. 
[bookmark: _Toc222393779]Merit Pay Committee
The Merit Pay Committee will consist of three faculty members elected by secret ballot for one-year terms from among the AAC faculty each summer or early in the Fall semester. The names of all eligible faculty will appear on the ballot, and each member of the AAC faculty will mark three names on their ballot. The Director and their Assistant will tally the votes and identify the three faculty members receiving the highest number of votes, who will then constitute the Merit Pay Committee. 
Eligibility for this committee will consist of faculty who are not Assistant or Associate Directors. The Director is also ineligible to serve.. Members may not serve more than two consecutive terms.
Further information on the procedures for the faculty Merit Pay Committee, as well as procedures for staff merit pay, are found in Section 4 below. 
[bookmark: _Toc222393780]Project Teams and Committees
The Leadership Team will meet annually, usually in the summer, to assign faculty and staff to current projects and responsibilities, and to establish AAC liaisons to academic units. A second meeting may be necessary to allow supervisors to consult with their supervisees. After the list is finalized, it will be shared with the AAC as a whole and made available in the AAC Manual. 
[bookmark: _Toc222393781]Search Committees
Search committees for vacant faculty lines, in accordance with the Collective Bargaining Agreement, will be comprised of four members from within the AAC: three faculty members and one staff member. Faculty or staff from beyond the AAC may be invited to participate in the search process as external consultants.
The appointed search committee will publicize the vacancy, receive applications, screen candidates, carry out initial interviews, determine the applicants who will be invited to on-campus interviews, and provide a summary of each finalist’s strengths and weaknesses. After the interview process has been completed, voting members of the AAC shall provide assessments and recommendations via secret ballot. 
[bookmark: _Toc222393782]Ad Hoc Committees
The Director may establish committees of specified duration as needed to address specific matters of importance to the AAC. The AAC shall be notified as soon as possible of the purpose and makeup of all such committees. On most committees the Director will endeavor to ensure an appropriate mix of faculty advisors and staff, as well as representation of the relevant teams or groups. 
[bookmark: _Toc222393783]Vacancies
If a vacancy occurs in any non-elected committee, the Director will appoint a replacement. If a vacancy occurs on an elected committee, another election will be held as soon as possible. If no eligible candidate is found, the Director is authorized to appoint a replacement.
[bookmark: _Toc115344455][bookmark: _Toc222393784]3. Promotion and Evaluation
[bookmark: _Toc222393785]A. Guidelines for Academic Advisors
Assistant/Associate In academic advisors in the AAC occupy non-tenure-accruing faculty positions.  The primary responsibilities of Assistant/Associate In faculty in the AAC are in the areas of academic advising, service, and teaching (where appropriate).  The promotion of Assistant/Associate In faculty shall follow University and CLAS promotion guidelines.  The departmental policies and procedures herein are designed to complement and clarify those existing guidelines.
Guidelines for tenure and promotion at the University state that criteria for promotion “…shall be related to the performance of the work which the faculty member has been assigned to do, and the responsibilities expected of a member of the university community.”  The primary responsibilities of Assistant/Associate In/Senior Associate In faculty in the AAC are advising and service, and consequently evaluation for promotion will be based solely on these assignments, unless other additional assigned duties (such as teaching or unit administration) have been negotiated with the Director and are reported on the faculty member’s annual activity report.
There are two levels of promotion available to Assistant/Associate In faculty:
1) Promotion from Assistant In to Associate In, for which there must be evidence of sustained meritorious achievements in advising and service.
2) Promotion from Associate In to Senior Associate In, for which there must be evidence of sustained superior achievements in advising and service beyond what was on the record at the time of last promotion.
[bookmark: _Toc222393786]1. Standards
Promotion for academic advisors is based on a record of sustained meritorious achievement in advising, program development, and service, completed at the AAC or in combination with professional academic advising or related experience from UF or another institution of higher education. The primary areas of achievement to be evaluated are academic advising and service to the AAC, the college, the university, and the profession.  
The AAC evaluates advising through positive student advising evaluations, strong advising reviews from peers, and contributions in the areas of advising program development. 
The AAC evaluation of service includes, but is not limited to, the following: 
· Serving on campus committees at the college or university level.
