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ABSTRACT

The paper is reviewing an array of recent literature sources arguing that the Neoliberalism
and the New Public Management are the driving forces behind the observable increase in
numbers of terminated employments in several countries in recent decades. The further
focus of the literature review is on recent researches suggesting that the non-tenured staff
members tend to have less pedagogical skills and are excluded from the internal quality
culture.

The synthesized findings of the both review sections suggest that the inclusion of the
non-tenured staff into the institutional quality culture can augment the quality of higher
education. This constitutes the core motivation for the authors to further research within
this article whether the tendencies of increasing share of non-tenured staff members can be
identified in Latvia as well. The empirical section of this article is based on statistical analysis
of data from different reliable sources.

The study suggests that due to shrinking higher education market and necessity to handle
the impact of 2008-2012 Economic crisis, the share of academic faculty staff is being
consolidated around the core elected faculty staff.

Nevertheless, it is important to consider a timely inclusion of the non-tenured staff into the
institutional quality culture. However, in view of recent higher education reforms and new
academic career model being introduced, it is hard to predict the further dynamics of the
non-tenured positions in higher education of Latvia. This paper is an effort to start filling the
existing research gap in the emerging but under-researched subject of non-tenured staff in
Latvia.
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Introduction

This study builds upon fusion of the following hallmarks of recent higher
education developments — the changes in higher education as imposed
through neoliberal mindset, the defining ideology of postmodernity
(Lethbridge, 2015); the increased attractiveness of non-tenured staff which
is further strengthened through recent economic and social developments;
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the changing landscape of education with focus shifting from the teacher
to the learner; as well as studies suggesting that the non-tenured staff in
education have knowledge and skills gaps to approach these developments
accordingly and deliberate actions in form of professional development
measures have to be taken to include them advisedly within the institu-
tional quality culture.

Neoliberalism shapes the higher education

From the 1980s onward, rooted in neoliberal consciousness, countries
worldwide introduced reforms that were marked by the term New Public
Management and were aimed at improving the efficiency of public sec-
tor organizations, based on the concepts of economic rationality (Hood,
1995) and managerialism (Osborne, Radnor, & Nasi, 2013). Increasingly,
the ideology, or a system of values and beliefs, as well as techniques and
practices, were borrowed from the private sector and adopted to the pub-
lic-sector realities.

With New Public Management expanding across different world regions
and public sectors, it also affected the governance of higher education
(Alves, & Tomlinson, 2020).

In strive for greater efficiency the governments around the world sought
to hold publicly funded institutions more accountable for their outcomes
in an effort to improve their performance (Ortagus, Kelchen, Rosinger, &
Voorhees, 2020) and increase own accountability towards taxpayers
(Brignall, & Modell, 2000).

Acting within the context and framework of performance-based funding
induces profound changes in higher education institutions.

In order to comply with the governmental requirements and compete
with other higher education institutions for the eventual ex post fund-
ing amount, the institutions cascade the competitive conditions down-
ward to other institutional levels, to faculties, departments, degree pro-
grams (Madsen, 2020). Unavoidably the performance indicators become
proxy measures as they inter alia reduce complex phenomena to one or
more concrete measures through a process of selection and simplification
(McCormick, 2019).

The increased attractiveness of non-tenured staff

The basic statistics in higher education reveal that the neoliberal aca-
demic labour market is highlighted by increase in non-tenured teaching
positions, which is expected to further increase (Jaschik, & Lederman
2015).

The factors that led to this change are complex (e. g., new institutional
types, declining appropriations and revenues, greater demand for flexibility,
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the emergence of new disciplines, and the massification of higher educa-
tion) (Kezar, & Maxey, 2014). Universities respond to these challenges by
employing more staff on sessional contracts (Harvey, & Jones 2020).

The impact of recurring economic crises, as well as inequalities in
money supply due to changing funding periods of different programs, pro-
duce fluctuating funding patterns, that further exacerbate the problem. Due
to the instability of funding lines many institutions increasingly refuse to
make long-range commitments to faculty.

