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EXECUTIVE SUMMARY

‘What Is the Significance of Faculty Socialization?

Over the last two decades, higher education has come under
attack. At the center of much of ihe criticism lies the United
States professorate. Some critics believe that faculty emphasize
research at the expense of quality teaching, Others believe
that faculty fail to adequately address today’s diverse student
body. In either case, understanding the many roles faculty
play in the formal and informal life of college and university
settings is critical if we are to improve our academic
organizations.

The multiple roles faculty adopt reflect their learning
experiences —their socialization. Hence, understanding faculty
socialization is imperative if we are to change our academic
settings.

How Is Faculty Socialization Conceptualized?

The values, beliefs, and attitudes held by faculty reflect their
socialization experiences and, in essence, mirror faculry cul-
ture. In examining faculty socialization through faculty culture,
we adopt Geertz's view of culture where culture shapes and
is shaped by social interaction (1973). To understand faculty
socialization—how faculty learn to be faculty-—we first must
come to terms with the cultural forces which shape faculty
life: the national culture, the culture of the profession, the
disciplinary culture, the institutional culture, and individual
cultural differences (Clark 1987).

Faculty socialization takes place in two general stages. The
anticipatory stage includes undergraduate and especially grad
uate learing experiences. During graduate school, prospec
tive faculty are intimately exposed to the norms of the pro-
fessorate. At the conclusion of the graduate experience,
prospective faculty have a sohd understanding of what faculty
life is like.

As graduate students leave their student status behind and
are hired as new faculty, they enter the second stage of faculty
socialization——the organizational stage. During this stage.
faculty novices face a number of organizational challenges
through which they often muddle by trial and crror (Van
Maanen and Schein 1979). For many new faculty, the first
two years are characterized by loneliness and intellectual iso-
lation, lack of collegial suppaort, and heavy work loads and
time constraints { Boice 1992).

Yhile significant numbers of new faculty leave academe,

Faculty Socialhzation as Crltural Process
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many find ways of coping with the stress of academic life and
move from their novice status to more senior roles. Central
to faculty advancement is the promotion and tenure process.
From a cultural perspective. promotion and tenure practices
serve as rites of passage to higher organizational status.

Although the carly vears of faculty life may be the most
challenging, experienced faculty also face organizational
obstacles which require ongoing learning. In this light. faculty
socialization must be seen as a continuous process where
even the most senior faculty must learn and relearn their roles
within academic institutions.

In addition to being onguing. socialization is bidirectional.
Not only do people adapt to organizations. but organizations
continually must adapt to their members. Viewing faculty
socialization as bidirectional is crucial in creating diverse aca
demic communities. While professors change to meet the
demands of their academic institutions, colleges and uni-
versities must modifv their structures ro meet the needs of
their diverse members. This means promotion and tenure
rituals. as well as faculty development programs, must be
continually reviewed.

What Are the Implications?

Organizational culture is complex. and individuals who are
new to an organization will interpret that culture in different
wavs. Messages get confused and misinterpreted. Our con
tention is that the organizational messages related to suc
ceeding as a faculty member—achieving tenure, for exam-
ple- -need to be clearly spelled out so that all organizational
members have similar information from which to make deci
sions. in other words, faculty sociatization should ke place
within the parameters of clearly articulated organizational
goals and objectives.

The issues raised throughout this report relate to culture
and commitment: What are the values to which academic
organizations aspire? How do they communicate those values
o organizational members? How do organizations affirm
those values through various organizational structures? Qur
argument throughout this monograph is that coming to terms
with faculty sociatization holds answers to the preceding
(questions.
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FOREWORD

Toy be concerned with the quality of faculty performance is
to be concerned with faculty socialization, Co mverseh. o
understand how o maximize the facuity socialization process
is to have a powerful tool 1o affect long-term institutional
accomplishmens. Tt is the socialization of an individual thi
makes up the sum total of values and norms that directs a per
son’s daily responses and behavior patterns The sum of all
faculty socialization determines the culture of the organization
and. ultimately, how well an organization functions.

The socialization process is most important to those occu-
pations that function with fule or no supervision. Members
of these occupations. such as the professions represented by
medical doctors, Tawyers. and college faculy, are allowed o
continue without the normal accountability of other oceu
pations. This partially results from the belief that high stan
dards of behavior have been instilled within each member
of the profession through extensive schooling and reinforce
ment by the professional associations. Thus, most faculey
receivevery litde direct supervision oftheirteaching and research.

However, it has been found that the socialization of faculty
as graduate students changes over time. This was explained
by John Creswell in Facrdty Research Performance: Lessons
Jrom the Sciences and Social Sciences, an ASHE-ERIC Higher
Education Report. Creswell noted that institutions often
atempt o increase the rescarch productivity of their programs
by hiring graduates of top-ranking. highly productive graduate
schools. These institutions assume that the new faculte will
perform as they were socialized and do nothing to alter the
institutional culture. The result is that within five vears, the
productivity of the new faculty has dropped 1o that of the level
of the older faculty. The socialization process has been alered
to the culture of the organization and not the opposite, as
assumed when the new faculty were hired.

The mistake made by institutions is not the expectation
that the academic output of the instituwtion would be raised
by hiring faculty from the highly productive graduate schools.
The mistake was failing to pay atention o the socialization
process that is at work within an institution's culture. It should
be obvious  but it is not - that what is actually done or
rewarded is what is valued. In other words, the socialization
process is represented by that which receives constant rein
forcement. Over time, this hecomes the culture of the Organi
zation It makes fitde ditference what principles or values are

Pacrd Socalization as Cultuval Progoss xai
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articulated by the institutional leaders if these principles or
values are not reinforced regularly. Examples of this are when
an instivtion promotes teaching and learning as primary
values but offers no training to the faculty and bases promo:
tions on numbers of publications. or when staying on the cut
ting edge of knowledge is negatively reinforced by the eline
ination of travel monies to research conferences.

In this report by Witliam G. Tierney. professor and senior
scientist at The Pennsylvania State University. and Robert A.
Rhoads, assistant professor of education and research associate
at The Pennsylvania State University, faculty socialization is
reviewed as an integral part of the culure of faculty life. While
this culture is. in large part. that of the institution. it also con
sists of the culture of the nation. profession. discipline. and
individual. The authors examine the sociatization process and
how it ultimately affects the success of faculty and their com-
mitment and involvement with the institution.

A definition of insanity is to always do the same thing the
same way but expect different results. If institutions wish to
change their outcomes. they must be willing to examine the
interrelated activities that make up the system that produces
the outcomes. A major part of the system is the socialization
process that directly determines the activities and responses
of the faculty. Purposely defining what is desired from this
process and then adjusting the process so it is more likely
to produce that result will help to muake significant, long term.
and permanent changes to the culture and outcomes of the
institution.

Jonathan D. Fife

Series Editor, Protessor of Higher Education Administration.
and Director. ERIC Clearinghouse on Higher Education
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CULTURE AND COMMITMENT

We lire. And in living we believe, ascert self, establish order
around us, dominate others, or are dominated by them.
Action flowing from meaning and intention weares the
fubric of social reality. . . . In this perspective, we may better
understand organizations if we conceive them as being an
invented reality (Greenfield 1980, p. 27).

Organizations exist as social constructions (Blumer 1969:
Burke 1966: Mead 1934; Schutz 1970). To be sure. they exhibit
formalized structures such as policies, rules, and decision-
muking committees, but just as importantly, they revolve
around informal codes and expectations shared by organi-
zational participants (Wanous 1992). These shared under-
standings and the for~! ind informal processes used to
develop understanding and meaning account for whar we
refer to as organizational culture.

Organizational culture shapes members’ behavior: yet, at
the same time. culture is shaped by the organizational actors.
Culture is more than something that an organization has:
instead, "culture is something an organization is” (Smircich
1983a. p. 347). This sense of culture is captured best in the
notion of “webs of significance,” where people simul-
taneously create and exist within culture (Geertz 1973). Indi-
viduals and groups are capable of changing a culture, hut they
also react to the culture’s powerful mores and parameters.

Colleges and universities, as social institutions. each exhibit
a unique organizational culture. Viewing higher education
institutions in this manner has been well-documented in Kuh
and Whitt's ASHE-ERIC report, The [nvisible Tapestry: Culture
in American Colleges and Universities (1988). Their work
forms the starting point for this text. Kuh and Whitt noted a
fundamental aspect of academic culture when they discussed
faculty as one of three predominant subcultures situated
within academe; the other two subcultures are students and
administrators.

Our framework for this report is to focus on socialization
as a cultural process that faculty become enmeshed within—-
and change, as well. We comment on the other subcultures
of faculty life, such as that of the profession and discipline.
We specifically focus on full-time faculty in our colleges and
universitics. We refer to the entire process as faculty
socialization.

Our challenge is to define socialization ina “hidirectional”

This sense of
culture is
captured best
in the notion
of “webs of
significance.”
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manner. By “bidirectional™ we mean that socialization is a
process that produces change in individuals as well as organi-
zations. Socialization is not merely the analysis of how an indi-
vidual changes to fit within the confines of a particular orga
nization: we discuss socialization as a way for organizations

to adapt and change to the diverse needs of the 21st ceatury.

Significance of the Topic

During the 1980s and up to the present. higher education has
come under a series of attacks. For some critics, American
higher education has become too watered down, and students
no longer are educated about the longstanding traditions asso-
ciated with the American way of life and Western civilization
(Bennett 1984: Kimball 1988). Relatedly, in the eyes of some
educators and scholars, higher education has become 0o
commonplace, and academic excellence has taken a backseat
to accessibility (Association of American Colleges 1985: Com-
mission for Educational Quality 1985).

Yet another criticism relates to the poor preparation of col-
lege graduates as they enter the labor market, ultimately
reflected in our faltering economy (National Governors Asso-
ciation 1986; Study Group 1984). Still others claim that higher
education underscores the interests and values of dominant
cultural groups and therefore neglects the experiences of the
disenfranchised and underrepresented (Rossides 1984: Tier-
ney 1992¢; Weis 1985).

The position one takes with regard to the preceding argu-
ments is contingent upon one's conception of higher edu
cation. When we examine how we think of higher learning,
questions such as the following take on importance:

* should higher education be the training ground for the
American labor force?

* Should higher education provide students with an essen-
tial understanding of the Western tradition?

* Should higher education serve to legitimize diverse tra-
ditions and conceptions of life and human experience?

* Should higher education provide students with the essen
tial critical values needed to participate as democratic
citizens?

Throughout this report, we contend that faculty e at the heart
of the answers about such fundamental questions. Faculty

O
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sit on curricular and admissions committees. construct and
teach courses, advise and counsel students. conduct research,
and often senve as advisors to politicians and business leaders.

The role that faculty play in the formal and informal life
of.the institution is a key to understanding academic conm:
munities as cultures, since faculty are shaped by, and in trn,
shape the institutional culture. The behaviors that facultyv enact
in institutional settings largely reflect their socialization expe
riences and the values and commitm:znts of their institutions.
This line of thinking follows the assumption that organizations
socialize their members to adopt congruent values, beliefs,
and attitudes. As noted. our purpose is not simply to develop
a schema for efficient recruitment to and retention within the
academy. for to do so overlooks the powerful ideas and
beliefs individuals bring when they enter an organization.

As we elabo ate. although faculty are employed by aca-
demic institutions, there are other significant influences
beyond the institutional culture. Faculty have disciplinary affil-
jations that determine a great deal about their behavior. They
face the influence of the profession of the professorate. And
the role of a faculty member in the United States is defined
by our society's definition of what it means to be a professor.

To examine faculty life solely in refation to the academic
institutions that hire faculty neglects significant other factors
that play a role in faculty socialization, and the focus swould
be rather limited. If we are to respond adequately to the ques:
tions raised by recent critics of higher education, we must
better understand the processes of culture and socialization
in the academy so that our organizations are more receptive
to new members' ideas, needs, and goals.

Faculty Diversity

While various debates about the purposes of higher education
rage. few individuals argue that higher education should not
strive toward equal opportunity. Yet, in spite of this apparent
common ground, women and people of color remain under:
represented among the American professorate. Women make
up less than 30 percent of the professorate and more than

50 percent of the U.S. population (Hamermesh 1992), People
of color make up less than 12 percent of the professorate
(“Characteristics of Full-Time College Professors, 1987
1992) and account for nearly 20 percent of the overall US.
population,

Faculty Sucichzation as Cultnral Process

ERIC 13

Aruitoxt provided by Eic:




E

4

O

RIC

Aruitoxt provided by Eic:

SN

Obviously. hiring and retaining women and people of color
is key if we are to atain equal opportunity in higher educa.
tion. A central aspect of achieving equal representation is
understanding the socialization experiences of women and
people of color. and in doing so we are able o consider
socialization as an opportunity to enhance academic diversity.
From this perspective. an organization’s culture is not a niono
lith to which all individuals must uniformly respond.

A culture is open to different interpretations. One of the
key challenges of understanding culture is discovering how
we might adapt an organization’s culture o multiple inter
pretations: at the same time, how do we develop shared
understandings so that we eabance diversity rather than
silence it?

Organizations as Cultures

In the fate 1970s and carly 1980s. organizational literature and
rescarch began to emphasize organizations as svstems of
shared meanings (Morgan, Frost. and Pondy 1983; Trice and
Beyer 1981). Smircich noted that “the stability. or organiza.
tion. of any group activity depends upon the existence of
common modes of interpretation and shared understandings
of experience™ (1983D. p. 53). Relatedly. Greenfield argued
that organizational analvsis should focus on the shared mean
ings people have which define for them how to act within
the organization (1973),

Other researchers concerned with understanding organi
ational culture have focused on the role that [eaders play
in shaping culture (Clark 1970; Petigrew 1979; Pfeffer 1981:
Pondy 1978; Schein 1985: Smircich and Morgan 1982; Smircich
and Stubbart 1983). Refated to much of the work on leader
ship is the notion that strong or congruent cultures lead to
increased productivity or efficiency (Peters and Waterman
1982: Schwartz and Davis 1981: Wilkins and Ouchi 1983).
Deal and Kennedy emphasized the role that values. heroes,
rituals. and communication netvorks play in building strong
comporate cultures (1982),

Additionally. various works have delineated strategies for
unearthing organizational culture (Quchi and Wilkins 1983:
Trice and Beyer 198+). Wilkins, in discussing the “cultaral
audit.” suggesied that analysts examine the assumptions about
employee work, reward, and punishment o better understand
organizational culture (1983). Pettigrew emphasized the analy




sis of organizations over time as they move through various
critical events or sociai dramas such as transitional phases in
leadership tummover (1979). In sum, all of these analyses have
worked from a social constructionist perspective to investigate
organizations as cultures.

Colleges and Universities as Cultures

A number of scholars have examined various aspects of aca-
demic life by emphasizing cultural elements. A main focus
of early cultural studies was understanding the student expe-
rience (Becker 1972; Feldiman 1972; Feldman and Newcomb
1970: Lunsford 1963; Wallace 1966). More recent efiorts in
this area have been conducted by Moffatt. who explored stu-
dent culture at Rutgers University ( 1989), and Holland and
Eisenhart, who examined how peer culture —a “culture of
romance” - -influenced the college experiences of 24 women
at two Southern universities (1990).

Jdentification of student subcultures and group associations
has been a principal area of cultural investigation. Clark and
Trow identified four student subcultures that defined general
orientations exhibited by students: collegiate culture, voca-
tional culture. academic culture. and non-conformist culture
(1966). Other researchers have developed similar classifica-
tions and undertaken studies of those subcultures (Horowitz
1987).

Cultural research also has focused on faculry life. Becher
examined the relationship between disciplinary affiliation
and faculty behavior (1987, 1989). Clark explored the role
that disciplines and institutions play in shaping faculty behav-
jor (19871). Freedman, in writing about academic culture and
faculty development. described faculty culture as "a set of
shared ways and views designed to make their [faculty] ills
bearable and to contain their anxieties and uncertainties™
(1979, p. 8). Since exploration of faculty life is a primary con
cern of this text, we devote section two to an extensive dis-
cussion of faculty culture.

While much of the early cultural research focused on spe
cific cultural groups or subcultures, more recent work has
examined academic institutions in @ more holistic fashion.
treating the institution itself as a culture—an organizational
culture. This research has largeiy been built upon strategies
employed by Clark (1963, 1970) and Riesman and Jencks
(1962).

Faculty soctalization as Cultieral Process

ERIC <1

Aruitoxt provided by Eic:




8]
O

ERIC

Aruitoxt provided by Eic:

Tiemney developed a framework for viewing colleges and
universities as cultures emphasizing an understanding of the
environment, mission, socialization. information, strategy, and
leadership (1988a). Bensimon and Neumann (1992), Birn-
baum (1988, 1992), Chaffee and Tierney (1988), Rhoads and
Tierney (1992), and Tierney (1988b) discussed academic
teadership in light of cultural theories. Tierney has adopted
cultural frameworks to examine institutional mission and cur-
ricular decision making as well as the experiences of Native
American students (1989, 1992¢). Tierney and Rhoads (forth-
coming) utilized a cultural framework in analyzing the higher
education assessment movement. And finally, Bergquist iden-
tified four primary cultures at work in academe: a collegial
culture that relates primarily to academic disciplines, a man-
agerial culture that is identified with organization and admin.
istrative processes. a developmental culture that emphasizes
the personal and professional growth of the college commu-
nity, and a negotiating culture that focuses on the equitable
distribution of organizational resources (1992).

