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- As human organlzatlons whose products» processes, and raw materlals are - /.

nresponses to™ lncreased~black‘enrollment_and represent one Segment of,a larger“;,gﬁ

introduction

Among the many consequenres of the ClVIl rlghts movement the late

l960's saw the accelerated enrollment of blacks in SOme colleges and

Ce i ) .
unlversltles. When .the .ncrease ln numbera was appreclable and took place
) »

ln a short perlod of time,- the new cllentele |mpacted on the |nst|tut|ons
g

pr|mar|ly people related college and unlverslty structures and proceSSes A /{,f
had to be affected both soclally and academlcally Dec|S|ons_had;to'be‘-w, “

- ‘..».

made Wlth respect to llvtng accommodatlons as well as whether or: not to

ylaunch separate or lntegrated academlc programs The organization'a.maln- o ¢
\ ‘ ) . l . . ‘ o /
tenance, productlve, and adaptlve functlons were |mpacted upon whether the f§~ S
- . o . i b v
. lncreased mlnorlty presence lnvolved conflict or not. n short, colleges g !

\
and un;versntues whlch responded p051t|vely to a most lmportant human problem

s|multaneously provnded a laboratory for the'lnvestlgatlon Qﬁéorganlzatlonal

i

unpact The flndlngs reported here are selected Faculty and . adm|n|st>ator . : 3L 1

' s : b

Sk - - - o C
inquiry.” . o | - - L

~

Thls paper is. adapted from a part of Chapter 7 |n a forthcomsng book, Colleges

N ‘
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o and Changlng Clrentele The Impact and ResponSe of Whlte Instltutléns to %lack »"g‘
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‘Concethal<Framework'and the Research Questions /.

'Aﬂthough this was'an,eiploratdry study, the de%ign derivésrfrom a' ‘

rtheoretlcal framework for analyzxng lnststutlons < Weavuew |nst|tut|ons of

-hngher educatlon as complex organlzat:ons whlch must deal WIth certazn anu
: P ‘

ternal and external problems.,‘bnte{nally, colleges and/unlversltles»must

SRR provnde COﬂdlthﬂS o0 that the subgroups which keep//t gOIng*-faculty members
'f Lo admlnlstrators,‘students--can contlnue to perform lnstltutlonal tasks Ex-

;

ternally, they must’ deal w1th threatenlng and supportlve groups “in such a way
'«- - - . ,/w .
»as to both maX|m|ze |nst|tut|onal lntegrlty and |nst|tuttonal responsiVeness

P ; ' . v

i B Structures and processes develop in organrzatlons to deal w|th these |ssues.’

:lln a settlng as large and leerse as a complex un:verslty,‘lt |s 1mposs&ble

L fover o oo

to understand |ts workings as an un ferentlated conglomerate of people
/
Rather, the need is to. |dentlfy the regular ‘pattérns of behaVIor (processes)

~ . and the regular relatlonshlps

6"

f pOSltIOﬂS and processes (structure) that en-

1

x ~able the unlversity-to fu

i’~ tain purposes. ///." S
SN . I :

“

The actnvntﬂes/and |nteractJons of students, faculty, staff and admlnls—'

. - . processes—*teachlng, research admlsslons,*placement declslon-maklng, commu.-

nlcatlon, conflzct resolutlon, etc. The processes themselves lead to certain
. I . M
functiohal (or dysfunct|onal) outjpmes such as produc1ng degreeﬁ and research

. 1'5&, . (productive) allocatlng resourceT and’ evaluatxng effectlveness (managerlal)

llmltlng the stress on or providing rewards tn human belngs,(;alntenance)

malntalnxng external relatlons (boundary)ﬁ{and adaptlng to nehlkealltles or

[P pepp—

by the human, phys:cal and |nformat|onal resources the,unlverslty obtalns

o . . O~.

> ez -

“from its envuronment and by the influence of external power groups and

K organlzatlons.

" L . et . .
b : N L : °.~ . .
. T e . v ‘ . .
; i R . . . E )

'

tion as an organlzed entlty whlchlaccompliShes.cerrv

f"' ' ’ trators ronstltute patterns of behavror that descrlbe the unlverSIty Y varylng~r~

plannlng (adaptlve) AThese‘processes and thelr-results are determtned in part



The formal organlzatnon is. the formally apprOVed set | of posltlons,.~

. 3

-‘comm:ttees, and programs (the organlzatlon chart) and the goals, polléles,

r&les, and regulatlons by Wthh they are related A]l of these act to co )

4

‘control the pattern of |nd1V|duaI behaVIor, the requ|5|te~sk|lls for various -

' e

,posntlons, and the patterns of. interaatlons with othe;'7”“;

‘.4 3

ons whether they

are students facu]ty, or admlnlstrators The soc1al organ,zatxon refers

- - o

- - to the 1nformal broupssof people that emerge in any organlzation based on\\ 'As L 1

gt RN -

- personal needs, mot|ves, expectatlons va]ues,,and |nterests These groups

often develop ttitudes toward their work (sentnments) and/or patterns of .

- fbehavior (nor/s)Lthat may or may not . be consnstent W|th the patterns requlred .
. . / S Co
- by the formaf organlzatlon Flnally, the technoFng-ef an organlzatxon xefers

' ‘to the physacal mechan Sms. and technuques utlllzed rIn a uh:versity the kln%s

of teachlng resource’ materlals, “the kind of budget format or the mode of_ -

‘formatlon handlnng are examples , R

i . o ‘7*;’/// All three of theselsubsystems the formal soc:al, and technologlcal

ﬁthe kinds of lnputs the un:verslty recelves and ln Wji~‘%
. . 'P: s \N S n\’ . 3
e , turn,wthey.affect the wa people behave and the manner ln whnch the processes

%. , : obviou51y are affecté&b

b

Y

"(béhaVloraI patterns) ¢ontribute to functlonal outcomes. What IS Iess obvnous, ]
- o but WIder recognlzed by\soé? ‘afd organlzatlonal theorlsts, is. that changlng

" o ' e / . \ . v P .'\ ‘

: .- any.of. the‘subsystems is Inkely tg" affect the others. f<-1'f S ‘f

fi-- 4 . . : o \\'L‘ . ' . ‘ )
ln thls study the maJor change is un ‘the human |nput—-the |ntroduct|ol ;

of b]ack students Wlth new: characternstnCs, abxlnt:es, expectatlons, and needs.

