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PREFACE -

In this, the second occasional paper issued by the
evartment of Higher Educacigﬁ‘ we feature a thoughtful analysis
by a graduate ot the Department, Arthur Levine. His doctoral
dissertation was concerned with how and why change succeazds

Mr. Levine's paper considers these issues in a study

or fail

m

of the Colleges, an innovative undergraduate component of the

State University of New York at Buffalo. His paper provides insight
into the general problems of innovation in higher education

and also sheds light on a unique educational experiment.

In addltlcn to Arthur Levine's analys’s, we include a
recent formal evaluation of the Colleges to -“i.ix an up-date
ro the paper.

These papers are designed not only r» iniorm professionals
in lipgher education of current research done in (b epartment
of Higher Education, but also to create controversy anc. thought.
We feel this paper serves both functions admirably.

Arthur Levine received his Ph.D. from the Departments
of Higher Education and Sociology in 1976. He is -currently a Senlor

Fellow at the Carnegie Council on Policy Studies in Higher Educa-

tion. His book, Réfcrm of Undergraduate E@u:atign (Jossey-Bass,

1973), received tha American Council on Education "Book of the

‘Year" award in 1974} His most recent publicatieﬁ is Handbook on

gndEfgra§Qa§§,Cg;:iéﬁlqm (Jossey-Bass, 1978).

hilip G. Altbach
D. Duryea
Series Editocrs

M‘*U
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CHAPTER OLE

THE LIFE AND DEATH OF INNOVATLON IN HIGHER
EDUCATION: A MODEL

In 1969 the faculty of Brown University voted to

cwplace, in toto, their traditional program with a progressive

widely noticed

[y

new student-centered curriculum. The change wa
in the educational communily and was the subject of much praise.

article

m five vears later in

]

w

A
=

Commenting on the pro

[N
H

entitled, "Brown University Trend: Back to 0Old Curriculum,’
Robert Rheinehold said, 'today the reforms which were hailed as
the most flexible and progressive undergraduate curriculum to

be found in any major American university are struggling for

survival against heavy odds" (Mew York Times, 2/24/75, p. 5).

He went on to chronicle the de facto cnllapse of the program.

3

o
wy

Aifosé the con "inent, Stanford University in 1969
introduced a major curriculum change which included two extra-
departmental credit-granting units. After more than a year of
so impressed with their success that we recommended they be
profiled as part of a planned television documentary on higher
education. On January 14, 1975, Stanford announced that it was

terminating both units (San Francisco Chronicle, 1/15/75, p. 3).

One thing the new curriculum at Brown and the subunits
at Stanford have in common is that they were boti innovations.
The key words to describe them Ot'any inncvation might be new
and different. In this sense innovation combines the elements

1
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of reform and change, reform implying new and change implyd e

different. It can operarvionally be definec as any departurc

from the traditional practices of a particular college or wnover-
sity. As a result, the clement GL Newness inherent in Lnnevacion

ig a relative pheromenon--what is new jun one place may be old

i11 che next.

The process of innovaticn or chanse has been descr _bea
! &

L

in several studies of organizations and groups (Hape and Aiken
(70), Munn and Neff (61), Rogers (72}, Rogers and Shoemaker (71),
Smelser (59)]. ALl present multi-phased models Which can be
consolidared into four rfundamental stages: (L) the existence of
a perceived need to change--it is realized that an individual,
proup, or college-wide need is not being satisfied; (2) the
transformation of the need into a program--a concrete plan for
satisfying the need is planned and formulated; (3) the initiation
and imple -ntation of the program--the plan is put into operation

on a trial basis: (&4) institutionalization or termination of

the program--either the operatirg plan is stabilized aﬁﬂ socially
integrated into the college or it is discontinued. This paper is
concerned with the fourth stage; the period described in the
Brown and Stanford accounts. Little attention has been paid to
the question of what happens to an innovation after it has been
adopted. This is unfortunate because innovations are frequently
transformed following their adoption. Sometimes they erode away

as at Brown; sometimes they end abruptly as at Stanford; and

less freéuEﬁtly they Sigﬁificéntly:chaﬂge the college in which

o
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they were adopted. This chapter presents a model which describes
the various outcomes of innovations during the p@staaégption

period and the rotionale for those outcomes. In Chapter 2, the
model is applied in a study of 14 experimental colleges at the State

University of New York at Buffalo. Chapter 3 concludes the

paper with a diszugsi@n of why innpvation fails.
COLLEGES AND UNIVERSITIES

The process of innov.tion begins with the college or university.
All kinds of institutions of higher education have been
chronicled--public, private, sectarian, nonsectarian, selective,
nonselective, large, small, and so on. They are all different,
vet they all have ﬁhféé characteristics in common. These are

a network of social relations, shared orientations, and continuance
over time. The network of social relations includes a means

of communication, patterns of authority and control, rules of
membership, and the other characteristics that describe the

ways in which people interact in the college or university.
Shared orien-ations consist of a common set of norms, values, and
goals. Norms are the c@mm@niy prescribed guidelines to conduct

within the college; values are the commonly shared beliefe and

sentiments within the college; and goals, which ot

iy

reflective

i

of college values and»afe attained according to caliege norms,
are the purpose and direction of the college.

The specific variety of shared orientations and network
of social relations which comprise a particular college or

3.
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university constitule its chavacter or personality. colleges

arotect that character by meane of boundarics. Kol Erikson

: \ T - L Lo
leseribes then as oo Swvnboli sor of poreniteees' which eontool
S - S P P PR L g #T q PR
t colleme or, move gencrally, any ovrranization s goflial sprooe

in order vo retain "o limited range of acuivities, and a given

pattern of constancy and svahiliity withir the larger enviroament”

i _r'

(Frikson, 1960, p. 10). This roeons that boundarices civewmscribe
or stipolate the network of social relations and shared orienta-
tions approvpriate to the collepe. Thelr function is to maintain
the collese very much as it is. Anv change in shared orientations

dnd social reoarions wirthin tie college vequires a change in

boundaries,
THNOVATIONS M COLLFGES AMD UNIVERSITIES

Tnnovation is likely to occur when a collepe fails

Lo achieve desired zoals or when it is felt that goals can better

U’J

sge realizations were described

m
i
Lk

be satisfled in another manner. Th

of the four-stage innovation process--
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age:. The realization o and subsequent innovation
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may or may not be an immediate response to goal failure. 1t may

not occur until there has been extensive internal or external
examination; or it may, in fact, never.occur. Colleges that

3 ,
continually neglect to respond to goal failure are likely candi-

or extinction. If, however, a need is recognized and tiie

rt
Ty

dates

collepe seeks a means for satisfying it. No matter what the means,

I "I’
g
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i
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I
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t represents an innovation for tha

[l
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The actual contact between an innovation and a college
can ocecur during any of the first three stages ol the innnvation
process. During the first stage, recognition of need, and the
second stage, planning and formulating é solution, the innovation
is, at its point ol greatest development, uotlilng more tangible
than an idea. Participation in these two stages may vary from a
college-wide to an individual phenomenon. The possessor of an
innovative idea need be only a single individual, and possibly
even an individual external to the college  For example, oune
person, or the entire university community, or even an outside

source such as the U.S. Department of Labor may identify the failure

of the unive;sity to consider the problems of women as a need.
The planning and formulation of the solution can vary from an
individual designing an independent study; to the faculty, students,
and administration of the university forming a joint committee

to create a women's studies program; to the U.S. Department of

In any case, when the innovation or solution is implemented and

initiated, which is the third stage of the innovation process,

there is necessarily contact between the college and the innova-
tion, whether or ot the college approved the innovation.
This third stage is a trial period. During

it,*the innovation i3 tested as a solution to the unsatis-

3

fied need. If the ccileye has formally approved the innovation
and thereby permitted its impiementation and initiacion, it

5.
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usaally praats the innovation some depree of ivitial autonomy
in order to work out unresolved questions, solve unanticipated

1

i

Droclene . dad Lopeneras gl up housce. TMerenfl v, vhe collaege

Doping to send a gradually inereasing bumber of cues o rhe

s
1
=y
o
w
-
-

ipnovat hon--some subtioe, some unsubhUle--aboul how it

begin fitting in with the institution. These cues are intended ot

(R

vo begin the fourth stage of the irnevation process, Lnstitu-
tionalization or termination, designed to make the innovation
just a routine part of the college, a necessary occurrence if
the institution is to.achieve a common set of goals.

1€ the innovation is not approved by the college, EBE
orace period prior to instituticnalization or termination des-

unlikely. Autonomy is a prize that a college

i

cribed above 1

grants only after it has legitimized an innovation, and formal

approval is the way in which it confers legitimacy.

TNSTITUTIOHALIZATION OR TERMINATION OF THE TWNOVATION: A MODEL

Because innovations are by definiiignidepartufes from traditional
college practices, the innovation and its parent college have
at least a somewhat different set of goals, norms, and values,
and, as a result, a differing set of boundaries. This is apparent
in the unapproved innovation soon after imﬁlgméntati@ﬂsiﬁitiati@n
and in the approved innovation by the end of the trial period.
The presence of two separate and divergent boundary systems
combine to provide multiple or blurred definitions of institutional.
character. A college cannot function in this manner. Each
>
o 6. 1<
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bqﬁndéry éystemrpullé it in a different directicn by making com-
peting demands fgr 1ts resources. This result% lnitlally in
hostility and DELEH ulleaLely in open LDﬂFlle between the college.
and the innovationi The conflict can @nlygbe resolved by'making
éangrﬁent the diverging bcﬁn&éfies,’whiih is essential for insti-
tutional gealthgféégherwise the‘collége would expend its resources -~
Oﬂ:iﬁfernal conflict rather than attainment of éoals, the raison
d'etre for inétitutional existencef-

Conflict resolution and boundary convergence afe the
Euncci§ns”®f the institUtionalization or termination scagéé
There exist two méchanismsafor aacomplishing tﬁese ends. The
mecha;@sm"éelected ié largely at the discretion of 'the college,
as the innovation is typically dependent upon it for resources

and the people associated with the 'innovation have likely-

]

developed a survival wish. The first mechanism is called boundary
expansion and, involves an adoption of the innovation's shared
f : L /

rientations by thé’céllege or.more simply an acceptancéﬁﬁy the =
. - , - - - =
Lollege of -some or all of the inngvation's differences. Owing

o

to the dominant p051tloﬂ Df the callege there is very rarely a

[
]

complete acceptance of inn@vatlcn differences; far more common

are mutual changes in college and innovation shared orientations

agreed upon through:joiﬂgiﬂegatiatioﬁi In bouﬂdary expansion,

€

convergence of college and innovation b@und%rieg, and conflict

resolution occur when the col]ege legitimizes some or all of the
innovation's differences and agrees to live with or absorb those
differences, Acceptance or absorption can involve establishing

the innovation as an enclave or diffusing it through the college.

Ty ) ’ PR ,
) i 7.



DifquiQﬁ.iS the process whefeby the inﬁavati&n spreads through

- -che parent college, and enclaving is the process whereby the
ipnovatiaﬁ assumes .an isolated pasitiég Qithin_tﬁé é@llege.

The second mechanism is called baundaf? contraction and

involves a constriction of lngt1tut1ﬂnal boundaries 'in such a
manner as to exclude innovation differences. .Ihebingavatioqj
which is théﬁ outsidg-zhé college boundaries, isxviewed:as
iilégicimace and 1§beled deviant. The, labeling of deviance
séigés to -stabilize and make diSCincgit£e new boundaries by
gingling out previously not unaccepted norms, values, and goals

S

as now clearly lnapper ate fcr;the institution. Having
. establlshed,the presence of a deviant subpart, tha'coilege negds
to apply a ééncgion in“order to formalize the new bouﬁdafiés‘and
end the internal COﬁflict. This necessitates a showing that
: - ) {
ééviénce of the innovation's variety will not be tolerated. Thé
college has two évailgEle Sanctions§iresocialigaticn:or termina-
tién of the innovation. Resocialization occurs when the ;nnova—
* tion is made to renounce its past dev1ance and adopt the acceptable
: n@rmsrzvalues,‘and goals ;t fa;led to learn previously. Termina-
tion occurs when the ;nncvatlan is ended. Boundary contraction,
then fasters b@undafy convergence and conflict resalutlan ‘by
excising contested innovation differences:
| Two charac teristics of the innovation determlne whether
it will be lﬂStlEuthﬂSllZéd by boundary contraction or boundary
expansion and Whlch form of CDﬁtfaCEIOH or expansion institu-
cionalizatian will take. The characteristics are compatibility
and profitability (Fliegel and Kivlin, 1962). | |
| 8. >
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Cémpa*ibility/>ygi/ﬁﬂcan be defined as innovation con-

gruence with the shared orientations of its parent college, is

a measure of the appropriateness of an innovation within

existing college boundaries. It is armeasgye ofkéissatisfacEion;

Gompatibility:is not in éﬂy way related to whether or not an

iﬁnaéatiOﬁ works, it indicates solely Whétgéf the innovation is

inconsistent w1th the norms, value%, and goals of a college.