Socialization from a Cultural Framework
Socialization is the process through which individuals acquire
the values. attitudes, norms, knowledge. and skills needed
1o exist in a given society (Merton 1957). Organizational
socialization is the same process at an organizational level.
We analyze organizational socialization as a mutually adaptive
process between the organization and the individual. Key
aspects of organizational culture, such as ceremonies, rituals.,
and rites of passage. provide the necessary experiences by
which values, beliefs, and attitudes are learned. However. as
new members enter the academy, such rituals and ceremonics
often need to be adapted or changed to meet the changed
contexts that the initiates bring to the organization.

Seialization occurs through implicit and explicit actions.
For taculty, implicit socialization may occur around the coffee
iechine, in the locker room, or at a wine and cheese party.
Implicit socialization is difficult w observe and analyze, for
it oceurs spontancously and unobtrusively. Explicit social-
ization involves clearly delincated cultural structures such as
faculty development programs and the promotion and tenure
P['()CC.\.\.

Our principal focus is to examine institutional Processes
that explicitly orient new faculty. Accordingly, we pay more
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attention to the socialization experiences of new faculty than
senior faculty. We also expend more effort focusing on full-
time faculty rather than adjunct faculty.

In the next two sections we explore culture and socializa-
tion in greater detail. In sections four, five, and six. we discuss
the experiences of faculty as they move through multiple
organizational roles and experiences. In the penultimate sec-
tion. we discuss s sialization as it relates to issues of diversity.
The concluding section outlines institutional actions that
might improve faculty socialization through the development
of effective programs and activities that meet the multiple
needs of faculty and enable the organization to adapt and
change.

Pecrdty Socudization as Culdtiorad Process
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THE CULTURES OF FACULTY LIFE

The many settings that make [the professorate] a patchuork
are tied by lines of affiliation that partly knit together the
profession’s unraveling pattern. In this most varied profes-
ston, the tension between the many and the one is deeply
rooted in reality. Indeed, antithetical identities and com-
mitments abound: the academic profession is haunted by
the play of contrary forces (Clark 1987b, p. 371).

What are those “lines of affiliation.” and how does one
become socialized to them? How do these different “iden-
tities™ conflict and “or cohere with one another? In the sec:
tion’s first part, we identify the many-faceted cultures in which
faculty become socialized.

Faculty culture may be understood as a complex interplay
of symbolic meanings predicated on five sociclogical forces:
national, professional, disciplinary, individual, and institu:
tional. In the United States. national influences primarily
derive from the overall culture of North American society and
form a backdrop for the other four forces. Professional influ-
ences derive from general notions related to what it means
to be a member of the professorate. Disciplinary influences,
of course, derive from one's disciplinary affiliution. Individual
forces relate to specific individual factors that may contribute
to significant differerices in faculty experiences. Individual
influerices include, for example, age, class, race, and gender.
Finally, institutional influences relate to the institutional cul
ture with which a faculty member becomes associated.

As Clark noted. the complex fabric resulting from these
“antithetical identities and commitments™ produces faculty
differences across a number of areas. To highlight these dif-
ferences. in the section’s second part we consider two areas
of conflict across faculty cultures: cosmopolitans versus locals,
and traditional paradigms versus emerging paradignis.

The Culture of the Nation

As any tourist knows, all countries have differences from that
of the visitor's. Behavior in some countries is more formal
than others: In one country, people are prompt: in another,

a concern for time may not be so evident. A belief in tradi
tional family structures may play a crucial role in the actions
of citizens m one country and not in another. Such differences
are not merely national or individual stereotypes- “the British
are formal and North Americans are not”™  but also hightlight

Faordty Socradizateo on s € ultiordl Process
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the obvious: All cultures are unique and different. Such a
point is especially important when one thinks about one’s
own culture, for often individuals think actions are unique
only when they differ from one’s own societal norms.

In the organizational worlds of the United States, for exam-
ple, the organization’s participants usually assume that
appointments for meetings may be made weeks in advance
and that a meeting begins on time. The North American
researcher who visits a Latin American country and finds the
concept of “time™ to be dramatically different often is frus-
trated when meetings are not kept or they begin quite late.
The simple point here is that celtural norms only hoid for
a specific culture, and how one acts and conceives of roles
and organizations differs dramatically when we compare
national attitudes about specific issues.

The concept of a faculty member in the United States is
fundamentally different from that of a professor in an Islamic,
Central American, or European nation. For example, in the
Koran it is written that “the teacher is like the prophet
Mohammed and you must respect him.” Such a portrait of
a faculty member is vastly different from those of us in the
U.S. academy who generally do not enter classrooms with
preordained religious rites of authority. Indeed. the separation
between church and state in public institutions in the United
States prohibits us from calling upon a religious text to invoke
our wisdom. Similarly, the portrait of a woman as a professor
in a college classroom may be considered common in the
United States but provoke serious discussion in a fundamen-
talist countiry such as Iran.

In Central America, the concept of a faculty member is often
of an individual who devotes part of his or her time to teach-
ing students, but the individual holds another job as well. The
idea that a professor is supposed to devote a significant por-
tion of time to research often is absent. Similarly, concepts
such as tenure, academic freedom, and institutional autonomy
are dramatically different from such concepts in the United
states. And finally, in Germany we see significant similaritics
to their U.S. counterparts in the types of work performed - -
but differences in power structures and lines of authority.

Consequently. individuals who become faculty in the Unit
ed States are socialized to the role before they even begin
graduate training. We are socialized to the role of a faculty
member by our own experiences as undergraduate students,
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by the manner in which scholars conceptualize and write
about North American higher education, and by what federal.
state, and local governments and other constituencies such
as private business expect of faculty.

To be sure, all cultures change. The national culture for fac-
ulty in the United States, Panama, or Germany, for example,
is vastly different in 1994 than it was in 1934. But nonetheless.
anyone who enters the academy today is well-socialized 0
what faculty are to do and how they are to comport themselves.

The Culture of the Profession e A
Influences related to the nature of the professorate as a pro: —

fession are intertwined with the n:uionZI identity. \‘&'/hilcl()nc F acuay lif eis
might argue that European universities had an academic pro- a distinct
fession in the 19th century, in many respects. the academic professzonal
profession in the United States was in flux for all of the 19th sphere

and a large part of the 20th century. The evolution of the US.

e

academic profession finally began to take shape around the ’lghm) d by
end of World War II: e norms of
professional

By the end of World War I, the components of the academic collegmlzty.
role bad clearly emerged and crystallized into the highly dif-

ferentiated model by which we recognize the professor

today—teaching, research, student advisement, adminis-

tration, institutional and public service (Finkelstein 1984.

p. 29).

From what began as a small group of tutors instructing pro-
spective ministers at Harvard College emerged a profession
where instruction was only one facet of the overall role of
the faculty member. We define profession as a form of an
oceupational community (Van Maanen and Barley 1984).

A profession is a group of people who engage in similar
nypes of work, shai 2 common values and beliefs, and derive
a similar sense of identity from their work. While faculty may
be quite diverse across institutional type and discipline, they
nonetheless perform many similar tasks. share common values
and beliefs, and identify with one another as colleagues.

Faculty life is a distinct professional sphere governed by
the norms of professional collegiality ( Etzioni 1964). The aca
demic profession exists through the members” own creativity
and skills. and ultimately a member's contribution is judged

Faculne Socialization as Culturead Process
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by colleagues in the profession. Seen in this light, although
obvious national differences exist, there also are commonal-
ities that extend across borders. When someone notes that
he or she is a faculty member. one gains a general picture
of the life of that individual.

Academics create formal and informal bonds around com-
mon interests. The guild mentality of the academic profession
frames faculty interests in a manner fundamentally different,
for example. from that of someone in professional sports or
someone who is in the dental profession. Again, individuals
who decide to join the professorate--whether in the United
States or Guatemala, in a private or public institution, or in
the field of engineering or English literature —share preor-
dained commonalities and are socialized accordingly.

Clark identified three prevailing ideologies across the pro-
fession (1987a). One ideology related to the “service of
knowledge.” where faculty described ideals about the inves
tigation of new knowiedge. Another ideology concerned the
norms of academic honesty. Faculty indicate that a funcamen-
tal belief of their profession is a belief in inteHectual integrity.
As Clark noted, “In the academic lexicon, knowledge must
be handled honestly, for otherwise it misinforms and
deceives. is no longer valuable in itself. and certainly of no
use to society” (p. 132). The third ideology related to the
importance individuals placed on the idea of academic
reedom.

With these first two faculty cultures--that of the nation and
the profession—we observe potential conflicts and similaritics
on which we elaborate in the section’s second part. Briefly,
however, an individual raised in Spain will find that what the
U.S. system of teaching and evaluation expects of a professor
is quite different from what he or she was socialized 1o expect
in Europe. A US. professor may experience surprise at the
nature of classroom interactions when on sabbatical in
Mexico.

And yet, certain constants hold firm. The discourse of the
academy. how one relates to one's colleagues, and the manner
in which one condudts his or her "work™ often have greater
similarities across countries than across professions. A French
physicist and a Canadian chemist. for example. are socialized
to share common work related languages and customs more
than would the French physicist with a countnyman whao is
a banker.
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The Culture of the Discipline

Although our hypothetical French physicist and Canadian
chemist may share similarities. a French physicist would share
an even greater sense of affiliation with a Chinese physicist.
for they share the culture of a discipline. We may think of dis
ciplines as any number of subgroupings within the profession.
but disciplinary cultures also have unique aspects that social-
ize individuals in specific ways.

Some authors regard disciplines through a structural frame
work noting their appearance as organizational forms (Becher
16.9). Others look more closely at disciplinary content and
ask epistemological questions such as: What is its body of con
cepts? What are its methods? What arz its fundamental aims?
(Toulmin 1972). $till others focus on the content and the
structural quaiities of disciplines. For example. ladd and
Lipset (1975) described a discipline as:

a unit of association in which faculty members spend large
portions of their professional lives. These assoctations dre
persondl. A professor will often knou members of bis field
at universities across the country better than he will know
most peopie in other departiments at bis own university. But
his associations within bis field are with bodies of ideas,
interests. norms and values. and professional styles as well
(p. 56).

In understanding what constitutes a discipline, then. it is pru
dent to include both structural and epistemological qualities.

Over a quarter of a century ago Snow elaborated the notion
that the academic world consisted principally of two cultures:
the worlds of the sciences and of the humanities (1959). In
a more recent analysis of faculty culture, we find that the cul
tural worlds of the disciplines have exploded so that faculty
no longer may be divided easily into one of two groups
(Becher 1989), Interestingly. the idea of a discipline has
hecome more structured and more diffuse.

New epistemological areas of knowledge such as biochem
istry and women'’s studies have arisen, and at the same time.
the structitres of disciplines have become more rigid and
defined so that one pubtishes in specialized journals and
attends conferences on specialized topics. However. inter
disciplinary analysis also has come of age: we now find lit
erary critics who use anthropological models and courses that

Fordny Socialization as Cullina Process
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combine scientific with historical texts.

Socialization to the discipline normally begins formally in
graduate school, although one starts to be socialized to a dis-
cipline as an undergraduare who majors in an area. Graduate
students learn 1o master language specific to their field of
study, read journals germane to that area, and discover con-
ferences that they are advised to attend either to present a
paper. meet colleagues. or interview for a job. As we shall see
in section five. disciplinary socialization continues as tenure-
track faculty struggle to make presentations and publish in
refereed journals pertinent to their disciplinary focus.

Research also has found that significant differences related
to personal characteristics and attitudes exist across disci-
plines. For example. social science faculty are the most polit-
ically liberal faculty, whereas the least liberal are those faculty
in applied professional careers. “Each discipline,” noted
Bowen and Schuster, “attracts individuals of particular talents
and interests, and the experience of working in each field
places its mark on their personalities” (1986. p. 49). We find.
then, vet another cultural cross-current where one’s back-
ground may attract or repel an individual toward a disciplinary
culture.

Finally. Kuh and Whitt have argued. “The culture of the dis-
cipline is the primary source of faculty identity and expertise
and typically engenders stionger bonds than those developed
with the institution of employment, particularly in large uni-
versities™ (1988, p. 77). This point is important to keep in
mind as we begin to deal more specifically with faculty social-
ization. for if a discipline plays the preeminent role in faculty
socialization, then questions need to be raised about what
institutions wili be able to accomplish with regard to shaping
faculty culture,

Culture and the Individual

Another significant factor in shaping faculty culture is indi-
vidual differences that relate to large categories such as race,
class, gender, sexual orientation, or other more microscopic
qualities a person may bring to his or her position (Dunn,
Sefl, and Rouse forthcoming). With regard to social categories,
we know, for example, that American Indians make up .7 per-
cent of the professorate, Asian Americans 4.2 percent, African-
Americans 3.2 percent, and Hispanics 2.3 percent. Women
accouni for anproximately 27.3 percent of the total full-time
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faculty (“Characteristics of Full- Tirne College Professors™
1992). While these figures lag behind national figures, they
nonetheless highlight the significance that diverse groups play
in shaping faculty culture. That is, social characteristics such
as gender have a significant impact on how one is socialized
to a discipline or organization.

Individuals and social groups experience faculty life in
unique ways. An African-American presumably experiences
academe in a manner different from a Hispanic or Asian Amer-
ican. Men's experiences differ from women's. Since we devote
section seven to the issue of faculty diversity and the unique
challenges of women and people of color, we save that discus-
sion for later. Suffice to say for now that a number of scholars
have documented the experiences of faculty from diverse cul
tural groups, and that academe in general has not done a good
job socializing individuals to the organization and adapting
the organization to diverse groups of people (Aisenberg and
Harrington 1988; Bernard 1964: Luz Reves and Halcon 1991
McKay 1983; Moore and Wagstaff 1974; Olivas 1988; Simeone
1987; Tierney 1992a: Tiemney and Rhoads 1993).

The Culture of the Institution

All of these faculty cultures are enacted within the organiza
tion's culture. The national, professional, disciplinary, and
individual influences of a faculty member get played out on
the terrain of the college or university. And further, that terrain
is also a faculty culture.

The culture of an organization is determined by the manner
in which the institution communicates meaning, the purpose
of that meaning and how that meaning is to be interpreted.
Institutional parameters such as size and type are obviously
a major force in shaping the general orientation of faculty
work (Bl 1973; Caplow and McGee 1958). However, dif:
ferences in an organization’s mission, how leadership is dem-
onstrated, and the symbols the organization uses to commu
nicate among members also affect the daily lives of faculty
members.

Within the culture of an organization is where the conflicts
with the other cultures may be seen most clearly. How might
we enable collegiate organizations to more successfully
orchestrate the manifold cultures which shape faculty life?
Such work involves an understanding of these faculty cultures,
the dvnamics of the organization’s culture, and socialization.

Fucnulty Soctalizatiore as Cultural Process
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TABLE 1

Summary of Faculty Cultures

FACULTY CHARACTERISTIC

National Culture ‘Varies by country -society (United States,
Brazil, Panama)

Professional Culture Varies by occupation (doctor, police
officer, teacher)

Disciplinary Culture Varies by area of study (physics, soci
ology, women's studies, engineering)

Institutional Culture Varies by institution based on factors
such as type, size. location, public vs,
private

Individual Cultural Varies by individual qualities (race, age.

Differences gender, sexual orientation. physical

disability)

Faculty Commitments

As noted. one facalty culture may overlap, conflict, or be
entirely different from another. The faculty member must
work out these conflicts and trade-offs on a daily basis. At
times, of course, trade-offs and compromises are impossible;
conflict for an individual changes from merely becoming a
nuisunce to the need to find another job. Nevertheless, the
strength of one’s socialization into the discipline may affect
whether the individual identifies predominantly with the insti-
tution or the discipline. Likewise, institutional type may play
a major role in a faculty member’s identification with the dis-
cipline or the institution.

Other behaviors such as one’s commitment to advising.
university outreach, or service also are shaped by the inter
section of these complex cultural forces. We offer two exam
ples that highlight faculty differences and are contingent upon
the intersection of cultural forces: commitment to the insti-
tution (locals) or to the discipline (cosmopolitans) and com-
mitment to traditional or emerging paradigms.

Cosmopolitans and locals

\arious strategies have heen used to delineate faculty life. As
long ago as 1957, faculty were described in terms of cosmo
politans and locals (Gouldner 19574, 1957b). Cosmopalitans
are “those low on loyalty to the employing organization, high
on commitment to specialized role skills, and likely to use
an outer reference group orientation™ (p. 290). Locals, on the
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other hand. are “those high on lovalty to the employing orga-
nization, low on commitment to specialized role skills, and
likely to use an inner reference group orientation” (p. 290).
In terms of the professorate. those faculty more committed
to their discipline than to the institution are described as cos-
mopolitans, whereas faculty committed to the institution are
described as locals.

Obviously, the distinction between cosmopolitan and local
speaks to the culture of the discipline and organization
(Becher 1987; Blau 1973; Clark 1987a; Freedman 1979). One
of the paradoxes of U.S. graduate education is that we train
and socialize the vast majority of those who will become fac-
ulty in research institutions, and then that vast majority finds
itself in organizations where the culture does not reward
research in a manner akin to the research university.

An individual faces a dysfunctional work life where he or
she has been socialized to conduct research but finds there
is virtually no time to do so because of the teaching load. Sim-
ilarly, an individual who values teaching may feel undervalued
at an institution where only research is rewarded.

Traditional paradigms and emerging paradigms

In recent years, much debate has surfaced over issues related
to science, in general, and theory and method, in particular.
These dehates tend to revolve around emerging interpreta-
tions of science versus more traditional research paradigms.
While at one time scientific practice might have had clearly
identifiable norms (Merton 1973), such an argument is more
difficult to make today (Braxton 1986; Hackett 1990).