i ';“;M;;f~ \schoo!s, could count. on a fanrly close matoh between co]

4‘%

. AP F < . 43

. In the past |nst|tut|ons of hlgher educanlon, partnculanly the most setectlvefv.g
‘ege and students. §

' i

3

What happens, as wuth the recent lnclu510n of mlnorlty groups in hi gher educa-y A

i.' R t!on, when hngh se]ectlvuty and matchnng between students and lnstltutnon are

no Ionger posslble? Of course, .not aIl coIIeFes and unlver51t|es |n the u. S

g

% L "are faced wrth th|s questlon some have<chosen--or_haye not yet:had demands'

N . . ! B . ‘ i : . o . . ‘ LA : o « ) e
4 ' . . - . S . - g . I
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L

. made on. them—-not to enroll sugnlflcantly ncreased numbers of m'norlty 4,

students” Others' mong them the most prestlglous prlvate COJleges |n the
) s v
countrY,ehave been able to flnd mlnorlty students from the top ablllty and

. SOCIa] class strata But many colleges and unlversltles have had to wrestle

{ o ,}-i-more paEnfully with the'problem. What have they done? How have roles'changed?‘ =

i

Do all constltuencues view- the phenomenon allke7 Share the same values?i

- Have the same goals? These and related questlons derive from our conceptual
» view of the university as‘a complex,organlzatlon.

S G o ; ;

) ) Setting;fPopulatlon;iand-Jnstruments S 3

'?g‘g§$~‘;;,»< After research team vnslts to 13 m|d—west and mid- east olleges and uni= . ;
versltles ascertalned what had transplred between l968 and l 72 when black d

enrollment more than doubled four unuversntles were selecte for survey

"‘analysis in,Spring; 1975. The uanersltles dlffered in type of control (three

PO ;‘ PUh]lC, one prlvate) complexlty (mostly undergraduate to ful\ reSe%:ggﬁand " 1
o B REREEE SN VAR 5
Ph D. aCtIVILy) size (8 000~ zo ooo) student select:vnty (open admlsslo%%%to f '-_{

......

hlgh SATs),‘and ecology (rural to large, urban) An exten5|vegw,retest¢d

. i }J questlonnalre obtalned responses on perceptlons of lnstltutlonal goals for*

<

‘ minorities (A F) the respondlng |nd|V|dual s goals Wlth regard to blacks (A F)

3 Questnonnalre sections were, sometlmes :dentlcal for all constntuencues—-

admlnistrators.(A) faculty (F); ahd students (S) vsometlmes for two of. the L
A ) B three groups, as. in the case. Just asterusked and sometimes unlque to a e 1
i\ group. ‘ U R S

R vl , . i ? . . . . . , / ;.
. . , . | , g . Do : L

’ . R . . e r, / .\ . . .
'f\\\‘-,"v . perceptlons of the unnversnty S raClal cllnate (A,F S); SUopOrt'foh minority

Lo efforts (S), mxnornty student needs (S); the lnstltétlon s respons;Veness and
: » i \

’ effecmlveness to mlnorrty students (A.F S), black student |mpact on the




v ' ' L

.‘lndLVlduals (A F, and S althougn dlfferent questlon sets for each group)

The student group conslsted of - all black undergraduates and a random

: sample oﬁmwhlte students equal in number to the black populatlon, all arts o,

3
i

3

v analyses Returns from admin |strators and f%culty were‘7mland 6%ﬁlpercent

respecthely (iculty N ~'263 ; Admlnlstrator N th) ) Factor analy5|s was’

used - for data\reductlon and lndex constructlon. F and t tests were used for

R
),

the comparlsons reported here. - o SR "

R Findings
1. Faculty Responses: - Rank, Sex,.and Department ~ _‘dmm “”‘j '
ln general faculty respOnses show'a positive ldeology,iintent ind actual

behav:or vis-a-vis. mlnorlty lssues. This overwhelmlngly whlte group expresses,

[ ) )

concern about the access and success. of mlnorlty students in colleges and unl-
. W

' versltles |nclud|ng the|r own. The|r average |ndex scores consnstently show

i

”moderate” values and actlons, on the ”lnberal“ rather than the ”conservatlve

side., S T 7

o

For example wlth respect to thelr v1ews of ‘the role ‘of raclal mlnor|tles
in colleges and unlversrtles, faculty (and so do admsnlstrators even more

: pos:tlvely--see Sectlon i and lI} below) believe they have a SOC|al commntment :
o l' : o n
nto m|norlty issues, - that the entrence of mlnorltles lnto their uanerSIty w:ll*'f
. / X S -
be healthful in the long run, and that segregatlonﬁls/not*deslred. They¢have
\

.o

some questlons about such matters as actlvlsm opeh admlsslons, and performance_.g

\ a i /~ .

‘standards. However,\the overall tone |s one Wthh ls ln accord w1t/ the hopes

and asplratlons of the_new clientele. = . = "




. ;
\ oY g

Slmllarly, whlle there ara some d|fferencesfbetween the four lnstitu4 . 5"3, =

B tions parthIpatlng tn the survey on’ perceptlons of their un|vers|ty s goals

, :forxblacks agaun a moderate to pos|t|ve response preva|ls toward such obr

A Jectlves as strong black and}or ethnic studues programs and the recru1tment

i - o and hlrlng of mlnorlty faculty and admlnlstrators.h,Whlle.facultyuexpress a
“personal commltmentwto altrurstlc goals ‘and believe that the|r |nst|tutlons .
have shqwn real slgns of concern, they remaln cr|t1cal on’ ‘a number of polnts;

For example, they say that thelr unlverslty erespopse to blacks has been

less than adequate Faculty are sensitive to the |mpacts that lncreased black ; -

SRS N _ enrollments have Had on departmental matters, but most state that thelr pro-’

7

Ry

fess|onal llves have not been altered in profound ways. . RS
R DeSplte this. overall moderate to l|beral response, subgroup olf erences - = 4
occur. ComparlsOns by rank,. sex, and academlc department give |ns|gh s,into ;