In seeking CDmpatlbllltV a. college tries to maintain its shared

OfiEﬁtatiGﬁS and networks of social relatigns. In this manner,
& the college atﬁempts to protéét the status.quo and avoid changes

in established boundaries. Colleges continually monitor and
seek to preserve Ch&fl%hed ‘boundaries. The word "maintenance"
is the key to compatibility. The gréaéér the éompatibility of
an innovation with the coilege, Ehe“;ess ﬁhe degree of dissatis-
faction within the college aimed at the innovation.
N :in Qénéraét to compatibility, profitab11£ y>1s a measure
of satisfaction. It involves an assessment of the effectiveness
of the innovation in satisfying college-wide, subgroup, or
individual needs. Iﬁ evaluating pr@fiiabiiity, a college
decides whether the inngvaﬁion;’ (1) sacisfies the specific
need for which it was created; éﬁd (2) positively or negatively
affects the rest of the institution. Unlike compatibility con-
siderations, which aim at preserving a particular arrdy of
ins?ituﬁiéﬁal_boundgfies, profitability is concerned strictly
with a pragﬂgtlc assessment of gain irrespective of the boundary
system. :

There!arg two férms of profitability--self interest

profitability and general profitability. Self-interest

9.




profitability is that which motivates college subunits, such as
departments, and individuals, such as faculty members, to adopt
an innovation themselves, and general profitability is that
which motivates a college to preserve an innovation, but would
cause neither subunits, gor individuals to adopt it. Féf
instance, an innovacion adopted Ly one department in rL$pDﬁSE
to decliniﬁg revenues which resulted in increas ed enfciémEHES
more. faculty linés, and a large fc ndation giant would m@tivate
chéfiimdiﬁiduals and departments with similar needs to adopt ﬁﬁg
innééatioﬁ. This is self-interest pf@fitability.x On the other
haﬂd ‘an example of g;neral profitability mighc be a learning
Ekills center which was established because udents lacked
basic reading, writing, and atithme&icﬂskills. The success-of
suéh-a center would ébviaté the need for subunits or individuals
to adopt similar programs. Such an innovation would be ﬁféfitable
because it satisfied a recognized need-and allowed the college #
to-pursue its goals without the prior encumberance of Studemfs
lacking bagié skills. |

With this background in mind, Compatibility and
@r@fitability can be placed in their roles as the determlnants
of the institﬁtianalization!CErminatiDn outcomes of the post-
.adoption perigd. Bcundarv expaﬂ51an via diffusion occurs when

an innovation is compatible with the ﬁorms! values, and gaals

Boundary expans‘on via enclaviﬂg occurs when an innovation is
compatible with the norms, values, and goals of the college and

the innovation exhibits general profitability. Boundary



contraction via resocialization is associated with incompatible,
but profitable innovations. And boundary contraction via términaﬁ
tion occurs when an innovation is unprofitable and either com-
patibie or incompatible with the norms, values, and goals of

the college. This is shown in the following chart.

11.



THE INSTITUTIONALIZATION OR TERMINAIICN OF INNOVATION IN COLLEGES

INNQVATI@N BOUNDARIES

]

COLLEGE BOUNDARIES

IMPLEMENTATION-
INITIATION
STAGE

INNOVATION AND
COLLEGE BOUNDARIES

)

BOUNDARY EXPANSION o BOUNDARY CONTRACTION

\
AN

N A

DIFFUSION . ENCLAVING ~ ~  RESOCIALIZATTON ~ TERMINATION

Compatibility (+) Compatibility (+) Compatibility (-) Compatibility +,-)
Self-interest General ' Profitability (+) Profitability. (-)
Profitability (+) Profitability (+) . - _

v




CHAPTER TWO

AACASE STUDYlGF INNOVATION AT THE STATE
UNIVERSITY OF NEW YORK AT BUFFALO
This chapter picks up where the last ended. It

applies the institutionalization-termination model in a case

study of 'the Colleges' at the State University of New York at

1/ e : : :
Buffalo (SUNYAB). .- The colleges, initiated in 1968, are a group

of experimenting, independent undergraduate subunits with diverse
. N ) ’ . L. : . - L .
interests and areas of study; some are residential, others are not.

Each offers an assortment of theme related courses, but none are

- degree granting, nor do any offer majors. The colleges operate

under the purview of. the University's faculty senate, which

is advisory to the president of the institution. The senate is
the universicyswidé legislative body through which the faculty
of thé university make their épiﬁi@ns kﬁDWﬁ. In April 1974, the
senaté, with one dissenting vote and subsequent presidential

approval, drafted a new operating prospectus or master plan for

the colleges, which dissolved all of the existing units as of

January 1975, but provided a procedure whereby the fourteen
established colleges %Quld be approved in the interim. A
university;widef2@mmiﬁ§ee, also advisory to the president of the
, ;
college interested in continuing past January was required to
submit a charter or constitution and a mass of supporting docu-
mentation to that éammi&tee. The content of the material was
ﬁinutely specified. Based upon the constitution, documentation,

13.
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and a public hearing for each college, the chartering committee
recommended to the president that each charter be accepted,
rejected, modified, or delayed. 1In January 1975, after reading

the committee's recommendation, college docuiments, and holding
2/

his own meetings, the president made decisicns on each)cgllege.@

‘The chartering process wWas & rasa;ializati@nfmgasure;
however, some-colleges chose not to go through chartering or
were rejected, which is rermination. The combination of the two
adds up to a study of boundary contraction, tut that is not all
-that occurred. There wés, surprisingly, boundary expansion as
well. The widely.ackﬁ@wledged rationale for the prospectus and
subsequent.tfansfarmati@ﬁ of the célleges;yas grounded in a
widespread lack of faith by the faculty and administration of tﬁe
university in the colleges ééscciaﬁed with educational conduct,
and a feeling by the ccllegesfthat they were being éppressed by
the university. Conflict was open and bitter. Tales of gbusé'
and supporting anecdotes on both sides were legion. |

This was the second time the colleges were institu-
tionalized. fhe first instance was in 1970 when the colleges en
masse were institutionalized éhréugh'boundary expansion via
enclaving. The procedure was far less elaborate then. Haﬁéﬁérj
the reasons for the 1970 iﬂétiﬁuticnalizaticn were the same as
those responsible for the 1374 charteriﬁg, but the colleges
were not.

In Spring, 1974 they described themselves as follows:
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College B is a residential Collegiate Unit on the
SUNYAB campus which focuses on the arts and humanities. Our
-students and faculty are drawn from every afea of the University--
the arts, humanities, social sciences, and  natural sciences--bhut
they all share ‘an interest in the arts and in using the )
artistic perspective to make educatiopra more personalized and
shumane endeavor. The college offers both credit-bearing courses
and non-credit workshops in an informal environment which pro-
vides a uniquely integrated educational experience. ’

College E is a .College which has defined itself not
in terms of field or structural parts, but in terms of process:
it is run as a cooperative. As such it has found continuing
interest in revolutionary art, i.e. media; revolutionary.
science, i.e. parapsychology and ‘yoga; and revolutionary social
forms, i.e. minorities and white counter-culture,.

We feel that by dealing with the personal and making
connection with the political we can make changes in our lives
and the society arouna us.

College H: ‘

) College H is concerned about health in its broadest
sense. It serves as a communication center, which opens up
avenues for providing the best possible health care. The
wholeness of a person's physical and mental being exists in
concert with the state of world in which he or she lives: the
political climate, the social atmosphere, the economic situation.
College H sees its programs as open to the entire community.

We see this as an imperative because in a crisis state it is
especially important to learn how we can become active ‘deter-
miners of our health behavior. The educational environment to
be sought will be experimental. Education will not be confined
to the classroom; rather students will have an opportunity to
utilize their thoughts and ideas in the community.

1

The College Z program in Law begins with the "assumption
that the legal process in America as it is now constituted is
experienced by most of the people it affects as incomprehensible
and remote. Thus, in great part, the existence of the College

=

5.
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program is predicated upon our attempt tO discover and test new
methods of creating legal awareness among the people of the
community so that they will be able (at least minimally) to -
protect and defend themselves from illegal incursions upon their
rights, to enable them to understand laws and proposed legisla-

tion and how it affects them, and thereby enable them to informedly

.criticize legislation and their legislators as well as initiate

corrective action in the cases of existing wronge.

——

Communications Collepge:

It is the purpose of Communications College (Contemporary
Crafts College) to provide an environment where the two opposing;
trends in art (the Fine Arts and the more immediate crafts) -
can come together. Students who participate will be taught
the basic skills of the medium of tneir choice. Knowledge of the: _,
craft is initiated through the most obvious applications of o
the medium. Students are encouraged to develop the sense of
design in a medium that will engage them in self-conscious
expression. The craft areas taught are jewelry, ceramics,

~leather, enameling, and weaving.

College of Mathematical Sciences:

‘The College of Mathematical Sciences is a community
of students and faculty with interests that are mathematical.
Thesg interests vary from questions of theoretical interest to
the ‘applications of mathematics to medicine, biology, ecology
and the physical and engineering sciences. Though traditional:

=

education in mathematics has tended to emphasize the axiomatic

development of mathematics the College wishes to emphasize
another aspect--the study of concrete or practical topies and
the development of these topics mathematically. Some College
courses dwell on concrete or practical topics and encourage the
student to express the truths these' topics present and seek
convincing afguméﬁts,fOE their justification.

New College of Modern Education:

Our College is examining and acting upon new theories

'of the process of education. We feel the present system of

education fails to meet the needs of our contemporary society,
and we affe searching for better alternatives of theory and
practice.” Our studies range from new concepts of societal r
value systems and new theories of educational structures, such
as "free schools,' to new conceptions of the social conditioning
process. Emphasis is placed on the practical application of
the knowledge learned. Thus, students work in local educational
experiments, examine their own perscnal educational processes,
and contribute to the knowledge of others through film, video-tape,
and journalistic media. , B
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Rachel Carson College:

The goals of Rachel Carson College are to provide
students with the basic knowledge of environmental problems,
to maintain an environmental action. program, and:to provide a
service to the community. The faculty are drawn from biology,
engineering, chemistry, sociology, international studies, and
other departments. In addition several community people teach:
an environmental lawyer, a city planner, a museum curator.
Courses include several survey courses, courses in basic areas
of environmental problems: energy and resources, population,
law, nutrition, air pollution, land use. Several courses
emphasize applying knowledge: environmental action, consumerism,
field study of environmental impact. We hope to add next year
a series of 1 credit hour outdoor skills courses in camping,
sailing, canoeing, and rock climbing. ' '

C. P. Srow College:

The demand for integrated, coherent courses on urban-
related issues continues to increase on our campus. Our program
is an attempt to complement the efforts of other urban programs
in the University, as we seek to fill the gaps left by one-
dimensional approaches. We try to tie together the skills and
concepts learned in other disciplines into an action-oriented
framework of research and clinic work on urban problems.” We -
offer courses involved with urban syst~ms, transportation
planning, social planning and community organizing, urban
economics, technological alienation and survival, planning
methodologies, "grantsmanship," and urban law. Specific ongoing
projects include the Housing Rights Co-op, the Amherst Housing
Survey, Behavioral Research in the Criminal Justice System,

Auto Mechanics, Simulation Games, and some unique interfaces
with law programs for supervised fieldwork in urban legal issues
such as special housing courts and jury survey. )

Social Sciences College:

The purpose of this College is to bring people
together to study radical social theory. We believe that such
theory is necessary in order to understand American society. We
reject the idea that societies can be understood through the
use of the isolated and segmented disciplines and categories of

orthodox social sciences. We believe that the development of
a radical analysis of American society is a necessary part of
the struggle to oyercome the conditions which stifle human
potential and prevent human liberation.

17.



Vico Collepge:

Vico College represents an integrated, inter-disci-
plinary approach to liberal education. Its staif is committed
to education ghrough intellectual confrontation with the
critical ideas of Western culture. Through the College's
Core Courses we focus upon the great texts cf the past, from
the Greeks through the 19th century, and accept the prrrise
that the eritical. moral, social and political crises of our
own experiemnce are, for tue most part, perennial problems in
modern dress. The students and faculty of Vico College are
drawn from many disciplines; all of us agree that there is a
need, in a large and fragmented university like SUNYAB, for a
program which can integrate the diversity of educational
experiences open to the student. '

Women's S;udies College: -  &

Education in Americdn universities is often the study
of the culture and historical development of the middle and '
. upper class white male. Neglected in the curriculum are the
culture and struggles of groups, who out of their oppression,
sought” co change soc.ety. Women are one of these oppressed
groups. We have been subjected to an educational .system which
has reinforced the stereo-typic images of women as passive,
dependent, unintellezctual and unable to analyze and understand
our own position 1u society. Education has not taught women the
rskills necessary to have; a ﬁricical understanding of how society
operates. We must therefore create our own education, an
educaticn that will begin to meet our needs as women; it will
be an ongoing process to change the ways in which we think and
behave. The Women's Studies College is run by and for the
students taking Women's Studies courses and the people teaching
them. Regular meetings are held throughout the year and everyone
involved in the Coliege is encouraged to participate. :

.