Kuhn was one of the first to call attention to the changing
face of scientific and scholarly work when he highlighted the
“paradigm revolution™ (1970). Others have described the
methods ermployed by many of today’s scholars as “blurred
genres™ (Geertz 1983). This trend in science and theory has
had implications for how faculty go about conducting re
search, especially in the social sciences. A variety of method
ologies and theories have been spawned by this general cri
tique of traditional science. Thus. one of the significant issues
for ur lerstanding key aspects of faculty culture relates to the
professor's orientation toward more traditional scientific
methods or emerging paradigms,

The way scholars conceive of knowledge relates to the
tpes of inquiries that may be conducted. Traditionally, knowl

Facndne Soctadization as Caltural Process 1~
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edge has been situated within academic disciplines. Recently,
however. some of the bonds that frame the academic disci-
plines have begun to crack. “Today, more than at any time

in recent memory,” comments Ernest Bover. “researchers feel
the need to move beyond traditional disciplinary boundaries.
communicate with colleagues in other fields. and discover
patterns that connect”™ (1990, p. 20). The changing structure
of the disciplinary culture calls into question what it means
to be a member of a national culture and the structure in
which organizational cultures place knowledge. That is, in

a world where disciplinary culture now incorporates inter-
disciplinary thought. traditional departments may no longer
suffice.

At a time when knowledge and research findings may be
transmitted across the world in a matter of seconds, the frag-
mentation and difference of national cultures may lessen. At
the same time, in those countries that do not have the re-
sources to develop the necessary telecommunications net-
works. national and disciplinary cultures may be in ever
greater conflict. Conversely. at a stage in the United States
where calls for closer relationships between academe and
society are commonplace, what it means to be a member of
the profession may undergo change. This, in turn, will affect
organizational rewards and incentives and one’s relationship
to a discipline.

Summary

We have examined the complex makeup of faculty lives by
discussing these cultural forces: the academice discipline, the
profession of the professorate, the institution. and individual
difference all framed by the larger influence of the national
culture of American society. The influences weave a fabric
which results in faculty differences and similarities evidenced
across a number of orientations ¢t faculty commitments.
While there are many points of intersection. we have consid-
ered two: commitment to the institution (locals) or to the
discipline (cosmopolitans) and commitment to disciplinary
work or interdisciplinary work.

The impaortance of understanding faculty culture is preem-
inent if we are to adequately examine the socialization of fac-
ulty. While we have noted that the institution is only one of
the key forces that shape faculty culture and behavior. it none
theless plays a critical role in the socialization of faculty. We
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now consider the specifics of organizational socialization and
relate the discussion o faculty socialization.
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CONCEPTUALIZING FACULTY SOCIALIZATION

The self is not so much a substance ds a process in which
the conversation of gestures has been interneldized withim
an organic form. This process does not exist for itself. but
is simply « phase of the whole social organization of which
the individual is a part (Mead 193+, p. 178),

Socialization is a concept that has concerned social scientists
throughout the 20th century. For seme, socialization is a

means for achieving a sense of solidarity by the institution As a process,
alization of shared values (Merton 1957: Parsons and Shils socialization
1951). For others. socialization is a means for reproducing is ongoing,
the mores of the dominant cultare (Bourdieu 1977). Some aithough it

theorists have investigated socialization as 4 common need

i occurs most
across all cultures (Levi-Strauss 1963), and others have con Os

sidered the interaction between the individual psyche and clearb) wh en

the social organization (Goffran 1939, 1967: Mead 193+4). new recruils
Many anthropologists have thought of some forms of social: enter the

ization as a ritualized sitvation (Turner 1977), Van Gennep. Organizat’ion.

for example, studied “rites of passage™ that socialized indi
viduals to the larger society (1900). These rituals were
designed to move individuals from one developmental stage
to another. The most obvious form of such rituals were those
used for adolescents who were to become adults. Educational
anthropologists (Spindler and Spitdler 1989) and social
scientists (Melaren 1985: Tinto 1987) also have considered
how students become socialized to society through the edu
cational organization.

We view socialization as a rittalized process that involves
the transmission of culture. In what follows. we elaborate on
our definition of organizational socialization and then delin
cate the stages in which faculty become involved.

Organizational Socialization Defined

Organizational socialization is @ cultural process that involves
the exchange of patterns of thought and action. As a process.
sociaiization is ongoing. although it oceurs most clearly when
new recruits enter the organization. For new members, orga
nizational socialization is “the process of learning the ropes!
the process of being trained. the process of being taught whit
is important in an organization” (Schein 1908, p. 23 And yet,
as a4 pracess, the organization’s members always are involved
in socialization

facrdn Socialization as Crdtierad Process 3 3— 2/
T

ERIC

Aruitoxt provided by Eic:




A new leader. for example, enters the institution with a sig-
nificantly different vision about the organization, and those
in the organization perhaps may have to reframe previously
held beliefs. An individual spends a year away from the orga-
nization on a sabbatical, and upon return, has a different way
of seeing the institution. And obviously, any long-term mem-
ber of an organization will point out how different the orga-
niztion is today than when he or she first entered. A cultural
view of organizations highlights change rather than stasis. We
need to consider socialization from a similar viewpoint.

Socialization's purpose is twofold. On one hand, "One of
the important functions of organizational socialization is to
build commitment and loyalty to the organization™ (Schein
1968. p. 7). Individuals learn about the organization's culture.
On the other hand. since an organization's culture is inter-
pretive and dynamic, as new members enter the institution
it is resocialized. We are suggesting that since an organiza-
non’s culture exists as the product of social relations, as new

-members engage the organization they are able to change
it (Tierney 1992b).

In this regard, our interpretation of faculty socialization
differs from traditional notions that have stressed a one-
directional process (Baldwin 1979; Baldwin and Blackburn
1981: Blackburn 1985). In today’s diverse society an orga-
nization’s participants need to re-think how faculty become
enmeshed within an organizational setting. This point is cru-
cial to bear in mind as individuals consider groups such as
women or African-Americans, since they have been excluded
and - or underrepresented in academe. Similarly. as young fac-
uity enter an institution with an interdisciplinary orientation,
the organization needs to respond in ways different from the
past. How might the organization be transformed as significant
cadres of faculty enter with different perspectives and orientations?

We have pointed out how a leader such as a college pres-
ident may play a key role in reorienting the organization's
culture, and hence, socialization. Long-term members also
play a significant role in socializing the young. The point
stressed here is that as an interpretive site of negotiation, an
organization’s culture has the potential to undergo change
in any number of different manners due to the multiplicity
of voices that exist. Socialization is a highly charged process,
where different individuals and groups come together to
define organizational heliefs and attitudes. Rather than simply

3
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a sense of events. it is an ongoing process which involves vir-
tually all organizational actors.

Faculty Socialization

A new professor enters 2 postsecondary institution and in one
way or another becomes accustomed to the organization’s
norms. At some institutions. faculty dress formally, while at
other institutions, faculty will be found in shorts and sneakers.
At one institution. faculty are expected to be in their offices

a great deal of time, while at another locale, faculty offices
are little more than way stations between classes. Some insti-
tutions value research and others teaching. How do individ-
uals come to learn about these norms, and how do these
norms change? Facuity socialization is one area that provides
clues.

Faculty socialization is a process with two stages: the antic-
ipatory stage and the organizational stage. Anticipatory social
ization occurs largely during graduate school. The organiza:
tional stage involves initial entry ar. { then role continuance.
The organizational stage occurs wlt n a faculty member enters
the institution for the first time and comes into contact with
the institutional culture. The contact between the prospective
faculty member and the institutional culture occurs initially
during the recruitment and selection process (Wanous 1992).

Stage One: Anticipatory Socialization
The first step in organizational socialization involves antic-
ipatory learning on the part of the potential recruit (Van

Maanen 1976, 1983). Anticipatory socialization pertains to how

non-members take on the attitudes, actions, and values of the
group to which they aspire.

Anticipatory socialization serves three functions: “For the
individual who adopts the values of a group to which he [she]
aspires but does not helong, the orientation may serve the
twin functions of aiding his [her] rise into that group and of
casing his (her] adjustment after he [she] has become a part
of it™ (Merton 1957, p. 265). At the same time, new members
also begic to reframe the group to which they will belong.

During graduate training, for example, students anticipate
the types of roles and behaviors they must enact to succeed
as faculty members. Graduate training is where students begin
to acquire the values. norms, attitudes, and beliefs associated
with their discipline and with the profession at large. “As

Fee 1ty Socradization as Crdturdl Process
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voung scholars work with professors, they observe and intern-
alize the norms of behavior for research as well as supporting
mechanisms such as peer review and academic freedom™
(Anderson and Seashore-Louis 1991, p. 63).

At the same time, graduate students choose dissertation
topics and arcas of study that may help dramatically reorient
a discipline. Native American Studies and Women's Studies
are but two examples that benefited by the backgrounds of
the “new recruits.” These individuals interacted with the
“norms™ by reconfiguring them. And o, the manner in which
work is done also changes as the backgrounds of these
recruits change,

In examining the training of medical students. Becker et
al. argued that students creite their own culure which aids
them in surviving medical school (1961). This culture is not
necessarily geared toward adopting the future values and atti
tudes associated with becoming a doctor but is more short
term in its orientation. They described student culture as “the
working out in practice of the perspectives from which the
students view their day-to-day problems in relation to their
long-term goals. The perspectives, themselves collectively
developed. are organizations of ideas and actions™ (p. 435).

However. the development of a student culture takes place
within an organizational context in which various problems,
dilemmas, and situations are placed before the medical stu
dents by faculty, residents, and interns. While the short-term
implications of the organizational context may be the emer-
gence of a student culture geared toward survival. there also
are significant tong-term effects. The general set of perspec:
tives that Becker and others highlight as a by-product of med-
ical training is one facet of anticipatory sociatization.

For aspiring faculty, graduate training, then, serves as a sig:
nificant force in socializing students into the roles and expec
tations associated with faculty life. How one interacts with
students and colteagues, the lifestvle one leads, and the jour
nals. conferences. and books that one reads initially are
learned from mentors and peers in graduate school.

These initial sacializing experiences that new faculty bring
o an institution may not necessarily match the culture of their
new organization. A biologist trained at Harvard o value
rescarch nmay experience a mismatch of expectations it she
arrives at d state coltege without research facilities. A United
stares historian wheo is trained to use a seminar style in teach




ing may be surprised if. for one reason or another. his career
begins in an Islamic university that exclusively emplovs the
lecture.

Our point is straightforward: Socialization begins pricr to
an individual's first day of employment. The individual learns
what it means to be a member of a profession and discipline
during one’s training. and this learning may be at odds with
what he or she ultimately finds. Since human beings con
stantly try to make sense of the culture. the events and mes
sages that are provided during one’s initial interaction with
an institution send potent symbols. A university may not be
able to alter the students’ graduate school socialization. but
it has vast discretion over institutional structures that frame
the organizational experience.

Stage Two: Organizational Socialization

The organizational stage has two phases: initial entry and role
continuance. The entry phase involves interactions that might
oceur during the recruitment and selection process as well

as the early period of organizational learning that occurs as
soon as the individual begins employment.

The role continuance phase begins after the individual is
situated in the organization. The organizational stage is
initially framed by activities that occurred during the antic:
ipatory socialization of the recruit that has helped shape
understandings and responses to the task demands and per
formance requirements (Van Maanen 1983).

When anticipatory sociatization for an individual is con:
sistent with that of the organization’s culture. then the recruit
will experience socialization processes which affirm the indi
vidual qualities brought to the organization. On the other
hand, if the vatues. beliefs. and norms brought by a recruit
are seen as inconsistent with the cultural ethos of the insti
wution. then the socialization experience will he more trans
formative in nature: The organization will try to modify an
individual's qualities.

In terms of faculty soci dization, transformative processes
oceur when a faculty meniber with a research orientation
enters an institutional setting where teaching takes prece
dence. or conversely, when a new faculty member is hired
at a research university but enters with @ teaching orientation.
Obviously. to a certain degree, everyone goes through trans
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formations upon entering an organization. Organizational
leaders need to be conscious of what kinds of transformations
are important and necessary, and what kinds are trivial.

If recruits survive the initial entry process and the expe
riences that go along with being a “novice,” they gradually
move to a role continuance phase (Corcoran and Clark 198+).
Junior faculty must master the necessary academic and cultural
skills to attain tenure. Tenured faculty need to become social
ized to the responsibilities of academic leadership, and so
on. Hence, organizational socialization is a two-phase process.
Recruits first enter an organization and begin to “learn the
ropes” during the initial years of their academic life and then
expand their organizational role.

Most often, organizational socialization occurs informally
and haphazardly. A new faculty member arrives on campus
and learns from other faculty mernbers about the in’s and
out's of the environment. Younger faculty learn how to act
in meetings from the behavior of older cotleagues. An assis-
tant professor hears senior faculty speak constantly about the
importance of publications and never mention participation
in university service, so she declines to attend the faculty
senate.

Although informal organizational socialization will always
occur, one of the key purposes of this text is to suggest that
an organization’s participants need to consider more con
sciously how to socialize individuals to the organization’s cul
ture. When individuals do not make the organization's culture
explicit to new members, they are assuming that individuals
all interpret the institution’s symbolic life in the same way.
Our suggestion is to consider strategies that socialize the
organization’s participants not simply to unquestioned norms,
but also to consider what those norms are and how they might
need to be changed with the inclusion of new groups of fac
ulty. Such a process means that all individuals are involved
in ongoing organizational socialization and learning.

Dimensions of Organizational Socialization

Van Maanen and Schein have proposed “tactical strategies™
for understanding organizational socialization (1979). By tac
tical, they refer to the ways that “the expericnces of individ
uals in transition from one role to another are structured for
them by others in the organization™ (p. 2323, The dimensions
of organizational socialization are: 1) collective versus indi
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vidual; 2) formal versus informal; 3) sequential versus ran
dom:; 4) fixed versus variable; 5) serial versus disjunctive: and
6) investiture versus divestiture.

Collective vs. individual

Collective socialization refers to forming a group of recruits
who face a common set of experiences together. Examples
of this type of socialization include soldiers during boot camp.
students during graduate school, or a significant number of
tenure-track faculty in a particular school or college. Distinc:
tive colleges such as Reed College in Oregon, Deep Springs
College in California, or Hampshire College in Massachusetts
are examples of a unitary framework for organizational social
ization, since their culture is unitary and collective as
opposed, for example, to large public institutions that have

a more disparate culture.

Individual socialization refers to processing new members
in an isolated and singular manner. Individual socialization
more aptly describes the experiences of faculty in the vast
majority of colleges and universities. Faculty generally are
hired on a departmental or divisional basis with little coor
dination across organizational boundaries. Faculty experiences
throughout their tenure are generally individualized expe
1.ences. Some institutions provide campuswide orientation
and-or development programs. but these are, for the most
part, short-term experiences.

Formal vs. informal

A second tactical dimension of organizational socialization
pertains to whether the socialization experiences are formal

or informal. Formal socialization relates to those experiences
where the recruit is separated from other regular members

of the organization while participating in a series of specit
ically designed activities. Formal socialization is to what we
referred previously as a rite of passage: the initiate undergoes
a structured experience to pass to a new stage—-complete with
a new organizational status.

Informal socialization relates to more laissez-faire expe-
riences where the norms of the organization are learned
through trial and error. Faculty socialization, generally. is most
typically a “sink or swim™ proposition and is more informal
than formal. Van Maanen and Schein elaborate on infornl
socialization (1979).

Tacudny Socialization as Cutlured Process
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Leariing through expericnce in the informeal socialization
mode . place recruits in the position where they must
select their own socialization agents. The valie of this mode
1o the new comer is then dotermined lavgely by the relerant
rnowledge possessed by an agent and, of course. the agent’s
ability to transfer such knowledge (p. 238),

Hwe agree that faculty socialization takes place to a significant
degree through an informal process, thea it logically follows
that at a minimum. new faculty need experienced and caring
mentors.

Random vs. sequential
Another tactical dimension relates to random versus sequen
tiah socialization. Runaom socializaion pertains to a progres
sion of unclear or ambiguous steps which Tead to a target goal
or role. While the goal may be clear, how to achieve the goal
is uncicar. Sequential socialization involves discrete and
identifiable steps for achieving an organizational role. This
type of socialization is more ordered and clear and typically
falls in line with formal and collective socialization processes.
Random socialization describes processes associated with
faculty cevidenced by the uemendous stress, ambiguity, and
confusicn faculty experience in pursuit of promotion and ten
ure. One is never sure how much to write, how good a
teacher ty e orwhat to do in terms of public service o auain
promotion or tenure. Although the target may be clear, the
process o achieve it is not. Some aspects of the promaotion
process in the US militan may be seen as examples of
sequential socialization in that certain tests must be taken and
passed, specific skilts must be acquired, and certain educa:
tional levels must be atained before a soldier can be pro
moted to the next level

Fixed vs. variable

Fixed versus variable socialization processes refer to whether
the timetable related to moving through different organiza
tionat roles is fixed (precisely spelled out) or variable (vague
and unclear). An example of fixed socialization is high school
graduation 12 vears of successful schooling typically moves
someone to b new status as ahigh school graduate. Obtaining
the Ph.D.however, might be considered i tvpe of variable
sociatization. in that the process involves rites of passage tha
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frequently are unclear and variable across individuals based
on their own Ievel of ability or accomplishment.

Usually, transitions from one rale o another for faculty are
a4 mixture of fixed and variable processes. The passage from
novice through the promotion and tenure process is refatively
fixed—usually six vears. The role continuance that occurs
when a person passes from an associate professor to a full
professor is more an individualistic time frame and thus much
muore variable.