Moreover, the higher education sector as a rule of thumb employs
highly qualified staff members, which are too readily absorbed by the com-
petitive environment of the mobile labour force.

The changing landscape of education

Apart from the already mentioned rise of neoliberalism and knowledge
economy Savic (2020) emphasizes other factors such as the 2008 global
economic crisis, Fourth Industrial Revolution, the 2020 COVID-19 pan-
demic, the continuing emergence of online learning, the amount of student
debt, and employers’ dissatisfaction as dramatic global socio-economic
transformation drivers that challenge the traditional university models and
generate pressure to reconsider global higher education systems. Hence
in 2018 the “learning to learn” is still considered one of the key compe-
tences by the European Commission to successfully address the challenges
of the 21 century and therefore the twenty-first century curriculum has to
address them (Erstadt, & Voogt, 2018).

The teaching practices are reframed to serve student learning (Rege, &
Nicole, 2017) and the role of the teacher changes as teachers differentiate
their instruction strategies (Valli, & Buese, 2007).

The non-tenured staff in education

The increasing (versus tenured faculty) share of the non-tenured fac-
ulty enters classrooms and faces contemporary student body of post mas-
sification, internationally mobile (Shields, 2019) and diverse through
both higher education access (Tight, 2019) and equity of access measures
(McCowan, 2016).

Majority of the non-tenured staff, due to their average age, have grown
up with front-lectures themselves, so instructing the present-day students
becomes a challenge.

Various researches have found that non-tenured track faculty members
do not use learner-centered teaching practices (Kezar, 2013), and do not
get the preparation, furtherance that they require to perform their job
(Nica, 2018).
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Method

An array of recent literature articles suggests that countries that are
impacted by the efficiency driven Neoliberalism and the New Public
Management (which attempts to manage the public sector through neo-
liberal ideology), cause an increase in numbers of non-tenured staff
members.

Further range of recent publications in the field stresses that the educa-
tional landscape is changing, and that the non-tenured staff members tend
to have less pedagogical skills necessary to address these changes properly.

These detected trends were further merged to reveal the relevance and
topicality of inclusion of non-tenured staff in the internal quality culture,
suggesting that the inclusion of the non-tenured staff into the institutional
quality culture can augment the quality of higher education.

The higher the share of non-tenured staff, the higher the impact poten-
tially on the institutional teaching quality can be achieved by deliberate
inclusion of the non-tenured staff within the internal quality culture.

This constitutes the core motivation for the authors to further research
within this article whether the tendencies of increasing share of non-ten-
ured staff members can be identified in Latvia as well and specifically at
the University of Latvia.

The empirical section of this article is based on statistical analysis of
data from different reliable sources, as well as based on consultations with
respective administrative departments of the university.

Based on discovered share of non-tenured staff members and its dynam-
ics — one will be able to conclude whether the deliberate involvement of
the non-tenured staff in internal teaching quality culture at the University
of Latvia may wield a substantial improvement of the teaching quality
at the university and thus comprise a means for internal improvement of
quality that should be further examined.

Due to existing research gap on non-tenured staff in Latvia, it was
important to identify the national stand as per international developments.
It has to be stated that the comparative analysis of developments related
to non-tenured staff among different countries is a difficult task due to the
tight embedment of the concept in local framework, the various terms used
and contextual heterogeneity.

Apart from the “tenured” and its opposite concept — “non-tenured”
(Benson, Probst, Jiang, Olson, & Graso, 2020), which is quite widely
used in the academic circles, to demonstrate the complex inherent aca-
demic culture and speak of highly diverse national, regional, institutional
labour policy intensive context, the academic community applies a wide
range of distinctions — “part-time (part-timers), adjunct” (Xu, 2019),
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“casual” (Narayan, 2020), “sessional staff” (Broadbent, 2018; Harvey, &
Jones, 2020), to denote a non-permanent staff member in higher education
from the core personnel.