Clifford Furnas Qpllegé:' I

Clifford Furnas College is a living-learning experience,
with about 300 students and a board of fellows drawn from SUNYAB's
best faculty. It's a smaller unit within the universicy. It's
a place for the serious student. It's an attempt to integrate
rhe students academic experience with his or her life out of
the classroom. To this end informal learning is encouraped in
an environment of good fellowship among students united in a
common goal of obtaining something more out of the time spent
in college. ' o

18.
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The Issues

The issues underlying %baftering were four and
all were concerned with the compatibility of the colleges
the university. |

Compatibility Tssue l: Organization and Administration.
of the Ciﬂ.leges — bkt

éampatibilityiissue 1 centered on the role of director
- of the colleges. On fésigniﬁg, Pat Smith, the colleges' second
di;ectéf, termed the directorship an impossible -position~because
the university administration and the colleges had conflicting
expectéti@ns of the director's role. The administration wanted
a leader who would control the colleges. . Its collegiate |
director Qas expected to relay gnd enforce university -policies
among the colleges. The colleges, on he other hand, Qanced a
spokesperson who would be.resp@ﬁsible to the assembly of colleges
and defend its opinions to the rest of the university.

The basic difficulty here lay in the divergent organ-
ization and governance patterns of the colleges and the university.
The university was hierarchically organized. Deéartments were
subunits of faculties and seven faculties constituted
the university. In terms of reporting pfS%edures, the department
chairman rep@rzed to a provost who repmfted to the vice-
president of academig affairs who repcrted to the pféSLdént of
the university. Technizally, the colleges were a faculty and
the director was expectéd to act as a provost. Though the
other provosts had many of the same competing demaﬁds as- the

19.
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director of the colleges, the demands were not as intensely
polar. Because the administration disapproved of several
éallege practices, it shortened the tether of the collegiate
director, feeling his loyalty should be to the greater univer-
sity. Because the colleges felt their autonomy was in serious
jeopardy, they did the same. For the other pfavasts there was
not the grave distrust of their faculties by the unlver51ty, and

;@ﬂsequently less of a defen51ve p@sﬁur& by Lh31r faculties.

‘The problem was furthef exacerbated by the admlangraELve

structure of che calleges@ De¢1519n -making was partlcgpatcry

s Budget allocation, course approval, accéptance of new collegiate

=

uriits, dissolution of old units, and the like were. decided
callectively by the members @f a callégiaie aséembly :éﬂsisting-
of ;epfééentatives of the colleges, gﬁe university faculty,
the university student government, and the university a&miﬁistfaﬁ
tion. In that scheme of tﬁiﬁgg, the dirsctor was nacia leader
or authérity figure. His role was thaé of communicator to the
outside world., If he did not like a decision, he cguld resign;
but he could not reverse it. In c@ﬂifaEE: the position of
provost carried with it both authority and leadership potential,
After Pat Smith resigned there was a fracas éver wga?
would act as interim director. The vice-president for academic
affairs, Sernard Gelbaun, had a candidate and the colleges had
a candidate - each ﬁnacceptable to the other. In the end,
GaLpaum named himself acting director gnd appoiﬁted.hisfcandis
date assistant to the interim director, granting”him all the
authority aﬁd powers of the director. The .vice-president of

f : 20
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agadémi: affairs's response to the vacancy was an attempt to
control the‘céLleges and the colleges' response was rebellion.
Though the colleges really had little power Lo disobey, they

.d have the abiliﬁy to punish the vice-president and the
assistant through grievance procedures, personal attack, and
parliémentafy abuse. Those methods were employed fully.
Sometimes even an army of ants can be lethal.

As Qampaﬁlblll;y was being forced upon the college:
by Vice- PIESldEﬂt Gelbaum's seizure of the interim dlEECEDIShlp
and by the app@iniment of a faculty-dominated committee to
choose the next collegiate director, the c@llegiaté assembly
prctgsted, fhe protest was publicized both in the local and

campus media. The media spread the news of the basic incom-

: patibility ‘and the protests made the colleges appear all the

more deviant,

Compatibility Issue 2: The Character of the Collegiate
“Assembly == he Collegiat

CampatlbLlj:y issue 2 focused upon the calleglate
assembly's thwarting of the norms, values, and goals of both
the colleges most compatible with the univexsity and the faculty
representatives to the collegiate assembly. In so0 doing, it
was felt that the collegiate assembly uﬁdeflined its own
incompatibility with the university.

In 1972, there were seventeen ccllegiace units.

For the 72-73 academic year, they shared a Dudgag of $257, 148
which was aﬁ auerawe of slightly more than 515 000 per coll;ge
21.
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rot enough to hire one tenured professor in each unit. 1In

sed by more than 50 percent,

M
sl

u—{

subsequent years, the budget inc

but that was still in substantial as the co lleges were receiving .

about cne-fifth of the funding of the average department

ectrum, March 30, 1973).

relative to their emrollments (S :

College E supplemented its budget with voluntary contributions
from its students, and that caused quite a stir in the university.
As might be expected, division of the college budget

caused a good deal of tension in the assembly, given an assortment

Eat

of collegiate units w1th dLVEEEEﬂt goals. In the course of

growth, three varieties of co leggé had developed: residential,
3 | ¢
thematic, and activist units. Aceivist colleges were those whose

%

central focus was on communitv involvement at either the personal

or group level. The thematic units were more academic in

nature and oriented to concerns that cut across several

\|‘ iy

ng-learning units

departments. Residential colleges were 1i
based in uﬂiug¥sitj dormitory facilities. The residential
units were the sméileég group, being comprised of two colleges:
Céllege B and éliff@rd Furnas College. A fesidential program
was more expensive than a nonresidential program, and given the
tigﬁiness of the collegiate budget and the small number of
.units in that éateg@rg, there was little support for adeéuately
~funding them. o

| ' In addition to this division by‘fUﬁCtiGﬁ, there was
also an ideological division among the colleges; however,

there was a fair degree of similarity.ip the two divisions. The

22.
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activist and a number of the thematic colleges were the more

>5€¢ Units were

T
e

L

radical groups in the assembly. Some o

iy

dominantly student-administered and student-staffed. Furnas
College was all Faculty and the most educationally and politically
conservative of the callegiate units,, being modeled after the

Oxbridge schools. Most of its program was cr@g%iLsted depart-

L)

- W

mental courses. It resembled SUNYAB closely or, more accurately,
what SUNYAB would like to have been academically.

The participatory nature of the assembly resulted in
the formation of coalition groups. Thenfesidential colleges |
were outrnunmbered by the nonresidential. Q@Llegfﬁ‘ and the conser-
vative c@l;egeq vere @utnuﬁthe by Lhe liberal to radical
units. Pat Smith commented in 1972 that the collegiate units
''are strongly egocentric and 16 certain areas like residential
versus nonresidential, there are irreconcilable differencesi

]

s Increasingly Jdifficult to get collaborative cooperation

I~

L

(Smith, P, 11/26/72) .

and resource sharing
Kiih time, the nature of participatory governance
became increasingly strident and rhetorical. The only certain

thing about it was that minority groups like Clifford Furnas
Cailegeicénﬁinually lost. Taculty representatives to the
collegiate assembly, being a minority, did not have much success
either. Their atﬁendaﬁce df@ppéd off sharply. Some cléimed
they left because they could not take the interminable dis-
cussiané; others said they left because the assembly never did
anything: and still others attribuced leaving to the profanity

23.




common At assembly meetings. In defense of the assembly, there
were those who left hecause of deparrmental and career pursuits,

as well ag those who could no. toleraie their powerless situa-

tion relative to students, recent graduates, and voung non-
students in the assembly. A candidace for director desecribed
the situation in 1973-74 as follows:
The operating style of participatory democracy became
relatively pompous and byzantine and ideologically
radical in a mannexr which alienated faculty,

administration, the community at large, and the
nass of students,

tatives, who had full Joting rights, non-voting members of the
assembly in 1972-73, hut that was rejected by the faculty

senate college committee. The move was intended both as a

statement of autonomy and a sign of indignation against faculty

who did not attend meetings. : _;,

In Summer 1973, Clifford Furnas Cgilege (highly :
compatible and generally profitable--high enrollments at low
cost and thought to be the college that best achieved the purpose

for which the colleges were established) was permitted by Vice-

-Presidepc of Academic Affairs Gelbaum to withdraw from the

cellégiaté assembly and report instead to the dean of under-

graduate studies. The faculry 5§nate_sancéi@néd tﬁis boundary

expansion by enclaving arrangement, showing their own disapproval

of assembly operations. Théré vas télkdcf permitting other

residential units to éa the same. The Qallegiat% assémbly

égain_felt its autonomy violated, appealed the decision, and lost.
2. |
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The secession of Furnas and the possibility of similar
action hv other unirs h;d e effect of removing the more
orthodox colleges from the assembly and thereby shifting
the balance of the collegiate assembly more in the direction of
the deviant stereotype. This would have incfeased the- level of
incompatibility of the remaining callegés with the university=
and, according to the h;pathesizedzm@del, made boundary con-
traction more feasible. “The philosophy behind such a move might
have been thaﬁ that if thé university could not get the colleges
~to conform, it could take the "good" colleges out and terminace!

the rest. Complaints b?ithe Collegiate assembly again magnified

and spread the basic incompatibility.

_Academic Freedom

C@%pazibiliiy issue 3 focused on political tests
imposed upon college instructor candidates, which are violations
ﬂgf the tenets of academic freedaﬁ. Academic freedom is a buzz
wprd éfzen defended more in theorv than in practice; however,
it ié the bedrock foundation underlying the American university.

Th 1972, there were two cases of possible political
tests in choosing staff by the zollgges! One case involved
Ché,iilé%éd rejection of a course on rock music based upon the
inscruzccfig paligical ideologv bv Social Scieﬁce College, whose
mission was t@vafiﬂg people togéther to study radical 'social
theory' (College Catalogue, 1973-74). The other incident
involved the refusal to grant creditffaf a course by a local
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newspaper fep@rter who had actively muckraked the colleges
during 1970 university riots. GSUNYAB facﬁlcy review justified
both incidents. |

Though the colleges were acquitted of the charges,
there remained a lingering doubt. These two incidents proved
to many that if the colleges were not flagrant abusers éf
academic freedom, which samé doubted, they certainly were
uncommi tted and soft on the-principle. In fact. doubts about
the colleges with respect to academic fraéd@ﬁ ﬁéfg voiced by
most 1973-74 faculty senators (I randomly interviewed 50 percent
of the mémbe%s) as a rationale for chartering. This was not
the chief criticism of the callegés, but it certainly was a commnon

L

one.

Compatibility Issue &: Academic Quality of College Courses

Compatibility issue &4 zanéernédAa'series of curricular
practices emﬁl@yed by the colleges.: Under the rubric of -
éxperimentaihcourSEE, the pfacﬁices included employment of
instructors without B.A.'s - not to méﬁgign Ph.D.'s, inflated
grading, and foéréng courses.of questionable academic substaﬁaée
Each of these was grossly incompatible with uﬁiversit§ practices
or at least desired university’practices.

Ef\lQ?B*?é,greguiaf university faculcty constituted
only 17 percent of the total teaching staff of the call§ges;

The remainder consisted of people from the local community, a
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graduate students (23 percent), and undergraduates (12
percent). The proportion varied from coilege to college. For
instance, 36 percent of the College F (renamed Tolstoy College)

staff consisted of undergraduates, while 54 percent of the

colleges used no undergraduate staffers. Vico and Furnas

[t
—

hile 21 percent of the

\F"‘
z\

Colleges were 100 per;;nt faculre
colleges had no SUNYAB L;;ulty teaching.

With regard te grading, the colleges gave more than
twice the percentage of A gradcs as allfather undergraduaﬁé
courses combined. The university average was 23.2 percémt in

1973-74 and the college average was 56.3 percent. F@ftygthréé

percent of the colleges gave more than half of their students )
A's and only l4 percent gave fewer than the university average
that year.

With regard to course content, 14 percent of the
classes were trial courses which lacked gppr@val f?@é university
bodies outside the colleges. Thirty of the forty-four experimen-
tal college courses were offered by College E and constituted

5 percent of its program in Spring 1973. Undergraduate Dean

Ly

Eber: felt that the c@urses varied in quality from "'very
acceptable to unadulterated bilge.' He was 'not convinced
that the standards of College E (offering 68 percent of ail
experimental courses) .are acceptable to a degree granting
university" (memo from C. V. Ebert, 2/12/73). The chairman-
elect of the faculty senate was even more adamant in his

e

opposition. The fact of the matter was that the lack of
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es was entirely legal and
Yy &

i

university review of college cour
2 matter of stated policy. Moreover, the academic depar:iments
did far worse in obtaining approval of their own cours2s, but
then again they were not perceived to be as incompatible wich
the university. The row with the colleges centered on courses

ike palm reading, Bhakti Yoga, Light Aircraft, Mao Tse Tung

\i,_J
T

Thought, ESP and Hypnosis, Occult Philosophy, and Horror #ilm. - |
There was a fear which was not entirely Uﬁjuscifiéd that the
colleges, particularly "E," were abusing the experimental course
@pti@n‘by rétltling trial courses which required approval after
one term and repeating them semester after semester without
approval.