Serial vs. disjunctive

Serial socialization refers to the planned training of an indi-
vidual by a senior member. A disjunctive socialization process
is one where no role models are available for the organiza-
tional newcomer. An untenured faculty member might be
trained by a tenured professor, or a new department chair
might learn from someone who has been a chair for a con
siderable time.

For faculty, having experienced role models seems critically
important. Ata minimum. individuals need peer support. This
is problematic for underrepresented groups. since issucs
related to gender. race, and sexual orientation may make the
mentoring process more difficult.

Investiture vs. divestiture

The final dimension relates to investiture versus divestiture
socialization processes. which we discuss in terms of an
affirming versus a transforming socialization experience.
Investiture (more affirming) concerns the welcoming of the
recruit's anticipatory socialization experiences and individual
characteristics. whereas divestiture { more transforming)
involves stripping away those personal characteristics seen

as incompatible with the organizational ethos.

When newcomers take their first facudty position, twvo gener
alized institutional patterns may result. On one hand, the insti
ttion encourages and reinforces those experiences learned
in graduate school (investiture). On the other hand. institu
tional gatekeepers might adopt a transformative stance and
attempt Lo resteucture the new member's values, norms, and
heliefs (divestitare). Investiture versus divestiture processes
may be enacted at the same time, but with regard to diftferent
aspects of the novice’s orientation

Fetcredty Sociahization as Cultural Process
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Subsequently, 1 new faculty member who did not attain
tenure at a research university may be hired by a teaching
vriented institution and the faculty member's values, norms,
and beliefs associated with the research function may need
to be modified. The college may adopt a transformative stance
tonard the new faculty member’s view of the importance of
research. At the same time. this new member may place great
value on the teaching role, and the institution likely would
affirm this quality. Unfortunately. as we have noted, few real
institutional mechanisms are enacted in any kind of formal
ized way. Instead, qualities of new faculty are affirmed or
transformed through informal mechanisms that are, for the
most part, imprecise and haphazard.

Another difficulty related to faculty socialization and the
notions of investiture versus divestiture socialization is the
fact that dominant norms, values, and beliefs tend to get re
produced. Logically. it follows that if an institution values cer
tain characteristics, it will look for those qualities in new
recruits. However, members of underrepresented groups may
bring personal characteristics and anticipatory experiences
that are incongruent with some of the dominant values of the
organization, and the organization may enact transformative
processes to modify the new recruit,

Summary

During the anticipatory stage of graduate school. the prospec
tive faculty member’s experience is shaped by four culturai
influences that produce a general orientation. These cultural
forces relate to disciplinary influences, professional influen-
ces, individual factors, and influences that derive from society.
In the second stage of faculty socialization. the recruit begins
to learn about an organization’s culture, which becomes the
fifth cultural force in shaping the faculty member's occupa
tional life (see Figure 1 for a visual summany of faculty
socialization ).

During stage two. the newly hired faculty member arrives
at an institution and must learn about the organization’s cul-
ture while at the same time he or she continues to be shaped
by the four other cultural influences. Organizationat social
ization has two phases: initial entry and role continuance. The
entry phase moves the individual from the role of outsider
to novice. The role continuance phase relates o the continu




ing relationship between the institution and the faculty mem
ber. Essential to understanding this phase in academe is the
promotion and tenure process.

FIGURE 1
| Faculty Socialization
STAGE ONE STAGE TWO
Anticipatory Organizational Socialization
Five Cultural Influences
Four Cultural Influences 1. National Culture
1. National Cukwure 2. Professional Culture
2. Professional Culture 3. Disciplinary Culture
3. Disciplinary Culture +. Indwvidual Cultural Differences
4. Individual Cultural Differences 3. Institutional Culture
L]
t 1
i ]
' Phase One ' Phase Two
Eniry rR()lc Continuance J
Dimensions of Faculty Socialization
LCOUCCHVE vt ee i cieaees Indwidual
(group vs. singular)
2Fomul o Informal
(isolated from organizational members or interwoven with organizational members)
IRINAOM Lo Sequential
(unclear and ambiguous vs. ordered steps)
FIXC o Variable
(specific timetable vs. no timetable)
SoSeral L e Disjuncrive
(lead by role models vs. no role models)
O INVEMIIUIC « s v e i e iiieee e e e e Divestiture

(affirming of individual characteristics to transforming individual characteristes)
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THE FACULTY MEMBER AS NOVICE

Academic life is a mad bazard (Weber 1919, p. 133).

The focus of this section is on the interaction between the
new faculty member and the institution as the employing
organization. This initial entry into the ranks of the profes-
sorate marks the beginning of the organizational socialization
process. In describing the faculty member as a novice, we
refer principally to newly hired assistant professors in their
first years of faculty work. Although socialization has a cumu-
lative effect where an individual's experiences within organ-
izations build on each other. organizational participants must
pay particular attention to those initial experiences that occur
for an individual within an organization.

Over the last decade, for example, research has shown how
important the first-year experience is for college students.
More students depart during their initial year than in subsc:
quent years. Patterns of study, interaction, and attitudes are
set more clearly in the first year than in any other. We are sug:
gesting that the same patterns also occur in faculty roles
(Dunn, Seff, and Rouse forthcoming). Of consequence, it
sehooves academic leaders to better understand the initial
socializing experiences of the new recruit so that, as with the
first-vear experience for college students, programs of support
might be implemented.

We focus on two primary aspects of early organizational
entry: (1) the recruitment and selection process as 4 means
of organizational socialization and (2) the experiences of new
hires as they become socialized into their roles as faculty.
While we recognize that much of what drives the carly social
ization of faculty is, in fact, the promotion and tenure process.
we save that discussion for the following section, since it is
the central socializing ritual of academic life.

Recruitment and Selection

The recruitment and selection process marks the first formal
communication between the prospective faculty member and
the organization. The job description that an institution adver
tises tells a prospective employee something about the values
of the institution. Evergreen State College in Washington. for
example. requires all applicants to submit a statement about
their philosophy of education and teaching. Other institutions
ask applicants to submit writing samples. still other institu
tions ask individuals to teach a class or present a piper Some
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applications must be submitted to the dean of the college

and others to the chair of the search committee. To the neo-
phyte, these are initial cultural clues about what the institution
values and how it is structured.

Interviews and the experience that candidates have when
they visit campus provide additional information ( Waggaman
1983.). An institution where the president or dean interviews
a candidate offers one kind of information. and an interview
where senior faculty are too busy to speak with a candidate
provides another kind of information. An interview where
a candidate must make a formal presentation about a research
topic highlights an institution’s concern for research, whereas
the absence of such a discussion sends another signal.

In general, at the center of the recruitment and selection
process is the academic department, where much of the deci-
sion making regarding new faculty tends to reside (McHenrv
1977). Academic departments not only represent concerns
related to the organization, but additionally, departments usu-
ally are aligned with a discipline. The role of the discipline
in the recruitment and selection process. as well as its influ-
ence on the experiences of the new recruit. highlight the pow-
erful and ongoing influence of the disciplinary culture.

From a rational perspective of the organization, the primary
goal of recruitment and selection is to match the departmen-
tal ‘organizational needs and interests with the talents. skills,
and interests of the prospective faculty member. The same
might be said of the prospective faculty member (Wanous
1992), although in tight job markets candidates often initially
are thankful to have located a job. A cultural analysis of recruit-
ment and selection, however. offers a different interpretation.

Although the process certainly involves finding the right
“fit” between organization and candidate, the kind of matches
that are invol ed relate primarily to the cultures of faculty life,
The cukiare of the institution may differ from what an indi.
vidual has learned from the culture of the discipline or nation.
The importance of research and teaching and how they func
tion are the most obvious examples where cultural differences
will occur. Similarly, the culture of an institution that is pri-
marily white or male may differ dramatically from the cultural
background of an individual who is neither mate nor white.

A serious problem may result when a new faculty member
oriented toward a disciplinany culture of research is hired at
a teaching oriented institution { Braskamp. Fowler, and Ory
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1984). Likewise, problems may arise when the opposite
occurs: when a faculty member with a teaching orientation
is hired. only to discover that research is critical. Similurly.
implicit messages may be sent that someone does nut "fit”
the culture of the organization, when in reality the issue is
that the individual is culturally different from the norms of
the institution.

The challenge for the institution is twofold. First, the st
tution’s participants need tw be reflective about the explicit
values of the culture. 1f the institution. for example. believes
that teaching is of paramount importance. then clear signals
need to be sent to the candidate immediately about what is
expected of him or her. Second. the institution’s participants
need to understand how the implicit mechanisms of the
organization’s culture operate. so that they might understand
how to make new faculty members welcome. Language.
events. and interactions all are loaded with symbolic meaning
If the institution honors diversity, then it needs to consider
how organizational symbols privilege some and silence others.

Further. institutions frequently are in the process of change.
in which they try to reform the organizational culture by be
coming more diverse or increasing the importance of teach
ing. for example. One way of producing orgamzational change
is to bring in new people with different values and orienta
tions. Hiring new faculty represents an opportune time to
reshape the organization. but these individuals also need the
support to sustain change. For example, a college dean who
gives prominence to teaching ina specific college when the
university does not do so will create problems for the novice
who listens to the dean but finds out at promotion and tenure
that the university actually rewards research.

The Experiences of New Faculty
Once a candidate has been chosen and hired. the new faculty
member enters an experience fraught with unique problems
and concerns. “The new professor's major concern is com
petence. . .. This entry period is a time of intense pressure
and considerable growth™ (Baldwim 1990, p. 31

Newcomers to academe face a number of organizational
challenges. Frequently, they cither are tested informalh or
formally about their abilities, motives, and vilues hefore bemg
granted inclusionary rights which permit them (1) to share
organizational seerets, (2 1o separate the thetoric uscd with
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outsiders in describing the institution from the rhetoric used
by insiders to communicate with one another; and (3) to
understand the unofficial. vet recognized, norms associated
with the actual work occurring and the moral conduct
expected of people in specific organizational segments (Van
Maanen and Schein 1979).

In many ways, the early years of faculty life are a period
of disillusionment and adjustment (Olsen and Sorcinelli 1992:
Sorcinelli 1992). In a study of new faculty at a large regional
university. Boice reported consistent feelings of loneliness
and intellectual understimulation (19914, 1992). Relatedly,
Boice described general complaints on the part of new faculty
about lack of collegiality. A number of researchers noted find-
ings related to time pressures described by new faculty
(Mager and Myers 1982 Sorcinelli 1988. 1992; van der Bogert
1991). still others have highlighted the difficulty in learning
the informal aspects of organizational culture (Baldwin 1979;
Mager and Mvers 1982).

Loneliness and intellectual isolation

Based on extensive interviews conducted with four successive
new faculty cohorts, Boice identified feelings of loneliness
and isolation as one of the more significant problems faced
by new faculty (19914, 1992). The long hours required of pro-
fessorial work lie at the heart of the loneliness and isolation
new faculty experience. Most faculty novices agree that the
first vear is a difficult time to find room for a life bevond aca
deme. “New faculty were frustrated by lack of opportunities
to meet other new faculty™ (Sorcinelli 1988, p. 128).

Lack of collegial support

Isolation and intellectual understimulation reflect a general
lack of collegiality experienced by new faculty. A number of
studies have shown that new faculty consistently complain
about lack of collegial support (Boice 1991a, 1992; Fink 1984
Revnolds 1992; Sorcinelli 1988, 1992; Turner and Boice 1987).
A new faculty member in a study conducted by Whitt (1991)
provides some insight into the general lack of collegiality and
the subsequent isolation new faculty face: "My picture of the
culture here is one of fragmentation, probably due to the fact
that everyone must do research, and research happens to be
avery lonely type of thing unless people team together”

(p 1IR3,
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For some new faculty, lack of collegiality is experienced
not so much through a lack of contact with colleagues as
through negative interactions. Boice noted that, “Newcomers
... routinely reported hostile comments from colleagues with
more seniority”™ (1991a. p. 32). Relatedly. Boice pointed out
the following complaints about senior faculty: (1) senior fac-
ulty routinely exctuded new faculty from departmental deci-
sion making: (2) senior faculty complained about new faculty
secking professional visibility: (3) senior faculty were dis-
interested in the research of new facultys (4) senior faculty
complained of the narrow research interests of new faculty;
and (5) senior faculty proclaimed that teaching and research
were mutually incompatible.

Work loads and time constraints

New faculty consistently comment about fack of time to pur
sue scholarty work. As van der Bogert noted, “New faculty
were frustrated by the lack of time. They could not do all the
course preparation they felt was necessary: they greeted ques
tions on how much time they were spending on scholarly
work with laughs™ (1991, p. 68). For the most part, new fac
ulty tend to spend much more time on lecture preparation
and teaching than expected (Boice 1991b; Turner and Boice
1987). Others reported high amounts of stress related o work
loads in general (Sorcinelli 1988: Whitt 1991). Mager and
Myvers highlighted that 7+ percent of new education professors
reportedly spend more then 50 hours per week on work-
related tasks. and 38 percent spend more than 60 hours per
week (1983). New faculty may find it disheartening to leamn
that pressures from faculty work loads are unlikely to lessen
any significant degree over one's academic career (Baldwin
and Blackburn 1981).

Informal aspects of organizational culture

Not only do new faculty have to fearn the formalized policies
and practices of their institution. but additionally, "new pro
fessors have much to learn about the informal operations and
modes of conduct in the complex organization known as a
college or university” (Baldwin 1979, p. 19). As we noted in
section one. an organization’s cutture is more than the formal
rules. cades, and regulations that direct members” behaviors:
culture is also those traditions, beliefs, and practices passed
on from one generation to the next ypically learned

Facdn Soctalization as Crdtioal Process

E l{lC o1)

Aruitoxt provided by Eic:

ey




ERIC

Aruitoxt provided by Eic:

through oral histories. “Much of what is expected of [faculty]
is unstated and unwitten™ (Whitt 1991, p. 179):

Ina certain facudty lunchroom in a major university school
of nursing there was a central table with five to seven chairs
around it. and avound the perimeter of the room were addi.
tional chairs. Senior fuculty menibers usually brought their
lunches and sat around the center table at noon. Junior
Sucuin: who chose to bring their lunches and eat in the
lunchroom were never so bold as to sit at the center table
without incitation: they sat around the perimeter of the
room. The newcomers to the lunchroom were faced with
sereral quéestions: What rites of passage existed for junior
Jaculny to gain access to the central table? What were the
rudes that governed group bebacior within the setting and
how were these determined (Elay Group 1988, p. 88)?

As anovice. the new professor may find the organizational
culture ditficult to fully comprehend. * What is valued may
be misunderstood or perhaps understood all too clearly™
(Mager and Myers 1982, p. 104). The rites of passage and
informal rules that govern group behavior are a significant
concern in a number of areas. For example, what is the role
of a new facully member at departmental meetings, at faculty
sendte or union meetings, or at divisional meetings, or,
simphy. how is one expected to deal with departmental office
assistants? These are the additional kinds of informal dilem-
mas posed to the new faculty member—most of which taust
be negotiated through trial and error.

Dimensional Analysis

One way of looking at the organizationat socialization of new
faculty is to analyze their experiences in light of Van Maanen
and Schein’s “dimensions of organizational socialization™ dis-
cussed in section three. For example, the loneliness and intel-
lectual understimulation frequently experienced by new fac-
ulty arguably are the by-products of the hyperindividuatized
nature of carly organizational socialization. Individual social-
ization. as opposced to collective socialization, places new
organizational members within a “sink or swim” setting in
which they must “hit the ground running™ to succeed (Whitt
1991 Individual socialization typically is associated with
organ. ational hierarchies where the organizational participant




must fearn certain skills. attitudes, and values to handle com-
plex tasks before moving on to a higher status. Passage to a
higher status involves winning the approval of organizational
gatekeepers who evaluate each participant on an individual
basis.

The lack of collegial support reported by new faculty can
he linked to the individualized nature of their socialization
which, for many faculty, stands in sharp contrast to their grad
uate school experiences. “The rich stimulation of graduate
study days is exchanged sometimes for intellectual bareness
when the graduate student moves from a collection of desks
in a shared room to a private office as an assistant professor™
(Mager and Myers 1982, p. 105).

Complaints about faculty work loads and time constraints
can be interpreted as an emphasis upon disjunctive versus
serial socialization processes. Disjunctive processes are those
where little to no mentoring is offered. Serial socialization
depends more upon role models to assist the newcomer in
learning the ropes. Evidence suggests that work loads are fairly
stable over the span of faculty life (Baldwin and Blackburn
1981). Yet, in spite of demanding expectations, many faculty
survive and indeed excel. Serial socialization can assist new
Faculty by utilizing the experience and expertise of senior fac
ulty through a mentoring relationship. We discuss faculty men
toring in greater detail in section six.

The unspoken codes, norms, and mores which are essential
for proper behavior as a new faculty member highlight the
informal aspect of faculty organizational socialization. Iinfor-
mal socialization is typical of a luissez-faire experience where
the norms are expected to be learned through trial und error.
Formal socialization processes are less ambiguous and typ:
ically result in lesser degrees of stress. As s the case with fac
ulty work loads, faculty mentors can play a positive role in
helping new faculty learn the subtieties of evervday life and
survive the early vears of socialization. In this light, faculty
mentors may be seen as trail guides whe: help recruits nego
tiate their way over the organizational mountain passes that
are the early years of faculty life.