In this paper the authors have used the concept “tenured” and “non-ten-
ured” as it emphasizes the permanency of the working relations and refers
also indirectly to the exclusion from the traditional, specific academic
career path (lecturer to professor).

However, one has to remember that the ambiguities in terms, gaps in
present research agendas, pluralism of ideas — they all result in vague dis-
tinctions and cross-cut each other in manners that are still unclear and
should be addressed through further researches in the field.

In this paper the authors do not reveal the concept of “internal quality
culture” in details. In compliance with the aim of this paper it generally
comprises the internal institution-specific approach to quality assurance in
teaching, with professional development measures being one of the tools
of its formation. Since the quality assurance and quality management are
central challenges in the governance of higher education institutions, the
paper relates to the issues of collegiality and managerialism.

Results
Non-tenured staff in Latvia

Within the previous study, the author has found indications that the
New Public Management is shaping the higher education sector in Latvia —
managerialism seeks to replace collegiality in governance. The perfor-
mance-based funding has been recently introduced in higher education
sector to improve the efficiency of the system. Structures within higher
education institutions are created to ensure that each structural unit works
towards reaching the institutional performance indicators that are linked
to the governmental funding. Also factors that lead to this change are per-
tinent to the case of Latvia — changes in institutional types are conducted,
appropriations and revenues are declining, there is a greater demand for
flexibility, the higher education is being massified.

Similarly, like implied in analyzed articles, also in Latvia

“Salaries for per-hour contracts are comparatively low, and HEIs appear
to use per-hour contracts to cope with the volatility of institutional income
in the Latvian higher education system,” (Arnhold, N., Pekkola, E.,
Piittmann, V., & Sursock, A., 2018, p. 184).

Indeed, as we will see below, the per-hour contract faculty staff is first
to go in difficult times.

Simultaneously, the involvement of per-hour contract faculty staff in
Latvia is often connected with other than pure cost-saving considerations.
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“Doctoral students and recently graduated researchers with doctoral degree
should be involved,” to renew the staff, or “sectoral experts should be involved
in applied study courses on per-hour contract basis,” to improve the knowl-
edge delivery to the students on sector specific issues (University of Latvia,
2017, p. 38).

The reviewed publications state that neoliberal academic labour mar-
ket is characterized by increase in non-tenured teaching positions. There
are secondary sources, albeit not recent, confirming the trend of increasing
non-tenured faculty staff numbers also observable in Latvia.

“Increasingly, teachers that do the teaching as a side job and teachers on
per-hour contract are involved in the training process. They are usually
top-class specialists in their field,” (Riga Technical University, 2010,
p- 4).

In the introductory part of this paper the reviewed publications found
that the non-tenured faculty staff members lack modern teaching skills.
There are indications that the allegation that the non-tenured staff would
need to be included in internal quality culture holds true also for Latvia.

“.in Latvia a large part of the academic staff is on per-hour contract
who are good or even excellent experts or scientists, but have never stud-
ied didactics in their lives.” (LETA, 2013).

Thus, many of the prerequisites for the generalizability of the findings
of the reviewed literature are met, to suggest that in Latvia the number
of non-tenured staff could be increasing as well. However, there is no
straightforward statistical information available on the target group of this
article — the “non-tenured” academic staff of Latvia.

“Regardless of the high staffing autonomy of Latvian HEIs on paper, the
national framework is substantially steering the recruitments, salaries,
positions, and ranks of academics” (Arnhold et al., 2018, p. 182).

The system level regulations distinguish the progression of academic
staff between academic track (assistant, lecturer, docent/assistant profes-
sor, associate professor, and professor) and research track (research-assis-
tant, researcher, and leading/senior researcher). There is no civil servant
status-based tenure system in Latvia.