The practices in the three disputed areas - grades,
content, and instructional staff - though incompatible with
<existiﬂg university policies had clearly articulated philo-
sophical rationales underlying them. Within certain colleges
such as "E", Progressive Education, and "F", grades were viewed
as an obstacle in the development of independent learners,
substituting external rewards for internal motivation. Giving
all or most students A's left only internal motivation. With
regard to instructors, learning was co%geiﬁed as a process of
mutual exploration by student and teacher, not ané‘of an expert
dispensing knowledge. For the former activity, a Ph.D. was ‘
by no means a requirement. With regard to content, all subjects
éauld'beézh@ught of as appropriate to the uﬁivéfsiﬁﬁ. Unfortunately,
the university concentrated upon empirically-based cognitive

o
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learning to the detrimenﬁ of intyitive psychomotor and affective
learning. Such views flew in the face of university norms and
values. 1In fact, Robert Ketter, Buffalo's president. informed
the collegiate assembly that at least one Q@llege, the University
Qf-Illinais, Chicago, would not accept transfer credit for
college courses. And one or more of the iﬁcompatible practices
subsumed under ﬁhe topic of experimental courses was mentioned
;
by every faculty senate member interviewed. It was most often
the chief criticism of the colleges. Wildly exaggerated claims
about college abuses were quite common. For instance, one
individual said that most of the college courses were eﬁcounter
groups and required no reading. Compatibility issue &4 fzsulte%%
in SUNYAB faculty anger, widespread misunderstandings, and a
sense of urgency that something had to be done.
FORMULATING ANC PLANNING THE INSTITUTIONALIZATION-TERMINATION
OF THE INNOVATION :

Around the university the attitude toward the célleges

was grim. President Ketter was disgusted. He told several

people he was thinking Qf‘just ending the colleges. His admin-

m
D]

istrative staff had been busy dreaming up drastic schem
to control them. All of the faculty senators inteyviewed
reported abuses by the colleges in at least one of the four
areas of incompatibility. By Summer 1973, the mood of thé
university was samber. |

It was under these conditions that Jonathan Reichert.

associate professor of physics, was selected to head the

29.
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faculty senate college committee. Reichert haé a feﬁuCati@n
a4s an innovator or, rather, a successful institutionalizer of
innovation at Case Western Reserve University. He was a
charismatic, friendly person, cloquent with a passion for
bombast. He had the common wnix of liberal perspective on
society and moderately conservative outlook on the academy.

Reichert and the faculty senate would plan and tormu-
late the institutionalization of the colleges. Their plan,
called a prospectus, was .ready for the senate to act upon by
January, 1974. The Reichert prospectus, as it was known, was
predicated upon bcuﬂdafy contraction by a faculry-dominated
Cammittee la:king college membership. Each college had to
conform té.a set of guidelines. It called for a radical trans-
formation of ﬁhé colleges, as well as increased external control,
but for complying with its terms callegés were being offered
greater legitimacy and increased university resources. Reichert
felt that only a téugh procedure would establish the legitimacy
of the innovati@n in the host university.

The Reichert prospectus which would serve as the
college's constitution for 4 years éissolved all of the existing
colleges as of January 1975, and foéred a procedure whereby.!
the existing colleges could be considered for continuation in
the interim. To continue; existing é@llegés were required to
meet CEtféin conditions which would be passed on by the college
chartering committee; This néwly created committee was charged
with cféaiiﬁg, renewing, and dissolving callegiaﬁe'uniﬁs. 1t
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would consist of six faculty, two undergraduates, one graduate
student, one administrator, and two college representatives Lo

ituted. The vice-

N—“

be appointed after the colleges were reconst
president of academic affairs, the vice-president of health
sciences, the vice-president for student affairs, the dean £
undergraduate education, the dean of the colleges, and the
chairman of the faculty senate colleges committee were made
EXaaffiéia members. All aspirant collegiate units would submit
charters to the chartering committee and the committee would
decide whether to prove, reject, modify, or déiay the charter.

' The recommendation, which would include a term of three to

five years if favorable, would go to the president and dean of
the 'colleges for action. Each charter was to include fourteen
specific items which would guilde ﬁhe chartering committee
deliberations |

- statement of intellectual purpose

- statement of educational and pedagogical style

- a description of courses

- list of personnel and vitas

- procedure for choosing future faculty

- vita for master i

- evidence of ample faculty participation

- statement of what constitutes affiliation with the
colleges, rights, resporfsibilities, and privileges

- procedure for choosing student members

statement of how two representatives would be chosen

to a reconstructed collegiate 1sqeﬁhlv renamed

the collegiate council j

11 - statement of how future courses and instructors’

would be selected and evaluated

12 - statement of budget process and fiscal cantrols

13 - a description of internal governance

14 - specification of duration of the charter and a

statement of what Would constitute fair, objective,

and practical evaluation at the time the charter was

reconsidered _ !

31.
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Fourteen items dealt primarily, if not exclusively,

Thirteen of the

with compatihilitly concerns. Oﬁly item 14 could possibly be

ciassified as profitability-oriented. However, its intent was {

unspecified and could just ae easily have been compatibility.
Aftéf:appr@val, a callegé was subject to immediate

. o s , . C
reconsideration ?Qr failure to abide by the approved charter,

loss without adequate replacement c% key faculty or administra-
t _

tive officevrs, f%ilura to follow university regulatiGﬁs; or
insufficient sﬁgﬁenﬁ inﬁeréstg Compatibility rationales
outnumbered profitability rationales by a ratic of three to one.
Only the.last item was concerned with profitability, and that
involved ﬁhe avapéxation of the need for which a college was
created, as guagediby the loss of clientele.

The prospectus identified the characteristics and ,
operating procedures for individual colleges. The chief operating

officer or master would have to be a full-time university faculty

member or suitably chosen alternative. The position would require

'
i

at least one-~quarter to one-half time service and a commitment

of two vears. The duties would involve long-range planning,
budgeting, hiring of personnel, coordination of program, and
effective aﬁdrdemacratic governance. Budgeting, personnel,
curriculum, and staffing degisiaﬁs of the individual colleges
alsn fequired the approval of the dean of the :allﬂgés, Colleges

could choose any form of internal governance which| represented

all concerned intervests. Substantial participatign by regular
university faculty was expected. The collegiate budget would

32,
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have to include funds for buying releageitime from departments
for their faculty. Community resource people and graduate stu-
dents would be perﬁiLLed to join the colleges with the recommenda-
tion of the college council, and aéprgval by the dean ol the
colleges. College courses could be either traditionally or
pass-fail graded.

| The roles of the dean of the colleges and the collegiate
assembly were changed Significantly, The dean would have to bé
at least a tenured associate professor in .an established univer-

sity department. He or she would have authority equivalent

to that of a provost and would serve as the principal negotiator

}Eorifunds'aﬁd long-range planning with the university administra-
tion. The dean would have primary control in disbursement of
funds to colleges and workshops or trial program. Further, the
‘dean would appoint college masters, approve college courses, and
approve instructors subject to subsequent approval by the
appropriate university authority. The dean would also serve

on the major university committees agd report to the president

and vice-president of academic affairs. He or she would maxe
decisions and exercise the powers of office only after consulta-
tion wiﬁh the college council.

The college council would consist of the master and a
representative from each college. It would be zhéired’ﬁy the
dean of the colleges and the chairperson of the faculty senate
college subcommittee would be an eg;afficia member. The functions
of the Egunéil would inclﬁdé advising the dean on all policy

33.
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matters; ensuring that each college adheres to its charter;
reviewing course proposals, budget requests, and personnel
recommendations; and arranging the election of collegiate
representatives to the faculty senate. The council could
Qhalleﬂgé the dean by a twu-thirds vote, leaving the matter under
dispute to be mediated by the faculty senate college subcommittee,
f Zha& Every college would have to begin as a workshop and
serve a minimum of one semester in that Cdpaciﬁy before being
considered by the chartering committee for full status. That
requirement has Gaived for existing units. W@rkshaps could be
started by any group of facultygar students. They could OE%EF
nong¢redit SEminérs and other activities. After one semesﬁer, a
workshop could offer courses for credit following appf@%&l by
the dean of undérgraduaﬁe education, but no workshop could
exist for more than three semesters.
The Reichert prospectus, provided remedies in each of
the four incompatible areas. With regard to compatibility issue 1,
the power of the director was incr-ased significantly. DBe or
she became a dean and was given provostal authority. The
collegiate assembly ﬁas reconstructed and made advisory to the
dean. With regaﬁd to compatibility issue 2, th; reconstitution
which madg the collegiate asseﬁbly at least half faculty also
changed the politics of the assembly. which was one of the
conditions that led to the cecession of Clifford Furnas College.
Furthermore the prospectus also recognized the differences
between the residential and nonresidential colleges. With regard
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to compatibility issue 3, tougher procedures Ebr cour se approval

were 1nstltuted that ccmblﬂed increased e&ternal review with v

N
. B

reconstitution of the assembly " With regafd-co campétibility

7 issue 4, difficdulties with éxpériméﬁgalFCQU?SES‘WETE solved by
doing away with éﬁperimen;ai coutsés.  Imsurance of university-
wide standards in courses also revolved about iﬁzfegsed external
controls. A-pass—fail graéingrapiioﬁ was adéed. Significant

fagulzy participation was required and new units wereymot per-

)
mltted to foer credit courses
} Tha Reichert préspectus called Eor a b@uﬂdary cgntrac=

3

ﬁi@@ via fesaaializaﬁi@n node of institutioﬁalizatlén fcr the
gbllégégi It w;s‘based upon a structural middel ol what‘thé
calleges Sﬁould?leakvlike after they were resocialized. The

( callége charters and supporting d@cumentatlgn were intended te
Lndltate the degree to which the caolleges had EQhLEVEd féEDQlSlla;‘

' El@ﬁ EaLlure *é malntaln ng@c1aL1§atlan would result in

immediate revocation of the charter. Members of the Reichert .
’ committee indicated that it was possible that individual colleges

might be terminated through chartering, but the primary aim of
the prospectus WaS-EG transform or resocialize the collectivity
of callegas, not to eliminate them. | )

7 According t&”the institutionalization-termination model ,
bbundary ccntragﬁi@n occurs under comdiﬁi@ns of profitability and

incompatibility. When given the definition of profirabilicty,

members of the RElChEIt committee indicated that the colleg
as a whole were profitable. With regard to compatibility,
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numerous college incompatibilities were noted by the interviewees.
The committee's belief in ﬁha‘inc@mpatibility of the colleges

was also shown iﬁ.EhE emphasis upon compatibility in the

f@urceén items designated for inclusion in the charter,. and in
the conditions established for revakiné a charter. It was further
emphasized in the Reichert committee's decision to restructure

the cplleges in such a maﬁ%e: as to eliminate the four major
compatibility issues. In sum, he conditions of perltabllltf

and incompability aséaciated with the Reichert committee's
decision to resocialize the colleges were those hypothesized

in the institutionalization-termination model.

APPROVING AN INSTITUTIONALIZATION-TERMINATION PLAN FOR

" THE INNOVATION

Needless to say the colleges were upset by the
prospectus, particularly fearing the possibility of becoming a’
faculty clubhouse. Under the prospectus, they wauid be required
to have faculty approval. of courses, faculty instructors, faculty
masters, and a faculty-dominated council. It was hard f@r
long-time college staffers tataccept the fact they were being
forced out of the colleges they had kept alive under adverse
.ciregmscanzes by a é:éup that had, at best deserted them in the
past. ‘HDWEVEIi students had Qhanged.since the late 1960's,

a t;mevwheﬂ éhafivacifezgusly defended the colleges. In 1974
%%zggthe Aumber that was willing to go to the barricades was small,
In fact; the student body president congratulated Jon Reinchert
on a job well dome. | |
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The prospectus went to the faculty senate in January,

1974 and was the subject of 4 meeting stretching into March,

" -In the end, the senate made changes in the prospectus, but

they were more quantitive than qualitative in nature. Several

people interviewed said they voted for the changes as a sign

of cooperation or good faith in the colleges. In that sense
thére was accommodation to some college values, but only in one
instance did the accommodation represent a substantive change

in the prospectus. By a seven vote margin, each college was

Y

permitted to offer 10 percent of its courses on an experimental

basis. A motion to increase the percentage to 25 percent was
déféatéd;‘ Ehere;ﬁgte limits to which the senate would pexrmit
change. ﬁﬁCiﬂE%?ﬁS éiﬁe théico}}eg%;rparity with thé faculty on
the Qharze::c@m@itieé, to permit warkshéps to give credit courses,
to diminish tﬁgiplanﬁad faculty role in the c@lléges, and to
limit gharterlfev@catian to deliberate acts were videly defeated.
Similarly, §t@pdéals to toughen the prospectus also failed. A

motion to increase the planned faculty role met a resounding

Q

i

defeat. The senate did alter the prospectus to per%it college

representatives to become members of the chartering committee

~immediately rather thaﬁ\after January 1, 1975. The powers of the

dean were moderately increased relative to authorities external
to the colleges, such as the dean of undergraduate studies and
the vice-president for academic affairs, in approving charters.
The members of the charcering committee had to be ﬁutuaiiy
agreeable to the senate executive committee and the collegiate
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éssembly! _fhé dean of the colleges was permitted to hire \
faculty.
Eighty-eight percent of the faculty senators inter-
viewed offered a constructive rationale for pfeserviﬁg the
celieges associated either with thedir Gnglnal purpose-providing
centers of identification for students in a mulciverSLEy, 0t -
w1th the need for an experimental en:lave in a stald uilvefsityﬁ
In terms of profitability, the colleges were b31ng pre&exved |
becauée they satisfied an organizational need. Howeper, it is
1meEEaEC to realize that it was the idea of phe colleges that
was thought profitable, mot their actdal aperatlan The sénatars,
with cﬁs exceptions, said they wanhted to EDﬁtlﬂue‘thE colleges.
- The ﬂgndLﬁlon of genexal prcfltabLllty provided the rationale.
At the same ELEE all of. the Faculty fe%t that the colleges as
presently cons tituted needed to change. Even an individual who
actively led the floox fight to liberalize the prospectus classi-
fied ‘the colleges as "fuzzy" and éaid they needed to be shaken
up. In his opinion, the liberalization was necessary @nlj‘tc
insure flexibility after the chartering. Incéf&scinglyi 55
percent of the senators said they would not voete LO abolish an
academic unit until it proved it was worthy of eliminationm.