Summary

The recruitment and selection Process serves as a rite of pas
sage for fieulty candidates as they seek organizational entry.
The process is one of aligning values between organizational
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TABLE 2
Summary of Dimensional Analysis

DIMENSION OF
PROBLEM SOCIALIZATION TACTICAL SUGGESTION
| {oneliness Collective socialization Utilize greater group
understimulation involvement in new
faculty socialization
2. Heavy work loads  Serial socialization Improve faculey
time constraints mentoring
3. Leamning through Formal socialization Clearly articulate the
trial and errar organizational goals

and messages

goals and objectives and candidates” skills, abilities, and inter-
ests. Once this process is complete, the outsider becomes
the new recruit—the novice.

As new faculty enter the strange social milieu of academe,
they face another set of rites of passage as they struggle to
move from the role of initiate to full member. The first few
vears are marked by social and intellectual isolation as they
try to prove themselves worthy of inclusionary rights. These
first few vears are the most stressful of all the career stages
within the professorate. The socialization that occurs in these
carly vears is not just a formalized process but also involves
many complex social mores and norms that must be mastered.
What is the role of new faculty at faculty meetings? Who sits
where? What are the social customs of informal faculty gath-
erings? These are just a few of the less formalized social learn-
ing processes that new faculty encounter.
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THE RITUAL PROCESS OF TENURE AND PROMOTION

All of us are under ritual’s sway: absolutely none of us
stands outside of ritual’s symbolic jurisdiction. .. Older
than written history, they [rituals] are what remains once
the stones and columns bave disintegrated and the ruins
hare been cleared (Mclaren 1986, pp. 34-35).

Socalization involves learning the various roles one must
enact in a multitude of complex soc il settings. With each role
comes scripts or clues about how to enact these roles. Rituals
are a major form of socialization. From a cultural perspective,
promotion and tenure is a ritual process that serves as a rite
of passage for new faculty.

Turner described such 2 process as “rituals of staws ele-
vation™ (1977). He pointed out how the initiate was “con-
veved irreversibly from a lower to a higher position in an insti
tutionalized svstem of such positions™ (p. 167). The ritual
process is interactive. Organizational actors have opportunities
to shape rituals. and although a ritual such as tenure and pro
motion has existed in academe for generations. the process
also changes through time.

in the first part of this section we consider the ritual process
of the tenure and promotion vears. A ritual is not simply an
event but involves preparation and planning on the part of
A number of social actors. Consequently. we consider the rit
ual process () for the initiate, (b) for the institution. and (<)
for the discipline.

In the second part of this section. we spedifically consider
the ritual event—the vear-long analysis and decision of an
initiate's dossier. credentials. and qualifications. Obviously.
we are aware that the ritual will differ from institution to insti
tution. The process. for example. will be different for a com
munity college professor and an initiate at a research univer
sity. Our goal is to lessen the mystification involved in tenure
and promaotion with the intent of providing suggestions to
improve the process. Accordingly. we develop the following
scenario of the tenure years for assistant professor Barbara
Mara, a mythical professor at a large university.

The Tenure and Promotion Years

For the initiate

Although evervone enters the ritual process with the aware
ness that eventually ajudgment witl be made about whether
one receives tenue and promotion. most individuals are
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aware dimly of what is required of them. Barbara Mara. for
example, initially was pleased to have attained employment
at her institution; indeed. given the tight job market she was
glad to have found a position in a respected department. She
did not have many impressions of the university, Her inter-
view had been a nervous blur of meetings with senior facubty
and the dean. After the phone call from the dean offering her
the position. she had not heard from anyvone and did not want
to be a bother, so she didn't call anvone either. But she had
so many questions! she assumed once she arrived on campus
she would receive an orientation where she might find some
answers.

Professor Mara found out indirectly what was expected of
her. The departmental secretary had been a big help. The
department chair had said his door was always open, but he
always seemed so busy; she tlked with him little more than
she talked with any of the other senior faculty, Mara knew,
of course, that she had to teach three courses a semester, and
that one of these was a graduate seminar. Evervone said
research was “important,” although Mara wasn't sure what
to expect. She remembered asking a senior professor about
how many articles she should try to publish for tenure. and
he had responded that they were not “bean counters. 1t's qual-
ity that counts.” She was not sure at all what “service™ meant.

Mara was placed on twvo collegewide committees. When
she attended the meetings, faculty arrived late and left carly.
Undergraduates constantly seemed to be waiting outside her
door for an appoinument. She liked weaching, but she was sur
prised at how much time it took. A handful of graduate st
dents were always waiting for feedback on a proposal, dis-
sertation chapter, or job reference. Mara never secemed o have
time for reflection about rescarch ~-much less for a personal
life.

No one talked to Mara about her teaching, but senior faculty
contmually seemed to remind her how important research
was to get tenure. There was one other untenured professor
in the department, but his interests were different: she wasn't
sure why, but sometimes she felt that she was competing with
him.

Mara had sent an article to ajournal that was based on her
dissertation but she heard nothing for siv months. She
patiently waited to hear about the status of the picce. and after
another month or two she received a short fetter statmg that
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the article was rejected because “the methodology was weak
and the findings insubstantial.” She reworked the article and

sent it to another journal and waited an additional six months.

When she heard nothing after another month, she called the
editor. The editor's secretary informed Mara that they were
delinquent in their work and were swamped with submis-
sions, but that some decision probably would be made within
six months.

In the meantime, Mara had submitted two proposals for
presentations at a conference. Both presentations were
accepted, but she did not receive funding to go to the con
ference because all the college’s funds had been spent. The
department chair told Barbara that the procedure wis to
request funds at the start of the school year and that the next
year, perhaps, there would be funds available for the
conference.

After spending personal funds to attend the conference.
Mara had three people in the audience for her first paper pre
sentation. Although she had spent an inordinate amount of
time on the papers, one of the three in the audience fell
asleep during the presentation. The second paper received
a better audience, but the discussant for the panel went over
time on his interpretation of another speaker’s idea and never
mentioned Mara’s paper. One person approached Mara at the
end of the session and asked for a copy of her paper. She had
heard that she should bring handouts of the presentation
since it was a good way to network and have one’s work read.
so she rushed to give the person one of the SO copices she
had carried from home.

A senior faculty member had told Mara that the dean
wanted everyone to attend the university’s reception at the
conference. “He practically takes attendance.” the senior pro
fessor had laughed. The room wus packed with people when
Mara entered. The only individuals who looked familiar were
departmental colleagues, but they seemed to ignore her. She
stood alone in a corner of the room and wondered, “Is this
really worth it? Is this really how I want to spend my life?”

For the institution

Barbara Mara’s experience may not be an exact replica of a
specific individual, but there are too many clements that ring
true to ignore the vignette. Indeed. the preceding sections
have discussed problems of loneliness. lack of support. weak
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mentoring. and other problems that we have portraved here.
The vignette underscores dysfunctional socialization in that
the novice indirectly has leamned a lot about the nawre of her
institution and of academe in general. But are these the les.
sons that should be taught? We retrace Mara's steps with an
eve toward improvement.

Any new hire will have many questions, all of which cannot
be answered prior to one’s arrivat on campus. However, vary
ing forms of written and verbal information can be helpful.

A handbook that outlines basic services provides an initial
orientation. “Survival guides™ and books discuss the expe-
riences of new faculty (Boice 1992; Jarvis 1991: Schuster and
Wheeler 1990). such information can be extremely helpful
in aiding an individual to come to grips with the often
oblique system of needs and demands of academe.

Another form of information revolves around the depart
ment chair or senior faculty member. A delicate balance lics
between paternalism and the hands-off atitude exhibited by
Mara’s department chair. We will return to this point in section
eight, but someone in a senior position should be involved
actively in looking out for a junior person’s welfare. At a min-
imum, a few phone calls prior to the person’s arrival o see
how a transition might be smoothed seems prudent.

Upon arrival, formal and informal feedback mechanisms
must be in place. The guessing game that tenure and promo-
tion has become in many institutions is unnecessary at 4 min-
imum and. at wworst. unproductive for the candidate and the
institution. To be sure. the number of articles that one needs
to publish is not akin to “counting beans,™ but the institution
should be able to provide systematic, verifiable advice to a#
tenure-track faculty.

One individual hears for example, that the publication of
one’s dissertation does not count toward tenure: another indi
vidual is told that the publication of a book—even one's dis
sertation—ensures promation and tenure, One professor savs
only refereed articles count toward tenure, and another states
that two non-referced articles are equal to one refereed article.
One person states that co-authored articles are worthless, and
another person says that it is important to co author an article
with a4 graduate student as a sign of mentoring.

On a grander scale. the institution may say that weaching
is puramount. but a tenure track candidate has a friend who
is denied tenure because he has not pebtished enough. No




one says that service is important, for example. but the junior
faculty member serves on more committees than anyone else
in the department. Would a system that cares for individuals
create work that jeopardizes someone’s eventual success?

The point here is not that anyone is trying purposefully to
deceive the candidate. or that a dean. a department chair. or
senjor faculty member are shirking responsibilities. Ruather,
the tenure system is an odd potpourri of folk wisdom and
half truths that far too often provoke bewilderment in a can
didate trving to balance a multitude of duties. Uliimately. pro
motion and tenure depends on human judgment, and what
often irks senior faculty is the idea that simple numbers —

“it takes two articles per vear —will determine if someone
succeeds. At the same time. candidates should be able to
receive verifiable advice, such as, “Only one person has ever
gotten tenure with less than four referced articles. and that
person won a Nobel Prize.”

Our purpose in this text is not to determine institutional
priorities toward promotion and tenure. hut to point out that
those priorities should be clear. If one’s dissertation does not
count toward tenure. then all candidates and all individuals
on promotion and tenure committees should know such
information. If the publication of a textbook or a manual does
not help toward tenure, then again, evervone imvolved in the
promotion and tenure process should have such information.
Obviously, discrepancies may exist across colleges. A hand-
hook may be slighted in the social sciences and be important
in agriculture. Our simple point is that the system should pro
vide systematic. informed commentary to all candidates and
individuals involved in the promotion and tenure process.

Information. advice, and suggestions should be conveyed
in two forms. Informal conversations with individuals lessen
the hierarchical nature of senior junior faculty relationships
and provide the sense of an ongoing dialogue about an indi
vidual's progress. Too often a candidate arrives ata third or
fourth year review and no one was aware that he or she did
not publish because of service and teaching commitments.

At the same time. a tormal discussion should be held once
a vear. In a system ostensibly based on collegiality. fornal
evaluation often seems anathema to junior and senior facalty
alike. However. in the absence of such a meeting, the con
sequence is the guessing game in which Barbara Mara became
involved A formal mecting once a vear enables adepartment
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chair to plan for the future and consider relief for teaching
for an individual. and allows the candidate to air any problems
he or she has.

Depending on the size of one’s faculty, it may be difficult
for a dean o schedule individual meetings with faculry. At
the same time. one wonders what can be more important than
a decision that potentially involves millions of institutional
dotlars (assuming the candidate receives tenure and stays at
the institution). We are suggesting that the care and nurturing
of junior faculty receives the highest priority by a college
dean. In doing so. the dean is able to develop a specific cli-
maie within the college that fosters collegiality and concern
for the community,

An orientation for all new faculty is one way o offer initial
information about the college and facititate networking. An
orientation also mi~ht be developed in an ongoing format.
because often the information provided during one's first
encounters on campus only take hold once one is involved
in the process. For example. it is helpful at the first meeting
to highlight the fact that there is a teaching center on campus
to which a novice might turn: this information will be even
more worthwhile after a semester or two when the initiate
begins to recognize his or her teaching weaknesses. The main
point is that although a college dean should not try 1o fill the
function of a departmental chair or senior mentor. the dean
should be in close touch with each tenure-track candidate
to provide counsel and advice when necessary.

For the discipline

We turn to a discussion of the cultare of the discipline
because it playvs a crucial role in the success or failure of a
candidate’s promotion and tenure. The disciplinary-—even
more than the institutional —culture is where meetings. jour-
nals, book publishing, and scholarly networking occur. Again.
Burbara Mara's vignette may not be true for people in every
aspect, but there is some truth in all of the examples, and we
can learn more than simply suggesting that it is impolite to
fall asleep when a colleague is speaking.

As with the disctssion about the institution, our purpose
is nat to suggest standards for journal publication. Howeer,
all writers, and especially younger scholars. need clear feed
back about the problems encountered in a journal submis
sion To simply say that the "methodology was weak™ does
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not help the author, and a disciplinary culture that creates
affirming socialization experiences will try to enlighten rather
than condemn. Further, the abnormal delay in judging articles
that often happens in scholarly journals is again, not merely
impolite, but seriously jeopardizes a candidate’s chances for
tenure. If a journal is “swamped with submissions™ and will
take a vear to review someone’s article, it is incumbent upon
the editor to let the author know immediately so that he or
she may pursue other options.

Senior scholars from the institution and the discipline have
a scholarly obligation to advise junior colleagues about pub-
lication. As we all know, publication does not merely depend
upon the worth of one's ideas. Networking is important and
an understanding of which journal is appropriate for a specific
kind of article is essential. There is little point to maintain
an academic guessing game for junior scholars as they submit
one article after another to journals that are ill-suited for their
research and professional advancement.

Conferences are one of the more stressful professional activ-
ities that a vour.g scholar encounters. As Barbara Mara
observed, many people believed conferences were important
for “networking.” but Mara was unsure just how to go about
the task. One way is for session discussants to provide more
systematic feedback to a young scholar’s paper than merely
a cursory glance. Another possibility is for the disciplinary
organization to create informal alliances berween senior scho
lars and newcomers if for no other reason than to create a
friendly face in a sea of anonymity. A meeting for newcomers
and sessions on publishing held by editors of major journals
are examples of positive actions that a professional association
may develop.

As with every suggestion, “networking™ should not have
to be a magical process that a candidate discovers on his or
her own. Indeed. as we shall see, networking is essential for
most individuals if they are to be successfully socialized and
granted promotion and tenure.

The Ritual Year

For the initiate

During the summer before her sixth year, Barbara Mara began
to assemble her files. she had heard that they needed to be
submitted “sometime in the fall,” and with the rusls of activ
itics to which she had become accustomed at the start of fall
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semester, she was sure she would not have time to do an ade-
quate job on the files if she waited.

She was surprised about how much information was
needed. She had to submit all course evaluations, a list of
every committee she had served on, and all her publications
and presentations. She had her publications and presentations
on her vita, so that was no problem. However, she barely
could remember alt the committee work she had performed:
she only listed some major committees since she had learned
that service was not so important.

She was disappointed that she did not have more written
information about her teaching, but she had not known it was
necessary. She had become a good teacher, and twice during
the last two years she even had received a round of applause
at the end of the term from her large lecture class. Those
moments were the highlights of her career at the university.
but she had nothing to show for it. She regretted that she had
not received any written commentary from students, but she
figured that her teaching scores would suffice.

Mara worried a lot about her references. She had been told
that she needed to list six people in her field who were qual-
ified to judge her work. It was funny and depressing that after
six years she still had to struggle about whom to suggest. Two
professors knew her work quite well and a third was her dis-
sertation advisor, but she barely knew the other three indi-
viduals she had listed.

At the start of the fall semester her chair had said that he
was sure the file would "fly right through.” since most of her
previous evaluations had been fair. He promised her he would
take a look at her files when he got a chance. The new dean
worried Barbara. but the school year started and the pace of
her life picked up.

The Friday before the college committee’s Monday meeting
the department chair hurried into Mara’s office to tell her that
the college had a new format and she needed to change the
way she had presented her files. He also said that the dean’s
office had been late in requesting letters of reference and she
still did not have two letters in her file. She spent the weekend
reworking her files and worrving that the other letters would
arrive.

She received a letter from the dean a month later stating
that her candidacy had been denied. Although ber teaching
and service were “adequate.” her research was viewed as mar
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ginal »y “scholars in the field.” Mara felt alternately angry and
sad and wondered what now awaited her.

For the institution
Professor Mara's injtiation ritual ended in failure. The previous
segment outlined what kind of activities might have been
helpful. But there also are points of intervention and support
that might be offered once the ritual year has begun. For
example, the forms the institution requires a candidate to fill
out should be clear well before the actual date the forms are
needed. The department chair or senior scholar should review
the documents to ensure that the necessary information is
presented as clearly and logically as possible. The candidate
needs o know in his or her first vear that alt work-related
information’ must be kept so that when the forms are filted
in. ull of one’s committee work, for example, will be listed.
The dean’s office needs to manage the process so that last
minute changes or gaps do not oceur. A faculty member who
is on a year's leave of absence may be unable to fill out a let
ter of review, but such an absence in a candidate’s file reflects
poorly on the candidate. A fascimile or express letter to an
outside reviewer asking for an immediate evaluation of a can-
didate reflects poorly on the college as well as the candidate.
A new dean certainly has the prerogative to advocate for
the change of promotion and tenure standards, but these
changes need to be conducted fairly, clearly, and with full
discussion with those individuals under review. In Mara's case.
what was unfortunate waus that she did not have better doc-
umentation of her service and teaching. that perhaps her let
ters were not as strong as they could have been, and that she
had been led to believe from previous reviews that her work
met the standards of the institution. If nothing had changed
in her work habits trom her previous review to the time for
atenure decision. it seems questionable that she should be
deniced tenure. Finally, the manner in which the dean com
municated to Mara probably could have been improved.
Surely a formal letter is necessary. but as with the symbols
present during initial interviews, the manner in which one
treats the initiate after a tenure decision is a potent symbol
of how the institution values individuals. A meeting with the
individual as well as job couns cling and support throughout
the final vear seem warranted
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For the discipline

One point remains on which to be commented. and it relates
to the culture of the discipline: scholarly advancement and
review Disciplines have a multitude of wavs in which the
members interaet 1t would be naive  not to say mistaken
toassume that the only way one becomes known in a field

is through one’s rescarch activities. A host of informal and
formal mechanisms exist thae facititate individuals getting
acquainted. Reviewing articles and presentations. committee
work, chairing sessions. and soctal activities are examples of
disciplinany experiences that socialize the initiate to the cul-
ture of academic work. These are also activities that enable
vounger scholars to come into contact with senior colleagues.
ltis meumbent on the discipline w incorporate new members
as amens of professional advancement so that at the time
of tenure review. the individual is known in the field.