· Serving as advisor to student groups.
· Collaborating on programming with other campus offices.
· Serving on search committees.
· Serving on standing and ad-hoc committees in the AAC or otherwise assisting with AAC initiatives. AAC committees and program areas include but are not limited to: petitions, transfer admissions, readmissions, probation, Preview, and advising special populations such as Exploratory or Promise students.
· Professional development efforts, including attending conferences, presenting or assuming a leadership position in a related professional association.  Some examples for academic advisors include but are not limited to: Undergraduate Advising Council (UAC), National Academic Advising Association (NACADA), American College Personnel Association (ACPA), Student Affairs Administrators in Higher Education (NASPA), National Association of Advisors for the Health Professions (NAAHP), and the Southern Association of Pre-Law Advisors.  The AAC will also consider professional development activity in other relevant areas.
In addition, for promotion from Associate In to Senior Associate In, candidates must:
· Be positive role models and leaders in the office.
· Assume leadership roles in AAC committees or program activities.
· Assume leadership roles in college, university or national committees, programs, or organizations.
[bookmark: _Toc222393787]2. Process
During the Spring term of any faculty member’s third year in a non-terminal rank, a Progress to Promotion process may be initiated to evaluate progress towards meeting the promotion standards.  (See the AAC’s Progress to Promotion process below.) 

The University of Florida is a “promotion when ready” institution, meaning that there is no predetermined timeline for promotion, nor is there a requirement for a minimum number of years of service before promotion. The faculty member and their Assistant/Associate Director  are encouraged to meet with the Director to evaluate the faculty member’s progress toward meeting the promotion standards and readiness to apply for promotion in the next promotion cycle. These same guidelines hold for promotion from Associate In to Senior Associate In.
Candidates for promotion will follow college and university guidelines and deadlines. 
[bookmark: _Toc222393788]3. Evaluation
The faculty member should complete a draft of their promotion packet following the timeline provided by the Dean’s office. The edited packet should be available by late August to any eligible unit faculty for review. These individuals will be given at least one week to review the promotion materials.
After the review period, eligible faculty will meet with the Director to discuss the nomination.  A secret ballot shall be taken no earlier than one day following the meeting. 
[bookmark: _Toc115344459][bookmark: _Toc222393789]B. Progress to Promotion
[bookmark: _Toc222393790]1. Process
All faculty in their third year in rank or beyond of a non-terminal rank (e.g., Assistant In or Associate In) are eligible to be reviewed under the Progress to Promotion process. Typically, these reviews will occur in the third year in rank only, although any faculty member who would like to be reviewed at another time may do so.
During the Fall term, the Director will identify which faculty members are eligible for the Progress to Promotion Review and distribute to those individuals a survey to ascertain which members want to be reviewed, and which prefer to opt out. This decision must be made by January 10th. Faculty members who decline to be reviewed will again be eligible the following year, unless they have been promoted to the next rank in the title sequence. Declining a Progress to Promotion review does not prevent or in any way prejudice a subsequent application for promotion.
The faculty member who agrees to be reviewed under this Progress to Promotion process will be instructed to prepare an appraisal dossier containing the same kind of information as would be included in a promotion dossier, minus the external letters of evaluation.  The Director and the Office Manager will work with the faculty member to ensure that the following materials are available for inclusion in the dossier: annual activity assignments; departmental promotion criteria; annual evaluations.  
The dossier will be submitted to the Director by March 1st. 
[bookmark: _Toc222393791]2. Evaluation
Faculty members who would be eligible to vote on the reviewed faculty member’s promotion shall review the appraisal dossier and meet with the Director by April 1st, to assess whether the faculty member under review is making satisfactory progress toward promotion, according to the kinds of expectations and indications of success that are (1) appropriate at this point in faculty service and (2) consistent with AAC promotion guidelines.
By April 15th, the Director will prepare a written summary of the Progress to Promotion evaluation.  These results will include any recommendations about how the faculty member might improve their performance and which assistance might be available to help improve performance.  This review letter and the candidate’s dossier will be submitted to the Dean’s office for review, no later than June 10th. 
