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Special. dilemmasg
1 support from their parent structures ard cn

.cenfrent refcrs organizations that

political support from the individuals they sgrvef‘ihe.hisfbronf:theﬁ
"Educational.Opportunity E?quaq'at»the University of California,.

. Santa Barbata,,

offers a case in point. -Inaugurated in the wake cf the

Watts riot in 1965, anad strengthengd by later demcnstra{icns on .
campus, the program-began to Suffer frcm ddeinistrative Cuttacks and

re-shuffling as winority power to . stage irpressive Eclitical acts .

wanedl‘This‘study désprlbes eventg-frqm a framework cf izstitntipnai
‘racism, a-subtla Process that can lend discripiratory attitudes to

.ostensibly impersonal bureaucracies. crisis #otilization, crisis -
management, and the dilemma of the refcrs crgamizaticn are key.

‘concepts eaplo
participant ob

yed in the analysis, Research sethcd s tsed includew
servation, in depth_interv;ews, dccusent analysis, and

use of student'newspaper“files. (Authcr/KF)
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Special dilemmas - 'nfrént reforn organizations thdt rely on

financial support from their parent structures and cn political

2 ~

éupporf from the individuals they serve. The history of the

Educational bpportunity Program at the University,of California,

Santa Barbara, offers a casémin point. Inaughfated'in\the’wake !

< . ) : . . . :

of the Watts riot of 1965, and strengthened by later demonstra- .
, o . .

tions on campus, the program tepan -to suffer from administrative

cutbacks and¥fe-sﬁuffling as minority pover to .stage impressive

political acts waned. This study describes events from'a framec=

discriminatory attitudes to obstensibly impefsonal.bureaucracies.
- . = N / -

4

the diiémma of the reform organizétion—-help illumine ita workings:.

[

~
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Tntroduction ~
/AX;7One can hardly have lived through the Sixties without noticing»its.air-
of %u%meii Endwstrife. Demonstrations, Vietnam, ghetto:riots, and other
disturbances filied the pages of cur nevspapers. 'But byvthe ehd of the
" "decade, it apﬁeared that all the trumpeting fury had really g¢changed very

little; the'ghetto remained dismal and’ the wound in Vietnam:suppuratEdren.~~

- -

Yet among other thlngs, the ulxtlee saw a dramatle increase in the

number of miﬂprity sﬁudenfs and staff ‘embers ‘on~our, college campuses.

'For in protest agafnst Vletnam and assorted socletal ineqqallties, studehts
~ N
tended to vent their anger angd frustration*upon the nearest inatitutions .

at hand -- the cqliege administrations and their buildings. Perhaps.a bit

deuhted by lurid headlines and b}oken glass, campus officials ih generai*

) yielded td student_demands for reform or hcceleféﬁidn of refbrm. ‘Hence °

v . L

the numoer and Importance of mlnoritles in hlgher education grew rapidly

t

_‘NeWSpaper articles as well as soc1al Fclence journals have desc ibed

the salient:events of thls werlod yet ?ew studles Kave actually detailed

the Stepebymstep process of reform implemen;ation_which gives these events
- b 1 . "

practical qignificance. This study focpseéfdﬁftﬁevEducational Opportunity

'Program at the University»of California, Senta Barbara, an organization
designed to recrult and admit menoritﬁjstudenﬁs into é;ademiaﬂ The fluce
: 3
'tuatlons of its fbrtnnes over the past ten years reflect not only shifts

..r' : . LA
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' of politicel power in the state &nd pation, bt also the baffling difficul-. -

" ties faced’by an administrative sub-structure charged with reforming the .- B

-

larger ‘orgenization on which it depends.

_ 'Tie'sse&rch Methods - L.

began ny association with EOP at UCSB in September, 1970 some five
years after the program stgrted; A graduate student in scciology, I ‘had e
obtained work tutoring undergreguateg in my field, many of them EOP students.

I became interested in- their problems on campus, and duriné the 197;-72-

academic year undertook an exploratory study of Cﬁicano EOP college'drbpouts

_(Leon, 1975)., In addition, I was appointed to-an EQF orientetion committee

. ) R , : -t
in the_ summer of 1972. I thus developed‘a direct, personal familiarity

v

with the workings of ECP on the campus. . . ) :
Between: September, 1973, and September, 197k, I mede’ on-the-spot

1nvestigations for thls study, using the methods of participant observation
¢
and depth interviews (Becker '1958; Picourel l96h Denzin, 1970& 19(0b 5

Merton etal., 1956; Wiseman & Aion 1970) I later supplemented these

, -

techniques with document analysis and use of newspaper files.

‘The student newspaper affordeq/ﬁe an excellent source of historical

.
o

material. Examining articles pertinent to EQP from editions ranging from
* .

the fall of 196h through the summer of 1974, I was able to create a clipping

5 I

file of news storiﬂs “hat proved quite intriguing. For the paper not only
v}
revealed racts, but also strategic style in this organizational tussle.
It functioned at ance as a journalistic mediﬁm.a propagande-tool for all .

.
. N




~———

- : . . . || )
hence help-generate and sustain crises. Unlversity administrators wrote

-

sides, .and a means of communication between warring factions. The student

staff (generally sympéathetic to EOP) and stu’'ont letter writers wrote
. ) .,
pieces designed to inform the-campus"comnunity,abo;t_the,plight of EQOP,

“ . . \

»

st&uements, granted ﬁnterv1ews, and purchased space in order to explaln -

4 S

th i actlons to the community; and thereby mBnage crfses. And both

-

advvrsaries learned of changes in each other's tactics ’rom such publicity?

I must note that whlle I succeeded in gainlng the confidence of the

— -,

EOP staff ‘T cannot say the same thlng about the campps administvation.

‘As a Chicano graduate student I perhaps 1mpressed:0f11erals as predisposed .