“According to the recent ruling of the Constitutional Court international
law could be applied to time practice for the Latvian system, according to
which the docent could be identified with an assistant professor, and that
would be the post for a fixed term, but the positions of associate professor
and professor could be considered as predictable careers model posts”
(World Bank, 2020, p. 16).

Therefore, to identify the non-tenured faculty staff dynamics it is impor-
tant to study the staff numbers of academic track, with “associate profes-
sor, and professor” representing the tenured faculty staff and the “assistant,
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lecturer, docent/assistant professor” representing the non-tenured staff
members. Apart from these, the legislative framework foresees “visiting
academics” and academics on per-hour contracts. The statistics is impor-
tant to see whether the global trend of increasing share of non-tenured
faculty workforce is valid in Latvia as well.

However, it is important to note that

“in contrast to other higher education systems, most academics in Latvia
do not hold one (full-time) position for which a certain, more or less
stable task portfolio is defined” (Arnhold et al., 2018, p. 183).

The academic staff can hold one position from each track at the same
time, as well as have several administrative positions of differing workload
added on top of it. Thus, there are many individual combinations of posi-
tions possible that seldom remain stable over time due to close connection
between source of funding and the type of position.

“HEIs frequently renegotiate the contracts with their academics — three
times per year on average at one institution”. (Arnhold et al., 2018,
p. 207).

These workload portfolios are reassembled as soon as the external fund-
ing changes due to decrease in tuition fee paying students or acquiring of
an externally funded research project.

“The need to combine different positions and tasks can easily lead to high
workloads, particularly if there are sudden changes in work portfolios™.
(Arnhold et al., 2018, p. 184).

The division of academic staff in academic and research staff, the com-
bination of full workload by tasks under different positions, and the fre-
quent changes in contracts impede the acquisition of reliable statistical
data on personnel in general.

Since the academic staff in Latvia basically works on terms of common
national Labour Law, the Central Statistical Bureau collects information on
academic staff in their main/primary workplace (the employer of primary
workplace may restrict working in any secondary workplace if this right is
fixed in the contract and/or collective agreements). However, this informa-
tion does not distinguish between academic and research track and cannot
be used to draw unequivocal conclusions on the dynamics of non-tenured
faculty staff (Central Statistical Bureau, 2020).

The Ministry of Education and Science, even though collects informa-
tion on academic personnel according to both progression tracks, how-
ever has published only statistical data reports of years 2018 and 2019
(Ministry of Education and Science of the Republic of Latvia, 2020a). Using
these reports the data between the two years cannot be compared with
each other due to different set of information represented in both reports
(Ministry of Education and Science of the Republic of Latvia, 2020b, 2019).
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Therefore, currently it is impossible to retrieve the statistical information
characterizing Latvia from secondary sources.

I. Leduskrasta, Deputy director of the Department of Student Services,
(Personal communication, July, 2020) provided the authors with the set of
official statistics of the University of Latvia for the period 2011-2020, that
are collected and forwarded to the Ministry of Education and Science every
year in October (10 years).

The abovementioned statistics show that the number of “associate pro-
fessor, and professor” has remained relatively stable throughout the years
2011-2020, fluctuating between —4% till +6% each year. When compared
to year 2011, the number of “associate professor, and professor” has grown
by 5%, whereas the summarized number of “assistant, lecturer, docent/assis-
tant professor” has dropped by 14%, with the number fluctuating between
-40% and +21% at its extremes. When analyzing the number of total aca-
demic track staff, within the last 10 years the number has dropped by 5%.

The number of the visiting professors, visiting docent/ assistant pro-
fessor and visiting lecturers (containing also the foreigners) has fluctuated
with decreased tendency and dropped from 107 in 2010 till 2 in 2020.

The abovementioned data does not provide separately information on
faculty staff members on per-hour contract. To get this data at a central
university level one has to retrieve the information and process the data by
applying an extensive effort, analyzing the different contracts of individual
task and position portfolios of the employees. The authors have to rely on
statement provided by A. Bekeris, statistician for the Department of human
resources, (Personal communication, July, 2020) that the number of such
faculty staff is non-significant.