The fact remains, however. that ascholar reviews a candi
date’s credentials essentially based on the worth of one’s pub
Hshed muaterial. Tt seems absurd to send outside reviewers
evenvthing Cor nothing) an individual has written and ask for
their commentany ina week's times such atask s especially
ditficult it the reviewer has no acquaintance with the candi
e, During the tenure vears the candidate should be encour:
aged o ofter and again, senjor scholars should welcome -
occastonadl review ol i individual's work. Such a reladonship
informs the senior scholar about the junior colleague’s work
and provides ongoing analysis so that the novice may
improve. At the time of tenare review. then. the candidate
will iivoid the problem faced Iy Barbara Mara and will have
£ handtul of senior colleagues who can comment confidenty
on the mdividual's skitls and abilities.

Summary
We reiterate thi this section is not intended o dilute stan
dards or retorm msutunional Heliets about tenure. However.
the mnal process of tenare and promotion is embedded in
Londtral ssstem that can be improved dramaticatly, The mvs
thicsnon and mismtorniion that candidates encounter on
the wan to renure review s annecessan and benefits no one
The sestematic anhvsis and review of the tenure process
shonld Bestundard sk of the provost's office and the fac
ulty senate osaphnan assocuations lso need o develop
thowehutul cnmgues of wovs mewhich they nghi specifically
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aid their junior members. Rituals of transition in traditional
societies ensure success: An initiate passes from adolescence
to adulthood. Promotion and tenure cannot be a similar ritual
because even with the best of efforts, an institution may
decide that an individual is not well-suited for permanent
employment. But as the preceding sections have shown, we
surely can perform better than we have. In section eight we
return to this theme. but we now turn to the system of social-
ization after tenure.

Fac ety socialization as Cudtioral Progess
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POST-TENURE SOCIALIZATION: SENIOR FACULTY AS LEARNERS

Socialization takes place from the womb to tomb. It is a
recurrent and lifelong process taking many forms and
OCCUrring dcross a wide range of settings. Exiting one setting
moves one o another, and socialization begins anew (Van
Maanen 1983, p. 213).

When a faculty member receives tenure. organizational life
changes. The same may be said about moving from associate
professor to full professor. For a full professor the organiza-
tional culture is seen from a different perspective, from a posi axperzenced

tion ostensibly higher up on the organizational hierarchy. organizational
Associate and full professors have the ability to assume a vari members

ety of roles— mentor, trusted colleague. department chair, undergo
institutional leader. and disciplinany scholar. Based on their

extensive knowledge of the organizationat culture and history, soaal{.zmg
they are in a powerful position to shape the realities of others. experiences
And vet, as a never-ending process, even the most expe that require
rienced organizational members undergo socializing expe: growﬂg and
riences that require growth and change. Culture is dynamic.
and organizational learning needs to be ongoing for all
members. In this section we examine the post tenure faculey
member along two lines: as a socializer of other faculty and
as an organizational member involved in ongoing socialization.

Senior Faculty as Socializers

We referred in the previous section to the roles senior faculty
might play in the advancement of their junior colleagues. If
the preceding section was more instrumental, focusing on
specific actions individuals might take, this section is more
strategic. We consider the manner in which an institution and
its senior colleagues might approach the task of mentoring,
Specifically, we argue that senior faculty not only have advice
and wisdom to impart but aiso need to be intellectual learners
who value the input and ideas of their junior colleagues. We
examine three roles senior faculty fill in their capacity as cul-
ture bearers: the symbolic leader. the trail guide, and the oral
historiun. We highlight how socialization may be viewed in

a bidirectional manner so that individuals are not simply ho
mogenized to cultural norms but valued as important new
members to the community.

The symbolic leader
“His 4 truism in American igher educanion that its manag
ers  department chiirpersons, deans, or academic vice pres
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idents—almost always come from faculty ranks™ (Tucker and
Bryan 1988, p. 81). From these positions they are able to
shape the realities of others by offering their own vision of
the institution. Because of their experience and knowledge

of the organizational culture, senior faculty are capable of giv
ing symbotic meaning to events that the faculty novice might
see as perplexing or chaotic. They do so by focusing attention
on aspects of the institutional culture that are familiar and
meaningful to the college community (Bensimon, Neumann,
and Birnbaum 1989).

Leadership not only is a symbolic word. Senjor faculty have
the ability to set standards by enacting those standards them:
selves. A faculty member who holds an endowed chair, for
example, provides a potent symbol when she regularly
teaches a first-vear seminar. A full professor who seeks out
a junior colteague for honest advice about an article on which
he is working highlights the importance of conversation
across levels. A department chair who solicits input from
junior colleagues about the nature of the curriculum or what
courses should be offered in the summer has the potential
to impress on the novice that everyone’s ideas are important
and can effect change in the institution.

The converse. of course, also is painfully true. A novice all
too often is socialized to a norm where senior faculty have
light ceaching loads and junior faculey are supposed to silently
receive | riticism from their elders and have no voice in de-
partmental or college affairs. To tead by symbol in the nanner
we suggest offers the initiate a fundamental opportunity to
shape the culture,

The trail guide

Senior faculty find themselves in a position where other less:
experienced faculty seek their advice and knowledge about
the cultural mores of the organization. In this regard, senior
faculty may find themselves in the role of mentor or trusted
colleague. We have considered in section five how individuals
might respond as @ mentor with regard to publication, teach
ing. and other maters.

As i trusted and respected colleague, senior taculty also
may deal with culturat issues that pertain to the organization
and the individual, How often do 1 have to go to the office?
How should 1 dress for the office or class? What is my role
at tculev meetings” Do 1 have to go to faculty soctals? How
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do 1 juggle all these tasks? These are just a few of the ques
tions that might e posed 1o mentors.

such questions often seem trivial, but they form the core
of the implicit cultural web that binds members. The indi
vidual who shows up at her office once a week when the
norny is that evervone makes a daily appearance or the fellow:
who wears shorts and sneakers when others work in ties and
slacks create problems for themselves that they may not real
ize. Han individual wants o violate ot nom. that is surely their
decision. However, they at feast should be aware they are
doing so: often, cultural tansgressions dare not purposeful.
Mostindividuals only have a passive awareness of an orga-
nization's culture. and they only discover the strength of cul
tare when they have tansgressed its bounds.

The informal conversations that tike place at lunch, on the
road. oratthe facubty mailboxes also are implicit indicators
o an individual about the culwure of the organization. Senior
faculty have the ability o create an inclusive culture where
newcomer interests get voiced. heard. and honored. As we
will consider in the nest se tion, such a point is especially

important wiry regard to urrrepresented groups.

Mentorng, thenis more volved than merely acting as
arusted colleague and dispensing advice: the mentoring rela
tionship implies commitment and a desire o learn from the
novice as well Teconsists of regular meetings and of useful
advice and advocacy between pairs of colleagues over periods
ofar feastayear™ (Boice 1993, p. 306). Whether or not col
leges adopt a tormal mentor program. senior colleagues are
tremendous source of cuttural and professional guidanee
for the novice, and we are suggesting that this role e devel
oped inamore systcmatic way tan tpically oceurs.

The oral historian

Much of what faculty need 1o know abou Life in their insti
tuttons will not appear in the fiaculty handbook, the mission
sttemient. or the varous guides o institutional policies and
procedures. Fyen it mstitutions adopt the procedures sug
gosted in this teste an academic institution stll maintaims an
oral tradition “This knowledge is contained in the manitold
stortes or nivths e pass from one faculty generation to the
next These organizauional myths reseal much about the cul
tural fabrc of the institation and can be arich source of cul
tual knowledge As Pattigrew notes,
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Just as ritual may provide a shared experience of belonging
and express and reinforce what is valired, so myth also plays
its crucial role in the continuous processes of establishing
and maintaining what is legitimate and that which is
labelled unacceptable in an urganizational cudtire ( 1983.
p. 90).

In popular usage, nvth implies falschood. In the sense of
myth g plied here—the anthropological notion--myth is a
narrative of events which often have a sacred quality. Myths
link the present to the past.

Based on their time in academe and experiences at their
specific institution. senjor faculty hold a wealth of institntional
myths. Brown noted in her study of organizational sociali
zution and stonvtelling that as members move through the
socialization process, the stories they tell tend to relate more
closely to organizational values and culture. “These stories
served to integrate the activities of the organization by pre
senting specific or generalized events as a part of organiza-
tional life” (1985, p. 38). This knowledge is passed on'to fac:
ulty typically in informal settings where stonvtelling seems
best suited.

As with any story. it is open to interpretation and change.
Indeed. faculty ought to utilize their roles as oral historians
not t pass on simplemindedly reasured myths of the past.
but that these nyvths be used to examine and change the pre
ent. Rather than a storv that is to be passively accepted. such
stories have the capability to be points for analvsis and
change. The glorification of the “good old davs™ may not
appear that way to those of us who were excluded from those
davs; at the same time, an institution bereft of history is an
institution without clear markers about identity and ideology.
The analvsis of the past enables junior and senior cotleagues
to embark on plans for the future.

The Ongoing Socialization of Senior Faculty

A full professor receives a memo from the president say
ing that from now on the administation will only use
clectrons mail in interoffice correspondence to save time
and money. Although the professer heard about clectronic
mail @ few vears ago, he has never bothered to hook up
and consequently feels a bit adritt by the president’s note
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o 1n the dean's address at the start of the school year, she
pointed out the financial straits the college was in and
said she expected all faculty to bring in grants. A full pro-
fessor has never written a proposal in his life and has no
idea where to begin.

A voung professor in the department asked an older col
league to read a draft of an article. but *he article had so
many new ideas he did not know how to critique it. His
mood alternated between sadness that he was behind
the times and anger at the younger professor’s enamor
of trendy ideas.

A least three possible organizational responses exist with
regard to these examples. One possibility s for the organi
zation to do nothing. A second response is Lo recognize a
problem and hold a workshop or two for senior professors.
The third reaction is to treat these issues as cultural dilemmas
that pertain to socialization.

Clearly, the first response is inadequate. The second re
sponse is functional in nature and responds to an immediate
problem: Someone does not know how' to use the computer,
so the institution develops a training class to bring individuzls
up to speed. Although such classes are helpful and necessary.
they are reactive in nature and do not adequately treat the
underlving cultural issues.

The problems presented here are common dilemmas that
confront atl senior faculty in all types of organizations. If an
institution is able to develop a culure where socialization
is seen as ongoing and where all individuals are leamers as
well as teachers, then the institution will develop proactive
srategics for dealing with socialization in the same way that
they have developed straregies for aiding younger faculty.

The beta ats of such an approach are that the “problem™
is ot seen as residing in the individual - - the senior professor
is “behind the times.”™ Rather than using stopgap and reactive
measures. the institution is able to plan for the future. As we
shall discuss. vounger faculty also are able to be seen ina dif:
ferent tight: they often will have skills, theories, and method
ologics they will he able to teach senior faculty so the hier
archival nature of senior junior relationships will be changed.
And the institution will benefit from a culture where individ
wls embrace <Change rather than one where changes are
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fought because senior faculty seek to maintain the status (Juo.
We are not painting an organizational utopia. We noted tha
even the best socialization for vounger faculty will result in
some individual departures. Similarly. notall senior facuhy
will buy into the concept of themselves as leamers who need
to be involved in ongoing socialization. Obviously . changes
i any number of areas are difficalt for institutional members,
and it is especially hard for those people who have worked
for a great number of vears. The Life aveles of ndividuals also
interact with any organizational calture. No mauer how st
tegic an organization. some individuals will resist change
because of personal circumstances. However, far too often
an organization responds to dilemmis such as those outlined
above either by developing i temporary response or by not
reacting at all. What we are proposing is a philosophy of how
an instituton might build a community of concern where dif
ference is honored and the calture exists ina structure
oriented for change and renewal. We return 1o this topic in
section cight, but we offer four arcas where cultare and social
ization are especially important for senior faculty

Mentoring. tt hus become common o point out that faculty
are trained in w discipline but they are rarely tained o advise
and counsel undergraduate stadents (Bess 1978: Schuster
1990b). The same point holds true for the mentoring of junor
fculty. As with any activiee, some individugds will he more
adept as mentors than others, However, evenone should have
basic knowledge and adviee about how 1o helps junior fseulty.

Avearly workshop is one way to offer information 1o ticuhy
dhout how o work with tenare track facalty. Such 4 workshop
is also a good time to hightight what is and is not needed with
regard to enure. Training sessions for department chaiis also
are helptul ana allow individuals o speak amongst tiemselves
about what they do o aid junior faculty. In lurger depariments
itis incumbent for senior faculty 1o get together to deide
who will work specifically with a vounger person and the
Kinds of activities that might be developed o aid the
individual.

Our point here s that an mstitution Ginnot ask of its senior
faculty what they we not prepared o do. Workshops thit high
hght the changing face of academe with regard o women and
people of color are gready importnt. ndwadaals are anique,
anddjust as faculty need o mdersuand how o reach differem




groups of students they also need training with regard to how
t0 work with newer members of the faculty. These types of
workshops emphasize the philosophy of bidirectionality
where an institution seeks to enable older faculty to under
stand the necds of people who might be quite different from
themselves rather than assume that all groups are the same
and have the same needs. Such acrivities also are potent
organizational symbols about what the institution vatues.

Academic leadership. Carlyle may have thought that some
“men"” are born leaders and others tollowers, but he was not
speaking of academic leadership (1841 ). There are various
forms of leadership that an individual may fulfill in academe.
Tor enable all individuals to fill these roles some form of train
ing is necessary. If we agsume that an individual needs spe
cific help achieving tenure, then it seems logical that there
also will be activities that will aid the post-tenure faculty in
professional advancement.

The kind of activities that might be beneficial are training
sessions for faculty governance, an overview of the manitold
problems that confront academe. and many of the atest
changes that are being implemented in colleges and univer
sities. Unless one's area of interest happens to be higher edu
cation. faculty do not have much of an understanding of the
diversity in higher education and the array of governance
arrangements that exist. To the extent that senior faculty can
develop a comparative perspedtive about the nature of their
institutions. thev will be better able to understand differences
and create change.

Interchange. Sabbaticals and feaves of absence remain the
preferred way for renewat and training of senior faculy (Clark
1983). We reaffirm this point. In cconomic hard times insti
tutions lave begun to took at sabbaticals as one ared that
might be cut to save income. The fact remains that to keep
individuals current in their field or 1o develop new areas of
inquiry. individuals need time away tfrom teaching and the
multitude of duties that encompass faculty life, To remove
sohbaticals as an option will only retard faculty fearning in
skills needed for the future.

Howerer, to reaffirm the need of sabbaticals does notimphy
that sabhatical policies must be Teft unguestic med The idea
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that an individual automatically receives a sabbatical or that
any topic is worthy of a paid leave of absence seems as absurd
as doing away with the policy. Obviously, who decides what

is worthy of investigation is a sensitive issue. We raise the
point that sabbaticals, faculty interchanges. and leaves of
abseace should not be considered perfunctory rewards, but
key components of resocialization.

New pedagogic and curricular forms. Here again is an
area in which younger faculty might offer a rounduable or walk
on current thinking in a specific area. Teachers also miglt
become involved in a forum about how to improve teaching
methods. In many respects, both of these areas are examples
of instances where junior and senior colleagues may work
together as colleagues rather than as advisee mentor. A faculty
member who has taught for 20 years may find a workshop

on teaching and learning as helpful as does the junior faculty
member.

To the extent possible, departments also might regularly
schedule interchange and observation in one another's
classes. Some institutions have developed a system where
senior faculty sitin on a class of a tenure wack faculty member
to pass judgment about the worth of one’s teaching, This is
the kind of unidirectional socialization experience that we
would like to weaken. The implicit fesson of such an expe
rience is that senior faculty are judges. and that junior faculty
have nothing of worth that they might say to senior faculty
about teaching. Instead, a system where every faculty member
sits in another's class ofters the possibility of honest inter
change across ranks.

Summary
We have offered strategies for post tenure socialization that
hinge on the idea of teachers as learners. We recognize the
pitfalls of some of the ideas we have proposed. Some senior
faculty will resent. if not refuse, to have junior faculty sit in
their classes. A junior faculty member who presents a paper
on anew area of inquiry may be attacked by a senior profes
sor who rejects his or her ideas. 1o suggest that sabbatical pol
icies be reconsidered may altow the intrusion of administra
tors in an area that faculty see as their own,

However, we are suggesting strategtc responses tor tenured
faculty so that institutions might be able to develop specitic
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policies that are unique to their own college or university.

As with the previous section, we are not advocating a specific
institutional policy, but rather we have offered a strategic
response. Post-tenure socialization occurs whether or not the
institution decides to do it. We have suggested that institutions
build a conscious framework for socialization that is shaped
by and helps shape the organization's cuiture.
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THE SOCIALIZATION OF WOMEN FACULTY
AND FACULTY OF COLOR

1t 1s curions and worth at least a mioment’s consideration.
that eren schools with no woner on their factdtios are sym
bolized as cherishing mothers. Ev e wherve theve ave teomen
on the facudtios, not they but a mastical female - Alwa
dater --nourishes and disciplines her (harges

When e stood at hoyhood's gaic.