)
agalnst them, on theéwhole they struck me.as guarded in their comments

~ -
©, M -

i whlle frlendly and open irn their demeanor. Thls ansly91s thus.suffers

from a bias of data access. Qst as w111 become chéar' the issuesq?re fsr//

‘ .
more comprex than those of a crude morallty play I (S tried “in the Ay
. -

face of many obstacles; to be,sensitlve tg the adthentic dilemmas cOnfronted

-

s
’

by all actors in the context of bureaucratlc_organlzatlon.; Hopefully this

[y

' stress will at least pertially offset the deleterious effects of the bias

in data acquisitidn. _ f
- V- : . . . .
:(:°, ) RN M

Theoretical Perspective

Three ney concepts —- crisis moblllzatlon, CrlSlS management and the

~

- reform dilemma —- will prov:ae a theoretlcal framework which we can use

to give structure'to the history of EOP at UCSB. These.notions should not

oniy illumine strategy, but alsc snggest:sitﬁstions in which clash between
reform and psrent orgﬁiietions would “seem. likely, if not inevitable. .

- . .
& ~ . . -
. . .
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Crisis Mobilization: A Stratezy of the Have-dots

Reform organizations like EOP which exist by virtue of strong extra-

institutional support often mistuke the limits of their mendate to' effect

. <

¥ .
change within the larger organization.' Their relative autonomy shields

them from the blunter effects of adminiotrative displeasure while at the
gsame time -their backers outside the institution may claor for them to

expand their fUnctions. Hence, they may challenge the parent orgenization

with strategies that circumvent pormal bureaucrafic channels.

. Commonly they will use "crisis mobilization" -- the generation and

. L.

maintenance of a.crisis until promise of reform appears. . Plven and Cloward -

(197l, 191’) identify this tactic as a means by.which downtrodden or excluded:

o

groups can change.exlsting inequa&eties in institutions. According to them:

¢

..

- L. By crisis, we mean a public visible disruption in

. some institutional sphere. Crisis can occur spontaneously

(e.g., riots) or as the intended results of tactics of -
demonstration and protest which either generate institutional

. disruption or bring unrecognized disruption to public "attention.
Public trouble is a politieal liability; it calls fer action

by political leadérs to stabilize the situation. Because
crisis usually creates or exposes conflict, it thwyeatens to

o~ . produce cleavages in & political“tonsensus which politicians
will ordinarily act to avert. (l9?h q9) , .

Use o’ crisfs mobilization recurs agein and agein in the history of

EOP at Ucuﬁt Having witnessed its effectiveness in such campaigns as the

national civil rights movement EOP students borrowed it, socn findlng

it an équally powerful lever Por soclal ehange in sma_ler arenas. Demon-

- -

straﬁ&ons,'marches; proclametions, and seizings of ‘buildings proliferated,

end EOP's role grew,

r
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- administration. (cf. Rogers,’1969). , o s

* ‘ ) . hd
Crisis Menagement: A Strategy of the liaves
N

-

Max Weber's model of the rational-legal bureaucracy has had profound"

effects gn the sociological study of complex -organizations. ¥Weber. imagined_
rationality to be the cornerstone of bureaucrac&. Actors in the bureau-
cratic model considered all decisions carefully, and éeliberately planned

and eoorainated‘all subsequent actions. ’

In real l;{e, however, Weber's eonstruet often falls short. Perrow
(1972P,_for instance; argpes that in times of rapid change within the
bureaucracy,'deciégons'eannot always reeeive due consideration, and thus N
planning and coordlnatlonlslide. Simiiarly, Cyert.and ﬁarCh (1963) propose o

.

_ that large bureaucratlc organizations often forfelt deliberate decision—

mmking to’ the solution of series of crisess Rather than act according to
some well—thought—out long—range plan, administrators roll up the1r S

sleeves and grapple with each crisis as it arrives. “As these observers note.
Organizations avoid uncertainty: l) They avoid the
requirement . that they correctly anticipate vents in the _ o«
. distant future by using decision rulee emph izing short-
run reaction‘to short-run uncertain events. They sclve
pressing problems rather than develop_long-rgn strategies. .
29 They. avoid the requirement that they anticipate future
reactions of other parts of their environment by arranging "
a negotiated environment. . They impose. plans, standard
operating*procedures, industry tradition, and uncertainty-
absorbing contacts on that environment. In ghort, they achieve
a reasonably managesble decision situation by awoiding planning
e .- where-plans—depend- On*predictions~of*uncertaintfbture*events;““"”‘“‘
. (2963: 119)

We can perhaps best view thls organlzational syndrome as crisis management

Iy
* §

° ) ] - . {
As parent\grganization, the University of California is a large,
. ’ r . v ~l9_ K
complex structure with sufficient differentiation to-create sub-units when

- . . ‘ o N
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pressed for reform. It employs nrumerous techniques of crisis management;
- it will co-opt reform leaders, Juggle or terminate funding, re-arrange th
. -e :

reform suh-unit so as to hemstring its power, and, in-a pinch, offer con-

e

_ cessions. Such adminlstrative practlces resulted not only. in the creation

and expan51on of EOP but also 1n’1ts later attempted dismartling.

, The Dilemma of EOP as a Reform Oréaniiatien
' \
‘ - -

. ‘Institutions of highex educatiOn have tradjtionally resisted change..
Corwin (1073) proffers several explanations for this nhenomendn

First, innovations disrupt estanlished routines’ in
complex organizatiOns. Second, & change might alter thex
status Structure and benefit one’ individual or post of the
organization over oth:rs.. Third, many universities and
most public schools exist in what is called a ‘"domesgticated'

" environment, where they do npt have to compete streénuously
for clientele and are guaranteed a certair level of funding
and other necessary rescurces.: Domestic ed orgenizationsd
are not compelled.to adapt quickly to a /changing environment.
Furthermore, schools and colleges.are trapped within a web
of other orgenizations. Since elementary,schools must mesh
their activities with colleges and industry, their freedom
to make changes in their procedure is reduced. (1973 1-%)

)

the university may chose‘

te create a reform organizatlon, thus attaching a new sub-structure to

» L4

Even when it must ‘adapt to changing gfessure

the burgeoning bureaucratic body rather than risking shake-up of that

body itself. The reform organization ostensibly revises policies and

-

practices of the parent organization-inﬁsome way, often to allay external

»

.
v

criticism and discontent. e i ' ’ .