This is synonymous with an innocent until proven guilty

stance, which goes a long ‘way anatd showing why univers ft

have grown by adding new dwv1s;ans and programs rather Ehan by
§¥bstlﬁutlng the new for the old. |

President Ketter approved the ne% prospectus in early

April with three caveats. The first adjusted the prospectus

—
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to existing university policies or norms. The second made the
I .
arrangements of chartering unique to the college .situation,

so that_existing mechanisms rather than ad hec arrangements would

"be- the pragéaute to follow iﬁithe future. The third made the
senate dominant over the callegiace‘aSSEmbiy in the ;hartefiﬁg‘
process, showing Ketter 's-~commitment to a basic chéngé in the
co lleges |

‘The faculty senate and President Ketter approved a plaﬁ
to reinstitutionalize the colleges bj boundary céntragticﬁ via '
resocialization. The senators interviewed indicated that the
colleges ‘were incompatible with the shared orientations of the
universiﬁy,vbuc generally profitable. These are the hyp@thesiéed

EDEditiOﬁS for boundary contraction via resacializaaioﬁ;

TI{E‘LEDENTINé AN INSTITUTIONALIZATION-TERMINATION PLAN
FOR THE INNDVATION |

By the end of Aprili the chartering camﬁittee held its
first meeting. A Vég; simple Bﬁt time-consuming procedure was
developed for committee operations. The committee was divided
into subcommittees, each with the responsibility of working
with two to three assigned colleges. EachAccllegé would éubmit
a charter with appropriate supporting éa;umemts which the sub-
comnittee would review in degaili C@mmégts waﬁld be solicited
from iﬁEEEEStédiPETEiES around the university and the community
at large. An open hearing would be held for each college. . The -

hearing would last a maximum-of 3-1/2 hours: L-1/4 hours for
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a college presentation, 1 hour for charter committee questions, '
l’l . . . : i =

and the remainder of the time for public discussion. The chartex

cormmittee wasfrequiréd to submit its queé?imns in advance. i
Colleges could defer quesfions.suEEEquegtly formulated. .After é‘
each heéring; the chartering committee would discuss the céllégéh‘
After all of the heafings and gdiscussion sessions, the committee
would make decisi@ﬁs on the fate of éa;h»qf the colleges, ériﬁiﬂg
one or more recommendations to President Ketter. VIn August,

‘1974 the committee began acgepting charters, and submitted its' 3

recommendations just prior to Thanksgiving.

{
i

=

Charter committee planning wasAhighly formalized aﬁd?
emphasized procedure rather than substance. The committee
drafted all kinds of procedures: charter committee rules and
regulations, guidelines for applying for a Chafter, special
rules for public hearings. The reason for all of that was ﬁhe
political nature and the political divisions of the committee.

There was no consensus on what a college should b~ or how one

would recognize excellence in a collegiate uﬁiég In many respects,
the cummigﬁee appeared more divided than the university. And

that would be expected, as the chartering committee was designed:
to tépresgnt tﬁexm@st diverse elements of the SUNYAB Qammunity;
~in microcosm, ‘As a result, the committee was only able to plan

in terms of procedures\ to be féllowéd;xgiarmality was necessary

to guard the anti=caljéée and pfé}épliegé factions against

abuse by the other. This entailéd-spelling out ggfeedsupeﬁ )
procedures in the minutesc detail.
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The attitude of the colleges toward chartering varied

from a view of the process as a nuisance to a view of the process

‘as an inquisition. The colleges whose practices varied most

widely from those of the university ccnsiSEEﬁtlyrdescfibad it as
an‘iﬁquisiti@n while the callegesigast céﬁsistant with the prgépec—
tus guideliﬁés - Clifford Furnas and Vico Colleges - hoped
chartering Wéuld result in a termination of the more radical and
incompati&le collegés..iéaving them more of the univefSiEy;sz
reséurces and a better reputation around SUNYAB,

r

The nature of the changés and the time commitment

‘required to conform with the prospectus were so great for some

zallegés that they considered self-termination or moving outside
the university. That was true of Women's Studies College, New
College of M@dernfﬁducaci@ﬁ: and College Z. In the end, only
College Z chose not to go through the chartering process. The
"Z" program was strong and considered so around the university,
consequently several of its leaders fé¥t the lack of legitimacy
resulting in cénstamt reevaluatiﬂn and lack of funding tzcgblespme,
laborious, and uncalled for. The charFéfing requirement was the
straw that broke the camel's back. 1Ih§bieaders were a mobile
group who had other interests and could make out well or better
féllgwiﬁg other pursuits, so they chose not to participate in
chartering. They felt the remaining segmenf 0f cthe college at
odds with their view of its purpose and not worthy of Q@ntinﬁingi
so they made sure the college closed.

In the case of College Z, a college which was incaﬁe
patible Withrthe prospectus chose to give up rather than Qémplﬁ.

| 61, .
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Two inéiéaticns of its incompatibility were that "Z'" had no

faculty teaching courses in 1973-74, and gave over 60 perdent of

its s;udents A grades. The college had been praised by people

e

all over the university, and its loss was lamented by even Jon
Reichert. Several Buffalo adminiscfazcrs,‘asiwell_ééﬂghéfﬁer; .
committee mambérsrfamiliar with College 2, indicaéed that the
college was profitable to the uﬁivg}sizy bacauselit ﬁffered a
preprofessional program which students wanted - as indicated by

high enrollments - in an area in which theré were jobs. It

also brought professionals back to the university for retooling

in a time of tight enrollments and was popular in the local
community. . So College Z fit into the mold of being incompatible,

but ?fofitaﬁlei The compatibility could eésilj have been

remedied, as several uﬁiggrsity faculty offé%ed.té participa;e

in the college. But for the leaders of "Z" the association with

the univeréity had become unprofitable and tﬁey closed up shop.

Women's' Studies: College or New

I

Because that was not true o
'Ccllege of Modern Education, they chose to go through chartering.

The eﬁpérieﬁce of College Z represents a refinement
in the hyp@thesiéed institutionalization-termination model.
Boundary contraction via termination, like all-modes of
institutionalization-termination, was p@siﬁiatéd to be entirely
a host decision. "z's" decision to voluntarily terminate shows
that an innavéﬁian may itself choose iﬁstituii@nalizati@ﬁeEefﬁiﬁa!
tion by boundary contraction via termination. The innovation
would be unable to self-select any chég mode of institutionalization,
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since all others involve at least tacit consent or interaction

- with the host.
The remaining segment of '2" merged with C. P.

Snow College, which had been IECDﬁStltutEd and became the
Callégé of Urban Studies. Several units mergédi Communlcatians
Cgllege, which had no university faculty on its staff, became
part of College B. Rachel Carson College merged with an
interdisciplinary graduate cgllaquiuﬁ. Réchal Carson College
had only five faculty out of a staff of eighteen and had on
occasion been accused of b21ng acﬁlv15t ‘to the extent of divorcing
itself from scholarship. The graduate group, named the_Gearge
Perkins Marsh Program, dealt with modern societies and international

- development. It had a core of dedicat :d fa;uity; but no money
or undergraduate students to teach. Rachel Carson College had
some of each of the missing elements. |

ﬁerger nermitted c@llégeslwhich were incompatible with

the praspectus to become compatible, and perﬁitted strong
programs to become stronger. For Communications College, théfé
were no universiﬁy‘faculty in its subject area. By becomi~7 a
subpart of "B," a college with a faculty, Communicationg .o.liege
was able to maintain its integrity. For "B," an arts college,
the addition Df Communications College was a useful gain. The
Geargé Perkins Marsh Program could not itself have become a
coilege since only established CDlleges wgre permitted ta charter
by the Reichert pf@spectus By becomlng/a subpart of Rachel
Carson College, ¢ hattEflng was made pcsglble For Rachel Carson
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é@iléég, méfger saved the time and energy of recruiting faculty,
wﬁiéh might have been difficult given previous conflicts with
several science departments. jFar the remainder of "Z," which
lacked faculty, it was too late to regroup and charter by the
time the college fell apart, so jéining-Urban Studies permitted
them“té continue. For Urban Studies, like College B, the addition
represented a coherent program in its subject area with é budget.
Three 3§1iéges radically transformed themselves to meet
the chartering requirements. These igcluded Cailegé E, New
College of Modern Education, .and C. P. énaw College. All were
grossly iné@mpaﬁible with thézpraspectusi "E" ﬁad two faculty
out of a’staff of fifty-nine, New College had no faculty, and
- snow had one faculty'membérg In terms of grades, the percentage
of A's awarded varied from ab@utiED'pérgenﬁjtc 75 percent.

g™ Ra
Each of the colleges had a high turnover in ‘personnel after the

passage of the Reichert pf@%pectusf The ﬁﬁrﬁQVEr occurred

because staff were tireﬂﬁéf'fighting for continued existence

or geared their college would not get through the chartering
process. Egmeféf the people who left were specifically mentioned
by university faculty or administfat@rs as the college's source

of incompatibility with the uniéérsity; College E became a
Cgllagé of the Poor namea:éftéf a Black woman, Cg:a P. Malanefi
Many of the old "E" peaéle who wanted to stay around found the
transformed college unpleasaﬁt for their tastes or were én;@uragea
to leave. The number of faculty asé@éiated-with the college ,

increased to nine. New College became the College of Progressive



V-
\
A

Education, very few old staffers remained, and seven faéultj“f
: ) |

joined the cdllege. Governance was placed entirely in the

hands of a faculty board. C. P. Snow, wﬁi:h became the College

faculty members.

Radical transformation was a mechanism chosen by
incompatible colleges aftﬁl many staff members left. Unlike College’
Z, in these three cases “a Suffliiént core remained or was able
to be formed to sustaiﬁ‘the college. For surviving members,
chartering was carried out because it was felt that an important
mission could be continued or because of salaries or ;ewards

that would otherwise have been lost. ‘For the survivors, continued

» participation in the college was”basedxon profitability considera-
tions of either an abstract or pers@nal vari éty
The remaining ceolleges éhanged in varying degrees. Two
colleges incompatible with the prospectus attempted to remain
substantially as they were before chartering was'approved. They Y

were Tolstoy College (College F) and Women's Studies College. The

program at "F" was eclectic and,its rEputa*lGn of past years
g-x'was:the worst. -Subject:areas in 1974 varied from education

and community to male sex roles, gayness, and P@lish culture.

Despite fraqua:% changes in sabject matter, an orientation toward
anarchism remalned :Dﬁstant. The methcd of study was induc

f
begirniﬁg with individual éxperiénce, elements of :epfessian and

at an anarchistic sglut,g The college staff argued that means
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were as 1mpartant as ends, and decided to present the college to
the chartérlﬂg committee as it was, "F" saught to make QasmﬁtJC
changes designedvta comply with the letter of khe prospectus,
but not the spirit. A faculty master ;as ag§aipted who would
serve as "a Cross beﬁween a ccnstihu;iénal m@ﬁaﬁch and a prime
m}pistef-" Facglty;Qeré increased fﬁém one to eight, but it was

felt most would n@t,bé involved in pollcy\dLscuaszans
\

Women's Stud;es College evalved ‘a collective governance
procedure whlah.v1elaﬁed the pr@spe:tus‘iﬁ several ways, but,
like "F," ﬁeans were Lntegzally associated w;th ends for the
college. Women’ had tg shape their own educatlcn% The governance
pr@cedure, whlgh was collective and inveolved two nonfaculty
chairpersons was part of the Shaplng process, as was the need to
exclude men fr@m s&va%al courses, In other respécts, W@mgn's
Studies C@llage Cﬂmgl;ed with the charter quulréments iﬁaculty
involvement grew from four to nine, though there was 1ittle
effort to recruit faculty. For both Tolstoy and Women's Studies,
éampliance with the prospectus would have been unprofitable f@r
the colleges.