~ the range of faculty behavior and'help‘lllumlnate a university' s{varlatlons

~and comp R @G imen

AS Rank . Av‘d o . e

: -
Academlc rank*carrles ‘status and |nfluence in academlc communltues ‘when R

' o . . °

Ry

'|t comes to matters -of governance, program approval recruntment, hnrlng, and

promotion;' ln addltlon, rank as a var|able is|a proxy: for age and for tenure‘

1. . ’ Therefore, dlfferences between full and. assoclgteJ

professors (older, tenured

» DRI

P

e ‘v'and re powerful)~and assnstant professors and in structors (younger, less ‘
T o T . l .
' o ‘ secure, and with. l|ttle |nfluence) can be expected Furthermore, the'compari- oo

b

. ' sons g ve |ns|gnt51|nto the lnternal dynamlc of an lnstltution,mw~mg» . -fi R

- S L &

0.

e T ATl four ranks percelved the -four lnstltutlonal .goal ‘indices essentlally

alike Also, two of the three role lndlces had |ns|gn|flcant F scores.’ Only
the long- tern mlnoraty |mpact |ndex was ludged dlfferently (p < Ol) by faculty ffﬁ

in dlfferent ranks. Here, in a steady progresslon through the ranks,- he,

N ~

. - . X . M .
: . P e ’ . .
. . - . I
. . . . . e

R STy e K A 0 TS




— , _ , . A sggﬂy/ o .l

older and .more seasoned full professors saw the long-term mlnorlty impact to o

~be Slgnlflcantly less than each of the other three groups. The full profes~

[ {sorsvdrdghot Vlew it to be lnconsequentlal, however, they dld not see the g

S . \

long-term'impaCt of minorities to be as great.asjlnstructors dld.

B A S PRI " ‘ R 3
| “\\A | . N - . ’ N v . 1

. [lnsert Tablé 1 about here.] .- . i

On the other hand three of- the four raclal cllmate lndlces and all
— l. .

seven of the - lnst!tutlonal responslveness lndlces generate F ratlos large

.
LR S .

enough for p values of OS or less Wlth the exceptlon of only one Other L ﬂ; E

D hndex——authorltarlan Lreatment i.e., the ten ency for black |ssuess in'con-

\

B TN trast to other unlvenslty‘lssues,, o be deait Wlth ln a more closed fashlon? |

_and for decisions’ on black |ssues and their |mplementat|on to come from the :

- . -

o ‘ . top downhwthere are,no dufferenceS'betwegn ranks. Wsth regard to’ thelr vnew
of future lnstltutlonal commltment to mlnorltles, and a host of aCtIVItles \

l o . that deal wuth lnstructlon, currlculum, and. governanCe matters, lnstructors

. N . g . J
i R R IR T o

and all three professorlal ranks reply essentlally ‘the. same, way SR

/ B '
o c v E \when statastlcallykslgnlflcant d|ffereﬁces do occur (Table l), the pattern

is a hlghly consistent. one elther up or down the ranks. That ls, with someu

e 3 i 2 e it 2 S

sllght exceptlons,‘full professors ‘and | lnstructors are on opposlte ends with -

{
helr responses and the two lntermedlate ranks in between and |ﬁ progresslon.

Some lnferences seem to follow from thls data and glve a fgrst gllmpse of

x
-

.

TPt et o
. o

faculty lnternal dynamuc@ vcs-a V|s the new cl|entele they face.
:;sg~ S Flrst, the outcomes seem to be less a consequence of the manrfest varlables
—/ B
s /
“ of status (rank) and securlty (tenure for assoc1ate and full professbrs) than

N

they are of the correlated latent characterlstlcs of age and years in the pro-

' fesslon. on thls basns, older and more experlenced acad mlcs See.events d4f- ]
' ferently than do the younger novltlates. The older\faculty are probably more .

lg

10
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",removed from confllcts wh|ch took place and from dlrect cnteract|0n Wlth

minorrty‘students The senlor members glve h«gh pOS!the cred|t to their
. o e ¢
institution's responses% its: WIITlngness, and the commltment of a]l consti -
. 7

tuencies. They see thh pos:t|ve lnteractlon At the same tlme, from thell

' B

greater experlence, they do not appear to expect the Iong -run lmpact of thls
"phenomenon ﬁo be as. great as do those who are more dsrectly lnvolved and who -

haVe less o% an actual hlstorywinfhtgher educatuon Thelr expernence and R

i ; )

_’posntuons of\power 3] unlver5|ty govcrnance\also have older faculterudge

b1ack entry to be more admlnlstratlvely dominated aad dealt with out51de of

K

'faculty xnvo!vement than are other events whlch~affect the unlverSIty
. a ' ' \

" Youriger facuTty answers ar consustent wnth thlS |nterpreT”%|on based

npon age. Belng more ldeal|st|c and d|rectTy lnvolved they see the lnadequa—

cnes of the un v rsrty response. They personally thlnk blacKs have an lmpact,
one that wrll last. They are dou Lful” fhax the necessary comm|tments.for the
) / L | . !
"successful treaNment of the new cl\entele are as strong a hey need to be.
- / } : o

Second the aberratlons in Ehg patterns tend to occu7 W|th|n the. assdc1ate

ﬂﬂﬂﬂﬂﬂﬂﬂﬂ

¢ ‘
chuman and Laumann 1967), Blackburn (1972),

I \ I

‘ and Sherman (1973) have demonstrated,\FacuIty at th1s cﬁ?eer stage sometnmes
. i
|

dlSpIay more conservatlve characterlsﬂlcs than do thelr do]leag%?s in. the ranks

A : . _ A\

\professor grdup : Aé Studled by

[ x Lo

.above or below them, or, for that mattér, than they wnll themselves show .once
\ B 7» 8.

'they are promoted to full professor Assoclate professors possess the fewest

P -

- career optlons, they recognlze that they must flrst earn promotion at home

\ LY

-._..-.umo.u.....,.,

ive to the lntern ﬂ»poWer f the or—

A

Assoclate professors are e5pec|ally 5en5|§

r

gan:zatlon and exhlblt a good company -tike »ehavtor, one they had not had before {f

ain have-after ]eaV|ng it. ‘For{,_ e

v

ach:evnng thls rank and one’ thev will not a



o e L e
S

A

v

:Ahas lncreésedﬁ%h' time L ey glve to teachlng, counsellng, and other lnstruc— ,f,w:

A

i

Thlrd, when maﬁters come. closen to the faculty roles of teachang, evalu— |
/' . b

ating students, course content demands on tlme, and tne lnke, age matters

very~littlel Infthese areas of day to-day Job_performanCe, the effects are

the same on'abl. Faculty assert that thelr teachlng technlques and. evaluatlon

or- black as, for whlte students, that the new cllentele

practlcesnaHe;the sa

}

holarlw work In addition,,m
ol : o

and promotaon matters, but the overall lmpact has been between ”very llttl

\

. \ v
ty sssues have affected departmental hlrlng

. \.‘ i ™

v and ”somewhat,“.so faculty at all ranks say '\ynn o S,
: N RS .