Though not supposed to meddle with the basie makeup of the parent

organizatiOn, the reform sub-unit commonly dicscovers that it must extend

x
s
o

/+
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its power and domain, that it must se€ek some sort of organizational re¢-

shuffling, if it is to effect the changes ég:cified in its ‘charter. 1t

hence drifts toward conflict with the parent org&nization. This, sqQry of |

‘ . / a—

BN )
fricticn, of course, can greatly cndanger the 1ife exnectanry of the

reform unitﬁ Herein lies “he dilemme of an organizeiicn like EOP: by
_ ] s T ) :
‘pushing-too hard_for its goals it ran forfeit those goals..

" Such,a dilemms suggests that felorm organizations ope?axe within & . *

" context defined by crisis managemght. That ig, they sexve the parent
organizétiog primarily as devices® to head off crises of drastic natﬂie,- -
: K . . ' .
and to enable ths parent organization to predict and cohtrol chahge in its

milieu. In this sense, EOP at UCSB served the purposes of crisis management
X o o - , B .
well, for throughouyt ‘its stormy history jt ngver once triggered physical
, 7 ' . . . )

. . i -

. . . w
violence directed ggainst the university.

Thite Paternalism: The Creatinn of EOP

The Regenp of the University of California inaugurated E'OP on the -
. . ‘~ . ‘* N ] 1
-~ Berkeley end Los Angeles campuses in"the academic year 196&-65, in reaction
o “
-t0 the growing demand by civil rignts groups across the country that fSSti-

‘ .)}utions of higher learning 1eo*uit and aauit so-called "disadventaged"

minority students. Despite an enrollment of 80,000 at the time, the ’
_7"‘iver51ty system could show only the severest paucity of minority students
2 . S v

in proportion to their numbers in”the state. , T o

The program relied on the Regent Opportunity Funds, which stemmea
3

from gifts and gr;nts rather ﬁhan legislaxive appropriation or tuition. /5-”

. ’ .
. .
‘. . . LI o “ I
.. - K
0



Campuses could obtain this aid on a five—to-one'mstching fund basis; for
esch dollar the campus raised for FOP the Regents would contribute five,

up‘to sfceillng of $50,000. As seed" monies, these funds were meant to
\

gef sOP both started and es tabllshed the Revents votod the monies to
lgst from’ 1965 throug_ 19;5, sfter which 1nd1viduhl campuses .would pre-

,sumebly have become adjusted to the presence of EOP and continue. to support .
- - ) . e .. - \ . 7 . . -
it out of their :-own revenues. ’ ’ ‘
-, . \ T .
At first a rather timid program, LEQP received a " hot-icwthe—arm
with tre Watts riot of 1965; the minorities were restless. Among other
. . | ‘ .
things, this sqrge of 'sedseléss violence" resulted in the expansion of

.

EOP to other Un&verelty campuses, including that st Senta Barbara. This
P-4
town of 74,000, \once knovn as an internsa tional resort for. the wealthy, ‘ N

\ ./ . .
now presents e\sspect of’ & retirement home for/the.well-to-do. Nonetheless,

L.
16p of its population fails to make $h 000 a year, in addition, some 25% ot

-

\ .
rits citizens' have Spsnish surnames and 6p ere black. (Census l970) .

l

. By way of conttast. in the fall of 1965 l 5% (or 130) of the campus L
|
|

"3
populstion had Spemish surnames, and 0: l% (or 12) was- blsck. In the spring

.

of 196£, EOP at UCSB commenced.’ . .

<

At the oﬁtset the program exhibited a pontificating. white psuernalism.

©

A
EOP sdminlstrstors, all of them whlte, zecruited and offered financial ;

aid to minority students especially olscks.. The Dean of Students, ‘the °

*

.program s administrstor, appointed a Coordinstor to handle.its day-to-day
N -~ e -
sctivities, and togetﬁer ﬁbey nutured Lts eerly aims. As the Dean 1nforméd

. " : \
iune student paper, "In vie of the near all-white chsracter of the UCSB

. stgdent body ‘the (EOP) pro ran will assist in developing a raﬁlally '

ey
bt
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plura._ls Eis yonulamoa whlch more nearly pa..a_llels that o‘ present da.y ‘ s

amewicsa." Moreover, EQP wo’uld offer writes "the 0pportun1ty to become

'a,wa.re of the advantages of broaaer cultural and ethn1c diversltv" in
\ :

thetr midst. : Lo e

7 : R ‘ RS

. . 4 “

o

« .
The "buddy system" exemplifies ‘this sort oi’. well-meaning condescension.

! . N .
f . N . =

excellently The bra.instom of “the Dean of Student:i "—xis plan éalled T
“for each -minority student to pair off wi‘h a volun eer white "buddy,"
Y
--—-présumably so thast he might better assimilate himself into ‘“he white socia.;. -

struetx..re. Minority students, confrcu'ted with "buddies" both unsought for
|
and sprung frpm vegy diff‘erent backgrounds ’ reacted with a polite indif-

ferenee that conce&led suspicibn a.nd a.ln.enation. As a biack. ﬁ‘om Watts

remarked I hke the Opportunity to study here, ‘qut ,1t s more oar.- less T
an 1nsult to be told you' re bes./ng mvited to ’Santa Berbera . to/ broa,den o
S I _ ‘Z
its cultural base.'. _-'/ . L - “b/ : N
t : RN
A revealing assumption underlay the’ "budd\,r z,'stem : that minorities' ?\, '

w1sh to 1eave their *acla.l and ethqlc 1dentit1es behmd like exeess personl.l

. < ) .

- baggage, a.nd mete w1th whz.te c lture, perhaps becausg therein lies the - ."1 e
[ r" ;. \
. “road to succeSs. " And, in Che mea.ntime, they rzguld functibn as exotica e ’\

.
-~
-

- for sheltrred white students from the suburbs. 'I'he "buddy system" f,hus /

° N

prang ﬁ'om a narrowness 1nhe1“ent in ‘hite\patemallsm, signi:fica.ntl , . o

" the mnorities notlced 1ts recist implice.ti'o\'xs and the whites dic¢ n \ ‘ ,

3

e N RS G
. -‘ —

f . )
The North Hall Theident: Crisis Mobiliza¥ion X
.. Lt . R . ‘. N . N - ‘ <« .