7' ™o of the colleges changed very little. Clifford
Furnas and Vico Colleges were both already compatible with the
prospectus. Only 32.5 percent of the Furnas grades were A's,
and only %2 percert of the Vico qraaes were Ais: ?heir teaching
staffs wéra 100 percent SUNYAB faculty. These we:erthé only
two colleges that had active faculty masters prior to the prospec-
tus, and most @f‘the colleges' courses were cross-listed with
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departments. Nonetheless, each of théxgallégés increased the

number of faculty involved and formalized\ governance grccedﬁrési

Those two changes were made by al¥ of the remaining

colleges as well, 1nc1ud1ng Cgllege g Math S'lences College,
Cclleée'ﬁ, and Social Sc;ences 29113ge§ These colleges d;fferedg
from Clifford Furnas and Vico in that they expgnﬂe@imére enafgy -
in seeking to comply with the prDSp?QtuS.} With the exceétian of
Social Sciences C@llége,ifheyvreally did ‘not need to chanqe that
much. "B" (42.9 petcea;) and Math Sciences (63.6 percent) already
had significant pr@gcrtiégs of theéir staﬁf égmﬁésed of SUNYAB

+ faculty. Althaughfmore than 50 percent of "H's" staff was gampaséd

B

of ccmmunlty people, they haipaécegﬁablé_credentials. S@éiél
'SCLEHCES, which gave 58 percent of its grades as A and had Gnly
7.5 percent of its staff composed of #Lculty, réarganlzed lﬂ
grand style to meet the pr@spectus §4q41rements l The numbe: fo
Buffalo faculty 1ncreasad from twg t@ seven. These four g@lleggs_
found that c@nf@rmiﬁgft@jthe prospectus would be more profitable
than attempting to Eightithe prospectus or closing down. In' three '
of the four cases it was because the changes were relatively mindr.
The fourth cgilegé, Social Sciences, feargd that its previously
bad reputation within the university wasgsuffi:ientrta scuttle
the college if it did not change.

Despite differences in approaches chosen by different
colleges, there were similarities. The most important similarity
was that all of the colleges except "2" resocialized themselves

to some degree in order to comply or appear to ‘édmply with the
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Reighértxﬁﬂmépectps. Twélve of the fourteen app@intéd}SUﬁYAE
Eacﬁity as masters. Math Sciences appointed an advanced doctoral
séﬁdanﬁ as the administrative officer, but he was directly respon-
gible'ia'a fécuity board. Women's Studies leiegé was the only
unit that violated the prospectus with regard to a master. As
one dominant flgure{wauld have been lﬂCQﬂSlStEﬂt w;th the nolion
at collectivity, twa ;nleLduals were appclnted to coordinator
pa§1t;@ns in contravention @ffthe prospectus.

gll of the é@llégé%,jgéth the pDSSlb}%ﬂéEEéptiDﬂ of
meen s Studies College, formalized théirpadministrativa proce=
dures. Women's Studles alteady had a thhly farmallzed operating
pr@ﬂédureﬁ What had once been satlsfactary informal gcvernlng
machanlsms, membershlp requlrements member's rights, and the

like were farmalizédft@ comply with the prospectus. Very often

these changes were to the detriment of an existing collegial

fétmasphéra; In most cases they were down right: fabrications or

illqury*ﬂhahgesj The changes did make the colleges appear}ﬁ@re
Like the university. Formalization caused many charter readers
to remark that,the colleges had changed into pale departmental

copies. The charters seemed very much alike in part because the

. content was so specifically égelled’aut; and in part because the

i ¥ i
aacuménta were paliticall&'designéd to gain the approval of the

chartering committee and the president.‘ As a result, more than

half of the individuals who read the charters remarked upon the

‘difficulty dn remembering which charter was which.

Bach collegiate unit added ‘additional SUNYAB faculty
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to its roster. The number .of faculty associated with the colleges

rose from less than 25 to more than 125. Nearly all of the faculty

4]

senators interviewed mentioned the need to get more faculty or
: ) )

s

Lt

aculty influence into the colleges. Several said that was th
Bl

primary ‘purpose for chartefingi In the end, as was intended by

artering seemed to

=

he Reichert prospectus, that was thé way c
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in the collegés represented diffusion of the innovation into the
rest of the universiéy. Diffusion was defined earlier as the
spread of énjinhavatian through the univéfsity. A cross-section
of college faculty were intafviéwed in order to understand why

diffusion occurred.

colleges

r
w

First, it was found that faculty tended to choos
consistent with their interests and lifestyle, so there was
compatibility. . Interestingly, the less compatible colleges, which

utilmately attracted smaller numbers of faculty, anticipated this,

feeling they would find no recruits and be forced out of existence.
Some thought that was the goal of the chartering procedure. Several

faculty said they joined because their department encouraged
\ ’ ’ .
them t@,iﬁ order to increase the department’s enrollments. Some

faculty. joined because the c@lﬁegez offered subject matters or

o

0lleagues absent in their own departments. Other faculty said

Ol

they joined because they felt flattered or needed when asked by

a college to participate. Each of the rationales represented a

form of self-interest profitability - that which would motivate

Hh

an individual or subunit to“adopt the inncovation.
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" As postulated in the institutionalization~termination
model, diffusion occurred undcr conditions of compatibility
and self-interest profitabilit:. In this instance; self-interest
pr@fitabilitynwas weak. The rewards and incentives for partici-
pating in da@artﬁentsfwere much’ stronger. That is why neérly all
of the faculty said that college involvement was subordinated ﬁ@
departmental activities and why thaylgfténrfgmained at the

=

§ﬁ ery of the colleges.

\rg

n’.'h\
\‘ r'r

The Colleges, the Chartering Committee, and the Pres

The chartering committee had the option of choosing
either of two p@éitiéns in evaluating the colleges. It might
have rendered judgments on the success of the colleges in meeting
3thg prospectus reguirements, which would have been summative

evaluation; or it might have attempted to raise each of the

O

lle gls to a level of success necessary to 5at15fy the prospectus,
whlEh would have been f@rmatlve evaludtion. The comnittee

followed the latter cdﬁrs&. It did not specifically choose that
course, but %ather its character gravitated in that direction.

All members- of the écmmittee said they grew continually more

mpressed with the c@lléges as the committee progressed. They

also thought the colleges satisfied an important campus need,

which was profitaBility. In addition; fifteen members of the

committee showed an inclination like that of the faculty senate
' ]

for a. philosophy of innocent until proven guilty. A college had

to prove to the committee it was unfit in-order to be terminated.




President Ketter was also inclined to such an outlook. In any

case, the combination of favorable attitude and philosophy

i
i

favoring continuance of the colleges resulted in the formative

character of the chartering committee. It was a committee with

a penchant more toward resocialization than termination, which
would be expected in view of the generalized belief in college
profitability. The new dean of the éollégesg Irving Spitzberg,
because he was of the colleges and perceived by the committee as
also of the university, was permitted to act as an intermediary
between the committec and the colleges. At times Spitzberg; a bright,
confident 32 yeaf‘olé lawyer with credentials fréﬁ Columbia, |
Yale, and Oxford; and experience teaching at Brown Uﬁiveréity

and. the Claremant Colleges; -informed ~ college of the committee's
attitude and the appropriate response; at times he negotiated with
a C@ilégé on behalf of the committee.

In the public and its‘’private sessions, the chartering
committee developed three unspgcifiéd criteria for compatibility:
(1) a college had to conform to the prospectus, (2)-a college
had to have a positive attitude toward chartering, and (3) a

college had t@ have had a good past history. The criteria for

profitability was that a college had to fill a university need.

Orim
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Thi rily evidenced by demcnsﬁrating the need, establish-.

H\
M

was

e

ing the uniqueness of the college program, “havirg substantial

enrollments, and having é large attendance at the

public hearing.
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A secondary form of profitability involved more effe Y
satisfying generdlized university needs than other existing

1.
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mechanisms. Thét might involve bringing outside Eundimg to the
university or enhénéing the SUNYAB reputation nationally.

Each of the colleges fared differently on the criteria
associated with compatibility and profitabilitv. The f@llawing
table summarizes the iﬁdividuai collecge evaluations by the
chartering committee. (I interviewed every member ‘and observed their
meetings.) "+" equals positive performance: "O" equals néut:él
or uncertain performance; "-" quais negative performance; and
multiple signs equal exceptional performance. The compatibility
total is a summary of the net valence of positive and negative
factors associated Qith any one college. It offers a sense of
the ambience of the égllgge, not a summary measure of its compati-
bility. The;éiffarent indicators were certainly not of the same
importance, given cthat almost half of the charter committee's

) .
public hearing questions dealt with compliance to the prospectus,
The other two compatibility considerations - prior uistory and
attitude toward chartering --were more indicators of the degree
to which a college could be believed aﬁd the vigor with which
evaluation should be pursued. There were only two colleges -
Furnas and Women's Studies - which did not satisfy the letter of
the prospectus, and those colleges had complied with the sub-
stance. Interestingly, £he,colleges whose ratings were "0O"

met the letter, but there were doubts about their sSubstantive

satisfaction.



TABLE ONE

College Compatibility ;ﬁéﬁﬁ;@f@tabilggg Ratings

Compatibility Profitability

attitude  meeting 7
prior toward prospectus TOTAL
history chartering requirements

COLLEGE B + + + 3+ (
CLIFFORD FURNAS ++ 0 - +
COLLEGE H - +

C. P. MALONEY 0

+
o~y
+

MATH SCIENCES T+

2z
+
[
+
+ o+ o+ o+t

URBAN STUDIES .0
PROGRESSIVE ED. -

RACHEL CARSON +

L] O L] fen] iz
jo]
i
[}

SOCIAL SCIENCES -
TOLSTOY - - 0 9. 4
VICO At _ 7+ o +

WOMEN'S STUDIES 0 - - 2- ++

With this background, the chartering committee made
its decisions and the nonvotinhg members wrote recommendations to
the president. President Ketter read the recommendations and
documentation on the colleges, which consisted éf'qhir;een plump
looselead binﬁé{g, acceptgd{leﬁters from inside and outside the
university; and Ehen initia&ed a second miniature version of
the chartering committee pféceediﬁgs with a group of his core
advisors and the dean of the célleges; The procedure was a step
removed froir the colleges so that they would be uﬁablé t@»interferg,

53.
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It occurred because the charzering committee had a soft image.

It also ocgurred because the President really coulid not b%lié%&
the. colleges had changed as much as the ccmmittee said they had.
At the Ketter sessions theréame subjects, questions, and concerns
raised in the chartering committee were reaired, though more
candidly and overtly. In the end, President Ketter tg@k the

, 4
same position es the chartering committee, but combinad it with

shorter charter durations and interim evaluationg for most units.

External controls were again imposed rather than a less accepting
mode of ingtit&tianalizétiéna Units of dubious compatibility were
given a shorter tether rather than being términaﬁedi ﬁubi@us

in this instance referred to units that complied with the letter
of the prospectus, but were thought to have missed the spirit.

The .questions that arose with dublous célléges-were with regard

to credibility, not substance.

Ketter's verdicts fell into three categories, all
involving boundary contraction: (1) resocialization approved -
the manner in which a college was resocialized was accepted;

(2) resocialization negotiated - an acceptable form é% resocliali-
gatiag was arranged via active negotiation between the host

and the innovation. The innovation was not as instrumental

in setting the criteria for its resocialization under "resociali-
zation approved;" (3) termination - the innovation was not

permitted to continue.
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TABLE TWO

Resocialization Approved

compatibility profitability

three-year charter

College B 3+ +

three-year charter with review of

%péclt;agpractzce in élﬂhtEEn m@nths

College H : 2+ +
Mathematical Sciences College 2+ +
Rachel Carson College 2+ +
Vico College 2+ +
'thréefyear Lharterrwlth in toto
review 1n elghteen mgnthg
Cora P. Maloney College + % +
College of Urban Studies . + +
two-year charter with in toto
review in twelve months
‘ Social Science College - +
two-year charter with in toto
té';ew in twelve months and
redraft charter
2- +

College F (Telstoy College)

L
W
.
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The compatibility and profitability scores were taken
from Table One. As hypothesized, the decisions showed that both
praficébility and compatibiliry (at least to the letter of the
prospectus) were required for approval of resocialization. Though
fche compatibility scores of Social Sclences and Tolstoy Colleges
appear negative on Chart Two, both were shown to have complied
with the letter of the Reichert prospectus, which is to say that
neither was found to be iﬁcampatiblé with the norms, values, and
goals of SUNYAB. Successful vesovialization as measured by
approval meant that a college had to retain its profitability

and eliminate its previous incompatibility. - A college did not
have to prove it was compatible, only that it was not incompatible.
The greater the compatibility total, the longer the charter
duration and the fewer the external controls imposed in the post-
chartering period. Marginally compatible units in this atm@sp%ere
of innocent-until-proven-guilty were accepted as resacializeﬁ

for limited periods and under tight scrutiny.