Interestingly, the Development Strategy of University of Latvia in 2004
for the period till 2015 was supportive of short term and per-hour contract
faculty staff involvement for updating and diversifying the study process
with applied knowledge (University of Latvia, 2004). The later strategies
do not explicitly address the employment of short term and per-hour con-
tract faculty staff.

Nevertheless, as demonstrated above the analyzed statistical data of the
University of Latvia show a reduction in junior faculty staff numbers. This
reduction was mitigated by both the demographic and the economic crisis,
which both had an influence on the university’s performance in the ana-
lyzed period 2010-2020.

The higher education market is shrinking — the student numbers expe-
rienced 23% drop within last 10 years. The number of students at the
University of Latvia has dropped by 16% in the period.

The university reacted to the onset of the grave economic crisis in
2008/2009 with decision to increase the student groups per teacher and
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make the most out of the elected academic staff, ensuring that only excep-
tional minimum of per-hour contract faculty staff is employed hereinafter
(University of Latvia, 2008). This purposeful consolidation of academic fac-
ulty staff body is also reflected in the statistical data above.
“Since academics do not necessarily have a full-time position at one HEI,
they might have to top up their salaries to make a decent living. That is
why many of them have side jobs.” (Arnhold et al., 2018, p. 184).
Apart from decrease in staff numbers, the both crises have also promoted
shift in workload. 10 years ago 63% of academic staff were holding one
full workload position, whereas in 2020 only 12% hold one full workload.
While 10 years ago 4% of academic staff were holding workload less than
0,25, whereas in 2020 the share of such academic staff is 34%. The possibil-
ity that the academic staff will be able to cover the living expenses by not
accepting side jobs is rather limited due to academicians having “.. low sala-
ries, especially compared to Western countries,” (Arnhold et al., 2018, p. 189).

Discussion

With regard to the responsiveness of the management on the inclusion
of the non-tenured staff within the internal quality culture, there are two
pitfalls to be considered — tendency to treat the non-tenured staff as the
highly variable share of the human resources and therefore hard to influ-
ence, as well as the minor share of the human resources and therefore hav-
ing no substantial impact upon the quality culture of the higher education.
The concluded literature review implies that it is important to regard the
non-tenured faculty staff as standalone target group for professional devel-
opment measures.

However, to begin with, one has to be aware of the non-tenured staff
members to engage them in quality related measures.

There are considerable difficulties to find the statistics on the non-ten-
ured faculty staff. This is inter alia due to fact that “a tenure track model, as
is common in Western but also neighboring countries, does not exist in Latvia”
(Arnhold et al., 2018, p. 164), at least not the tenure in the sense of civil
service. Therefore, while looking for available statistics the potential prox-
ies need to be explained. While explaining, whenever possible, it is nec-
essary to rely on existing findings of the recent trustworthy international
comparative analyses of the local system. The recent World Bank research
on Academic Careers in Latvia (Arnhold et al., 2018; World Bank, 2020)
was one of the important secondary sources to be related to.

In addition to differences in notions that have to be tackled, the pub-
licly accessible sources of general statistics on academic staff in higher edu-
cation in Latvia are very scarce.
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Also at the centralized institutional level information on the short-term
faculty staff data is not freely available, meaning that this target group is
not institutionalized. There is a decentralized approach and reliance on col-
legiality-based involvement of non-tenured staff members in institutional
quality measures.

From the University of Latvia case alone one can not draw conclusions
on the stand in Latvia, as the University of Latvia is the largest national
public university. It might be interesting to further analyze data from dif-
ferent types of institutions in Latvia, inter alia private and smaller higher
education institutions, to get a more correct illustration on processes.