. 9 . PEY I - . : - o .
.. As minorities grev more Numerous on Campus, th‘ey~ felt eacouraged tos-
’ ( St . -

) demand broader institutiona.l cha.nges tha.t had ra.re.q vtcurred e whd.tes.

’ B " , »




. ;ﬁﬁoraover, theﬁylacks had demand!ﬂ - and ‘the "Chancellor granted - a’ LT

" the hiring of moré -minority insfructors, ard the intreduction of Black-

ucomm1591on o’ invcstxg&te racism on campus, a .college -of Black Studies,

in

** Talk in black and-Chicano dircles centered on minority control over EQE;2~

!
A

and {hicano, atudles Dcpartmﬂev .
On Monday, Getober 1k, 1968, an cvent took place which rocked_the ‘

hormally_plabid'eampus.. AroundA6:3o_a.m”; a squad of 12 to 16 blaeke_from

the Biaég Student Unionﬁﬂasu), moving quickly according to plan, tcok oter

campus,comﬁute}fracilities in North iiall. The capture utterly surprised

" the Chancellor, the Dean ¢f Student3, and most of the white studentsa. -

‘Its daring met with rewaxd. The studeﬁt preper, in a banner headline

' artlcle, announced “Sixteen black. students (sic) took over North Hall

v —_—

~?yesterduy, and then gave it up aftcr the Associated utudents Junicial
"?COmmittee reuammended suspended suspensions for all those involved. At

- gix p m..last evpning, (the) Chancellor accepted -the recommendations. SR

~

and tne hiring of more minoritles in staff and ‘faculty poqitions.
Y .

; It was a crucial event & class1c demonstration of the power of crisis

"nmbiiggation. For the North Hall takeover brought 1n its train an overhaul

structure and an upgrading in the atatus of EOP First, the post

authority than thé old Coord;nator.

~

f-or Coordinaxqr was abollshed Now:headlng the‘refbrm wit was & Director

k'of EOP also an A350fia € Dean of Students who though still under the

general supervision of the Dean‘of Students, enjoyed more prestige and

Two counselors (one black, one Chicané)

.'added/to the EOP staff just prlor to %he takeover took’ on wider roles in

the formulation of EOP policy. Rounding out the staff was. the Administrative‘

e

™~
.

B 13‘



had heen Cocordinator for the previous three :"cars, a fact which gives gome

v

e

_iden of the iﬁportance of that post). ilence, EQP now had four full-time
» N

- employees (FTE's) to service minority students' problems. N '\
B . . . \ i . . i

On the whole, these changes benefited minority'students. First, the

? .
enlarged staff allowed for a more effic1en £, well-runyprogram,,in;keeping

~with the growing number of EOP students. Second, minority personnel had
‘ h o . ’ -

invaded a heretofore all-white bailiwick, an act’vital to re-shaping EOP to
el © . y

minority students’ needs. And third, the program attained a new degree of...

aatonomy with the grant of greater authority to the Dlrector.[ .
/ . e
”he incident and its repercussions clearly taxed the ‘brightly scrubbed
/ -

sun~and-surf" 1mage of the campus . Arttclea and letters appeared in the
i

, paper for weeks arterward pra151np or reviling the takeover, the suspended

Y

suspen51ons, thc conce551ons.' In addition, the Chancellor took some flak
- . ' i‘ ‘ . . . ) 0
from politicians and other figures of influence in the conservative Santa

Barbara community, who accused him of knuckling under to "law-breakers."
i )

|
de apoears to nave paid.some attentlon to this verbal abuse.

For, despite hlS alterations Jn the ‘structure of LOP minority students -

" gaw him as "dragging sis heels" on other promises wrested from him at the™

N

- time of the North Hall incident. Piqued by this.apparent prOcrastination,

e

stuaents from diverse backgrounds - blacks from BSU Chicanos from United

=vMexican American Students (UMAo), whites from the Students .for a Denocratic

-9

Society (SDS) - coalesced 1nto an organization called the United Front ,

in th® wvinter. of 1969. This/alliance operated to sustain a cr181s atmosphere

on campus, and thereby extract further concessions from the administration,




. -12- .

Yy

i

» . : . . V.
! ’ .

.. Affer staging'repeated demonstretions in froht of the administration ;
building, tne Uuited Front prranged a'publio meeting with\the Chancellor |
in 900-seat Campbell Ha.., the\largestreuditérium on campus. Before a
’ reoked house, the Chancellor sat with six representatives ofrthe Front‘-_
two-from'encn'ethnic aeément == and‘confronted minority dEmande. Blacks
_nressedAonoe again.for the formation of a ﬁlecletudies Center, along with

active recruitment of black Stéff and faculty members. Mexican American

students demanded, likewiSe a Chicano Studies\Center ‘with a Départment of

Chlqano Studies to offer courses relevant.to the Chicaro experlence and a

-

communlty organization_to—ald,Chlcanos 1n~the santa_Bafoara areaT«they alsofw L

argued fof .an agtive quest for Chlcano staff and faculty members. In

-~

addltion the United. Front qought to augment the power and autonomy of

~ EOP on camnus-(ana demanded the hiring of two more counselors the exppnsiog//, -
. h e

of number of special action slots from four %o lO percent and<the admlssion

—

of 500 additional blacks and- 500 addltlonal Chicanos. N

el Lo - ' L i - -
- The Chancellor consented tc some of these proposals. ' He allocated

~

four facultyipositions‘—— two for Black Studies and two for Chicano .

.¢ Y o . ¢ N ' ""\ ’ ) . -
- 8tudies -- to spur development of ethhic.study programs. He also

. ) [ S : :

added'lSO'extra student slot$~to'EOP'for_the oomingjyear, thus increasing
the number of students in the program by over 60 peroentJ Moreover, -~

ke altered the structure of EOP significaitly. Fifst, he removea

»

'lt from the Jurlsdlctlon of the Dean of Students and placed it o

u 1mmediately under his own, by creatlng the post of Assistant to the

~- [

Chancellor for Minority Programs (1ateér spllt into Black Assistant and

' Chxcano Asslstant). EOP once again moved_up a rung in-tne hierarchy.