Tri. fact that Social Sciences College and College F
were approved as resocialized showed that the emphasis .of the
¢hartering process was upon selecting out the colleges that had
definitely not met the demands of the proépectus, as opposed
to screening in those that definitely had met the demands of
the prospectus. TherlétEEf is a more rigorous procedure that
would be expected of a summative evaluation emphasizing termina-
tion. The former is indicative of a fermative evaluation
emphasizing resocialization. 'This is not to say that Social

56. .
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Science College and College F were not scrutinized closely.
College F which had the lowest rating on total compatibility

of a’l Qalleges as reygaled in Chart One, was examiﬁeg more ,
%ig@:@usly than any other college. No other colliege had three
hearings. In contrast, College B - with the highest compatibility
total rating - was barely discussed by the president af the
chartering committee, and was rushed through the proceedings in a
hail of praise. College F's negative "attitude toward chartering”
and-negative "past history' caused it to be evaluated far more
painstakingly than Cora P. Maloney é@llége, which had the same
rating on "meeting the prospectus requirements.' Social Sciences
Collegeigwhich had a negative rating only on ''past history' was
also treated more harshly than Cora P Maloney, though better than

"F' despite the same rating on "meeting the prospectus requirements.’

compatibility profitability

College of Progressive Education - -

As hypothesized in the inséitutianaligazi@n=Eefmination
model, the conditions of unprofitability and dubious or marginal
compatibility resulted in the termination of a college. Progressive
Education was marginal in compatibility in the same way. that
Social Sciences College and College F were. The difference between
the colleges was that Prugressive Education was also unprofitable
57.
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according to reports by the chartering committee members

" Enrollment was low and an academic department was planning to

offer a similar program. As a resulc, it would appear that

unprofitability would be the important element in termination.

TABLE FOUR

RESOCIALIZATION NEGOTIATED

compatibility profitability

Women's Studies College _ 2- o+
Clifford Furnas College + ++

Units that were exceptionally profitable were given
leeway with regard to departures from the prospectus. The terms
of compatibility were m@fe;flesible and determined more by the
college, but the_substéﬁce of the prospectus still had to be satis-
fied. Unlike the othe% colleges, Clifford Furnas was given until

Fall 1975 to join Ehe colLeglate council, whicﬁ began in January;

and Wcmen s Studies Was allowed to have two non-Ph.D. s_head its

\

college, providing DﬁE was titled administrative officer.

Initially, Women's Studles courses were permitted to exclude men
if that was approved by the division of undergraduate education.

A resolution procedure rather than é definitive policy was offered.

By Fall 1975, all Women's Studies courses were opened to men. A

"demand that Women's Studies College redraft its charter was

changed to a demand that it clarify the use of women as a generic
term. The debate between the president's office and Women's
58.
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Studies has continued with periodic threats to terminate the
college. As such, it appears that unwillingness to become com-
patible leads to termination. This should not be construed as

inconsistent with the institutionalization-t-rmination model.

Members of the chartering committee who thought Women's Studies

W

was pf@fitégie were asked: if the cclleée rested to adopt .the
changes required, would it still be profitable? The maj@gity
answer, with three understandable ext:pti@ﬁs,bwsg no. The
rationale was that so much time and energy would be épeat in
keeping the college in line that it just would not be worth
having. Extreme incompatibilitv and unwillingness to adhere to
prescribed directions for becoming compatible result in unprofit-

ability, in that the deviating innovat ion begins to draw too

heavily on scarce institutional resources.
EPILOGUE

When all the dust settled, Jonathan Reichert was the big
winner. 1In Spring 1975, he was elected chairman of the faculty
senate. Reichert was rewarded by his colleagues for personally
ending collegiate incompatibility.

The rewards for having stoéped being incompatible were
far less. Almost a sixth of the faculty senate interviewees
;nsolicitedly expressed doubts about the degree to which the
colleges had actually changed and the rigor of the chartering
committee. One voting member of Lhe chartering committee wrote

to the president describing the inadequacies of the colleges, the
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chartering committee, and the chartering process. The president,
other administrative officers, and several nonvoting members of
the committee also expressed daubts about the process and its
outcomes. There was a big difference between being permitted to
continue existing in the university, not being terminated, and |
being accorded autonomy-and thought a legitiﬁate and integral
péft of the university. The colleges would have to earn that.
Until that time thev could certainly not expect the promised |
resources: mevit mwney and tenurs for staff, increased budgets,
release time for a large portion of faculty from their departments,
etc. Dickeriﬁg with departments for release time fér the masters
was a major chore. The colleges were made by the university to
haggle with the student government over dormitory space during
Summer 1975.

The situation came to a head in Spring 1975, when New
York State retrenchment in higher education resulted in a multi-
million dollar cut in the Buffalo budget. That, combined with
an 8 percent inflation rate, meant a momentous budget reduction
to theauﬁiversity. The faculty union asked that the colleges'
budget be cut before academic departments had their's cut. A
special édministrétive budget-cutting committee created to deal
with the crisis initially recommended that the college budger be
cut by $200,000 to save departmental faculty. The vice-president
of academic affairs refused such a drastic cut and instead reduced
the: college budget by $25,000, or 6 percent. . IF contrast, the
agadémic faculty cut the most was Social Sciences, which lost

- 60.
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onlv 2 percent of its budget, To get extra resources under these
conditions the collepes would have tp prove they were better

than existing academic departments. The CollegES'traﬂsfofmed
themselves with the promise of a greatef portion of university

resources. For their ¢fforts they got little more than survival.



CHAPTER 3
CONCLUSTIONS: WHY INNOVATIONS FAIL

The aim of this paper was to digcover why innovaiions
fr211. Toward that end, a model of the institutionalization-
termination process of innovation was applied in a study of
"The Colleges'' at the State University of New York at Buffalo.
The task of this chapter is to inzéréfet the findings of that

S

The institutionatization-termination model was shown
3/ '

to be accurate. Fach of the four models of institutionalization-

o

termination occurred at Buffalo, and the conditions of p.ofitability
and compatibility postulated for each were shown to be correct.
Boundary expansion via diffusion, as illustrated in:the increasing
participation of SUNYAB faculty in the colleges, occurred under
conditions of compatibility and self-interest profitability.

Boundary expansicn via‘eﬁclavinéi the mode by which Clifford

Furnas College operated ‘after seceeding from the collegiate assembly,
occurred when the innovation .was compatible and generally

profitable, Boundary contraction via rescciaiizaticn; the

rationale for chartering, occurred under conditions of profitability
and incompatibility. Boundary contraction via termiﬂatiOﬂ; the

way in which the College of Progressive Education was institu-
tionalized, occurred when the innovation was unprofitable and
incompatible. It is likely that it would occur under conditions

of compatibility and unprofitabilitv, as unprofitability was shown
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to be the key determinant. No other forms of boundary expansion
Qf'boundary contraction were discovered, nor wereAaltéfnatives
to boundary expansion and boundary contraction. Py

| Accordiﬁg to the model, innovation failure would be
defined as a premature decline in the planned level of impact or
influence of an innovatiun on the host university or organization.
Some innovations, such as compensatory” education preograms, are
planned bnly as innovative enclaves. There is never any inten-
tion of &iffusiﬂg the irnovation. Other innovations, like the
colleges at Buffalo, are intended for diffﬁsion_ Enclaving for
them represented a decline.in status. As originally cnnceived
by Martin Meyerson and Robert Ketter, the colleges were to be a
dominant feature of the university. That never occurred, All of:

this is to say that the position an innovation holds can only be

judged successful or unsuccessful relative to its planned goals.

On the other "hand,” no innovation is created with the hope of

boundary ~ontraction - vesocialization or termination.. If termina-

tion is planned, it is a goal only after the innovation has done
its work. Under other circumstances, .termination would be con-
sidered premature or a sign of failure. The two modes of boundary
contraction would then normally represent a decline in status
for an innovation.

The fange of possibilities for an innovation - from
extreme Eaundazy expansion to extreme boundary Cvﬂffa:isgn -
repfesenté a continuum from total diffusion to complete termina-

tion. Termination, resncialization, enclaviﬂgﬁzaﬁd diffusion
& e
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are ideal types or points on the continuum, vairying from substan-

£y

tial impact by the innovation on the host to swbstantial impact

on the innovation by the host. The emphasis in~boundary expansion
is upon impact by the innovation on the host while boundary con-
traction canéentfates upon host impact on the innovation.

Movement down the continuum always constitutes failure

~if it occuys before the innovation has accomplished its purpose.

Passage of an innovation dbﬂnward in institutionatization-
termination stageswinvglves an ;ngilzutlcnsWLde decision and is

marked by a formal degrad.-ion ceremony. After the Reichert

pfospegtus, which was a sign of downward movement, the colleges

were made to go Ehiouéh a public hearing which bore a certain
Vsimilaricy—t@ a criminal coutrt proceeding, while the chartering

cémmitgee'and presidential ‘review were not dissimilar from juries

and pardig boards. In.any case, the colleges were forced to

.,

acknowledge\the fact that they had done wrong, underscood this,
and promised in Ehe future to lLad a virtuous life. This follows
from the desarlprlon Gf boundary conitraction in chapter 1.

In contrast, pas&age‘upward from institutionalization-
Lermlnatlorx Stage to-stage is' informal and occurs in an -

'x, L =

admlﬁlstratlve unit by admlnlstraﬁive unit and person by person
7

fashion. Tha}gwas true in diffusion cf the colleges among SUNYAB -

faculty“éﬁépdeparﬁmentsﬁ Should the c011§gES¢ElSE from their

current resocialized position to one of E@undary”éxgansion,via
enclaving, this would involve simply a change in attitude by

ind.viduals and departments regarding profitability, not a“fc{mal
/ L : : .

“x‘u

ceremony.
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With three factors in mind - the definition of failure,

(‘ that institutionalization-termination is a continuum, and fhat

premature movement down the continuum represents failure - the

‘m

quusti.n of why an innovation fails: can now be answered. Failur

results from an innovation's decline in profitability, compati-

hility,

)

r both. Compatibility'was‘previausly defined as the
degree of congruence between the shared orientations - norms,

values, and goals - of an innovation and its hcst. Indicators of

csmpat;blllty .were faund to be the attitude of the innovation

£
toward the hast, the past histcry of the innovation and the actual
congruence of the innovation and host norms. values, and goals. ’ .

The first two indicators are fudge factofs which determine the’

degree of examlnatlon and amount of s—spicion and distrust

- A,

appropriate in evaluating the innovati@m‘s compatibility with
its hosc. ‘ ’ #ﬁa\
Profitability was previously defined as the degree to
which an innovatic: satisfies the organizational, group, and per-
stnal .needs of the host. Several different indicators of profitability
were discovered. There are two forms of selfaiﬂterest profitability:

that satisfying organizational subunit needs such as increasing

4

departmental enrollments; and that satisfying individual needs
such as money, affiliation, or the desire for colleagues or éhbjact

: matters ou lde ‘the. ken of a faculty member's departmeﬁﬁ /Two
‘ii
forms éii?énéfallprfitability also exist: positive nnd gegatlve
prafitaéﬁli;y. Negative general profitability exisvs when it is

desirable to continue an innovation because treating it in any

05.




other manner would undermine already satisfied 2vganizational

¥

needs. The likelihood of arson and campus =@y L 'were a source
of negative profitability for’the college =i .570. Positive
general profitability exists when an innovation is desirable in

itself. and that is a stronger form of profitability. Indicators
include enrollments, enthusiasm, uniqueness, reputation ©f7 2 mpus,

outside funding, and demonstrated need.

ing the organiza-

[

Compatibility is a screen for measur
tional inappropriateness and dissatisfaction related to boundary

sociated with an innovation. Profitability is a measure

b
)
W

change

of the satisfaction and effectiveness of an innovation in meeting

¥ i!.n

organizational needs. A decline in compatibility means that an
o s : 3 = : = = <
innovation has become less appropriate and more unsatisfactory

for the host. Similarly. a decline in profitability indicates

) ﬁ%ét an innovation is iess satisfacrory and less effective.
C@mpaﬁibility and ff@fitabiliﬁy dre the twin wheels
thaF run the lﬂﬁtltutljhali?atiaﬁ termination madel As compati-
bility declines. innovations mDVE.ffDW boundary expansion to

boundary contraction, specifically resoc alization. Under normal
circumstances resocialization is that btand of boundary contrac-
tion reserved for dealing with incompatibility. An iﬁnévagic& which
attempts to serve as an alternative to the host rather than
a supplement would always be extremely incompatible. Eefusal
ro becgm; a supplement would constitute unwillingness to become

) compatible. The members of College E, that preceded Cora P.

-Maloney College, sought to crezie a.college which would serve as

S {:,L_; .

O
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an alternative to the university. They realized that failuré to
&

become a supplement to the university would mean termination,

so many key staffers left.  The same was true of the College of

Modern Education. Extreme incompatibility and unﬁilliﬂgness to

become more compatible means that the host university is requifeé

to spend a good deal of time attempting to curb "inappropriate” E

‘behavior by the innovation. Curbing the imnovation beging to

take so much time that the host organizarion is unable to

satisfy its more basic needs, which makes the innovation unpro-

fitable and termiﬁatian is the result. In such instances,

unprofitability is the cause of termination; incompatibility

is only an indirect cause. The negotiations between Women's

Studies Collége and President Ketter ebbed back and forth.