“

In summary, then, age and experzence are. factors whlch do d|st|ngu|sh ~ e

[y i . oy “ A f
faculty perceptlons, especnally on how: the unsveﬁilty responded to black |ssues,
on what the/%urnent raC|al climate is on camp s, how such |ssues are dealt with,

and what thelr long range lmpact wnll be. At the same tlme, when |t comes to

P “q

(.
*

‘day-~ to~day behavnor on the Job-—teachlng, departmental governance, and the llke-- ‘?w

: age_(rank)”does‘not seem,to~matter;
: B:fVSex leferences - 5— o \:_‘.&
’ T . . \

D|fferences between female an¢,male faculty are pronounced most by thelr

5|.

absence in only threellnstances do F ratlos exceed the b§\level ’ (See

i .

l

. | [lnsert Téble-Z aboutﬁheréf]'\

S
~

are the same ones that occurred aboVe in the romp risons by. rank | In fact I

: those/two may well be a functlon of the same latent factor that operated there,.

v
1

o

vsz., age., Women are bofh newer to academlc posts%and not dlStFlbUted acrossv

A
1

ranks in it e way men age ‘hut are more concentra ed in the lower echelons

That; the dlfferences just noted may be muc more a functlon of age than of

3 Y . . -
, R K R . N
1 2 T ; “ / C ‘
- . . . . ey : N
v

Table 2 )‘ Two of these--ang term mlnorLty lmp ct and authorltarlan treatment—-“:
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&

As for the sex dsfference wfth respect to departmenta1 olack concerns

“

Tgoes, whaL may be in. operatton here iB the more :nclus;ve issue of aff:rmathe.

. i

action, 1,3*, the hcrnng of women. as we%l as mnnornttes. Wbmen may see blackf(

¥

' as campetatur& for a dimxnasntng sat cf new s&aff openxngs in the dapartmeﬂt.

T

our data, however, do not ailow @ def:nitxve expiématian for this partncular : ‘t;;m;

ﬁ/ffare

i " ff‘ Whitte stud:es on Fema?e faculty have beéﬁ;numerous the past fgw years, R
‘ | ¢

- R

nce.

/

o most haLe concentrated an stcr!mfnatton, espeCiaily with respect to salaryﬂf

!

d  ,f;‘ - and pramction, Anmthetvlarge body of research has examxned Fem&le and ma?e«,

/3choldr¥y pfeductxvi ty, a facLor not 1:ke1y to b@ ‘ﬁeratthp’n the. domaln B ;!E

% Y

g ! undar aonStdaration here, ﬂxfferencas in :ﬁterest ; teachlng qnd research
’,w 7 T -
- v 4 o

have appeared (see, for examp}e, Behymer ( 974} ). e :

*

X Haweverq compartsons of a kind whtch might be . axpected to affect responges . /|

St

to. the concerns af thhs study have not been made. Ve%y lnttle réSeabth_éxistg’f

e Tn the area oF‘vaYues whfch m:%&t shoh«ggx dt?Ferencng, Tq the extent that

] ) .
B . . ) N . -~
. d

”ﬁf', A oniy black*thte tssuas ‘are at stake we have nezther p lor evvdence or strong

s
e ( LS

N ‘ raasmn tu anttcapatb maJor sex dtfferences., And essentha]!y, no dtfferences
i, §3
are what,resulned,A g U

@; 5 é.f Bepartm&nt “and/or Discsplune Differences ’ ]
g S On the basis of the nature of dnfferent d:scxpltnes»~the ksnds of P blems*i‘ i

_they dea! thh, the methodclcgses they employ, and the proéucts they produce N

I TR

Lo mént;mn but #hrae**pemple are dtfferent1al1¥ attracted to Ftelds of study ‘
, t , ;,
' and smc1a1:aed snto the aca&emlc professron in graduate schoo!s and on the job.

pEpt e gt i iioien
P

]

. »' i ) ' c
L it is not surpr?sﬁng, then, that valuea\Petween acédemlc units dsFFer. Exten- -
- TN | o

“,‘
s¥ve resaarch datuments attltudxnaf and va¥ae.dfffprences, For examp%e, ds%~-

cip%;ne dsfferences have &een shown to exvst wnth respact ro facu}ty attxtudes R

Ku ?; Loward ¢tudenﬁs (w;1son and Gaff 7975); pol:txcal 396 sacia! lss‘f add

o : - ’ . : Ty o .
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\_'l . and prset, 19737, co! ectuve bargainlng €Garbarino, 1975), and a number of,‘;h" o

/ : """ e . Lo ¢ ,

‘ other factors ,/ : K' *\\\ e e Ty : - B
/ . ’ . P < o b

§e x . '/ - . } : 3

! As was stﬁted aboVe, whu\e f?culty Trom many unlts were*surveyed, a "',Q '?

specxal effért was made to. :ncrease the response rate |n nnne arts and sci~

fﬂ S
ence departments~~two in the\humanlties (Englnsh and hlstory), three in. the L

" T~

natura\ sctences (brology, chemnstry, and mathematics) and four in the

s §

~ social sctences Qeconomlps, pol)tical scuence, psychology, and socuology) o

- : : -

it is compartsons of . theae ine departments which are dlsplayed be]ow.