Shapeless in the hands of fate.

Thon didds't mold 1s. Doar Oled State.,

ito men!

inter men!

(Bernard 196 p. 1)

Jorders are sel up to define the places that are sedfe and
rnsafe, to distingieish us from them. A bovder is a diriding
line. a narvou: strip along a steep edge. A borderland is «
vagiee and undetermined place created by the emotional
residue of an unnatiral boundary It is i a constant state
of transition. The probibited and forbidden are its inthab
iteents CAnzaldua 19870 p. 3).

We frce at least two risks in this sectiom. Fiest,ds two white : -
men delineating the experiences of women and pee ple of o
color, we run the risk of perpetuating culturzd borders based Few social
on race and gender  creating an us them dichotonny. et at organizations
the same time. we cannot deny that many women faculty promote and
certainly not b and many faculty of color —again, not all sustain social
face differing and unique challenges in negotiaung their win boundaries
through the academic worlds As Anzaldua highlights in the
preceding passage. differences such as race and gender are as well as
the residue of unnatural boundaries € 19870, Few social orga academe.
nizations promote and sustain social boundanes asw el

academe.

second. hecause we are wiitng about “women™ and “peo
ple of color,” we run the rish of groupmg evervone together.
as if everyone who s different is similar “Fhat is. one assump
tion might he that the challenges faced by women taculty are
the same as those encountered by African American or Natinve
American faculty, or that Asian American ficaliy are similar
to Tating Lating faculty. We do not intend o homogenize dif
ference. Often. the problems thatwomen faculty encounter.,
for example, aie umgue te thar experience: indeed.as we
Shall disc tiss, recent research hightights that the challenges
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that women of color face are unique to their own experience
(James and Farmer 1993 Etter Lewis 1993) and differ from
that of male faculty of color and women faculty.

However. what all underrepresented groups face is an over
riding organizational cultre that often is formed on historical
and social patterns that are both white and male. Our goal
in this section, then. is to highlight some of the socialization
experiences of women faculty and faculty of coifor that tend
to perpetuate social boundaries. We also discuss the rationale
for an emphasis on socialization that honors difference.

The Revolving Door
Vomen and people ot color clearly are underrepresented
among tie American professorate. This especially is true when
tenured faculty positions are examined. Studies have shown
that a higher proportion of tenure track women faculty and
faculty of color leave the tenure track prior to a tenure deci
sion than do their white. male colleagues (Tack and Patitu
1992). While efforts have been made to recruit faculty from
diverse groups. little has been done o examine the social-
ization experiences of women faculey and faculey of color.
Research has shown that women are more likely to be
denied tenure or to leave academe altogether and, in general,
exhibit differential progress (American Association of Uni
versity Women 1989; Dwver, Flynn. and Inman 1991; Roth
blum 1988). The same can be said of people of coior (Collins
1990: Jackson 1991: Suinn and Witt 1982). The tendency by
women faculty and faculty of color to leave acdeme fre
quently is discussed in terms of a “revolving door™: New: fac
ulty are hired. stay for a few years, become discouraged and
feave. or are denied tenure and then leave (Cross 1991). The
revolving door represents a socialization process that largely
has failed for the organization and the novice. The result has
been alienation and departure, What are the causes?What are
the solutions?

Sources of Socialization Prablems

Jensen noted that characteristics unique o women make their

socialization into academic ulture problematic because the
professorate is overwhelmingly mate (1982). Like Revnolds
(1992), Jensen argued that women experience more of an
acculturation process than a socialization process since they
must alter much of their individual identty A Aisenberg and




Harrington highlighted. women are. in many ways. “outsiders
in the sacred grove” of academe (1988).

People of color frequently represent diverse culural back
grounds and also face more of an acculuration process or.
in the terminology emploved here. transtormative socializa
tion (Luz Reves and Halcon 1991: Tierney 1992¢). With these
larger concerns in mind. based on a review of the literature
we have identified the tollowing dilemmas refated to the
socialization of women and people of color: inadequate antic
ipatory socialization. weak mentoring relationships. fewer net
working opportunities. divergent priorities. and additional
work demands.

Inadequate anticipatory socialization

some of the problems women and people of color face as
faculty relate to anticipatory socialization (Turner and Thomp
son 1993). While we have primarily discussed the anticipatory
phase in terms of graduate school, the undergraduzte vears
also serve o introduce individuals to the prospective roles
and expectations of various professions. For example. women
faculty and faculty of color report that they were less often
encouraged as undergraduates o pursue graduate work
(Olsen 1991). Blackwell noted that one-third of il doctoral
audents receive assistantships. but only one fifth of minority
doctoral students receive such positions (1984).

A professor as a mentor is critically important in graduate
school. Yet, underrepresented groups often have difticulty
creating and sustaining such a relationship. Gender may pose
dilemmas in developing helpful mentoring relationships
( Aisenberg and Harrington 1988). Rose reported that women
end to have weaker ties with their academic mentors € 1985).
Clark and Corcoran noted a tendenay for advisors and others
1o doubt @ woman’s potential for scholarly productivity
(1986).

Weak mentoring as facully

While women and people of color not onky may face ditti
culties in developing nientoring relationships during under
graduate and graduate sch ol vears, the same also may be
wid o their experiences as new faculty nastudy conducted
at the University of Wisconsin Madison. Lick of institutional
support for faculty was reported as amajor factor inatrition
(Rausch et ab 1989 An ingredient in the suppott system
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is. of course. mentoring relationships. Here again, lower per-
centages of faculty who left the institution reported receiving
professional support from an informal mentor.

Melillo developed a profile of the typical academic woman
based on subgroups selected from academic physicians and
counscling psychologists and noted 2 general lack of suitable
role models (1981). Simeone observed that women are more
tikely than men to be denied oppartunitics to be mentored
by senior faculte (1987),

Few black academicians benefit from a protege-mentor rela
tionship (Frierson 1990). Only one in eight black faculty
members identify themselves with a mentor (Blackwell 1983,
1984). Washington and Harvey argued that the lack of effective
sponsorship was a significant problem for African American
and Hispanic faculty (1989). “The usual protective network
of sympathetic senior faculey often does not exist™ (p. 26).

Fewer netuorking opportunities

In astudy of 47 women and 43 men in tenure-track assistant
professor positions in psychology at GO universitics, Rose
reported that women consistently rated their networks as less
cftective in helping them to build a professional reputation
(1985). Rose also noted that women had fewer ties 1o their
previous instititions and had more women colleagues. One
study reported that 47 percent of the black faculty surveved
revealed feelings of isolation and alienation (Anderson. Frier-
sou.and Lewis 1979). “They do not feel particularly close to
white colleagues and often obtain littde professional or emo-
tonal support™ (p. 100). The lack of professional support net
works is. in part. a by product of minority faculty being
tocated at the periphery of teaching and research, “They are
often in non tenured positions or special programs for minor
ities”™ (Epps 1989, . 259,

Divergent priorities

some rescarchers has e raised questions about whether
women are socialized to recognize what activities are most
important for academic success (Widom and Burke 1078).
Men and women frequently have different expectations about
how they atlocate family and work time (Reynolds 1992),
Boice found that women vatue teaching to i greater degree
than men Corthcomingy In o sty of university faculey.

~1
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Olsen discovered that minority faculty are more involved in
service, white women are more involved in teaching, and
ahite men are more involved in research (1991). Of course.
one needs to remember that rescarch tends to be rewarded.
consequently, such work habits partially explain the ditfer
ential rates of tenure and promotion as well as higher attrition
for women and people of color.

Additional demands

Additional demands for women frequently revolve around
family (McElrath 1992). For those women faculty who opt

to have children, their academic careers become even more
complicated. This is more true for women than it is for men.
since it still is common practice in our society for women to
handle the majority of child care responsibilities CMuller
1990). Often the academic world views academic work and
child raising as incompatible. Frequently. this incompatibility
forces women to decide between family or career (Rothblum
1988).

haring both a family and ¢ academic career is no sin
plo matter. The tenre system in the l nited States 1eas set
up for male facidty. whose wives provided all the homemak-
ing so that their hushands could devote their energies solely
10 academic carcer advancement (Bronstein. Rothblum.
and Solomon 1993, p. 2510

For faculty of color. additional demands relate to serving on
campus committees where they tiequently are selected to
increase representation (Banks 198+4; Blackwell 1988: Gilbert
1990). For example, Aguirre sunveyed 149 Chicaro taculty
in the southwest, reporting that 43 percent were involved in
affirmative action or Mexican American community related
committees and 57 percent were on committees related to
the recruitment and retention of Chicano students € 19870
Cross highlighted some of the problems Native Amierican b
ulty experience because of expectations placed on them o
cerve as counselors and advocites for Indian students as well
JAs representing Native Ametican perspectives on variots ¢am
pus x{'om.miuwx { l‘)‘.!l )‘ N ‘
Minority schobars face the ditticalt decision to he either
Srict acadeniies, scholar advocates, advoaite scholars, or st

Jdvocates On one hund, ther decisions are shaped by an-acs
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demic culture that expects objective detachment. And on the
other hand. their communities need leaders who seek social
action and political change (Garza 1987-1988).

Dimensional Analysis
How can Van Manner. and Schein’s dimensions of organiza-
tional socializatic: discussed in section three be utilized in
understanding the problems faced by women faculty and fuc-
ulty of color? Cne problem identified is inadequate antici-
patory socialization. All six of the dimensions may be helpful
here. but in particular, an emphasis upon serial socialization
processes seems appropriate. Serial socialization relates to
providing role models who heip to initiate newcomers to the
organization. This is also a solution to the second problem:
lack of role models for new facuity.

A third problem is that fewer networking opportunities exist
for women faculty and faculty of color. A possible solution
is to emphasize collective socialization processes where
women faculty and faculty of color participate in initiation
rituals involving groups of new faculty. A fourth problem
refates to the divergent demands placed on women faculty
and faculty of color. A possible solution relates to key orga.
nizational gatekeepers, clearly spelling out what is expected
of women faculty and faculty of color (sequential socialization
processes ). And finally, a fifth problem that the research lit
crature has highlighted is that of additional demands placed
on women faculty and facu’ty of color. A possible solution
is to encourage diverse groups to become involved in dif:
ferent arcas of campus life, but at the same time to make sure
they are rewarded accordingly. This relates to divestiture
socialization processes, where individual differences are
affirmed. Table 3 is helpful in summarizing the discussion.

Faculty Women of Color

This section has discussed issues pertaining to women and
faculty of color as it they are mutually exclusive categories.
Obviously, faculty women of color exist in both socizl cate
gories and face even more complex socialization dilemmas.
Recently, diflerent reneasch efforts have documented the expe
riences of women of color. James and Farmer, for example,
provided a series of essays about the struggles African
Americans Lace inacademe €19933 Yolanda Moses offered

‘A



TABLE 3
Summary of Dimensional Analysis

DIMENSION OF TACTICAL
PROBLEM SOCIALIZATION SUGGESTION
1 Inadequate antidi Allsiy dimensions Better mentorng dring
patory socahization graduate trning may
be most imperative
2 Weak mentoring serl socdization Provide better men
wring for new faculty
3 Fewer networking Collective sociahization Implement group miti
apportunities JUON PrOCesses
+ Divergent priorities sequential sociabizanon spelf out specific
expectations
5. Addinona demands — Divestiture socrlization Affirn individual ¢f

ferences and allow
for flexibility

an overview of the experiences of black women in academe
and provided an analysis of black women faculty (1989).
MeKay underscored some of the problems of being black and
female:

One constantly feels the pressure of a double cdged sword:
simudtancously. a perverse visthility and a convenient inis
ibility. The small nimber makes it easy Jor others to ignore
our presence. or e aweare of it We are treated as Dlacks,

on one band. as women, on the other. We are left constantly
taking stock of the landscape as different issues arise and
e have to determine on which side, woman or non white,
we wish to be identificd (1983, p. 115 ),

Further, 2 woman professor who is American Indian, for exam
ple. is highly visible, and even more demands are made.
These demiands often are made not for a concern for the ind
vidual, hut because the person represents i specific group.
Fach is asked to serve on many committees: Fach is asked
to spuak for various interests even when he or she may not
desire to do so. Communty groups dlso have needs that must
he met. Women faculty of color. in many respects, fiee the
greatest hallenges and otten find the least suppeont

Nieves squires discrssed some of the difemnias of “double
discrimination” heing both female and racathy o ethnicatly
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different (1991). She noted that if Hispanic women are “too
Hispanic,” they may have difficulty succeeding in academe.
“If her Hispanic peers consider her ‘too Anglo,’ she may lose
their support. They may contemptuously refer to her as a
‘coconut’—brown on the outside but white on the inside”
(p. 6). The sense of double discrimination may go unrecog:
nized by white women colleagues who sometimes exhibit
an insensitivity toward cultural differences among women
(Alperson 1975).

A Rationale for Socialization that Honors Difference
People of color represent diverse cultural groups, each with
unique characteristics and ways of viewing and comprehend-
ing their social worlds. Melendez and Petrovich pointed out
that “many attitudes and values of the university culture are
at odds with the character of Hispanic interpersonal relation-
ships. forms of communication, and sex-role expectations”
(1989. p. 60). Additionally, cooperation and group cohesive-
ness are important values in Hispanic culture and in many
ways antithetical to the competitiveness of academic culture
(Nieves-Squires 1991). In discussing Latino faculty, Olivas
noted that Latino teachers and scholars can make a difference
through instruction, writing, service. and their characterization
of social issues (1988). “They serve as useful irritants, inter-
preters of society. and role models for their students™ (p. 8).
When an institution looks at difference as a strength rather
than a weakness, a different view of the organizational world
is developed. Such a view is imperative for the 21st century.
It has become commonplace to speak of the need for the citi
zens of the United States to learn how to live in a multicultural
society, because isotation will no longer be a suitable
response in the future. A central role of postsecondary insti-
wtions is to help individuals function in such a world and
to equip students with the skills to understand difference.
Such a responsibility is not “only™ for those of us who are
difterent. As Lorde has pointed out, all too often individuals
think that racism is a person of color's problem, or that lesbian
and gay people only know how to deal with homophobia
(1985). And yet, to build an institution where cultural differ
ence is the norm. the organization's participants all must
struggle to understand the concept of cultural difference. In
doing so. socialization hecomes not an experience where
evervone must be homaogenized, but a process that honors
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difterence. soctalization is not an action where majority
members try to equip minority members with the skills nec
cesany 1o sunvive. Rather, socializaton becomes i process ame
nable to cultural differences. which in turn enables all orga
nizational members o hecome caltural leamers.

ff an organtzaton tries o honor difference. then fundamen
tl Changes must tahe place. An institetion. for example. can
not sintultncoush expect people of color to contribute to
seholaeship in quanty and quality equal to that of their white
male counterparts and at the same time expect people of
cotor to il munitold service needs thar ge unrewarded. The
wervice roles filled by people of color are imperative to the
eventudl achicvement of equal representation inacademe.
Therelore. institations need to rethink how to reward such
aetivites.

Fllsw orth nuihes 1 case B a promotion and enure process
that honors difference when she highlights the cultural

. L J >
identing issues involved i conducting research: "My expe Socialization

riene os of the thmgs Treseardh are aiway s shaped by the ways becomes not
I negotiate my ownidennitios and social positionings ds a an axperience
wnte, middle Class, gentite. able bodied woman and lesbian where

10 ALidison. mthe Unrted States™ C19920p ). She went on
‘ , ' everyone

1o note that her research hus alwass been grounded m the must be

cultanal expressions of wamen’s communities: Relatedly. in us .

recent vedrs research huas tended o demonstrate that men and homogemzed,

women petcen e their sooal worlds differently €Chodorow but a process
om0, Calhigan 19820 For women, existing in a male that bonors
dominated cducanonal sphere creates unigue problems: dszerence.

Do pate of the mcrcase on the omber of women stitelents

w1 hivher cdication and professional schouls. facidtios. usu
ally predomamantly mele: avgue ageanst a special focus on
ccoonen Aradents and rosist opent debate crnnhether wonten s
cdicational necds ave different from men’s (Belenky et
AVsoopy S

Clearhy there s mudch resstanee on the part ol faculy to
aecept the notton that men aed women nright coneeive of
then soct worlds ditterentih Such an assumption has sig
mftent imphications for low frealie go aboat their teaching
nd rescaarch Revnolds nened that wonten tend o adopt
mote coop e views ol sacndmnterdependence o 1092,

S W end o tostezeest Tt cooperatinve view is brought i
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many women faculty to “the more competitive and individ
ualistic views found in research-oriented faculty cultures™
(p. 639). Reynolds also noted:

If a beginning professor enters the department with a riew
of social interdependence that is different from what he
or she perceires to be the departmenr’s view. for example.
a riew that is more cooperative than competitive or indi.
vidualistic, then it's likely that the professor will 1ndera
accudtieration rather than soctalization (p. 649).

Summary

Academic custom and precedence play a major role in the
recruitment and retention of women and minority faculty and
their overall socializations experiences (Exum et al 198+).
Socialization that honors difference is about re thinking cus
tom and precedence. It is about an institutional willingness
to change. to be flexible, to become more inclusive of cultural
diversity. To recruit women and people of color without creat
ing structures that encourage the re shaping of the organi
zational culture is an assimilationist endeavor prone to failure.
as evidenced by the poor attrition of faculty from diverse
groups. As Simeone states:

It would not be sufficient for bigher education simply to
increase the numbers of wowen and minorities within the
sysien If that system continuees to be male dominated in
its policies. practices, epistemologies, ralues, methodologies,
and structures (1987, p. 21).