« !

' .
- . \

!
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In addftlon, he prov1aed FOP with threc more FTL S ~=- two female counselors
(one blaek,eone Chlcana) and a f1nanc1al eids counselor.

While the Chancellor had not responded to all their demands, minority B

. students were delighted with their gains. Further, and perhaps more im- -

portantly;.they hadﬁlearned the tactical value of politicalldisruption and

-

¢risis mobilization in seeking redress of grievances. The demonstfations,

' rallies,:speeches, proclamations, and building takeover had paid off.

- . - b %

Peak and Slide: Crisis Management‘_' . . .

s

Minorities won‘manx concessions as a result of their“political tactics

e

- in’the acdaemlc year 1968 69, but after this high point the unlversity

adminlstratlon began to whlttle slowly away at these boons.l First ‘at the

o \

‘request of the minoritles, the: Chancellor bifurcated EQP into black and

Cnlcano components. "Though it m%y not havejgeemed v1tal in the flush of
+he«t1mes, the dithotomy weakened hOP crucially by pairing one half agalnst )
the other. Rlvalry betweencghe groups would later result in strife.

Second, . in-l9TO the Chaneellor created the post of Executive_Vice Chancellor,

‘and. 1nstructed all those formerly reporting dlrectly to him “including the

matters. These matters derlved from the Isla Vista. rlotsf

two Minorlty Assistants, to @o through the Executlve Vice Chancellor 1nstead

.'The Chancellor justlfled this admlnlstratlve interD051tion'by sta*ing that

it would free hlm to concentrate on external most probably meaning polltlcal

. ¢

In the winter and sprlng quarters of the 1969-T0 ac7dem1c year, a
,,,,, - a

serjes of events took place Whlch shook the campus ° commghity far more :

o profoundly than the North Hall takeogver. . It was a time/wnen students,

A/ - g



simmering at oppressive drug and 45 and alienated;hy'ing' ag
committed in the name of law and o. nad developed a low viole: ~eshold.
Touched off by the firing cf a popular young aSsistant professor of anthro-

pology, a string of demonstrations in winter quarter led to the first
Isla Vista street rlots ‘beglnning on February»26th ln a second sequence

of street violence, students torcned the Isla Vista branch of. the Bank of f

FRREURRRU

' America, burnlng it ©tu the round and bringlng 1nternatlonal publicity to
the ‘campus . A sheriff's deputy shot and killed an undergraduate in the T
aftermath of continuing police—student‘confrOntation. Thekrlots reached_

r ” / “h

' such proportlons that loca] law enforceme ggncigs Kﬁre_ic_neceiﬂe_ald__,_._*M*_

»

from the Natlonal .Guard, sheriff's departments in adjacent countiss, and

the special tactical squad of"the Los Angeles Sherlff's-Offlce.

- local property ran into the hundreds of thousands of dollars.

" Mankoff, 1970).

. / o .
These events had gual import for EOP. First, they hurt the program

strategi cnllv. By mobilizing and malntainlng a crisis of. thls magnitude,

.

v

- white students succeeded in usurping the pr*me power minority st dents L

12 '1&_'

possessed. - Since mlnority students would have had great diffics ty‘creating
- / .

~as much - trouble as tne whiZes d1d they suddenWy found themse es overJ%
shadowed by the Isla Vls & Ccr*ctre 1n the mirds of unlversity administrators.

-

The latter now directnd then.-c tention to problems that‘were thought
'relevant "to the rlots, while problems -;\ectﬂ*u minority students went
.Q_' ’

"on the back burner. Se:ond tiv: lots result x4 in substsntial politicai
pressure- belng placeu on ‘the campus administratlon to deal more firmly

with such crisis sltuatlons. Ronald Reagan, then Governor of the State,




oy L.

. v -
o . . . . ¢

v'characterized protesters"as "bums", patience as futility, and tolerance as- .

weakness: Officials began taking tougher stances toward those precipitating

)

crlses. The entire technique of crisis mobilization began to lose its 'gf

-
“

“" effectiveness, as the brice became stiff. fines,/and court costs, police ‘ T
’ w;olen-e, Jail terms and possable death, : lv _. 4j. .o

! Shock waves from the ridts persisted through the next academic year;>

1976-71. White students _con tinued.to—demenstxate:agarnsr_the:War in'Vietnam

[y

. <

both on and off campus, and riots-%&ared up once more 1n the student

_'communlty S e ' ’ p 4,“_;_ ;tpia . . : .K~
« " In that year-UCSB experienced a decline in enrollment for the first S
. C ’\\

time in its h1story. Number of . st‘ﬁdents drOpped f:gom 11,269 in 1969-70

to ll 232, University administrgtors blamed the decrease on the Isla Vista

- v

\' Jriotsw and they may "have been partly correct. However, despite the riots,,
‘{ the Universi bty admitted about 182 minority students via EOP during the
year. . The_total EDP p,pila i on reached 6h2 with & racial bxeakdownlof

.blacks (301) Chicanos (283), gnd others (58) Blacks-stilladomprised

. - /
a plurality of" EQP- stuaents with Chicanos trailing a close second.