Women's Studies College rewrote its charter in early Summer 1975,

but not to the satisfaction of the presidEﬂt.. He felt that the

charter was incompatible and that the college was getting to be

too much trouble, so he refused to sign the charter -'which

amounted to terminacion, Fcrtunat31§ for Women's Studies cCollege,

it was very strong in the profitability realm and that seved it

from termination and allowed instead a resumption of negotiations

of the college's future. The basic facts in the case point to

a link between profittability and compatibility, such that when

an innovation becomes too incompatible it then becomes unprofitable.
A decline in profitability, like a decline in cgﬁpagi—

bility, moves an innovation from houndary expansion to boundary

contraction, éxcept that unprofitability results in termination

67.
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rather than resocialization. Termination is the variety of

boundary contraction aésuéiated with unprofitability. Profitability
would seem to be more impoertdnt than compatibility <4n innovation
succdess. This is not surprising in that it is easier to eliminate
the dissatisfaction associated with incéﬁpatibiliéy than to

generate the satisfaction associated with prfltablllEy The
importance Qf pf@fltablllt} is shown in that the colleges at

SUNYAB with hlgh profitability were given greater 1atltude with

regard to compatibility than less profitable colleges. This A

is especially intef;gtiﬁg in that it occurred during boundary »
contraction via rescci;lizaticﬁ. which is concerned chiefly with
compatibility. The iméaftanﬁe of profitability is perhaps

best underlined by the gehavicr of SUNYAB faculty. Faculty

chose to éafticipate m@ﬁg heavily in departients thén the

N t . .

colleges because departménts were more profitable. This was

true even of faculty members who felt the -colleges more compatible
with their personal 11festyles than their dapartmEﬂts Profitability
is of concern to both the innovation and the university. As

was indicated, an innovation must be p?afltahle to the host,

but the host must also be profitable to the innovation. For
example, the College of Progressive Education was terminated by

the host: for being. unprofitable while College Z decided to

terminate itself because it found the host unprofitable.

Similarly, many old college pegpie left their colleges because

they felt contipuing a relationship with the host to be unprofitable.
A-raciﬁrocal relatjonship between the host and the innovation

was not found for compatibilityi however. |
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FOOTNOTES

1. This study has been a wonderful exercise in learning how

nice people can be. Of the hundreds of persons I asked for
assistance, not one refused to help. - Space permits. me to mention
only a relatively few, but I am grateful to each and every one

of the generous’ people who helped me. I wanted to extend a
special thanks to Michael Farrell, Linda Fentiman, JB Hefferlin,
Walter Hobbs, Robert Ketter, Katherine Levine, Meyer Levine,

Thea Levine, Lionel Lewis, Diane Marlinski, Marilynn Quan,
Jonathan Reichert, Irving Spitzberg, and Claude Welch.

2. This case study is based upon interviews, observations, and
analysis of documents. 132 people were formally interviewed _
including 67 college staff and students, 12 SUNYAB administrators,
89 university faculty, and 6 graduate and undergraduate student
association members. 50% of the 96 member 1973-74 faculty senate
was interviewed; all of the members of the chartering committee
were interviewed and the committee's activities were observed;

the president of the university and his advisors were observed
and many were interviewed; and key individual: involved in the
chartering of each college were interviewed and the activities of -
the colleges observed. Documentation included faculty senate
minutes and tape recordings of meetings; faculty senate, chartering
committee, and college reports, minutes, correspondence, propo-
sals, statements of procedure; and charges; college charters and
‘'supporting documentation; the president’'s correspondence and
reports; a demographic study of each of the 14 colleges; and -
1dcal and university newspapers. S )

3. The reader should bear in mind that these conclusions are
based on a single case-study. Accordingly it is possible that

the model is an accurate descriptor in only this one instance.
Furthermore, it is-also possible that there are exceptions to

the model though none were found in this study.
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To: Dr. R. F. Bunn, Vice President for Academic Affairs, SUNYAB

From: The External Evaluating Committee for the Colleges: Daniel Arnaud,
_Alberta Arthurs and B. S.gChandrasekhar, Chairman. -

June, 1978

I. Introduction
We have prepared this report in response to-your memorandum to us of
May 2, 1978. We have touched al! the pgiéts raised in that memorandum,
théugh rot necessariiy in the same order. The task set us was large and
complex; the time available all too short. We acknowledge gratefully the
| cordia]iﬁy and caéperatiOn of everyone from the University who was involved

in our work. They mage our visit not only informative but pleasant.

\ We studied the voluminous documentation supplied to us, and had in- )

\ tensive meetings with well over a hundred people during our two days on
Ecampusi’ We cannot pretend that we have thereore achieved a complete under-
standing of the complex history and present circumstancesvof the Colleges.
We found, néﬁerthe1ess, tHat the three of us were able to agree on a number

of impresgions and. conclusions, and we present them below.

IT. The Colleges as Residential Units

While there aré many special opportunities for an undergraduate in a
researcﬁ—ariEﬁted university, there can also be problems: feelings of anony-
mity, and remoteness from the faculty, are two. The residential CD1]EQESV

- appeér to ameliorate some of these problems, A significant number of the
students who T%Vé in University hDusingiafé in the Colleges, and the students
who spoke to us were generaily pleased with this aspect of their Tife in the
University. We became aware of the strong sense of community resulting from

College participation. Though the quality of that sense of community perhaps

7




Page two - .

varied Fram ca]1ege to college, it wvas based in all the Colleges on’
cooperation and on the sharing of étt141t1es and programs. Me would suggest,
thEVEﬁ, that this sense-of community could be enhanced by an attempt better
to define each coTTége ph}sicai?y and arcﬁitectura1]y within the Elliott

complex. : sl

II1. The Colleges as Academic Units

In this, more than in any other respect, we Séqg struck by the extra-
ordinary diversity of the Coileges. Ve mention a Fé@kexamp?es, Tolstoy is
attempﬁingi to .quote a phrase from our charge, "to pTay\the role of gadfly
concerning the operation of the University in society.” Qic@, at another
extreme, is trying to reestablish certain classic elements which weve once
an important part of a liberal education, but whichahave lately falien into
disfavor. Rachel Carson is concerned with environmental assaults on Dﬁr
bodies; Col]egé B cares about the artistic and aesthetic sustenance of our
minds, Intérnati@ﬁa1 affairs, applied mathematics, urban problems, minorities,
health care----all are subjects for the Collegiate programs. There is even
the College which simply says of itself, "vaersity is the Byword.™ The
Colleges offer courses, carry out projects, and preseﬂf speéfa] programs in
keegin§ with their themes.

We neard the concern expressed throughout the University that there should
be no duplication of ef%arts emanating from different parts of the University.
Such a concern 1is Uﬁderstaﬂdéb1e; the matter of duplication is a vexing one
in all universities. We agreed, however, tgat Buffalo should view‘dup1icétian
as a problem for the University as a whcﬂe, rather thar as a problem for the

Collegew alone. we did not feel that ‘the Colleges in particular were compounding

duplication. ! "

e
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We were not 3515 to ascertain at first nand the quality of College courses.
We note, however, that the approval of a proposed College course involves
review within the Collegiate structure, followed by the review to which all
: Dthér undergraduate courses are also subject. Hefnaie further £hat a certain
number o€ courses are born in the Colleges and then become adapéed by academic
departments. Ccllegiate grading policies are being watched. fF there is still
ahxiéty about these matters, as there was some years ago, then one may have
to seek the causes here too in the University as a whole Fathér than within
the Colleges alone. ;

As the most QEﬂEf§1 principle, we would encourage greate% participation
by university faculty in the academic life qF the CD]TEQES,'éﬂd wouid nupe
‘that in the interests of both the Colleges and of the Univeésity this parti-

/

cipation would be encouraged by all levels of the Univeréity administration.

[V. The Governance of the Colleges . )

When times were good, and there seemed to be no end tq!the supply of
students and money, the word "governance" was little heard in academic circles.
Then came the lean years, and academics now talk about governance a good deal
(though no two people would easily ag}ee on what it means). Put simply,
the central question ié: Who makes what deccisions and how?----to which may
be added, who wat;nés over whom? UWe cannot resist addina tne parenthetical
thought here, that if the trend continues we méy end up spending all our time
watching over everyone else.

o'ven the situation of the Col.eges in the organization of the University,
it seems reasonable to look at t.e w2iter in two ways: how the rest of the
University is involved in the Colleges, and how the Colleges manage their

) e
internal affairs. 'y
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" The Prospectus and the chartering précess are the channels through whicn
the Upiversity watches over the Colleges. These represent a perijodic internal

review by a Uﬂéversity of one of its parts, of a kind that we are rot aware

of elsewhere in AmeEican Universities. We found that the(grc:ess was generally
thought to be satisfactory both by those who did the revifwing anga perhaps
more unexpectedly, by those who were reviewed.. The reviewers ciaimed to have
improved their understanding é% the ﬁatﬁre of the Colleges, and‘the Colieges

A ,
appear to benefit from the obligatory re-examination of their objectives and

activities, We found corroboration of these opinions from our reading of

the reiéharteriﬁg descriptions of some af the ¢ ¢.: We conslude that

this remarkable experiment in self-evaluation iv successful, at least at this

stage in time. We heard the thought expressed that perhaps -the process should

be appl{gd to other-parts of the University as well; we décided nét to explore

that suggestion further.
The College Council is central ta‘the'inter€a1 government of the Colleyes,

and its major responsibility is to work with the Dean in the allocation of

the Collegiate budget among the different Colleges. .It is obvious that,

whatever formula is used, there will be come Colleges which wi11vget less than

they need. We were struck by the fact that those Colleges whom the formula

favored were willing to help out the 1e§s Fartﬁnate ones: a mode of cé]Tegiate

behavior which happens also to be one of the admirable though not well-known

aspects of the Oxford Colleges. We sensed that the budget has so occupied

the attention of the Council that it has aﬂ1j recently begun to pay more

attention to matters such as curriculum and long-range planning.
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V. The Golleges and the, Rest of t

#

he Community -
Thé Colleges interact with the ;est of the University; aﬁd they aisc‘

interact with the broader community Eeyond the University. We tried to 1§Dk

at both. -
In centrast to the antagonism which was very apparént some years agd@

‘the modd between the Colleges and the rest of the UniVersity today appears to

be that of a truce, if not of a peace. We did not speak to any outspoken

critic of the Colleges; wevdo understand that there were s%me amané those‘whﬂ

were échedu1ed to meet with us but were unable to do so. The shriliest 7 _ .

criticism from both sides now seems muted, and thE‘prDb]eﬁS now look like those

in any orthodox part of a major university: priorities for overall budget

allocation, student FTE's, quality of teaching, and so on. There is less

1

talk of the-Colleges:as alternatives, and more talk of the Colleges providing -
important elements to compiement undergraduate life in dimensions which the
academic departments and dormitory operations cannot provide. These are en-

couraging signs, but the equilibrium could be easily upset if there is nov

o+
e

further progress. Vhat happens next will dFtermine whether the Colleges develop
into an established integ§a1 part of the total undergraduate programs of the
University, or %egress into their former embattled minority positions.

We noted in the programs of the Colleges a number of ways in which fhey
and the community outside the Univeréity come together. This seems especially
so with certain of the Colleges, perhaps because of théir ﬁaré%cular '
In the time we had, we were not able to get enough first-hand knowie
_ these interactions to form & detailed opinion. We did hear of enough .. ...es,

* however, to see that this was an area of significant activity for the Colleges

~as a whole, aad one which we applaud,
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VI. gggglggigé
Ve shall nowvgather the parts together, and restate briefly our response
T to your charge, which mjght be condensed inéa the following QGESt{éﬁ52E Where
are thEéCD11EQES now? Have they been worth it?

The Co11eges have survived a critical infance during uh1ch their very =

survival-was at times in doubt. - The most serious concerns that were expressd od
about them have been resoiv?d. They-have at least madeﬁa étart toward% seeting
the Db1igatiaﬂs to-which they :re é@mmitted to satisfy certain essential
‘needs of- undérqraduate education and service tD the .community which are not
’DthEFH1SE met. Théy have develoned a mode of ca11eg1ate government which
seems to work well. They have creatéd a sense of ﬁeighbarhaad far groups

of studehts. They have made a beginning towards invol¥ing larger numbers

of %acuitg_members in their activities. They have taken elements of fhe
University to‘the-camnunity: neighbgrhaadéi minorities, women, probiems of .
the envirﬁnment; and they have géneratéd community interest in the University
‘as well. }n trying to get a measure éF how much af] DFEthiS amounts to, we -
bore in mind the setting in which this took place: the turbulent founding
years, the physical expansion and fragmentation Df‘tﬁe campus, the shortage
of morey, the increasingly CGnFTicting ]D}a]tjes Q% the facuity to their pra;:
féégiDﬁS versus their University. Most of these problems are now endemic to
all univérsities, énd so we are sensitive to the context in which Buffalo

has been able to bring the Colleges to their p@Sitfén today: we think it is

a remarkable accomplishment. Many muét have CDﬂtf%bqtéd to ity in what we

saw in our limited time, we have been mést impressed by ﬁhe skjiifu1 and
imaginative TEadersﬁip of the Colleges by Qéan ﬁpitibergé and the thoughtful
and extehsive involvement of Professor Reichert represeﬁfjng the Faculty

Senate, The efforts of these and others ‘ave brought: the Eallegeé to a point’

Q. " : C82
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Aruitoxt provided by Eic:

FPage se-er
where now their essent &l role in the University ¢ ' jin to be delineated
in detaZl. e are convinced that thev have such a 1 - e: therefore all of
this effort, all of this commitrent, has been worth while.

Evenour brief fuvolvement with the Colleges at SUNYAB has create!
us a deep interest in Zheir future. We shall watch their further develop-
ment both because of this and because of what we may learn from this unique

venturc that may apsly to other major universities.
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