Upon approval from the Dean, the Director will then share the letter with the faculty member and will arrange a meeting to discuss it. This meeting will take place no later than July 10th. The appraisal will not be placed in the faculty member’s permanent file and shall not be included in any subsequent promotion dossier.  
[bookmark: _Toc115344460][bookmark: _Toc222393792] C. Merit Pay Plan
This section sets forth procedures and guidelines by which recommendations for merit salary increases will be made in the AAC. 
[bookmark: _Toc222393793]1. Faculty merit
Awards of merit increments are designed to recognize outstanding overall performance in the AAC in the areas of advising, service, and professional development as they correspond to each member’s assignment. 
The Merit Pay Committee (MPC)  will meet every year after the Spring term to review each faculty member’s performance for that year. They will consider that year’s Annual Activity Report (AAR) as well as any other documentation requested (e.g., a short summary of the year’s accomplishments). The committee then makes recommendations to the Director for merit pay or other performance-based bonuses made available to faculty by the administration. These recommendations take the form of an overall assessment of 0 (=unsatisfactory performance), 1 (=satisfactory performance), 2 (=meritorious performance), or 3 (= highly meritorious performance) according to the faculty member’s effort assignment and the following guidelines. 
Advising
3: Consistently exemplary advising practice; outstanding student and peer feedback; significant initiative or innovation; serves as mentor or role model; demonstrable impact beyond assigned caseload.
2: Consistently strong advising; positive student and peer feedback; meaningful contributions to initiatives; exceeds baseline expectations.
1: Competent, reliable advising that meets expectations; satisfactory evaluations; fulfills assigned responsibilities.
0: Performance below expectations; concerns reflected in feedback or reliability; improvement required.

Service
3: Leadership roles or substantial initiative in committees or programs; contributions with visible impact; service exceeds expected scope.
2: Active, reliable, and substantive participation in committees or initiatives; engagement beyond minimal expectations.
1: Fulfills expected service obligations competently and reliably.
0: Fails to meet expected service obligations or demonstrates minimal engagement.

Professional Development
3: Leadership in professional venues (e.g., presenting, organizing, committee leadership); sustained engagement beyond expectations; clear application benefiting the unit.
2: Active participation in conferences, workshops, or associations; evidence of growth and application to practice.
1: Limited engagement with the profession of advising.
0: Lack of engagement with the profession of advising.
Because Associate and Assistant Directors are not eligible to serve on the MPC, merit pay decisions regarding the Associate and Assistant Directors will be made by the Director. Members of the MPC will not include themselves in the recommendations.
When general merit money is allocated or anticipated, the Director will review the recommendations of the Merit Pay Committee and will consider the AAR of each faculty member for the applicable year(s), as well as any additional documentation submitted by individual faculty members. (Barring administrative stipulations to the contrary, merit pay deliberations will consider all the AARs since the last time faculty were eligible for merit pay.) The Director then recommends merit increases. 
Individuals may request a conference with the Director at any point in this procedure. 
[bookmark: _Toc222393794][bookmark: _Toc115344454]2. Staff merit
Merit pay increments for staff will be awarded based on a holistic assessment of the staff member’s performance of their assigned duties against the AAC’s expectations for their position.
When merit pay is available to staff members, the Director will ask the Office Manager to provide assessments of the overall performance of the staff member. The Office Manager may request information from faculty or other staff in order to establish an overall picture of the work of the staff member within the AAC. Barring administrative stipulations to the contrary, merit pay deliberations will consider performance since the last time staff members were eligible for merit pay. The Director will use this information to recommend merit increases.
The Director will determine the merit increase for the Office Manager.
Individuals may request a conference with the Director at any point in this procedure.
[bookmark: _Toc222393795]4. Amendments
Any three voting members of the AAC may propose an amendment to these Bylaws to the Director in writing. The said amendment shall be circulated to the AAC at least two weeks prior to the meeting at which it is to be voted.  Any two voting members may also introduce an amendment at an AAC meeting, with the vote to be taken no sooner than two weeks following the meeting and no later than three weeks. Any amendments must be voted on by show of hands at a publicly noticed meeting. Such provisions must be approved by a majority of the affected voting members.
Any amendment that is passed in the AAC will then be presented to the Dean  for final approval.
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