Simultaneously, one of the definitions of the non-tenured faculty is
actually “part-timers”. The share of the elected academic personnel hold-
ing posts with workload less than one full workload at the University of
Latvia is quite high — 88%, with the largest group (34%) even having the
workload less than 0.25. Since getting a side job seems to be the usual
strategy to cope with a decreasing workload, the academicians might expe-
rience a dwindling connection with the institutional quality culture and
less possibilities to develop professionally the skills needed for teaching.
Simultaneously, when relating to these data, one has to remember that the
academic staff of research track is included in these statistics as well.

The unpredictable and volatile workload, combined from multiple posi-
tions, can quickly lead to high workloads, especially if the higher education
institution can not mitigate the effect by flexible rearrangement of individ-
ual portfolios’ of positions. High workloads mean not only increased impact
of time management efficiency on professional development accessibility,
but that less time for professional development can be allocated in general.

The envisaged nation-wide reforms of the career system by integrat-
ing academic and research tracks in line with European and international
good practice will abolish the current practice of attending to multiple con-
tracts and allow to manage the annual working time, as well as focus on
career development of core staff in line with the strategic objectives of the
institution.

Conclusions

The national accountability measures have not yet come into a direct
relation to the non-tenured staff members and their inclusion into internal
quality culture of the higher education institutions of Latvia. The statistical
information on this target group is hard to access both in national and
institutional (large, public university) level.

The higher education institutions in Latvia face the same challenges and
are addressing the volatility of available funds through strategical operation
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with workload of the faculty staff, ensuring that the core highly qualified
staff remains in working relationship with the institution as long as possible.

As a result of country specific contextual situation a considerable share
of core faculty is experiencing decrease in workload as well. The academic
personnel (including research track academicians) with less than % of
workload is the most populous subgroup at the University of Latvia.

The decreased workload requires a more inclusive approach towards
involvement of this staff within institutional quality culture and related
professional development activities. The deliberate involvement of the
non-tenured staff in internal teaching quality culture at the University of
Latvia may wield an improvement of the teaching quality at the university.
The higher education institutions should create a targeted policy ensuring
that all types of faculty staff (both permanent and non-permanent, part
time and full time) receive support to develop professionally.

The leading to institutional quality culture standardized professional
development measures in form of further education courses that are effi-
cient in other higher education systems are less effective in addressing the
professional development needs of academicians in Latvia, whose back-
ground and prior experience is characterized by highly erratic and defrag-
mented individual careers. The courses should be focused and fragmented
as well, representing smaller knowledge chunks, that the individual acade-
micians can use to fill in the missing knowledge.

This also means that it is especially important to provide measures and
tools that will help the academicians to reflect upon own skills and detect
the possible missing knowledge chunks (for example, developing a teach-
er’s portfolio).

Also, the importance of time management skills and efficient time
usage requires the most flexible approach to the professional development
measures, requiring them to be accessible 24/7, possibly in the form of
knowledge data base that can be explored at individual pace. The widely
established regular professional development courses are fine if integrated
in curricula of doctoral students, which all have comparatively similar
experience background to be addressed in standardized way.

If the tenured staff members are aware of the institutional quality cul-
ture due to the intensive exposure to it, the non-tenured staff members
might benefit from separate introductory course on the respective institu-
tional quality culture within which they should integrate.

Profound reforms of the academic career system have been initiated
by the Ministry of Education and Science. Therefore, this would constitute
a disadvantageous time for starting any institutional system overhauls.

Indeed, the inclusion of non-tenured staff into internal quality culture of
the higher education institution is clearly an accountability driven measure,
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that will eventually increase both the workload of managers, as well as that
of academics. Therefore, it is important to ensure that the higher education
institution will be able to draw on evidence that the benefits of the intro-
duced accountability measure will cover the associated administrative costs.

Expecting a further rise in transforming power of Neoliberalism and
New Public Management in higher education matters, the higher education
institutions should be prepared to state ways and describe processes, how
the non-tenured staff members are involved in internal quality culture of
the institutions.
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