. o ; Tabie 3 Hﬁg;lpys/the\means, F ratlo, and the between depattment dnffe§

! : . . '

ences which are s} nlficant on dhe seven !ndxces and three |tems which have
v ) . L e \ - . "_‘ T i ‘n‘
': T ~-vp <. 05 (one exc ptlon, the Yﬁack v:sabiltty and lnfluence |ndnce has p=. 07 o

-.‘ ' ’ - 11

« ) s

e Cibut is }ncluded) Some~fnte(est|ng patterns begxn to emerge. S T
| e k. »-kc | ,“H}:}a!’t ‘bYeB abou‘t‘he’re.]_" ".ka o

. d ’ / © e . / . a .
A e . ‘.~’ . e + : . - . .
Cs S

{ J
Nﬁte that mathematlcs h s the hlghest mean on’ Four of the seven, us
. L R Y ‘ b
| o secohd an,two others, and i's thtrd on the remalntng one. At the other extreme

,;Uf‘x o ~areﬂthe $DCIO‘Ogl§tS, lowest on s:x of the seven‘and second from thg bottom

< & . ¥ v : { . - ce

Coe on. the remaanlng one. Note pext that b:ology, ahother natural sc|ence.ﬁranks
§ . e : [ . ) :
htgh (first, second and thrrd) on the Flrst three ind|ces,‘;ntermednate on the !

L E ;

'3; i.'\' ’ fourth and then'@nghth oF nine on the last three. Psycholnov a second socnal
} 3 R o , . N - Vo \ . Fl

! o ©
: 3

1v" ‘ fa t sc:ence, follows a’ mnrror amage pattern, being second From the bottom thh

Come

i

!

}
N i
H
4
i
i

r“i ; T 50cfology on. the Frrst four (that |a, wuth Tow means) |ntermedxate on the flfth

. : o and°at the top.on two of the 1ast thre dhd thtrd on « the' Tast. Sald another
* v‘ AP °
Y . way—*a atCOﬂd natura! and socral s¢ience start out 1|ke thelr respecttve com=

* L

pan;oﬁs of mattematics and :ocaoiogy but replace one another on the last three

‘a

.1ndrces,/gsychology now belng close to mathematncs and’ tno}ogy next to socnology.u

' !‘*ﬁjh R At the extrémes, Tt appears as if the mathemat:clans are sdealusts They :é
: ) Iy

find goals, climate, :mpact, adequacy of response, comm;tment, and ;nfluence

¢y

Co 3 ’ . ' ’ ,\¢ & ’ .
) Y Sy : 14' . - «
3 - - H ~ L . . . Ll . R
T R N . - Vo ) t - L R . : .
ic *
v
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~blacks has rot altered thejr courses and their departments Mathemattcs is

a\

high WIthout exceptlon wh:\e slmultaneous!y stating that the: presence of

"mathemat|cs and has no radlal dxmenslon, these facu]ty seem- to say, and,

since feW'b]acks ma;or i ath, the departmental concern is COmparatlvely

'1low.; On the OppOSIte en soclolog'sts, the faculty whose expertnse |ncludes

- /
. racnal lSSueS, express a more reallstnc and skeptucal vuew. They do not see

-

lntegratnon as the goal, are most reuerved about the health of the campus

1

1

climate, rate the |mpact loh, judge the |nsL!Lutxon § response to be the 2

-
P

' aeast adequate, and *furthe&more, score COmmltment lewest. Their courses -are

affected somewhat and sp are depurtmental concerns. However, the degree is

w

not as hugh as it ﬁ f or th ,hUmanists. The Engllsh Facuity probably are con—

u,frontlng i-ssues of.the lncl sion of blackrauthors in llterature courses and

deal|ng;w|th student wrltlng problems resuIttng from less than adequate_prlcr.

N

|nstruct|on ‘ SlmllarTyJ hlsror:ans now must reorgan|2e the tradltlonal westernv

“'chillzatlon cour se when black’ hwstory is-called for:-
ﬂcs,.ig ’ As for the blolognsts,' hey value‘lntegratlon and percelve a hea]thy c1x-
' \
" ! v
mate.. Lnke the mathematnC|a s, bxologlsts have less; hstructlonal contact with
. - 1

black studentSv However, whe it comes. to thenr own' vu%w of the adequacy of ..
the |nstltutton 5 response an ‘to commltments subgroups have made, blologlsts
.find them comparatively Weake . Why . thxs dlfference occurs is not clear from

o

‘the data-' Perhaps bxologtcal faculty employ thelr scnentiftc snde in the for~ :

B e B e e T s T .
5 . S

P

mer category but utillze thelr people conceptual apparatus and seem’ to behave
- 7 . -

1lke the SOC}O]OgiStS 1n the l ttert

.
5 s €

-

Research on Faculty frequ ntly shows'dlscnpllnary djfferences ?n avnumber

b i o e et i

T .of behavnor varvables-*po\nttcaﬂ 1|heralasm vs. conservatism, (Llpsét and Ladd'

<o : »
. . u /v '
~ . . : R e ' CA

, g
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1971}, productivity-(Fulton and Trow, 1974), and others.  However; only. a

-/ ,’\

Some of the better research pleces establlshlng faculty dusCIpl|nary dxfferh '

ences alonq a number of dlmenslons are Vreeland and B1dwell (l966) Frledman

(l967), Spauldtng and Turner (1968) (elly and H rt (l97l) feters,(l97l),
" and Centra_(l975). _ B e S “; i ' 7/" o

" few studles have unVestlgated faculty student lnteractlons./ Gamson (l966),

1\

for example, f0und soelal science faculty much more unvolved wnth all of a.

) studeht 5 problems, not JUSt her or hus course and/orﬁlnteﬂlectual ones, where"'

“as scxence faculfy ‘tended . to keep students more at an arm/s length and saw i l L

thelr prnnc:pal relatlonshups with' students as: persons t whom they transmlt lgd

"a spec:alrzed body of knowledge and a Set of ratlonal skrlls. Her flnd|ngs

*lm . :
'~are conSIStent“thh tho low scores blOlOngtS report wheh 1t comes to black

’rmpact on thenr courses and thelr departments. lee the;mathemat|C|ans, these

natural sc«entlsts are assertlng that even b:ology is bnology and is not much
*:\_ F3 ) . . S A . o
'|nfluenCed‘by race. - AP ‘ . ' e

£
/ .
A w

Other research “on. faculty student relattons shows fleld and/or d;scapllne .

y X

dtfferences. For example, Ast;n (l965) found three blpolar factors along

psychologtcal charactertstlcs. Blackburn and Landqurst»(l97l) uncovered _'