N

The University administration made two 1mport?nt decisions during the :

year concernlng the adnission of students. First the Chancellor restricted.

the percentage of LOP students who could ‘enter UCSB without meeting uhe

v

' normal requirements from 70% to 607 as EOP functioned largely to funnel

"such students into. the university and to give them a/chance they otherwise
4 .would not ‘have had at obtaining e..d@gree and respectable livelihood th:,s _ .
> ;\ ', T
decision struck at the base of LOP's purpose. Second, the Chancellor. s

~

‘placed a ceiling on financ1al‘a1d funds available fqg;the program,_aéain

A
~




o ' e

restricting the number of students who could enroll at UCSB vnder the HOP

\

.program - o . , v .
. EOR "boom times" céme to an end with the academic year 1971-72, the "
“second year in a rovw that UCoB experienCed a drop in enrollment. As L <:

~

total number of students declined from ll 232 to 10 587, EOP obtained only
21 new slots. Again, the UniverSity administration blamed the Isla Vista

riots and the subsequent publiCity, for the decline.-

. ~

The ch ges in EOP admf%sions and financ1al aid policies helped create

N
N

o

atmosphe7e of suspic10n and cohtention betveen -the€ two maJor EOP com-. .

ponents, black and Chicano, as they competed for the now scarce resources.—

v

' 'Though blacks sti bl comprised a plurality among EOF studenti Chicanos

were gaining on ‘them. - :"j I . T\

.

v Within the black component rapidvadministrative turnover as this ‘time

exacerbated.div1sive tendencies within EOP... In 1971—72 the bIack EOP

o N I

.“ component was/ recovering from the loss:.of its two top staff members, the "/h\\\\
Blaﬂk Minority ASSistant and the Black Associa+e Director, both of whom )
: had resigned the preVious year. Moreover, the newly hired Black Assoc1ate
.iDirector nimself resrgned only after serVing twelve months. " The instability
of the black EOP staff, coupled with the economic squeeze, adversely-
'affected the recruitment and retention of black studen+s on campus. ' -
Chicanos however ‘had thﬂir own rather different problems, An . o (
ideological rift had Widened w1thi the Chicano student commnnit&, splitting
}- it into two rival groups «— MECHA (\formerly UMAS) and La Raza Libre. The . -
;4=_latter group created disco¥§ within the Chigano component aiming scorn

primarily at the Associate Director, a supporter of MECHA. The internal , L




Squabbles and feuds tpat sprang'up threw the Chicano component,into some

' measure of disarray.

.

The enrollment statisties for the next academic year, 1972- 73, show

that the wave of prosperity had 1ndeed ended for EOP. The program received

.

¢ only five new slots. The University experienced a/drop in eproliment for
tha third ﬁear 1n a row. The administration used tnis fact to counter
’ EOP complai ts about the slowdown in growth rate.

In this year, for the first time 1n EOP history, Chicanos came to

outnumher hlacks the Ghicano total reached 314, that~of blacks 298, . and
of others (Asians, Native Americans, and whites) 56. Without a doubt, o o

the Chicano component became the domihant-oneiwifhin EOP. Success invites
.y

attack however. In this case, a coalition of minority groups w1thin EOP ---

blacks, A51ans, and nlative Americens (all aided by La Raza Libre) — sought '

.

to undercut the Chlcano component's power bv garnering nore studcnt slots

for themselves : - - R \\ .' CT

2

The Executive Vice Chancellor obliged diviaing the 90 slots available r

-8

for the next year 30-30- 30 30 to Chicanos, 30 to blacks and 15 each to

Asians and Native Americans. Angered Chicano students from MECHA marched

/

on the administratlon building, demanding restitution of- student slots.

The Executive Vice-Chancellor not only refused to re-con51der his dec1310n,

.«
.-

but announced that the 1ncessant in-fighting among minority students had
. prompted him. to undertake a "thorough study" of EOP. Thls pronouncement
‘shocked all the minority groups, they . correctly understood it - as the polite
“m“beginning of an\attempt to phase EOP out of the Saﬁta Barbara campus.

~

4Qurinsithe following academic year, 1973-77ﬁ the Vice_Chsncellor, .
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Student Affairs, commisSioned b; the Executlve Vice Chancellor, drew up

‘a proposal for the administrative dismemberment of Ed?. Thig document.
became known as the Smith Proposal, to thg irritation of its epohymbus
author. It recommended: 1) an end to mlnority controljover EOF recruitment,

adm1351on, and support of minority students; 2)~elimination of the minority

. components‘rw1th staff members to be re—a581gned to other admlnistrative
4

oosts, 3) e1ther termlnatlon or re-a331gnment of the two Mlnority Assistants,

< .

7_Wﬁthe top-ranking officials in EOP Its drasticlnature eeems_cleazaf,_

 EOP staff members reacted sw1ftly “and sharply to the Smlth Proposal.
The/Chlcanoszsociate Dlrector, 1n a memo to the ercutlve Vice Chancellor,
/tairly summed up their feellng3° "he Smlth Proposal if adopted represe-t,
the conclu31on of the kOP effort on cbe Santa Barbara campus. Other com~ -
-~ ¥

ponent leaders p01nted out that EOP rad enjoyea a functionaL life of only

"

three years,/hardly enough t1me in whlch to form a smoothly-runnlng operation,

.\ hand

given the speplal andvvolatile nroblems EOP faced. But, as they-must have
j
sensed, the Smith Proposal reprEaented not an exercise in Justice, but .

one in, cr151s management Too many crises had clustered around EOP; if the:

2 admlnistration could atomize it its strength would,be vitiated and its’

“

: /
. potential for crisis mobllization greatly redhced

In winter quarter of l97h the Executive Vlce Chancellor claiming

/'1n31ght from ‘the barraye of. mfhority protests, disavowed the Smith Prpposal.

' But on Aprll 12th of that year, +wo weeks after spring quarter had begun,

the two Mlnority ASS1s+ants recelved a memorandum entltled "Educational

Opportunities Program at UCSB: Guidellnes for Plannlng. &ssued by the

“.Executlve_Vice Chancellor, these guidellnes, proved a reorganlzation plan

= . i
» . i .. d

Coad,




differing only slizhtly from the much maliéned Smith Proposal.