Increasing diversity demands structural changes. and social
ization is a central ingredient of such change. What are some
examples of socialization processes that honor difference?
The concluding section develops a response to this question.




SOCIALIZATION FOR EMPOWERMENT:
IMPLICATIONS FOR PRACTICE

The quality of bigher education and the ability of colleges

and wniversities, of whatever kind, to perform their respec:
tive missions is inextricably linked to the quality and com:

mitment of the facidty (Schuster 19904, p. 3).

Empowerment is a term whose currency perhaps has confused
its meaning, In the 1980s everyone seemed to want to
“empower” us-—from Diner’s Club to George Bush. Often.
the speakers” use of “empowerment™ meant little more than
wanting us to use their services or vote for them. As we
employ the concept here we return to the traditional sense
of the term. Empowerment creates the conditions through
which individuals and groups are able to gain control of their
lives and prosper. No one can “empower” another person;
for an individual or group to become powerful they must act
on their own. Power is not something magical given to some:
one else. However, individuals do have the possibility of
creating conditions that disable or support others.

Faculty socialization is an example of how individuals in
an organization have the ability to create the conditions for
empowerment. An institution where no mentoring or orien-
tation program is in place or no thought has been given to
the needs of tenure track faculty is an organization where indi:
viduals must become empowered in spite of—rather than
hecause of —the organization's culture. Conversely, a coor
dinated program that takes into account cultural difference,
that develops activities to enhance professional training, and
that exhibits concern for individuals is socialization for
empowerment. At the same time, even the best of programs
only create the conditions for empowerment, because indi-
viduals still must meet the challenges of tenure and profes-
sional advan ement through their own initiatives.

In the remainder of this text we devote our attention to fac
ulty development as a cultural strategy for shaping faculty
sosialization. Menges discussed faculty development as a pro
cess of hecoming “fuller, larger, better. To develop is to elab
orate. o acticulate. to disclose™ (1985, p. 181). Typically, fac
ulty developmenit has been conceptualized in terms ofa
psychological developmental modet: faculty growth is seen
largely as a by-product of individual movement throughout
the life avele (Freedman 1979). Changes in faculty behavior
arc. n general, the result of individual changes, which typ
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ically are universal across individuals In short. “The impetas

to chunge lies within the individudi™ €L rence and Blackbum

1982 . 23).

An alternative view of facahy development is deseribed D

Lawrence and Blackburm as a socialization model™ (1988,

This view of faculty development reflects the perspectinve

adopted here: Individual action and social contests are
; mediated by an organization’s culture We have highlighted
the cultural problems and challenges that different individuals
and groups face when they work in a college or university.
We have paid particular attention 1o the dilemmas encoun
tered by tentre track faculty. women facalty, and faculty of
caolor. The remainder of the section divides in hadf: In the first
part we consider responses to the problems faced wuh regard
to anticipatory and organizational socializion. in the second
part we detineute possible responses that pertain 1o the var
ious dimensions of organizational socialization

Faculty Development and Anticipatory Socialization
The Kind of experiences one has prior 1o bhecoming . faculty
member frame how an individual approaches his or her job.
The culture of the discipline and the mstitation have several
possible avenues for framing stch experiences in g manner
that wili be helpful to the tenure tack faculty member Inpar
teular, institutions that offer graduate training need o rethink
the nature of graduate education. We are not cilling tor a dra
matic upheaval of grduate taning. We are suggesting tha
more conscious direction and structure be given to graduate
cducation,

Increased calls for colleges and universities to e maore con
cerned about teaching and leaming suggests thar graduae
study needs to be altered i we are 1o adeguately soculize
the future profession It institutions beheve that service to
the community is importani. then that beliet must e reflected
m g gradute student's education 1fwe believe thar fag ulo
must be more adept at undersandimg issaes of diversity . 1hien
some forny of trainmg and sieractuon ought o be created for
students in gradudie school I the dechine of conmuminy in
academe is decrted as harntal then we must equap these who
will enter academe wih the skills necessany o buld
communin

What e the imphicanons for such suggestions s AL nm
imum were pomting onrthe obocns We necd to preaade
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those who will populate the organization with the requisite
criteria for work. Presently, graduate training is tied to the cul:
wre of the discipline. Individuals are trained about the nature
of knowledge in a specific area. To recreate graduate educa-
tion does not suggest that individual scholarship will decline
or that programs must be changed entirely. Rather, institu:
tional and disciplinary culture need to develop creative
responses to the problems faced by academe.

For faculty to place higher emphasis on teaching, for exam:
ple. they must be socialized in graduate school dhout the
importance of teaching. The implications of such an idea may
be that all graduate students who intend to become faculty
need to take a course on teaching, or that a course might be
co-taught with a faculty member. If service to the community
is important, then an internship in one format or another
could be developed. The clearest way to understand diversity
is to ensure that one’s program is diverse. Workshops on
diversity specifically tailored to graduate students ure another
possibility. The way to develop scholars who exhibit concern
about community is to develop community in graduate pro
grams. Programs that are overly competitive, emphasize indi
vidual isolation over collaboration, or have no communal
activities are socially created structures that are not necessary
for the advancement of knowledge.

Anticipatory socialization also oceurs through symbolic
learning. A graduate student whose faculty mentor makes sex
ist jokes learns one lesson about diversity, and a member in
a department where faculty >gularly attend training sessions
about cultural diversity learr... another lesson. Faculty who
imvolve themselves in the life of the community exhibit one
symbol, and professors who do not speak with other col
leagues offer another. A graduate program where faculty reg
ularly talk about the importance of teaching suggests one idea,
and a program where faculty exhibit an ongoing desire to
avoid teaching offers another. The clearest examples of antic
ipatory socialization oceur in graduate school, where students
mimic the behaviors of their professors because they believe
that is how facuity behave.

The culture of Uie discipline and its members also play a
vital role in anticipatory socialization. 1t stands to reason that
if graduate training is tied to the structure of the discipline.
then the membership of the discipline must exhibit feader
ship in the retormulation of graduate training. Organizations
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that forcefully call for increased efforts for affirmative action
strengthen institutionai work in that area. A discipline that
regularly holds workshops on teaching enables faculty to
return to their campuses and continue the dialogue.

Disciplines and institutions also can strengthen anticipatory
socialization with regard to research and scholarship. As
noted, the world of publications and conferences is confusing
and stressful to novices, When faculty co-author publications
with graduate students, it helps soon-to-be-scholars under-
stand the cutare of research. A discipline that welcomes grad
uate students might include such support for professional
development as travel money to conferences.

If one’s ideas and presentational style at a conference are
important, then one would expect that a graduate program
ought to provide opportunities for graduate students o pre
sent papers in their programs before they “go public.” If s
dents need to understand how individuals evaluate articles
for journals, then they should gain experience in judging arti
cles of heir peers. »

There are a multitude of microsee pic activities thaw may
be developed with regard o anticipatony socializaton. It
surely is bevond the scope of this text to list all nossible
actions that an institution might tike; however. we have pro
vided an appendix that offers 3 few exemplany programs that
might be found useful. as well as texts that speak about setting
up such activities (see Appendix). Journal editors, for exam-
ple. who suggest to a reviewer 1o add a non binding graduate
student reviewer to an article is dey cloping anticipatory social-
ization. A faculty member who searches out ways to involve
graduate students in cooperativ ¢ tasks offers another form
of anticipatory socialization. To the extent that academe wants
to change in specific areas, it behooves its members to con
sider ways to sociatize individuals to those new arcas while
they are in graduate school.

Faculty Development and Organizational Socialization
Entry

An institution concerned about socialization will ¢ mscicush
decide how it wants o structure the intenview pracess for i
candidate. The steps for an inten rew pertain to before, during,
and after an interview. How might the institution write 4 job
deseription so that an individual has @ sense of the college

or universiny's unique culture? Agam. in general, joh de




scriptions—and the interview process itself—are remarkably
tied to the disciplinary culture.

A candidate learns that college X needs an assistant pro
fessor to teach introductory courses in English composition
and a graduate course in Victorian literature. Countless insti-
tutions will advertise such a need. but the advertisement will
tell the candidate nothing about the unique nature of the spe
cific college. A candidate could, for example. be asked to sub
mit a brief statement about his or her philosophy of teaching.
Such a request underscores that teaching will be important.
An institution that writes that involvement in faculty gover
nance is expected of all individuals highlights another dis
tinctive aspect of the institution. An institution that values cul
tural diversity will not merely cite at the botom of an
announcement that a specific group is “'strongly encouraged
to apply,” for virtually all institutions place such a comment.
Instead, in the body of the text a specific comment will be
made, and the types of journals and individuals contacted
about the position fogically will have connections with people
of color.

If the organization’s participants value consistency. then
witen a candidate sets foot on campus what was said in the
application will be found. Tt is absurd for an institution w0
speak about the importance of teaching in an advertisement
and then only to speak about research when a candidate
werives at the institution. A candidate might also get an initial
idea about what it will take to get tenure. how it occurs, and
who is involved.

We have mentioned the auportance of the dean regularly
speaking with tenure track faculty. Obviously. the initial inter
view of a candidate by a dean is a good time to set the tone
for future interactions. Again, if the dean does not intend o
work with the candidate, then the individual should at least
learn from the dean who will be involved. The department
chair plays a similar role. Institutional services also are avail
able about which the candidate should receive infornyation.
If there is a program to assist an individual's spouse or partner
in finding emplovment, then that type of information can be
sent in @ packet of material to the individual. 1f there is @ pro
gram in place which assists faculty of color, then a persen of
color should know that it exists and what kind of senvices
offers. Simply stated, as with the comments about anticipaton
socidlization. a multitude of activities provide a candidate i
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g 53
BEST CUPY AVALABLE




-

TR

ERIC

Aruitoxt provided by Eic:

tial socializing experiences, and to the extent possible an insti-
tution needs to consciously plan how to structure the inter-
view for the candidate so that the individual receives the kinds
of experiences the organization desires.

Role continuance

We commented in sections tive and six about activities that
might be developed for an individual who is on the tenure
track or who has achieved tenure. We return now to the
dimensions of organizational socialization to outline addi-
tional activities that might be developed.

Obviously, with cach dimension both types of activities
are possible. A tenure-track faculty member, for example, will
have collective and individual experiences. Indeed., a person
always will have unique individual experiences; what we
emphasize, however, are those activities that an institution
might consciously structure to improve the socialization of
its taculty. These suggestions derive from the logic and lit:
crature of the preceding chapters and the schema built around
faculty socialization. The suggestions, at times, overlap with
one another to form a cohesive plan for the development of
faculty socialization.

Collective —Individual (group or individual oriented)

* Develop ongoing orientation programs for tenure-track
faculty to facilitate understanding of organizational
culture.

* Utilize senior facubly in sharing the institutional history.

* Create informal networks where novices interact with
senior faculty from other areas.

* Involve cohorts of new faculty as much as possible.

* Develop collaborative work environments and research
opportunities.

Fornmat  Informal (isolated from or interwoven with orga
mizational menthers)
* Develop a dear faculty development plan and make it
known throughout the institution.
* Share as early as possible what one needs to do o
achieve tenure,
* Create vearh review sessions tor the novice with the
department chair and the dean
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e Build i wormal activities for feedback and review.

» Encourage informal dialogue between novices and senior

faculy.

Random  Sequential Cunclear and ambiguous or clearly
ordered)
o Clarify the kind of information needed in promotion and
tenure dossiers.
« Provide accurate information to help tenure track faculty
adjust their priorities.
« Highlight the difference between yearly reviews and mid
point reviews,
* Provide dates for information submission.
» Develop specific methods for informing candicdates of
tenure track decisions.

Fixed Variable (specific or varying time frame)

* Recognize that socialization is an ongoing process. and
develop programs for the different needs of faculty
according to their age and professional development.
Provide opportunities for reassessing individual interests
and priorities.

Provide feedback mechanisms at various times along the
tenure track route. mindful of individual ditferences.
Make all time frames which affect the lives of faculty clear
to them Celiminate surprise reviews or evaluations).
Provide tor individual flexibility in the enure and pro
maotion svstem based on unique circumstances Guch as
bearing or adopting a chil)

Serial - Disjunctive (role models or no role models)

* Recognize that faculty socialization is an ongoing process
which includes senior faculty.

+ Develop faculty mentoring programs.

o Ivolve senior feulty in the socralization of novices.

« Develop rewards and incentives for senior ficulty who
SCTVE s MCNROTs,

« Do not overburden underrepresented faculty as mentors

Ivestiture Divestiture Catfirming or transforming individual
characteristics)
« Develop programs for senior fealty o ties might
hecome more aware of cultural differences

Facrdty Seccdizatrornt as Creltreral Prescess
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* Have an oftice on campus specificatly designed to meet
the needs of faculty of color.

* Create informal networks for women and people of color.

* Involve faculty members in the implementation of faculty
development programs.

* Include faculty input in planning faculty development
programs.

Summary
Throughout this text we have sought a bakince between de
lincating what the problems are with regard o socialization
and how these problems might be overcome. Unlike certain
dilemmas that confront higher education in the United States.
the good news about the problem of socialization is that
answers exist, and these answers do not have to fiscally bank-
rupt an institution to implement changes. Creating incentives
for senior faculty to work with junior faculty is more a cultural
issue than a fiscal one. An orientation program for new faculty
involves dialogue and structure more than it does expensive
cquipment or outside consultants. A formal, yearly meeting
with one’s department chair and dean is a mater of time
not money. Of course costs are velated, but if academe does
not work more strategically in socializing faculty, the loss o
the Labor foree is even greater: for an institution that desires
to increase the number of women and people of color as fac
ulty, the loss is even greater.

Ulimately. the challenge for an institution's participants
is to be reflective about their organizational culture and how
it goes about socializing its members. How do new members
learn about the institution? What do they fearn? How does
the culture exclude some individuals and reward others? What
might be improved? These are cultural questions that fun
damentatly revolve aound issues of socizlizaton. For inst
tutions of the 21st century the struggle will not be merely to
reflect on these questions, but to develop culwarally specific
strategics that enhance faculty socialization and. consequently,
academie excellence.
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APPENDIX

Innovative Faculty Development Ideas

* The University of Oklihoma has developed a semester
tong faculty orientation program. The program involves
weekly seminar-style meetings, and faculty participation
hus been high. During the 14 week program. a range of
topics are covered: special teaching techniques, designing
a course, evaluation of one’s teaching, health and coun
seling services. time management, and the tenure-review
pre ICOSS.

The University of North Dakota has adopted a scholars’
mentoring program where new faculty get a chance to
work and network with some of the top faculty at the
institution. One aspect of the program involves reading
and then discussing the Carnegie Report, “Scholarship
Reconsidered.” shere the goal is to get new faculty to
develop their own understanding of what it means to be
a scholar.

« The University of North Carolina at Chapel Hill has devel
oped a guide to campus resources geared for the “per-
plexed INC eacher.” The guide ofters suggestions on
where one might find help about topics ranging from
developing teaching skills to dealing with personal prob
Jems. UNC also has developed a guide to help faculty bet
ter supenvise and train teaching assistants. Emphasized
are issues related to defining the relationship bereen
faculty and TAs. providing support and feedback for TAs,
and teacher training resources

The University of Wisconsin system offers an annual “Fac
ultr College™ where faculty spend four days particrating
i teaching related workshops. The most recent edition

included programs on active learning, the ethics of teach
ing. tostering critical thinking. and collaborative learning,

Augsburg College in Minncapolis has organized a gay
fesbian study group for ats faculty as well as a mentoring
program connecting new faculty o faculty sponsors who
provide guidance to their less experienced colleagues

Western Carolma Ennversity hus adopted a mentoring pro
gram designed to serve net onhe news faculty but senior
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faculty as well. New faculty benefit by leaming more
about their institution. while senior faculty benefit
through the new roles and responsihilities they assume
4s mentors.

Stanford has prepared an extensive handbook on teaching
which includes a bibliography of works about college
teaching. They also have organized an extensive videotape
library where topics “elate to course conceptualization
and development, discussion leading, lecturing, and
student-weacher interactions.

In the spirit of Total Quality Management, the University
of Colorado at Denver has implemented Student Man-
agement Teams designed to bring students and professors
together to work on academic matters. The program
emphasis is on how reflection and discovery can improve
teaching and learning.

The Great Lakes Colleges Association for the past 17 vears
has offered an annual Course Design and Teaching Work.
shop. The program targets not only beginning faculty who
seek assistance but also senior faculty who hope to revi
talize their teaching performance.

Key Resources for New Faculty

Boice, R 1992, The New Factdty Memiber. San Francisco:
Jossev-Bass.

Bover, E L. 1990. Scholarship Reconsidered.: Prioritios of the
Professorate. Princeton. NJJ.: The Carnegie Foundation for
the Advancement of Teaching,

Fink, LD. 1984. The First Year of College Teaching. New Direc
tions for Teaching and Learning No. 17, San Francisco:
Josscev-Bass.

Jarvis, DK V9O Juniionr Facudty Derelopment: A Handbook.

New York: The Modern Language Association of America.
Schuster, L H., and DX Wheeler. 1990, I'nbancing Faculny
Ceareers: Strategios for Development and Renereal. San Fran
cisco: Jossey Bass.
sorcinelli MDD and AL Austin 1992 Dercloping New and
Jronor Facudn: New Directons for Teaching and Learning
No. 50. San Francisco: Jossev Bass




Weimer, M. 1990. Improving College Teaching: Strategies for
Developing Instrictional Effectiveness. San Francisco:
Jossey-Bass.
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