".faculty trust of students to dlffer by field of specxalnzatlon, a rﬁsult

similar to WI]SOH et al (1975) W¢th regard to permtss«0ns Facultyiare w1ll-
. { : ; %,

ving to eXtend to students.; Krathwohl (1960), Feinberg (l968) T:;?lens 71970)

Show (l973), and Bayer (l975) also- report data whloh c0nfxrmud|v ipline dif-

%

ferences. However, no, research has been reported on department7ﬁ duffer~"

s . A

ences for. black students and whate faculty, a matter of hlgh lmportance

AN

\{l", . . /

16
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‘Last, the psychologlsts,ikln B o) the soc|olog|sts |n the matter of goals'

-

and cllmate,'sW|tch to a personal framework from a. socnetal ‘one on the comnlt-'
\

ment'indicésﬁ Psycholog|sts are saylng that thelr personal commetment (and
|,

?students'and blacks,was‘well) is high. tThey Care3and believe others also dd¥7
¥ " A ' . » ,,'?‘.""ﬁ ' : k . A .
Along the commitment indices, they egpress the same idealism the mathematicians

Faculty, then, are “not all allke in thelr v1ewpotnts, bellefs, percep- e 4

':»»4m1-€feﬂ5"and SUmablevﬁﬂ thenr behav:ors vis-a- vis -black students. “In addltlon;
1nd|Vldual varlatlon, whlch of course, occurs within lndIVldual departments,.

also is related to academlc d|sc|pl|nes.’ Blacks wlll not. ftnd all Faculty

,reactlng the same way toward them Furthermore, entire departmentsmhave be=-

. . o’
i . . —

‘haV|ors that d|st|ngu1sh one from another. '

~

N

- - — _ - ; —
How such dlfFerences may be related to dlsclpllnes blacks tend to speclallze

Jang and/or choose elnctlves in are meortant questlons.' Unfortunately, they

ngo beyond the scope of thls study Our data’ do not permlt answers to these .

' ¢
- - . N i ] ‘1,:'
. B . i

quest!ons¢

12

R Admlnlstlatlve Responses o ﬁ e
’ ) - tET § ' - RS .
in general, adm\nlstrétors demonstrate esSentlally the same moderate to

LA ‘o

*llberal social values faculty do, even a blt more strongly (see below) Whlle

snd|Vldual vartatlon exxsts, on’ the average admlnlstrators respond w1§h con-

*cern for black relared issues and bellevb that they and their’ institution have

gnven a pos;tlve reply to an lmportant soctal matter. In the maln, admunls— .
ey
trator yxews parallel those of faculty and Lhe le?erences are more ones of

' ® /’ ¢

degree than they are of kind. (bee below for admunistrator~faculty dnfferences )
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I A L fer ¥ RO
Nonetheless, within the administrative structure, subgroups can exist. Both

PR

15
.

T T o TR o
Because of the smaller admrnlstgatlve N, fewer group comparisons are possible
) | . - . /;’ oL B .. . . o .

ra

S . . g .‘/ N
than was the case within the faculty samplé. = - S

their similarities and differences-are- vearrﬁgf
- T re\ 3
o e T T . » ’ ‘

a

~

fA. By App01htment Level

. ) : - A
, F}QQ a “room-at the top“ perspect:ve, one mxght expect thOse at Elfferent

/

admlnsstratlve levels to botn value and view any black Ussue dlfferently The

nature of the problems chlef executive offlcers have to deal wuth--say, trustee

\’r
N e

and/or le |slator qUestlons regardlng wh0'is r hlng the unlver51ty-~presumably

- i e

//are deffereqt in klnd from the pro lems assrstant or assoclate personnel con~

\

front on a day to—gay basns--llke Tounge space or securlty staff accused -ot
racism. 't‘ L .;md' - h.u_« . r<f;’? - klé"

| :{ Thé saTPle size made posslble'comparlsons betWeen hean'scoreslofladninls;

trators>at‘tHree levelsvof appolntment: (l) executive offlCers lpresldents o

and_vice;presldents),7(2) deans and d:rectors, and (3) asS|stants and.assoclates

to lndividuals'ln the'first two cate;ories. The prlnclpal ﬁand;ng from these

';analysescts the lack -of slgniflcant dlfferences beLWeen adminlstratlve leyels.

IR A
4

On only one - |ndex did the F value reach a s|gn|f|cance value less than 05, a »i

3 . : . . .
bl v . " 4

result whlch hy ltself would be. expected to happen by ohance alone when comparl-

L

sons are made on twenty nine, (2°) varlables.‘ In fact, the sumllarrtles betweenig
the adm|n|strétlve hlerarchles are so great that only ohe other p: Value was

N

below 25, and thatewas 2k, HelrarchJes may exsst ‘and values and perceptlonsv'J

e
..

. may dlffer up and down an organlzatlonal ladder but ln.these Unlversities;

admanlstrattve strat|f|cat|on exusts only in tltles and functnons not'ln

. beliefs ‘and vuews., These organlzatlons gave a hlghly unlfled set of responses’

-t
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D

Ll

v

:_ment——(l) academlc affaxrs, (2) busnness or flnance (3) student affalrs, and

f_conS|stency to the pattern, more often than not academlc affa|rs is. closer to

,;It shows that those who work in the black/m:norlty area—~and th|s |s where the

P L S St i

NS

when Vertlcal analyses were undertaken._‘Wlthin the adminlstratiVe cohort,

bureaucracy is not V|s|ble on" goals and commltments to minorities.