: e
We may gain some Vrasp of the nature of these guidelines from their
rd

tepid commitment that "EOP should continue in one form or'another." The
plan suggested that EOP b\ segmented according/to function, and that each

. segment be plaeed under & related agency in the administration, for instanCe,

e

.leOP adm1351ons would fall under the authofity of the campus Admissions C A

Office, EOP financial a1d under the Financial Aid Office, and so on. The
gﬁi&’lines further suggested the elnmination of the two Minority Assistant ‘

posts, with responsibility for EOP to shift to the Vice Chancellpr, Studenv

[

Affairs, a very busy man- and one not friendly to EOP goals. Minori*y st dents

.‘suspected he would ‘act mpre a5 & pcliceman than a promoter. . ’ /i
”\ * 11

On May 3 these guidelines became. public, and minorities reacted with . i
‘immedlate hostility.' Even the Minority Assistants who! had heretoforf g 4

fUnctioned more as llaison men betwe zen minorities and administration/than

[
as leaders of‘P, put out a statement criticizing the wisdom of t‘ne/se :
lans. Consequently, a few days later “the Executive Vice Chancellor issued

both identical letters of terminarion. The 1rate Chitano Assistant took

’ /o
‘his letter, marked: ”personal and in confidence," to "the student newspaper

- ‘ //

¢ ~

. and had i printed in full.

By this act he. successfully sparked the cr131s mobilizatioﬁ/efforts of

- _EOP students. Cn May 15, as the student paper put it, a crowddof 500

e marched on ‘the Administration Building to protést
‘+he recert ‘decision to phase out- the’ position of Assistant S
4o the Chancellor for Minority Affairs. . ;. : S
The crowd left Storke Plaza .and-marched peace
to the "Administration Building, where they succes; fully
. demanded to see (the Executive Vice Chancellor) ,.,. . :
« . He'reaffirmed that he had no intention of d’minishing

—

the -EOP. program, insisting rather that his inter it was to -
- strengthen it by reshuffllng the upper management positions. At
. o el , ﬂ‘ .
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Even,an impartial, unknowledgesble observer might have wondered why, if
the Executive Vice Chancellor desired to strengthen EOP so much, the whole

EOP staff was fighting him so strenuously . . ;. o

[
Four days later, olacks, Chicanos, Asians, and Native Americans

resurrected the old United Front and arranged a meeting with the Chancello*

and his Vice Chancellors in Campbell Hall. This event proved the bitter

climax of ac isis~ridden year. Minority students in the hall exchanged

' engry Jibes with the Chancellors seated on the stage, and, though many
. participants raised ‘serious issues, few received the dlgnity of thoughtful
consideration. In ‘the end this dramatic cOnfrontatiOn settled very little
at all, for two main reasons. First the activist mood qf the late 60s had
passed hence the hall was only 1/3 full when a few yéars prior it would
have been packed Lacking comm&tted pOpular backing, “the minorities fbund .’: . }f?

themselves in .a weaker bargaining position. Second the school year was

' nearing 1ts close. With time at a premium, many students who might hawe\
‘ appeared ud the confrontation otherwise apparently thought it wiser to

h study for finals. Moreover, with the campus scheduled to shut down in less.

a
\

"than a month minunities had little time to mobilize concerted ressstance.

°

The Cbance;lOr let %the l973—7h year end without responding specifically to

L | : e \ :
United rront demands ";_ B E B S ""; *.'

~ »
"

When students returned for the fall qua.rter of the 197&-75 year, they
lldiscovered;that the May 3 guidelines had already been impiEmenfed.. The ..']
two Minority As;isfants stepped dpvn September 1 and EOP found itself 0
. transferred ‘rom the Executive Vice Chancellor's office to the office of 'i”f;”wt“;

the VicelChancellor,,Student_Affairs. '{ o - ’ s




However, more trouble loomed qu;ckly pr the. minoritles.' The Black

and Chicano Studies Centers were coming up 1UL administratlve re-evaluation,

Mfﬁoiity«students felt the edministration might take advantage of this reviev
/ .

to d.ssolve the Centers, 1n much the same manner as it had reorganized EOP..

A confidential report owthe fate ot the’ﬁlack Studies Center f%ll due '

ﬂ\'in fall quarter.> The selectei committge failed to meet this deadline, and
a8 minority students, staff, and faculty éniiously awaited its appeerance ’
,hrough wiqter quarter and into- the sp ng, it occu:;pdwto‘more«than one

of them that another Year-end Squeez might be.in the offing. Indeed, on

April 21 1975, the Chancellor unve 1ed his reconstituted" version of the

-

Center 'T a community service fa‘ility stripped of research respOnsibilities.

-

Minorities reacted to the hancellor ] bulletin swiftly and eritically. .’

' On Ar‘ll 28 the ‘BSU began a gil in Storke Plaza to, call attention to the

.. l

* threat to the Cenfer, El Congreso the recent Chacano soldering of MECHA

and La Raza Libre dso Joi ned the‘wamch. Later, other student groups 1ent
. ,rit their support also.'/ R ¢ [_ .“,” N _i_fm"- T L T T

Angrier demonstretions followed. On April 30 some 200 stuﬁents marched
on’ the Administration Building, and on Moy 2 about 250 repeated this gesturek

; The crisis reached a peak on May h ﬁhed'!? members of the, Students tbr I
. /

Collectiwe Action (SCA) a revitalized United Front occupied the North Hall
v -

'4> computér center for'thr/e hours. The combined force§'of the Santa Barbara }:f‘

l__wholice,lthedCampus_Po eﬂ~and—the County Sheriff la#er arrested these

Y]

stﬂdents, and the S A promptly added to its list of demsnds both amnesty

/for all,participants in thettakeover and the recruitment of an "impartial




,. LT o N ’ i » ’ 5 »
third party" from Governor Jerry Brown's office to study minority problems !
. | . | : . ‘ .
oa campus. : . L - . T .

\
Follawing the takeover, minority studerts Ptaged daily demonstrations

I A MR 2T et T S

ARG JENEI el e

“in front of the Administratiou Building “Generally, at Ieast EU‘hEﬂﬁkﬁTTF

Smerenm 3 Cawrv me i

police officers greeted them, and the pro+P§ters ‘confronted a locked-up ;'“

Administration Building. On May. 9, after a week-long siege of demonstratipnag

[

| the Chancellor isaued e statement in which he refused to me°t SCA demands

' f‘&m established 8 _commnnications\committee“ to maintain dialogue of sQrts \"-,

. . \\ R . . :
during the crisls._ v .o . \\ ) L - L st

i On May 13, this committee reachea an unprecedented decision.v For the first
time in the history of ‘the University of Calif rnia - or, conceivably,

maJor university — disputants agreed to submit a roblem to an outside mediator. -

‘\

N Minority students could thus negotiate with administrators from a position
of parity. ‘Crisis mobilizatiéh'had succeeded and by May 29 the parties involved

' in the controversy had reached an agreement.° Both.the Black and the Cﬁicano o
\ o

T e

Studies Centegs would retain the1r research capacities. S | \.
" Why did the admin%stration consent to an outside mediator, when\it L g,
could Inve ignored the protests, as it tiad in the past or suppressed them?, k

-

< .

