Memo to Deans, Department Heads, Directors

From: The President

Subject: Changes in the Assignment of Instructional Space for Scheduled Classes

Several events have conspired to require the university to change the way in which scheduled class activity is assigned to lecture halls, classrooms and seminar rooms. These changes will, in turn, cause some disruption in the schedules which have traditionally been employed for instruction in those facilities. The reasons for these changes and the means by which we shall attempt to meet their consequences are spelled out in what follows.

Reasons for the Changes

1) Last year the Auditor General and a special committee of the Board of Regents, completed studies of the use of space in the State’s universities. In brief, the recommendations from those reports were that  utilization of classroom space should be substantially increased, and that new construction and space remediation should focus on the supply of technologically sophisticated teaching facilities. The primary vehicles for increasing utilization were identified as the increased central scheduling of classrooms, lecture halls and seminar/conference space and an increase in the utilization of instructional space during the off-peak hours of the week.

While it is clear that for any given inventory and enrollment level, no amount of rescheduling will change room utilization rates, the utilization of rooms can be increased over time by (1)  reducing the inventory of available space whilst not reducing enrollments proportionately or (2) increasing enrollments whilst not increasing the supply of space proportionately. Either of these strategies can be facilitated under conditions of space scarcity by extending the working day or by leveling  the distribution of classes throughout the hours of the week. [They can also be facilitated by decreasing class sizes and teaching more classes for any given inventory of rooms and level of enrollment.] 

The state committees believe that because rooms that are scheduled by the Office of the Registrar have been used for scheduled instruction more intensively than have rooms that were scheduled by departments, a reduction in the proportion of the total inventory that is scheduled by the departments in favor of central scheduling will increase the overall utilization of classrooms, lecture halls, and seminar/conference space. This belief is justified under either of the two conditions cited above for change in enrollments and the inventory.

2) Enrollments are increasing. After a decline in enrollments in 1996, enrollments at the undergraduate level have increased substantially in the past two years and are predicted to continue to increase for the foreseeable future.

3) The inventory of classroom space has decreased as some space has been reassigned to non-instructional use.

4) The effective inventory of classroom space has decreased as the $10 million expended in the Classroom Improvement Project has reduced the average number of stations per room to accommodate technological improvements and to satisfy the Americans with Disabilities Act.

University Response

The University has responded to the mandate from the AG and the Board of Regents by reassigning to central scheduling most of the classrooms and seminar rooms that had been previously departmentally scheduled. It is our intent to work to insure that these facilities continue to provide the departments with priority space for non-instructional activity where possible. The guidelines for assignment (attached) indicate the approach we will take in the Fall 1999 semester to reduce the impact on departments.
A team representing the Office of Space Management, the Office of the Registrar, and the University Teaching Center visited all of the departmentally scheduled classrooms and conference/seminar space during the past Summer and made recommendations to the University Space Committee for the disposition of the space. The recommendations that were accepted by the University Space Committee included leaving some of the space to be scheduled locally, transferring some to be centrally scheduled, and reclassifying the balance to more accurately reflect its predominate non-classroom use.

The Office of the Registrar has, in consultation with the Office of Space Management, generated a set of principles for the allocation of classroom space. These principles and the guidelines for their implementation are attached. While I am confident that the Office of the Registrar will make every effort to minimize hardships, I am equally confident that that the first year will bring some discomfort as a result of the reassignments of activity to new facilities and, in some cases, to new hours of the week. These problems will not be made any easier by the need to incorporate more courses into the new General Education curriculum. Happily, experience with the new process will provide opportunities to ameliorate those difficulties in succeeding semesters.

I have asked the Provost to take responsibility for overseeing the changes that are contemplated by our response to the Board’s requirements. Your cooperation and patience will be extremely important to meeting them and I am asking you for both.

Peter Likins.

Principles for Classroom Management at The University of Arizona

1. The President has delegated authority over all instructional space to the Provost. The Provost is advised on the requirements for and management of classroom space by the University Space Committee. 

2. Instructional space, including lecture halls, classrooms, class laboratories, seminar rooms, computer instruction rooms and media facilities shall be kept in sufficient supply to meet the instructional demands of the Graduate and Undergraduate curricula without placing excessive constraints on faculty and student schedules. Rapid growth (or decline) of enrollments may generate temporary shortages (or overages) of instructional space, but such shortages (or overages) should not be taken as proof that the stock of instructional space is in need of immediate adjustment.

3. Instructional space should be well-maintained, secure, and capable of supporting instructional technologies appropriate to the curriculum and modern pedagogy. It is appropriate for the faculty to assume that modern instructional technology will be available in quantity sufficient to sustain the majority of their requests for adequate space and equipment.

4. The scheduling of instructional space shall be performed so as to match supply with demand whilst maintaining, as near as possible, equity in the treatment of all departments and of courses at all levels.

5. Priority for the use of instructional space shall be given to scheduled instruction whether the space be departmentally controlled or centrally scheduled.

6. Departmentally controlled and centrally scheduled instructional space should be, in principle, of comparable quality and technical sophistication.