N R : . a.

v(B;' By AdmsnlstratIVe}Area of Appolntment | S o ,’ - ﬂg : '”ﬁ

Reclassitylng the admlnastratlve respondents by four areas of appolnt*

(B) black/mlnor;ty affa‘rs——yxelded quste a dxfferent plcture . Qver half.of

at less than the\.Ol le el. Table K shoWs the mean lndlce scores, R valuesn

l
v L . . ) . . . .‘-\‘,.v.

fnd slgnrflcance .evels E ‘; S T R _" o

[lnsert Table 4 about here 1

W|§hout d|splaylng t tests between the adm:nlstratIVe categorles, |nsp c-"

tlon reveals that |t xs the black/m|nor|ty affalrs personnel who are always
farthest away from the other three groups In addltlon,'ln almost every case,.k

it is the buslness/flnanpe group Wthh is at the other pole, hlgh on an :ndex

<

in some lnstances, low on othelsa To ‘the extent that there is an addltlonal oo
N - ,

bu5|ness/f|nance and student aFfalrs Yeans tOWdFd black/mlnorlty affalrs L B

"

| Agaun, though ‘the atyplcab group is black/mlnorltv affalrs.‘ e

Moreover, Table 4 reVeals more than statlstlcal subgroup dlfferences ' ]

“h|ghest proportlon of black: admlnxstrators res de—-and it |s safe to assume,”

‘whete whltes who are most’ sympathetlc to black.'oals are most llkely to be

’found—-percelve the rapld lncrease of black student enrollment appwecnably

dnfferently from thelr colleagues in other admlnustratlve offuces.l‘Those in ;,j

>

T

mnnorlty affalrs 'see the long- term |mpact to- be mUCh greater than does the

'
-

average lndivldual in the other appolntment areas At the %ame t|me, the

o




,".“}r‘ e

[ ——

USSR

A

gL

N

Coi

"flect‘thevsame perspectlve.)

.—17;

m:norlty offlce staff view the racial cllmate to be- conslderably less favor—'

able than do the others? They see less buack/whlte trust less black VlSlblllty,

"less openness to pLoblems, less 1nteract|on between campus grodps ln additlon,
e 2

.
. B

the mlnoruty affaxrs personnel view the lnstltutlon s response to black student
entry as the least adequate,\and they Judge the w|ll|ngness and commi tmerits df

all whltes——admlnlstrators, faculty,'and students——to be the weakest ln fact,a:‘
black/mtnorlty area staff see black |nfernce to be much less than all others.__

(The last four lndlces in lmpacts and Responses-*Admlnlstratlve category re-

While it is understandable that those who arg most’ |nttmately involved

® B+

in a cause, as those in’ black/mlnorlty affalrs obvnously are, wnll tend to have

- more. extreme VleWS (and in the dlrectlon found ln\each |nstance ln Table 4) it

[

: |s not equally apparent why thosé: in- bussness and flnanCIal roles reslde at

he other extreme Some understandlng is achleved by noting a couple of relevant

Y

l.and related factors.' Flrst increased, biack enrollment enta|led an appreclable

! ) : L "5

:‘rlse in financial- aid. Whlle of ten the funds largely were externally supplled

Lo

lthe amount‘of bOOkkeeping and-energy in flnancial‘ald‘offlces rose rapidly.’ 5

. 2z /
v Yk Bt K

Large numbers of prevnously unhandled dollars were now processed, and ‘not always

:
¢ . o

moothly desplte the good xntent|ons of those |nvolved Most of these dollars

went to blacks, mllllons of dollars, in. fact. Furthermore, the money was se¥-
c red and dlsperSed only after conslderable effort and dxfflcultles From thls:f
‘pe spect:ve of acthlty and effort,,lt is not too surprlslng that flnanclal

' nlstrators see ‘a strong |nst|tut|onal response.

ar

Second noﬁ*hnfrequently rnd|v1duals in bUslness/flnanceéare most removed

BTN

'the life of academe. " They are less llkely to have bea

|

are .th se admlnlstrators now |n, say, academsc affalrs offlces. Buslness

o

!
N ) o : , - Lo
A - l‘ N .
- . s _—

o Lo . ~

faculty than ‘f' *w,

offlcerg\arekmore apt to have closer relatlonshrps w|th barnkers and merchants‘ o

o 3
- 5
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in town than they are with people in elther student or academlc affaars.
JETSY

1f some blases exnst in town, especlally raclal but also vis-a-vis students

in general bUSIneSS personnel wsll quuckly hear the remarks.

. . . *
ke - . .

in summary, then, he numerous d|fFerences that exlst between admlnls- _ -y

/ Nt

trat|ve areas but Wthh do not exnst ln analyses by leVel of appotntment

suggest that black admlnsstrators_(and Whites who ‘have snmular alms and

'values) are dlspersed vertxcally throughout the organ ization

even’ fhough they

, are segregated by functuonal areas -The average response'at all admlnlstra—

tIVe levels ls'much the same. Attltudes and bellefs, however, dlffer from
one adminlStratiVe areafto.anqther.

. ’ S
: . [

1. Admlnlstrator/raculty Comparlsons

+*

Whule the general posture of - faculty and admlnlstrators toward the larger

rlssue of blacks in hlgher educatlon has been descrlbed as belng slmllar, vuz.,
concerned .responsrve, and commltted vthere remains theuguestson of possable

, dlfferences betWeen«the two- populat|ons.t Long-run success‘and goal accompl!sha _;”j

7

_ment requxre that these two constnthencues hold basncally |dentlca\ posntuons

-

v for either gﬁoup by |tself most Ilkehyecould not succeed wnthout the\endorse- :
~ .
” . N, ‘

ment and supportvof the other. At the same tlme, we know that most unIVersstles'

Sy -
kg

have the typ!cal Hwe they” schusm between faculty and admlnlstratlon ”Theﬂ

[y
» .

* ‘ ' Ce .
‘lhe llterature 1s extensive on admnnsstrathe faculty relatlons._ However,~most
fss essaylstlc and wlthout emplrlcal data. Nlland (1964) and Lutes (l972) have .

studies in thls‘area; Even they, however ;- do not answer the questnons ra|Sed

et : ‘o . i N o
b - . . ) . P . ’ T . : 4
. . . - . L . o b:
v 3

- fere.

2

‘ﬁagap 's wcdth varles from college to collegeaand sometlmes is more rhetor:cal than .