\The answer seems. tf lie in changes at the highest; 1eve1s of state politiis.

California voters had recently elected a 1iberal Governor, as well as a

-

| { black Lieu enant Governor with a Well-known history of advocacy of mipority';

c.,,'-,u——*”’ T o
: issues. ----- Moreovez, I learned frOm reliable sources,that the Chancellor nhad L

4 -

throughout received phone calls from:unnamcd black assemblypersons, inquiring'

.about the status of campus ninority programs Thus ironically, it appears

_ that;thelﬂdminlstration.vas-responding ot to pressure from below, as in } .
. S e . R N ;'q& » o } Y. S e




tné 1969 cr131s, but to pressure from asove, from sdministnators with mcre. 2 *

power than they. And some of the latter vere ninor*ties.e

", - . . e

I

” "'hsmrsacrsmmm-ccwsevus -or--Banal- Ront g. S )
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Who is to blame for the attempts to underm the cower ana autonog[‘

of EOP atﬂECSB? Or? ratherg is there a ”who“.st ol;’ Some might argue that .
the campus administratiqn could make no firmer commi*mnnt to minorities f '
. becauuacgicism is built right into the institution. i ? f]_. '3v o f«i;.;'ﬂ

#
“The oncept of 1nst1tutional :scism has received much schoiarly attenticn

- ,-m thie . field of. minority group relations (Benokraitis & Feagin, 197h

Blauner, 1972 Molo+ch & Wolf, 1970- et e.J. ). For ou.'c pu;rposes we may

4.define it as a policy of racial discriminstion formalized into the operaticns

‘A ‘,‘.,.c

of an organization hence existing’ independent Of sny actor in the structure

The traJectory of EOP at UCSB affords us an intriguing instance or'the ,

1n1tiation of 1nst1tutionei racism. Whatever the intentions of’the campus

v

-

.administrators, their implementation of the Smith PropOSsl constituted

’de facto gacism, of an - iﬁdividuel ana*psculiérly subtle sort. Howcycr, ‘once - ".

4

..effected the Proposal warped the institution in sucb 8 wii as to' mske its

n © o . N . _-‘.__

al

: daily operations racist. Well-meaning men. end women would commit racist scts jss

A";nerelj by fbllo&irg the rules. In such circumstances the word racist“ f

SRR B .

loses its overtones of v1ciousness and deprawity, snd takes on the neutral

_hue of the gray workaday worid Once cannot blame individals ?or racist
. RN E

: policies, one must blame organizationel structure. .
Institutional racism may, hoJever, condition one's notions of morality fin

- ~ . . Y
L . ) .

che o - i
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Prior %o 1964, the University of Cglifofnia practiced easily discernible
institutional ragismfv Few minorify studeénts trod its_husngd halls, and the
Uriversi+y defended their exclusion by citing concern for "quality" while
aownplaylng jits oblipation to educa‘ the poor in the state. Echoes of this
- ratlona*e secem to have affpcfed Ucs3 adninistrators Tﬁe; may have seen.
EOP as a p0351ble funnel ‘for minorlty studnnts upward from the vocationally-
.'orfented Cpmmunity colleges (ef. “Karabel, 1972), and hence as a»tnreat to .
UniVerSity prestige. Human motives arc usually mixed and complex, and we
hen;tatc +o ascribe such fears to tiie administrators If, nowever,rofficials

QlC act upon them, we face an 1nterebt1ng snectaﬂle institutional racism

brlggerlng 1nd1v1dual racism, 1n turn creating instltutional racism.

- ' Conclusion ' ‘ . %
ECP at UCSB. made vital geins in minority student recruitment and numerous

e

>

pthervminority concerns.  Once inside the\univérsity, hd&ever; students be-
f‘éamé a part of an Organizntional“system-Jhich had existed before they arrived,
uﬁénd wiaich héh never nade any_provis@on for dealing'with their needs.  Confliet
?vas perhaps bnund to ensue. ‘ince =oP repreéented a form of’crisis managé~
. . . : .
ment in the first placé, reform here entuiled admission of a new group into
“the institution, “ut not alt eration of the structure of that instit utlon._
In BOP at UCSB we can see perhaps the fate of most reform organizations.

whicn must work witnln the context of either hostile or apathetic parent

org&nlzationSa» Thelr a,hievements ‘seem dlrectly preportional to the amount

o

Te

;.. of outside'snpport they,czn mu;ter either from an indigenous‘pli;nt group»or‘
from an external elite. As orgenizations qnbordinafe to?é'main administration,

they can, without proddlng it} hope for very little progress toward their goals.

(A
>ba




Footnotes

1. For en in-deptin study df EOP at phe.UC aud state university campqsee;_
see ¥itano and Miller (1970). |

2¢ “At that time, the University did not keep racial or ethnic-records of
its students. . | S :

3. "According sto an EOP.reportl yhere were avout 130 people with Spanish
surnames at UCSB at this time. foweves, it is impossible to deteémine"

how mery of these individuals were fo:eign studente from Latin Americs,

\

rather than Chicanos.
4. Prior to 1965, the campus admlnlstratlon reserved. §pec1al aution slots
for athletes and progeny of 1nfluent1al state flgures who would not ~

have gained adm1351on 1nto the University through the\r scholastlc

achievement zlone. The Chancellor allocated them aa‘he saw fit. Wifh

the advent of EOP, minority stuGents guined‘a'sjzable percentage of -

‘these slots. .In 196846§ a total of U percent of both the entering -
‘ . S . ] | | o
freshman and transfer classés gained academic ingress thenks to the.

slots..
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