7. In order to facilitate the use of scarce classroom resources, campus departments and programs are obligated to release unused departmental classrooms and seminar rooms available for the general campus in standard time blocks. 

8. In making rooms assignments, the Office of Registrar will employ scheduling  procedures that have as their goals:

a) Meeting the pedagogical and technological needs of the instructors.

b) Avoiding extreme variation in assignments to days of the week and hours of the day.

c) Acting with strict impartiality toward departments and faculty members.

IMPLEMENTATION

Prime-time Ratio. Classes that begin during the hours of 9:00 am through 2:30 pm on Monday’s through Fridays occupy “prime time” schedules. In order to distribute classroom assignments more evenly over the entire instructional week, the Office of the Registrar will allow departments to schedule no more than 70 percent of their general assignment weekly class hours in prime time and (therefore) at least 30 percent in nonprime time. The 70-30 ratio does not apply to departmentally controlled space. Where these ratios are inconsistent with past practices, the registrar’s office will work with the departments to effect the best mutually agreeable shift of class hours to non-prime time hours.

110 Percent Semester-End Enrollment. On one campus employing this type of rule, some departments created "phantom" courses in nonprime time so as to appear to meet the ratio requirement. They then released the assigned classrooms back to the Registrar as soon as the room assignments were completed. To counter phantom course behavior, the 110 percent semester-end enrollment guideline was established to fix the maximum number of hours a department would be allowed to request general assignment classrooms.  The maximum hour target was set to be 110 percent of the number of hours a department had scheduled for courses with enrollments at the end of the previous corresponding semester. A department was allowed to request an exemption from this limit for special situations such as a major revision of the curriculum or a major reorganization or consolidation of the department with other departments. This rule significantly reduced the number of phantom courses requested by academic departments.

Because the University of Arizona has no experience with phantom course behavior and because of recent substantial growth in lower division enrollments and a change in the general education curriculum, it is inappropriate to institute the 110 percent rule at present. Such a device may be employed in the future if phantom course behavior develops.

Standard Time Blocks.  Departments are required to request general assignment classrooms in standard time blocks.  Standard time blocks are defined as follows:

•
Monday, Wednesday, Friday:  8-9; 9-10; 10-11; 11-12; 12-1; 1-2; 2-3; 3-4; 4-5

•
Tuesday, Thursday:  8-9:30; 9:30-11; 11-12:30; 12:30-2; 2-3:30; 3:30-5

•
Tuesday, Thursday: 8-9; 9-10; 10-11; 11-12; 12-1; 1-2; 2 -3; 3-4; 4-5

•
Two-hour seminars:  8-10; 10-12; 12-2; 2-4; 4-6; 5-7

•
Three-hour seminars:  Monday, Wednesday, or Friday 2-5; 3-6; 4-7; 




Tuesday or Thursday 2-5; 3-6; 3:30-6:30; 4-7

•
Exceptions:  Monday and Wednesday, Monday and Friday, Wednesday and Friday 4-5:30, Tuesday and Thursday 3:30-5:30.

NB: The hours that are shaded are the prime time hours.

No automatic reassignments. To implement the principle of assigning classroom space equitably among all departments, room assignments are made anew each semester.  General assignment classrooms assigned to a department in a previous semester are not automatically reassigned to the department.  This gives every department an equal chance to get the desired days, class times, and classrooms.

Consideration for historical departmental control of rooms. The registrar’s office will implement procedures to provide priority consideration in the assignment of rooms that have historically been under departmental control to those departments who request such consideration. While there is no guarantee that such consideration will result in assignments that exactly match the preferences of these departments, the procedures that are implemented through the use of the registrar’s scheduling software will increase the likelihood that such preferences will be met.

Proximity. The  registrar’s office will use scheduling parameters that increase the likelihood that classrooms will be assigned as closely as possible to a faculty member's preferred building. The default selection is the departmental home.

Primary Section Priority.  The primary or unit-bearing section (often the “Lecture” section) of a course will receive priority for a classroom assignment over secondary sections such as discussion or voluntary sections.

Classroom Technology Priority.  Because technologically enhanced classrooms are scarce, scheduling priority is given to courses requiring instructional technology over courses that do not.  By the same token, courses that use equipment during all or nearly all course meetings are given priority over courses that use the equipment only occasionally.

Departmentally Controlled Classrooms
The principles and guidelines governing the allocation of departmentally controlled classrooms are established by individual departments. However, because classroom, lecture hall, and seminar or conference space are in relatively short supply, such space will be released to the registrar’s office for scheduling after the department has scheduled the space for its own instructional use. The registrar’s office will not schedule such rooms for more hours than those specified in the guidelines for classroom utilization established by the Regents. This procedure guarantees that the department will have the use of that space for non-scheduled instruction and other activities for at least 20% of the Monday through Friday, 8 – 5 work week. [The only exception to this occurs when the department, itself, schedules the room so as to leave fewer hours available for other activities.]

Classroom Utilization Improvement Fall 99 Guidelines