' 1y .
t,substantlve. Nonetheless, more often than not, dlfferences of- oplnlon and sdeas
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for actton can surface on senslthe lssues.
-

Table 5 shows that on’ several |ndlces statlstlcally slgnlficant adminis- . Af
:tratlve faculty. dlfferences exist=-on role, goals, |nst|tut|onal responslve—‘

ness, . and |mpact on theqlnstitutaon However, for the most part the dlffer

ences are ones of degree, although a few separatlons lndlcate that the two
%Ivl_ . : f’_subgroups have different nnterpretatnons and/or prlorltles. For example,"n
E" . . : each |nstance admlnlstrators have hlgher scores on all four goal indices.
| E [Insert Table 5 about here. ].,- LT ‘ o '£
vThat IS, administrators more strongly endorse lntegratlon, afflrmatlve action,
hflnanclal support, and their unnversnty s hlgh prlorlty VIS'a'VIS blacks. :
(Remember,ithough that faculty also subscrlbe to theSe same goals The dlf—

i

ferences here are ones of lnten5|ty, not of .one constituency for-and the~other L

A 8 s e e—— e
"

agannst ) Admlnlstrators also ‘see . lmpact and commltment to have been stronger

I

o than faculty percen«e : (Admlnnstrators also score faculty commltment hlgher . 'ﬂf*

v _ than faculty themselves do, but the dufference did not reach statlstlcal s|g— ‘_Q

o

nificance;) As admlnlstrators strlve t0 achleve the goal° they have set, they /

'belleve partlcularlstlc standards may be necessary, an lssue on whlch faculty
e i . /

i \'dlsagreel' Flnally, desplte the number of lndlces WhlGh show a more actnve ad—

-mlnistrative concern‘and~level of.act|v1ty, the admlnnstratlve group declare&

S

thelr unlverslty s reSponse to be less adequate than faculty say @t is. ‘a‘f

Addntlonal ev1dence supports the stronger stand admlnlstrators.}ake The

|

!

!

|

\“:I' | f ‘ daté are’collected‘in Table.6. These are |tems from the first sect|on of the

[ - - quest'onnaire for. all constltuencles and deal wuth the role oF rac.aﬂ mldorl-' ‘
: J.,- e 3

i

!

tles in colleges and unIVer5|t|es 'lThey cqnstltute elght of the twelve |tems

T e I

¢ . 2 NS
i

not used in any lndlce and all that reached a p leVel of .05 or ‘%55-‘_" , S
357»"va' ‘7 “1 o l, . : “;[lnsertrlable 6Lahout here.] -~ - ’ I

A | bt
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Whlle the tendency to agree -of dlsagree contlnues to show the bas:c con-

cordance between admlnlstrators and faculty, in every case admtnlstrators takeﬁ> C g

o ’ 2

" the stronger pos|t|on with respect to mlnorlty concerns. Administrators advo~
: - oo cate a more acttvrst stance (ltems 7, 9, and lO) and partlcularlstlcvpractlcesr ‘ !
0. S (ltems‘lZ thy 15, 19, "and 20) than Faculty do.é When.a posutlon is favored%‘y.

| admlnlstrators express a hlgher level of - aqreement, whenaa’posltlon recelyes:'; S
a dlsagree vote, admlnistrators dxsagree less strongly, nd when therevLs a d
genulne difference,as_to agreement or dlsagreements admlnlstrators come out on ;gti -
the mlnorlty slde | | L

. . ’ L Most:of ten the dec15lon to take a strong pos:tlon toward lncreaS!nq black'

enrollments 'was made at the top (See the last index |n Table 5 Even admln-t o

lstrators admlt this fact one that normally is contrary to the colleglal form‘”'

: . of governance these lnstltutxons espouse ) Once'a dectS|on hastbeen'made and o
the necessary machlnery set |nto actlon, admlnlstrators ad@ to accompllsh the R

goals they set. ~llhey glve the support and loyalry an. organlzatlon needs to,'~""

-

il ,f ; functIOn smbothly : On*the“other hand,salthough they. arehoften accused of belng K

'so, faculty are not really less loyal Rather; faculty tend to have multnple o 3

i

a

Wthh transcend any partlcular Unlversnty s boundaries as well as wath thelr . -

I3

‘l_" :"- loyalties. They are{ﬁjkely to dentlfy thh professlonal ds:clpllnary SOCIetIeS
i

departments and schools Furthermore, faculty endorse a set of profc55|onal

i e " canons oF conduct, Jncludlng the rlght and duty to crltlc;Ze ln PUbllC the em—

. - ploylng organlzatlon “Tbe/unlverslty rlght or wrong“ W|ll not be subscrxbed .

) by npnacademlc ones. ..

L -;:' - In the méqn, the datb show this faculty~admlnlstrat|ve dIV|S|on.‘ For

.f! . F] . . . -

(I the lssue of |ncreased black enrollment, however, adm:nlstrators can know the ,
]; S faculty are behlnd them, flguratlvely and l!terally. The chlef ponnt of . . 3

N o . 4
§ . . + c v L8
. .
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M

..Contention,hinges around standards. Trad|t|onallyd faculty*have subscr:bed
' , . . /
' to universalistic performance cr|terta, ones that are |ndependent of Secondary

characteriStTcs.m Jt'is the proHuct that is to be Judged, and |t is the product

\

1;alohe, regardless of the. maker.E SuppoSed1y.adm|n|strators also hold ﬁhese
: £ L performance values Honever,alh the case of black enrollments (whether for

'.admlss;ons, -ourse soccess, or retentlon), admlnlstrators opt For the need of
/ V:;jlnd!VlduallSth consuderatuonst 7'*1 ;i'r_ | ,:'f o ‘_f"v-'. ' .ﬂ
We saw no slgns that thls dufference ‘was a- crucia! stumbling - block on

| o " any campus’ we v:s:ted Overa}l high agreement prevalls between admlnlstrators

and‘faculty. I f goal accompl:shment were stngly dependent upon thls harmony,‘

success onld be«assured.
i 2 . . B

o
; : oo ' ’ . : B 1

v " . . . ) . """t., . |
* : N

Other data (not reported here) reveal that few dufferences exist between

N

the Unlver51t|es ‘on ltems and |ndices The response Slmllarlty across |nst|tu—

ions is’ the maJor outcome. Homogenesty resuits desplte the varled nature of

Iy

Vf?gw’fﬁ‘ : the pressures,the tnstltutrons ﬁaced the dufferent kind of programs they

P o T :developed the dlvevStty of unnVers|ty types in the sample and the |ndepen~'

EEE dence of the‘%nstwtutﬂons from ong anothe x Hence, whlle one cannot generallfe

’“‘91

..

i .
L age and dssclplsne and to admlnlstrgtlve area show that the rap«d ;ncrease in

v

black enrol!ment had a greater j act on prodesses and structures than it dld

.

,n

in :sﬁrator or facu]ty. Related reSearch now :

in progress ls-astemptlng to'reTate nnng|dual charactertst:cs w:th Faculty

/

LR Lot ¢ o _"‘; /
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